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Effective Global Talent Management
Is Key to Long-term Organizational Success
The pandemic has fast-forwarded business. And one dilemma
global companies are facing today is how to build and retain
talent in an increasingly connected and complex world. As
supply and demand for talent shifts across the world,
cross-border hiring continues to rise – the number
of globally mobile employees is set to
surpass 87.5 million by 2021, according to
a Finaccord study (Finaccord 2018). Never
before have hiring practitioners had access to
such a widespread talent pool. This is both good
news and a source of fresh challenges.
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W

ith the acceleration of a digital
age that facilitates remote working and virtual collaboration,
some may ask whether talent mobility is
even still relevant. The costs of international relocation as well as compliance with new
safety and legal measures can create additional burdens for cost-conscious organizations. However, strategic mobility projects
remain a priority for most companies: a
global survey by PwC found that only twelve
percent believe the pandemic will trigger a
fundamental rethink on mobility (PricewaterhouseCoopers 2020). This is unsurprising; after all, global talent is the backbone
of global competitiveness. Let’s take a look
at some of the reasons why, and what companies can do to stay ahead of the curve.

In Saudi Arabia, where many infrastructural projects are underway, expats with relevant experience and skills are often brought
in as advisers to local C‑suite leaders. For
one or two years, the advisors work in tandem with local senior management to oversee the successful launch of new initiatives.
The aim is two-fold: to boost skills transfer
and to localize leadership. Such arrangements
offer a win-win situation for companies, local employees, and imported talent. By pairing local leaders with expats, organizations
can ensure that their overarching corporate
strategy is globally aligned. In the process,
expat advisors gain valuable international experience and sharpen their mentorship abilities, while senior leaders develop crucial
skills and know-how for local transmission.

ADDRESSING THE SKILLS GAP

BUILDING A DIVERSE WORKFORCE

Global talent is needed not only to address
shortages in home markets, but also to expand abroad. The international growth of
companies relies on global talent. Employees often drive international growth by taking the reins of operations in new countries. This includes assembling teams of locals to help navigate cultural, legal, and
business issues and to establish a “home
base” in the new market. To prepare the
groundwork and ensure long-term success,
drawing on a mix of local and global expertise is fundamental.

Cross-border hiring thus opens possibilities
to new skilled talent, potentially unavailable regionally. It also cultivates diversity.
A diverse workforce brings many benefits,
such as skills transfer, strategy alignment,
and a more global outlook among senior
leadership. As a result, organizations that
embrace diversity tend to be more competitive and better performers (McKinsey
2020). According to a 2018 Boston Consulting Group study, companies with diverse
management teams (including women, minorities, different ages, and educational backgrounds) have 19 percent higher revenues,
thanks to their capacity for innovation
(BCG Henderson Institute 2018).

Changing demographics and industry needs
have widened the skills gap in many markets, making global talent a necessity for
businesses to remain competitive. Germany, for example, is confronting the reality
of an ageing population and an impending
shortage of skilled workers (Deutsche Welle
2017). By 2030, around three million jobs
could be unfilled, according to a study by
Prognos economic researchers. This includes
a lack of doctors and nursing staff, among
other sectors. In labor markets where skilled
workers are scarce, it is increasingly vital
that recruiters keep an open mind and an
open door to international talent.

Investing in global talent management delivers invaluable returns. But to reap these
rewards, organizations must be prepared
to navigate the intricacies of global talent
management. This begins with an inclusive, open-minded approach to hiring. Recruiters need to look for talent in the right
place, and that often means moving across
borders, cultures, and generations.
For employees, inclusive companies send a
clear signal that individual differences are

valued, and that opportunities for career development are available to all. This is key
to talent retention – particularly among Millennials. In Germany, Poland, and Chile,
Millennials ranked the development of employee skills as among the most important
company values, according to a 2018 study
by Mironski and Gawlik (Mironski / Gawlik 2018). Millennials also cited a good atmosphere in the workplace as by far the
most significant aspect of work-life balance.
Investing in global talent management delivers invaluable returns.
But to reap these rewards, organizations must be prepared to navigate the particular intricacies of
global talent management. This begins with an inclusive, open-minded approach to hiring. Recruiters
need to look for talent in the right
place, and that often means moving across borders, cultures, and
generations.
OVERCOMING BIAS AND
ADOPTING A GROWTH
MINDSET
The Millennial generation, born
between 1980 and 2000, are the
first to have grown up in a globalized, digital culture, they are especially mobile, and in many markets, they are needed to fill the
growing talent shortage.
Organizations that aim to attract the very
best talent from this pool will find themselves competing on a global scale. Many
may need to rethink the way they attract
and engage with employees. The emphasis that Millennials place on work-life balance and professional development, as well
as competitive compensation, should guide
companies to implement policies that deliver on these expectations. Talent development measures such as mentoring, personal learning, leadership training, and mobility programs can empower younger emPERSONALFÜHRUNG 12/2020-1/2021
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ployees to bring their unique skill sets, and
greater impact, to the table.
Recruiting and retaining global talent depends on a policy of inclusivity across age
as well as cultures. All too often, senior
leaders are influenced by unconscious biases or generational stereotypes. They may
therefore miss opportunities to offer younger employees the responsibilities and challenges that could truly motivate them.

with career opportunities, confidence in
leadership, personal learning and development, or communication, according to
Culture Amp (Croswell – Culture Amp
2020).
Combatting age discrimination is particularly critical in markets where a growing
number of employees are delaying retirement. In Germany, the number of employees working into their senior years is

In Saudi Arabia, where many infrastructural projects are underway, expats with relevant experience
and skills are often brought in as advisers to local C‑suite leaders. For one or two years, the advisors
work in tandem with local senior management to oversee the successful launch of new initiatives.

However, the same can be said of how
companies might view older professionals.
All generations are well-equipped to address the skills gap, although some organizations wrongly associate age with certain
career steps, as well as other traits such as
technological skills, mobility, or commitment. Many studies, however, have shown
that work attitudes are similar across generations. There are few or no differences
across generations in terms of engagement
PERSONALFÜHRUNG 12/2020-1/2021

on the rise. 14.5 percent of Germans aged 65
to 69 had a job in 2015, compared to only
6.5 percent ten years earlier, according to
the Federal Statistical Office (Destatis 2016).
Fortunately, more and more recruiters are
moving from a fixed mindset about global talent to a growth mindset, shaking the
very foundation of what being a “generation” is. Observant leaders know that diversity across backgrounds and ages injects
new life into the workplace, contributing

unique perspectives, ideas, and experiences. This attitude is essential in order to implement global talent management.
NURTURING A GLOBAL TALENT
PIPELINE
The first step towards global talent management is to organize the company and
implement a strategy, aligned with the company’s targets and goals. What kinds of
skills and talent does the company need?
A global mobility strategy provides a framework for concrete actions. Moreover, it ensures the company’s organic growth and
attracts ambitious employees from around
the world.
Nurturing a global talent pipeline begins
with a non-biased recruitment process.
Consistent hiring practices and trainings
on equality can help ensure that hiring
managers do not let assumptions regarding gender, age, nationality, religion, or
sexual orientation influence their decisions
(Petters / Schröder 2019; OECD 2017).
When faced with a lack of applicants, companies may need to re-evaluate their recruitment strategy and try new methods.
For example, a KOFA study from 2019
found that companies in rural areas of Germany are less likely to advertise vacancies
online (KOFA 2019). And while the number of unemployed people is low in many
German regions, many employees are interested in changing jobs – and may be initially overlooked by recruiters.
Hiring managers can find the right talent
more effectively if they cast a wide net and
take a holistic approach to selecting candidates. Awareness of different backgrounds
and cultural contexts is crucial, particularly when recruiting from a global talent
pool. Otherwise, seemingly minor differences can cause misunderstandings. Take
the example of educational background:
while recruiters in Germany understand
what a Magister degree is, the qualification
could be unfamiliar to hiring managers in
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other countries, and thus undervalued. Alternatively, focusing on degrees like the
MBA as prerequisites can lead hiring managers to overlook candidates without the
degree, but with relevant professional experience. Indeed, in the European market,
we have seen that professional and international experience is even more important than a specific degree for candidates
to thrive in an international career. By taking a flexible approach, and opening doors
to talent from different countries and backgrounds, recruiters are more likely to find
candidates with the right skills for the job.

FOUR FIGURES ON DEMOGRAPHIC CHANGE AND SKILLS SHORTAGES
30-45
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percent increase
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by 2034 of
all workers
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Building a vibrant culture of global mobility benefits both employees and the company. To give an example, my PageGroup
colleague Alf Harris started his career in
2006 in London, UK, as a recruitment
consultant. After five years, he moved to
Russia for a new position, and two years
later, he took on a new role in India. Alf
Harris has covered four countries in 14 years
at PageGroup. Today, he is Senior Director in Frankfurt. International careers such
as his enable employees to gain a world of
experience, including a wider understand-
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At the same time, global talent recruitment
and management is not simply a matter
for HR. Successful companies know that
ownership of the talent management process has to be shared by managers at all levels, including the CEO. Global recruitment, succession planning, leadership development, and retention of skilled employees should be among the top priorities
of senior leaders. The involvement of line
managers – in the recruitment as well as
the professional development of their employees – is critical to ensuring internal
alignment throughout the organization. In
order to foster a culture of internal mobility, managers should take an active role in
identifying talent for global assignments
and encouraging mobility.

55

of 801 occupations
are currently
facing skills
shortages

Source: www.bmwi.de/Redaktion/EN/Dossier/skilled-professionals.html

Salary and financial benefits

IMPLEMENTING CONSISTENCY
AND SHARED OWNERSHIP
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Source: Mironski / Gawlik (2018)

ing of the company’s business and a broad
network with potential new clients.
Company support is critical in order to
motivate employees to pursue international careers and to enable them to thrive.
Both the management and HR must keep
practical aspects in mind, such as language
issues and finding suitable living accommodations as well as social integration.
Other relevant concerns include visas and
legal matters, healthcare and taxation systems, the spouse’s job situation and the
availability of local schools for children.
With so many uncertainties involved in talent mobility, consistency is a must for successful global talent management. International companies face a unique set of challenges: depending on the context of each
country, they may need different HR poli-
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cies, associated processes, and systems in
place. These differences make having a stand
ard global approach all the more important. A standardized approach offers the
same materials and a common language,
which supports internal mobility. Building
a diverse and international HR team can
also help to better meet the needs of global talent. Onboarding processes should address the hurdles of relocating to an unfamiliar country and culture; buddy programs,
settling-in guidelines, and support from
third-party partners can help new joiners
feel more at ease. Organizational consistency in talent performance processes can also
pave the way for seamless transitions across
company locations – even while taking local culture and customs into account.
Balancing global consistency with a differentiated local approach presents many chalPERSONALFÜHRUNG 12/2020-1/2021
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INTERNAL SUCCESS AND CHANGES DUE TO DIVERSITY MANAGEMENT
Multiple answers possible
Better teamwork

59,7

Change of corporate culture

54,8

Stronger employee retention

43,5

More exciting working atmosphere / environment for employees 43,5
Increased employee satisfaction
Higher innovation strength

41,9

21

Source: MichaelPage Diversity Management Study 2018,
www.michaelpage.de/sites/michaelpage.de/files/DE_Diversity_Management_Study_DIGITAL.pdf

fig. 3

EXTERNAL SUCCESS AND CHANGES DUE TO DIVERSITY MANAGEMENT
Multiple answers possible
Greater appeal to applicants (Employer Branding)
Improved image
Development of innovative
solutions and products

69,4
48,4

21

Development of new
markets / customer groups 17,7
Stronger customer and
service provider loyalty 16,1
Increase
in turnover 9,7
Source: MichaelPage Diversity Management Study 2018,
www.michaelpage.de/sites/michaelpage.de/files/DE_Diversity_Management_Study_DIGITAL.pdf

lenges. In organizations that operate in
multiple countries, cultures, and institutional environments, managers have to respond to local demands while maintaining
a coherent HR strategy and management
approach. Research by MIT Sloan Management Review described a wide range of
successful methods at different companies
(Stahl et al. 2011). Shell, for example, takes
an inclusive approach to talent management at all levels of the organization. Working within a global framework of standards
and values, Rolls Royce recruits senior executives globally while also building local
talent pools to meet local demands. Matsushita, rather than emphasizing centrality and global integration, gives a high degree of autonomy to local operations in order to focus on local conditions. There is
no one strategy for companies to balance
local and global needs; each organization
PERSONALFÜHRUNG 12/2020-1/2021
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must find the best fit for their values and
objectives.
RETAINING GLOBAL TALENT
THROUGH INCLUSIVITY
Creating an inclusive culture starts with
implementing a company-wide diversity
and inclusion policy – and from the earliest points of contact. Organizing internal
training programs in cultural sensitivity
and inclusivity for every new employee encourages openness and an international
mindset. These programs should continue
throughout an employee’s career and be
tailored to the day-to-day experiences of
contributors and managers at all levels.
Particularly for companies that rely on global talent, diversity must be aligned with inclusion and a sense of belonging. Even

among companies with the best of intentions, the benefits of diversity can be lost
if senior teams ignore the daily commitment required to promote inclusivity. According to Page research on inclusion in
the UK workplace, 61 percent of workers
have experienced feelings of exclusion within the workplace, most commonly because
of office cliques (30 %), or witnessing bullying or discrimination (21 %) (MichaelPage n.d.). How can global companies follow through their commitment to diversity and inclusion with visible action? Establishing a diverse leadership team with clear
role models can be highly effective. Managers are well placed to set a positive example by respecting differences and ensuring that all voices are heard. When inclusion is treated as core to everyday business,
it can become the bedrock for a company
culture that encourages cohesion and adhesion among employees.
In our experience, such efforts are highly
valued by employees. At PageGroup, employees regularly rank our Diversity and
Inclusion programs among those most appreciated. We have launched dedicated
global networks to ensure that everyone on
the workforce – including women, parents,
LGBTI+ employees and employees with
disabilities – has the environment, tools,
and potential for success at work. In addition to highlighting our group’s diversity
and fostering a sense of belonging, these
networks provide ongoing support to our
employees through tailored resources, mentoring, and other tools.
CONCLUSION AND OUTLOOK
Recruiting from the international talent
pool, encouraging internal mobility, and
upholding inclusive policies are all ways for
companies to attract and develop global
talent. It is worth noting that the rewards
of implementing a global talent management strategy do not end when an employee leaves the company. In fact, in our experience, it is precisely because of our glob-
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al presence, well-established policies, and
supportive work environment that former
employees return at a later stage in their
career.
Consistency helps to keep the door open
for returning global talent, whether they
are in Sydney or San Francisco. In order
to stay in touch with our global network
of former employees, PageGroup has recently established an alumni group on
LinkedIn, which is a part of an alumni program. This enables us to regularly share

egy, consistency and transparency are essential to promoting fairness, engaging employees, and ensuring long-term success.
As we have seen, the management of global talent presents its own unique challenges. But tackling the challenges of this new
reality is well worth it. Diverse leaders and
teams are an invaluable source of creativity and innovation. In today’s hyper-connected world, organizations that invest in
global talent management will be well placed
to succeed. • ●

faces-huge-shortage-of-skilled-workers/
a-40294450 (accessed August 20, 2020)
Finaccord (2018): Global expatriates: Size, segmentation and forecast for the worldwide market,
www.finaccord.com/Home/About-Us/PressReleases/Global-Expatriates-Size,-Segmentationand-Forecas (accessed November 20, 2020)
Ideas for Leaders (2013): Principles of competitive
global talent management, www.ideasforleaders.
com/ideas/principles-of-competitive-globaltalent-management, (accessed August 27, 2020)
KOFA Kompetenzzentrum Fachkräftesicherung des
Instituts der deutschen Wirtschaft (2019): Wie
Unternehmen trotz Fachkräftemangel Mitarbeiter
finden, Köln, www.kofa.de/service/publikationen/
detailseite/news/kofa-studie-12019-wie-unter
nehmen-trotz-fachkraeftemangelmitarbeiter-finden (accessed August
20, 2020)
McKinsey & Company (2020):
Zusammenhang zwischen Diversität
und Geschäftserfolg so deutlich
wie nie, www.mckinsey.de/news/
presse/2020-05-19-diversity-wins
(accessed August 27, 2020)
MichaelPage (n.d.): Inclusion in the
UK workplace: Common challenges
and how to tackle them, www.michael
page.co.uk/report/inclusion-in-theUK-workplace (accessed August 20,
2020)

Observant leaders know that diversity across backgrounds and ages injects new life into
the workplace, contributing unique perspectives, ideas, and experiences. This attitude is
essential in order to implement global talent management.

relevant content with our followers, strengthening the relationship between us and our
alumni as well as the bonds between our
former employees.

Literature

The hiring of global talent inevitably changes the dynamics of local work environments. Multinationals need to balance global management strategies with the demands
of local customs and contexts. Organizations must develop strategies that fit their
own needs, whether that means allowing
room for country-specific management
practices or giving preference to a worldwide corporate culture. Whatever the strat-

Croswell, A. – Culture Amp (2020): New data on
what’s keeping older generations engaged at
work, www.cultureamp.com/blog/new-dataon-older-generations-employee-engagement/
(accessed August 20, 2020)

BCG Henderson Institute (2018): How diverse
leadership teams boost innovation, www.bcg.
com/publications/2018/how-diverse-leadershipteams-boost-innovation (accessed August 20,
2020)

Destatis (2016): Employment rate of 65 to
69-year-olds markedly higher, www.destatis.de/
EN/Press/2016/09/PE16_343_122.html;jsessi
onid=0212ED3C7180DDAC72866E94601D
794E.internet8732 (accessed August 20, 2020)
Deutsche Welle (2017): Germany faces huge shortage
of skilled workers, www.dw.com/en/germany-

Mironski, J. / Gawlik, M. (2018):
Job expectations of millennials in Poland, Germany and Chile, in: Gospodarka Narodowa, 296, 125-153,
www.researchgate.net/publication/
330692804_Job_Expectations_of_
Millennials_in_Poland_Germany_
and_Chile (accessed August 20,
2020)

Petters, L. / Schröder, M. (2019):
Negative side effects of affirmative action – How quotas lead to distortions
in performance evaluation, Köln / Hannover,
papers.ssrn.com/sol3/papers.cfm? abstract_id=
3417102 (accessed August 20, 2020)

PricewaterhouseCoopers (2020): COVID-19: The impact for global mobility and the mobile workforce,
www.pwc.com/gx/en/services/tax/publications/
covid-19-mean-for-global-mobility.html (accessed
September 4, 2020)
OECD (2017): The pursuit of gender equality,
www.oecd-ilibrary.org/social-issues-migrationhealth/the-pursuit-of-gender-equality_978926
4281318-en (accessed August 20, 2020)
Stahl, K. / Björkman, I. / Farndale, E. / Morris, S. S. /
Paauwe, J. / Stiles, P. / Trevor, J. / Wright, P.
(2011): Six principles of effective global talent
management, in: MIT Sloan Management Review, sloanreview.mit.edu/article/six-principles-ofeffective-global-talent-management/ (accessed
September 4, 2020)
PERSONALFÜHRUNG 12/2020-1/2021

