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 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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With the acceleration of a digital 
age that facilitates remote work-
ing and virtual collaboration, 

some may ask whether talent mobility is 
even still relevant. The costs of internation-
al relocation as well as compliance with new 
safety and legal measures can create addi-
tional burdens for cost-conscious organiza-
tions. 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 (Pricewa-
terhouseCoopers 2020). This is unsurpris-
ing; after all, global talent is the backbone 
of global competitiveness. Let’s take a look 
at some of the reasons why, and what com-
panies can do to stay ahead of the curve.

ADDRESSING THE SKILLS GAP

Global talent is needed not only to address 
shortages in home markets, but also to ex-
pand abroad. The international growth of 
companies relies on global talent. Employ-
ees often drive international growth by tak-
ing the reins of operations in new coun-
tries. This includes assembling teams of lo-
cals 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 ex-
pertise is fundamental.

Changing demographics and industry needs 
have widened the skills gap in many mar-
kets, making global talent a necessity for 
businesses to remain competitive. Germa-
ny, 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.

In Saudi Arabia, where many infrastructur-
al projects are underway, expats with rele-
vant experience and skills are often brought 
in as advisers to local C-suite leaders. For 
one or two years, the advisors work in tan-
dem with local senior management to over-
see 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, lo-
cal employees, and imported talent. By pair-
ing local leaders with expats, organizations 
can ensure that their overarching corporate 
strategy is globally aligned. In the process, 
expat advisors gain valuable international ex-
perience and sharpen their mentorship abil-
ities, while senior leaders develop crucial 
skills and know-how for local transmission.

BUILDING A DIVERSE WORKFORCE

Cross-border hiring thus opens possibilities 
to new skilled talent, potentially unavail-
able 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 com-
petitive and better performers (McKinsey 
2020). According to a 2018 Boston Con-
sulting Group study, companies with diverse 
management teams (including women, mi-
norities, different ages, and educational back-
grounds) have 19 percent higher revenues, 
thanks to their capacity for innovation 
(BCG Henderson Institute 2018). 

Investing in global talent management de-
livers invaluable returns. But to reap these 
rewards, organizations must be prepared 
to navigate the intricacies of global talent 
management. This begins with an inclu-
sive, open-minded approach to hiring. Re-
cruiters 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 de-
velopment are available to all. This is key 
to talent retention – particularly among Mil-
lennials. In Germany, Poland, and Chile, 
Millennials ranked the development of em-
ployee skills as among the most important 
company values, according to a 2018 study 
by Mironski and Gawlik (Mironski / Gaw-
lik 2018). Millennials also cited a good at-
mosphere in the workplace as by far the 
most significant aspect of work-life balance.

Investing in global talent manage-
ment delivers invaluable returns. 
But to reap these rewards, organi-
zations must be prepared to navi-
gate the particular intricacies of 
global talent management. This be-
gins with an inclusive, open-mind-
ed approach to hiring. Recruiters 
need to look for talent in the right 
place, and that often means mov-
ing 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 global-
ized, digital culture, they are espe-
cially mobile, and in many mar-
kets, they are needed to fill the 
growing talent shortage.

Organizations that aim to attract the very 
best talent from this pool will find them-
selves competing on a global scale. Many 
may need to rethink the way they attract 
and engage with employees. The empha-
sis that Millennials place on work-life bal-
ance and professional development, as well 
as competitive compensation, should guide 
companies to implement policies that de-
liver on these expectations. Talent devel-
opment measures such as mentoring, per-
sonal learning, leadership training, and mo-
bility programs can empower younger em-
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ployees to bring their unique skill sets, and 
greater impact, to the table.

Recruiting and retaining global talent de-
pends on a policy of inclusivity across age 
as well as cultures. All too often, senior 
leaders are influenced by unconscious bi-
ases or generational stereotypes. They may 
therefore miss opportunities to offer young-
er employees the responsibilities and chal-
lenges that could truly motivate them. 

However, the same can be said of how 
companies might view older professionals.

All generations are well-equipped to ad-
dress the skills gap, although some organi-
zations wrongly associate age with certain 
career steps, as well as other traits such as 
technological skills, mobility, or commit-
ment. Many studies, however, have shown 
that work attitudes are similar across gen-
erations. There are few or no differences 
across generations in terms of engagement 

with career opportunities, confidence in 
leadership, personal learning and develop-
ment, or communication, according to 
Culture Amp (Croswell – Culture Amp 
2020).

Combatting age discrimination is particu-
larly critical in markets where a growing 
number of employees are delaying retire-
ment. In Germany, the number of em-
ployees working into their senior years is 

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 glob-
al talent to a growth mindset, shaking the 
very foundation of what being a “genera-
tion” is. Observant leaders know that di-
versity across backgrounds and ages injects 
new life into the workplace, contributing 

unique perspectives, ideas, and experienc-
es. This attitude is essential in order to im-
plement global talent management.

NURTURING A GLOBAL TALENT 
PIPELINE

The first step towards global talent man-
agement is to organize the company and 
implement a strategy, aligned with the com-
pany’s targets and goals. What kinds of 
skills and talent does the company need? 
A global mobility strategy provides a frame-
work for concrete actions. Moreover, it en-
sures 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 regard-
ing gender, age, nationality, religion, or 
sexual orientation influence their decisions 
(Petters / Schröder 2019; OECD 2017). 
When faced with a lack of applicants, com-
panies may need to re-evaluate their re-
cruitment strategy and try new methods. 
For example, a KOFA study from 2019 
found that companies in rural areas of Ger-
many are less likely to advertise vacancies 
online (KOFA 2019). And while the num-
ber of unemployed people is low in many 
German regions, many employees are in-
terested in changing jobs – and may be ini-
tially 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 candi-
dates. Awareness of different backgrounds 
and cultural contexts is crucial, particular-
ly when recruiting from a global talent 
pool. Otherwise, seemingly minor differ-
ences 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 

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. 
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other countries, and thus undervalued. Al-
ternatively, focusing on degrees like the 
MBA as prerequisites can lead hiring man-
agers to overlook candidates without the 
degree, but with relevant professional ex-
perience. Indeed, in the European market, 
we have seen that professional and inter-
national experience is even more impor-
tant than a specific degree for candidates 
to thrive in an international career. By tak-
ing a flexible approach, and opening doors 
to talent from different countries and back-
grounds, recruiters are more likely to find 
candidates with the right skills for the job.

IMPLEMENTING CONSISTENCY 
AND SHARED OWNERSHIP

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 pro-
cess has to be shared by managers at all lev-
els, including the CEO. Global recruit-
ment, succession planning, leadership de-
velopment, and retention of skilled em-
ployees 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 em-
ployees – is critical to ensuring internal 
alignment throughout the organization. In 
order to foster a culture of internal mobil-
ity, managers should take an active role in 
identifying talent for global assignments 
and encouraging mobility. 

Building a vibrant culture of global mobil-
ity benefits both employees and the com-
pany. 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 Direc-
tor in Frankfurt. International careers such 
as his enable employees to gain a world of 
experience, including a wider understand-

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 internation-
al 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 accom-
modations as well as social integration. 
Other relevant concerns include visas and 
legal matters, healthcare and taxation sys-
tems, the spouse’s job situation and the 
availability of local schools for children.

With so many uncertainties involved in tal-
ent mobility, consistency is a must for suc-
cessful global talent management. Interna-
tional companies face a unique set of chal-
lenges: depending on the context of each 
country, they may need different HR poli-

cies, associated processes, and systems in 
place. These differences make having a stand-
ard global approach all the more impor-
tant. 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 glob-
al talent. Onboarding processes should ad-
dress the hurdles of relocating to an unfa-
miliar country and culture; buddy programs, 
settling-in guidelines, and support from 
third-party partners can help new joiners 
feel more at ease. Organizational consisten-
cy in talent performance processes can also 
pave the way for seamless transitions across 
company locations – even while taking lo-
cal culture and customs into account.

Balancing global consistency with a differ-
entiated local approach presents many chal-

fig. 2
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lenges. In organizations that operate in 
multiple countries, cultures, and institu-
tional environments, managers have to re-
spond to local demands while maintaining 
a coherent HR strategy and management 
approach. Research by MIT Sloan Man-
agement Review described a wide range of 
successful methods at different companies 
(Stahl et al. 2011). Shell, for example, takes 
an inclusive approach to talent manage-
ment at all levels of the organization. Work-
ing within a global framework of standards 
and values, Rolls Royce recruits senior ex-
ecutives globally while also building local 
talent pools to meet local demands. Mat-
sushita, rather than emphasizing centrali-
ty and global integration, gives a high de-
gree of autonomy to local operations in or-
der to focus on local conditions. There is 
no one strategy for companies to balance 
local and global needs; each organization 

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 earli-
est points of contact. Organizing internal 
training programs in cultural sensitivity 
and inclusivity for every new employee en-
courages 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 glob-
al talent, diversity must be aligned with in-
clusion and a sense of belonging. Even 

among companies with the best of inten-
tions, the benefits of diversity can be lost 
if senior teams ignore the daily commit-
ment required to promote inclusivity. Ac-
cording to Page research on inclusion in 
the UK workplace, 61 percent of workers 
have experienced feelings of exclusion with-
in the workplace, most commonly because 
of office cliques (30 %), or witnessing bul-
lying or discrimination (21 %) (Michael-
Page n.d.). How can global companies fol-
low through their commitment to diversi-
ty and inclusion with visible action? Estab-
lishing a diverse leadership team with clear 
role models can be highly effective. Man-
agers are well placed to set a positive ex-
ample by respecting differences and ensur-
ing that all voices are heard. When inclu-
sion is treated as core to everyday business, 
it can become the bedrock for a company 
culture that encourages cohesion and ad-
hesion among employees. 

In our experience, such efforts are highly 
valued by employees. At PageGroup, em-
ployees regularly rank our Diversity and 
Inclusion programs among those most ap-
preciated. 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 addi-
tion to highlighting our group’s diversity 
and fostering a sense of belonging, these 
networks provide ongoing support to our 
employees through tailored resources, men-
toring, 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 manage-
ment strategy do not end when an employ-
ee leaves the company. In fact, in our ex-
perience, it is precisely because of our glob-

fig. 3
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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 re-
cently established an alumni group on 
LinkedIn, which is a part of an alumni pro-
gram. This enables us to regularly share 

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

The hiring of global talent inevitably chang-
es the dynamics of local work environ-
ments. Multinationals need to balance glob-
al management strategies with the demands 
of local customs and contexts. Organiza-
tions must develop strategies that fit their 
own needs, whether that means allowing 
room for country-specific management 
practices or giving preference to a world-
wide corporate culture. Whatever the strat-

egy, consistency and transparency are es-
sential to promoting fairness, engaging em-
ployees, and ensuring long-term success.

As we have seen, the management of glob-
al talent presents its own unique challeng-
es. But tackling the challenges of this new 
reality is well worth it. Diverse leaders and 
teams are an invaluable source of creativi-
ty and innovation. In today’s hyper-con-
nected world, organizations that invest in 
global talent management will be well placed 
to succeed. • ●
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