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Abstract How do you create value from an intangible
asset that is measured as a head count cost on the organizational balance sheet? Talent management is more than
a process of identifying high potentials for leadership
development programs. Instead, it should be an approach
to management that accepts that a large proportion of
the employee population has unrecognized talent that
is underutilized and puts into place mechanisms to help
employees explore, discover, and release their potential
for the benefit of the organization. This article challenges
the narrow focus of traditional talent management processes, offering the Expanded Boundary-less Talent Model
as a conceptual framework to capture the talent potential
available to the organization. It goes on to provide the
practical steps managers can take to increase the utilization of human potential within their organization.
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Introduction
When it comes to the management of talent within organizations, there is a sizeable gulf between the way talent
is discussed, specifically within the human resources
(HR) function and the way it is treated by the Finance
department in preparing the organization’s accounts.
For HR professionals, people are an asset, which provide a unique competitive advantage for the organization in pursuing its strategic priorities. For the Finance
department, and accountants, people are both a cost, in
terms of salaries, employment taxes, office space, and
the provision of resources for people to do their work,
and potentially a liability if the employment relationship goes wrong.
Perhaps the biggest talent management failing that organizations face is that they do not have any idea what
talent resource the organization actually possesses. This
Expert Insights
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failure is exacerbated by an erroneous belief
by many adults working in organizations
that they do not have talent. This is caused
in part by an organizational perception that
values some talents as being more valuable
than others but the underlying cause is a
societal failing to value the unique talent of
every individual. The myth of n
 on-talent
begins in the early stages of education, where
some individuals are selected as being
special and others being viewed as a lost
cause because they do not fit into the success criteria dictated by government policy
and academic norms. Different is rarely applauded but rather beaten into submission
in an attempt to reach an artificially created
standard, which in reality has little connection to the talents required for operating
successfully in the digital economy.
Talent management failure therefore
starts long before an individual is a potential employee, and can continue long after an employee has left employment in
an organization to pursue opportunities
elsewhere.
The purpose of this article is to challenge the narrow focus of traditional talent
management processes and provide practical steps managers can take for utilizing
human potential within their organization.

What Is Talent?
Talent is a slippery concept because it is a
word that is widely used and yet changes
its meaning depending on context. Talent
shows, such as Britain’s Got Talent, have a
wide variety of people demonstrating different talents such as singing, dancing, or
acrobatics, but these talents are of little
value when writing software or designing
a building. Some talents are hugely entertaining, for example, being able to flip
30 drinks coasters and catching them, but
hardly value-adding when viewed from an
organizational perspective. Literature is no
less illuminating. There are thousands of
journal article and books on the subject
of talent management, but few attempt
to define the elusive subjectivity of what
it is exactly that is being managed. Foster
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et al. (2013, 25) defined talent “as knowledge, skills or ability that an individual or
organization perceives as recognizable capability that has intrinsic value” and identified determinants of talent: perception and
context.

Organizational Perception of Talent
What the organization values in terms of
knowledge, skills, or ability in many ways
attempts to conceive talent as a tangible asset that can be analyzed and recognized.
An employee that can execute a task successfully may be perceived as talented if
the skill needed to do the task is rare or difficult to learn. Alternatively, talent can be
ascribed to an action, which is seemingly
attributed to an unknown ability that cannot be replicated easily, but is recognizable
from its output, resulting in exclamations of
wonder and delight. Equally, talent might
be recognized if someone has a high work
rate, creative ability, or can solve complex
mathematical equations. In this respect
perception of talent is concerned as out of
the ordinary, or extraordinary. Like a talent
show participant, a perception of talent in
the organizational setting is the above and
beyond of what the average person considers reasonable capability levels.
The problem with perception of talent is
that it is based on a subjective analysis of
what is greater than ordinary. For example,
the average HR practitioner might perceive
even the most basic electronic engineering skills as some form of voodoo magic,
or naturally introverted individuals might
perceive an extrovert’s ability to stand up
in front of a room of 200 people and give a
presentation as remarkable. But to the people doing these things, they perhaps do not
perceive their skills or abilities as gifts or
talent, rather just stuff they can do. It could
be argued that for most people exhibiting a
talent, their perception is that they have no
talent because there is no particular effort
or difficulty for them personally in developing the skills, learning the knowledge,
or applying their ability, and this is where
context becomes important.
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Talent Context

■■

There is an idiom, which states that; one
man’s meat is another man’s poison, and
this is also true when exploring the idea of
talent context. One organization’s strategic
talent is another organization’s underperformer. If the employee is wrongly situated
for their talent potential then they cannot
release it. Therefore, whatever the employee’s talent is, it could be underutilized and
undervalued in the wrong organizational
setting. Far worse is that for many employees their workplace reality is that many
of their talents go unrecognized both by
the organization and themselves, because
the organizational context either is hostile
to their talent potential or does not value
their talent portfolio. Thus the employee’s
extraordinary talent is either ignored or
taken for granted.

Undervaluing Talent
The opening proposition of this article,
therefore, is to recognize that what society,
the organization, and the individual employee perceives as talent, and the context
in which talent potential resides, creates a
systemic underutilization of human potential. In every organization there will be a
large proportion of talent, which is unrecognized, undervalued, and underutilized.
If this were to occur with capital resources,
financial resources, or raw materials, then
organizational stakeholders would be in
uproar, and management teams would be
under scrutiny. This article explores mechanisms to help employees explore, discover, and release their potential for the
benefit of the organization.

■■

One organization’s strategic talent is another organization’s underperformer.
In every organization there will be a large
proportion of talent, which is unrecognized, undervalued, and underutilized.

The Expanded Boundary-Less Talent
Model
In Foster et al.’s (2013) Rethinking Talent
Management in Organizations Towards a
Boundary-less Model, a Boundary-less Talent Model (BTM) was proposed to provide
a conceptual framework for managing the
flow of talent through an organization and
challenge the restrictions of traditional
models of Strategic Talent Management.
The model identified five types of talent.
The Expanded Boundary-less Talent Model
(Figure 1) builds upon this conceptual
model to capture additional talent potential available to the organization, which is
external to the organizational context but is
equally important in regard to the flow of
talent through the organization.
Figure 1: Expanded Boundary-Less Talent
Model adapted from Foster et al. (2013)

Summary
■■

■■

Talent is defined “as knowledge, skills or
ability that an individual or organization
perceives as recognizable capability that
has intrinsic value” and identified determinants of talent are: perception and context.
An employee that can execute a task successfully may be perceived as talented if
the skill needed to do the task is rare or
difficult to learn.

Foster (2015) states that “The flow of talent begins prior to an individual becoming
an employee,” an argument that highlights
how talent availability is dependent on what
talent is emergent from the educational
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system, societal norms (remembering that
not all talent is a product of education), and
the wider organization environment context. The external environment determines
what talent becomes important in regard to
potential candidates, or the organizational
recruitment pool or talent that has become
important, or is currently redundant in creating competitive advantage.

Perceived Value—Expanded BTM
The perceived value of talent may be unknown in regard to what talent is required
in the future either due to changes in organizational strategy or in response to disruptive changes in the external environment
such as new technology, products, services, markets, processes, and so on. Since
organizational leaders do not know with
certainty what is needed, they may discard talent today that may at a later date
develop a perceived value.
It could be argued that talent is subject
to fashion and fad, as much as any other
human endeavor. Furthermore, talent can
reduce in perceived value if enough people
acquire a skill, k
nowledge, or ability
for it no longer to be e
 xtraordinary. For
example, before the printing press, and
universal education, being able to read
and write was highly valued, whereas
in today’s world lacking literacy skills
results in a perception of inferiority. In
the 1960s computer programming and
software development was on a par with
secretarial work and relegated to woman’s work. A far cry from the male-dominated professional programmers of today
(Eveleth, 2013).

relevant to other organizations. It might
be valued by society, or it might not. The
less that is known about, or more diverse
the context in which the talent resides the
harder it is to identify talent, and the level
of unrecognized talent increases.

Types of Talent
Different types of talent are of relevance to
the flow of talent depending on known or
unknown perceived value and context.
■■

■■

■■

Talent Context—Expanded BTM
The context axis of the Expanded BTM refers to the known or unknown context in
which talent resides. From an organizational leader’s perspective, the more they
know about the context, the more certain
they will be as to whether the talent is
needed or not needed within the organization. Talent that exists outside the organization is an unknown quantity or may be
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■■

Genius Talent: At the apex of known perceived value and context, Genius Talent is
recognized as an extraordinary capability,
which is difficult to reproduce. Even if the
talent is not relevant to the achievement
of the organizational strategic goals, it has
a known perceived value and the context
of its genius is known even if it is outside
the organizational context. For example,
the contribution of Einstein to the field of
physics, Mozart to music, or Mohammed
Ali to sport.
Strategic Talent: Capability, which the
organization highly values and has recognized as essential to the delivery of
current strategic priorities. This talent is
known within the current strategic context
and regarded as essential to the delivery
of the strategy, and as such has a known
perceived value. For example, Chambers
et al. (1998) coined the term “The War for
Talent” to highlight the known perceived
value of good leadership skills regardless
of organizational context.
Talent Within: Talent Within is recognized within the known organizational
context, but has reduced perceived value
compared to Strategic Talent. This talent
may have a low perceived value in regard
to contributing to strategic priorities or are
lower down the organizational hierarchy,
so hold less intrinsic value, but may have
some value operationally. This may result
in individuals being recognized as high performers but not as having high potentials.
Expert Talent: Talent, which has a high,
perceived value because of the recognition of the expert level of skill, knowledge,
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■■

■■

■■

or ability possessed. The identification
of expert talent is not necessarily within
the organizational context, but does have
intrinsic value in regard to a professional
field relating to the activities of the organization. Its perceived value is likely to
be higher within a professional context or
in regard to recognition by a professional
body. It is possible that Expert Talent may
transition to strategic talent.
Candidate Talent: Recognized talent,
which has a high perceived value within
the labor market and to the organization
in regard to closing talent gaps that are
hindering the achievement of strategic
priorities. Candidate Talent does not currently reside within the organization, but
the organization will seek to attract the
Candidate Talent as an applicant in the
recruitment process.
Redundant Talent: Recognized talent that
is perceived to be of little value and is not
required or outdated. There may be considered to be an excess of this type of talent in the organization, resulting in a loose
labor market, which reduces its perceived
value. People with low-skill occupations or
perceived as having no skill fall into this
category. However, a talent not considered
to be of value to society does not necessarily
mean it has no value at all if it is adapted
or developed. For example, consider the
changing role and status of those with a
talent in computer game development,
with the introduction of gamification, online marketing, app development, and the
growth in the gaming industry.
Unrecognized Talent: Talent which has
not been identified because of a lack of
self-awareness of the individual, inadequacy in the identification of talent by
organizational processes, or shortcomings
in society celebrating talent differences.

Changing the Flow of the Talent
Management Process
Traditional Strategic Talent M
 anagement
processes generally begin with an instruction by the organization’s leaders to

identify what talent is required in order
to achieve its strategic objectives. This
process focuses the talent management
proposition on beginning with the end
in mind and mapping the future requirements of knowledge, skills, and abilities
in the organization to achieve its predetermined strategic priorities. 
However,
this approach rarely includes auditing talent within the organization to gain a true
picture of the current state, that is, what
talent resource currently exists within
the organizational context. In addition it
rarely examines what talent is available
for easy acquisition in the labor market,
which could provide competitive advantage to the organization, and therefore
should be part of the consideration of the
possible strategic direction and future
state of the organization.
The foundational belief of the Expanded
Boundary-less Talent Management Model
is that everyone has talent. The difficulty
for the organization is that a large proportion of the employee population are
not aware of what their talent is, and
the organization lacks the mechanisms
to find out, or utilize the talent potential
that resides within the organization. It
is proposed that by knowing what talent
potential is available, the organization is
better able to shape its strategic priorities to take full advantage of its available
talent resource. Clarity about the talent
within the human resources is equally, if
not more, important than knowing what
capital resources, financial resources, or
raw materials are available for strategic
deployment. It is a cultural challenge and
strategic mindset shift to adopt a belief
that all talent potential can have a known
intrinsic value to the organization, if the
organization plans its strategy around the
talent available to it.
Perhaps this idea might appear strange,
but consider the funding model of the
Great Britain (GB) Olympic team, which
enjoyed huge success at the Rio O
 lympics
in 2016. Allocation of sports funding isn’t
based upon strategic priorities crafted in
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response to what the competition or market is doing. Instead, the strategy is based
upon what talent exists in, or what talent
can be acquired for the GB team, and the
competitive advantage that this talent affords the team. Sports in which athletes are
performing well, such as cycling and water
sports, are given disproportionate levels of
support for two reasons: the performance
of the talent ( released talent potential) and
the opportunity for talent to achieve its potential (talent utilization) in terms of multievent disciplines. Conversely, where talent
performs badly, funding is withdrawn,
such as with the GB volleyball team after
London 2012.
The GB team didn’t field athletes in
several sports disciplines, such as basketball, because the talent pool from which
athletes could be drawn is too small, or too
dispersed to develop a successful team.
It doesn’t mean that the talent potential
doesn’t exist in the marketplace. Consider
for example the team that inspired the film
Cool Running, or that the talent potential
does not have value. However, from a GB
team organizational perspective, the flow
of talent is utilized in sport in which competitive advantage can be achieved within
the organization context. The competitive
advantage of strategy, which invests in
available talent potential, is clearly visible
when measured by the success of Team
GB in the Beijing, L
 ondon, and recent Rio
Olympic games. The proposal is therefore
to understand the human resources available to the organization as an input into
the strategic planning process. Rather than
looking for gaps that need to be filled, and
potentially cannot be found, the Expanded
BTM encourages organizations to develop
a strategy with the talent potential that is
available to the organization and useful
within the organization context. The starting point of this process is recognizing the
talent that can be reasonably known to the
organizational context.
The Expanded BTM challenges traditional thinking about talent management
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further because it insists that talent outside the known organizational context
should also be considered in regard to
developing strategic priorities. Talent
Management often focuses on rare talent,
or talent that is difficult to acquire because it is has a high-perceived value in
the labor market, and therefore recruitment is difficult. The CIPD Labour Market
Outlook Spring 2016, reported that recruitment pressures were increasing, with 49
percent of organizations unable to recruit
specific roles, up from 40 percent two
years ago (CIPD, 2016, 7). Traditionally
the focus has been on pull activities, such
as recruitment and employer branding.
The push activities offered by traditional
talent management focus on apprenticeship schemes, which are often difficult for
organizations, especially SMEs, to fund or
manage. However, if large proportions of
an organization’s employees are unrecognized talent, it could be argued that
the talent potential that the organization
needs already exists within the organization but is not being utilized. Rather than
identifying talent gaps and then fighting
a battle with other organizations over a
finite resource in the recruitment market, Talent Management should place an
emphasis of fully appreciating the talent
resource that already resides within the
business. This is explored further in the
section entitled “Recognizing, Unrecognized Talent.”

Summary
■■

■■
■■

The perceived value of talent may be unknown in regard to what talent is required
in the future either due to changes in organizational strategy or in response to disruptive changes in the external environment.
The context axis refers to the known or
unknown context in which talent resides.
The Expanded BTM identifies seven types
of talent: Genius Talent, Strategic Talent,
Talent Within, Expert Talent, Redundant
Talent, Candidate Talent, and U
 nrecognized
Talent.
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■■
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■■

The foundational belief of the Expanded
Boundary-less Talent Management Model
is that everyone has talent.
By knowing what talent potential is available, the organization is better able to shape
its strategic priorities to take full advantage
in devising its strategic priorities.
Clarity about the talent within the human
resources is equally, if not more, important than knowing what capital resources,
financial resources, or raw materials are
available for strategic deployment.
Talent Management should place an
emphasis of fully appreciating the talent
resource that already resides within the
business.

The Flow of Talent
The contemporary business environment
has become increasingly complex, diverse,
and dynamic. There has emerged new career structures and employment that have
produced a world where careers are characterized by inter-organization mobility,
termed the gig economy, which necessitates a rethinking of traditional talent management approaches.
Talent needs to be regarded as a resource
that flows through an organization. The

task of talent management processes is to
work with the flow of talent that enters,
progresses through, and then exits the organization, focusing on talent management
by inclusion, the liberation of the individuals talent and the management of career
pathways both internally and externally to
the organization (Foster, 2015).
The traditional Talent Management life
cycle is:
1. Business planning leading to a Workforce
Plan
2. Recruitment
3. Selection
4. Onboarding
5. Performance Management
6. Learning and Development
7. Career Management and Succession
Planning
8. Transition
The flow of talent for the Expanded
BTM (Figure 2) begins with a plan, a plan
to understand and identify talent potential
available to the organization as a strategic
resource: internal Talent Within the organization and talent available to acquire from
the external labor market.

Figure 2: Flow of Talent—Expanded Boundary-Less Talent
Model
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Once there is clarity regarding the talent resource available to the organization,
this information becomes a human resource input into the strategy development process alongside the capital
resources, financial resources, and raw
materials inputs. The strategic plan therefore includes a workforce plan, which
focuses upon how to utilize the talent
potential and what development opportunities need to be provided to fully utilize the talent potential available to the
organization. This may include the development of talent into Strategic or Expert
Talent. This is different from a traditional
workforce plan, which is focused on headcount, organizational design, and identified gaps.
The output of the flow of talent is an
iterative process of what next in terms of
managing the shape of the talent resource
in response to changing strategic priorities
and talent development progress. This requires constant re-evaluation of the Talent
Within, identification of Candidate Talent,
and developing bench strength for recruitment purposes or managing redundant
talent out of the organization at the appropriate time.

Summary
■■

■■

■■

■■
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There has emerged new career structures
and employment that have produced a
world where careers are characterized by
inter-organization mobility.
The flow of talent for the Expanded BTM
begins with a plan to understand and
identify talent potential available to the
organization as a strategic resource.
The strategic plan includes a workforce
plan, which focuses upon how to utilize the talent potential available to the
organization,
The output of the flow of talent is an iterative process of what next in terms of
managing the shape of the talent potential in response to the changes in talent
potential over the period of the strategic plan,

Recognizing Unrecognized Talent
Today’s recruitment and retention solutions seek to construct the future shape of
the talent that an organization requires to
remain competitive and deliver strategic

objectives. Yet talent management processes
present organizations with a Catch-22, it
must be both something that is capable of
being duplicated while at the same time
delivering a unique competitive advantage.
Individuals are often selected for Talent Management programs based on their
performance in their current role and others are labeled as non-talent regardless of
future performance potential and/or the
changing knowledge and skill sets required
by the organization thus jeopardizing future success. Recognizing unrecognized
talent is perhaps the greatest challenge
but the simplest solution to recruitment
problems, performance management issues, and the demands for improvements
in employee well-being, engagement, and
commitment that is the prevailing climate
of human resource crisis.

The Unknown/Unknown
Perhaps the greatest grief that should be
felt is for the significant proportion of individuals within society who describe themselves as having no talent. The result is a
catastrophic undervaluing and tragic underutilization of human potential in the
world today. The urgency for investing in
talent awareness schemes within schools,
colleges, and universities cannot be underestimated. A successful realization of talent
potential will contribute to a societal shift
that will enable a greater utilization of human resources in the economy, a reduction
in the levels of depression and anxiety, and
an increase in the number of people contributing to innovation, creativity, and the
development of human society.
When talent has an unknown value or
is not in a context in which it can be utilized, individual underperformance is inevitable. If a person cannot play their talents in
their current role, then they will always be
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working at a reduced level of effectiveness.
People in the wrong job, doing the wrong
work and having to work hard to make it
work, not only fail to achieve their best, but
also negatively impact the people they are
working alongside. Individuals may choose
to battle on and work harder, leading to
issues with stress and anxiety or workplace
conflict as an individual attempts to squeeze
themselves into the wrong shape to succeed. Individuals may become inert, managing to deliver just enough to not lose their
job, but neither achieving their potential
nor delivering high performance. Although
perhaps not a wasted life, it is certainly an
unfulfilled one. Conceivably the most tragic
scenario of all is when individuals choose to
drop out. They can’t compete, or they feel
hopeless or undervalued, so stop trying to
achieve anything. The result is high levels
of unemployment, elevated incidence of
disease linked to poverty of opportunity,
and/or an increase in criminal behavior.
The consequences of Unrecognized Talent
are not simply wasted potential but a cumulatively negative force upon society and
the endeavors of others. The unknown/unknown is the graveyard of human potential
and the antithesis of talent management,
yet current talent management processes
contribute to and at times accelerate descent
into the abyss for employees whose talent
potential is unrecognized or underutilized.

The next step is to support and provide
opportunities for individuals to discover
their talent potential. Note that the onus
is on individuals to find their talent, it is
not the job of the organization to find it
for them. Although it is possible for the
organization to conduct a skills audit, run
assessment centers, organize development opportunities, and provide access
to the various tools and frameworks for
self-discovery, there is no magic app that
allows the organization to process individuals and log their talent potential. However,
having a process and database to develop a
talent potential profile for each employee
is highly recommended. Furthermore, the
feedback from peers, colleagues, and managers is the key lever in helping individuals
notice the skills, knowledge, and capability
that they exhibit regularly but do not n
 otice
or acknowledge as being talent, but instead
is perceived as such by those working in
close proximity to them.

Conducting a Talent Audit
There are a number of techniques and tools
available to the organization to conduct a
talent audit, including, but not limited to:
■■
■■
■■
■■

Recognizing Talent

■■

The process of talent recognition begins
with the premise that everyone has talent.
Making the choice to believe that each individual has talent opens the door to finding
out what that talent could be. It also creates
a shift in the individual’s own self-belief that
they are someone who has talent, u
 nlocks
barriers to developing a self-awareness of
their own talent potential. If you are not
looking for something, then the chances
of finding it are slim; however, once there
is a belief that talent potential exists then
the possibility of successfully identifying it
multiples exponentially.

■■
■■
■■
■■
■■
■■
■■

Pre-employment screening
Performance management/ appraisal
database
Psychometric Tests
Aptitude Tests
Performance Coaching
Skills Audit, including training records
and qualifications
Self-reporting Skills Audit
360° feedback
1:2:1 interviews, structured or semi-structured
competency based
Direct observation
Focus Groups
Development Assessment Centers

The role of others in talent identification cannot be underestimated. An individual’s talent usually resides in an area that
they find easy to perform. Clichés around
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someone being a natural is society’s way
of explaining an individual working within
his or her own area of talent. Those things
that an individual finds easy are generally
within their area of talent. However, because the individual finds something easy,
they do not perceive that particular capability requirement as being a talent. To other
people, however, the playing of a talent by
someone else can be identified because they
have a different perspective on the capability being deployed. It is easier to appreciate
talent in someone else than to appreciate
talent in one’s self. This of course relies on
an individual being in the right context or
having the opportunity to do something
that is within their area of talent.
Feedback from others should be monitored and filtered: feedback done well is
constructive but feedback delivered badly
is destructive. Focusing talent conversations on strengths rather than weaknesses
is essential to ensuring that feedback isn’t
used to air grievances, but instead is used
to build people up and inspire.

Talking about Talent

Summary
■■

Dialogue with individuals is crucial to
recognizing talent within the workplace.
Encouraging exploration, feedback, and
self-awareness is a mutually beneficial process in talent identification. Allowing individuals to speak about what they are good
at, outside of work as well as in the workplace, can increase the likelihood of hidden
talents that can be utilized in the workplace. The coaching of a child’s little league
side, management of a club, researching
family history, chairing the local PTA, tinkering in the garage—all these activities
that people do for enjoyment highlight talents that may not be used within the workplace context.
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simply do not. Inflated ego, diva demands
for job promotions, and operating at a level
of incompetence are the negative sides of
talent identification. For the majority of
employees the identification of talent and
discussions about everyone having a talent will boost confidence and will have a
positive impact. But, when recognizing the
unrecognized, sometimes people will not
recognize that they do not have talent in
a particular area, they are suffering from
a delusion of talent. Frank, open conversations are n
 ecessary in managing talent
monsters. This is perhaps the hardest part of
identifying talent, but it does not mean that
feedback needs to be delivered with S imon
Cowell ruthlessness. Honest and constructive feedback is necessary to o
 vercome talent delusions. A strong supportive mentor
working with the individual to focus on
their strengths is necessary to get people
back on track. Remember, it is not that an
individual has no talent, just that their talent is situated in a different area.

■■

■■
■■
■■
■■

The result of the Unknown/Unknown is
a catastrophic undervaluing and tragic
underutilization of human potential in
the world today.
If a person cannot play their talents in
their current role then they will always be
working at a reduced level of effectiveness.
The process of talent recognition begins
with the premise that everyone has talent.
It is easier to appreciate talent in someone else than to appreciate talent in self.
Dialogue with individuals is crucial to
recognizing talent within the workplace.
Inflated ego, diva demands for job promotions, and operating at a level of incompetence are the negative sides of talent
identification.

Managing Talent Monsters

Recruiting and Transitioning Talent

Although it is true that there are too many
people that do not believe they have talent, there are a minority who believe they
have talent in a certain area, when they

Talent identification provides a map of
the talent potential landscape within the
organization, but research into what talent is available for acquisition outside the

Expert Insights

Talent Management
organization is also required. This may be
achieved in a number of ways, but labor
market data, regarding the shape of skills
within the marketplace, recruitment data
such as time to recruit, specific roles, and
benchmarking with other similar organizations are all rich sources of Candidate
Talent data. It is also worth considering
reviewing information regarding failed

candidates from previous recruiting campaigns. Very often an interview process
may come down to one or two candidates
who were a close second or third but were
beaten by a better candidate of the day.
These failed i
nterviewees are potential
Candidate Talent and may be considered as
possible bench strength. Whatever method
is used, building a robust picture of what
the 
talent potential landscape is outside
the organization is as important as identifying the talent within the organization.
Once the relevant information is collated, this can be put into the strategy planning process. Simply put, the organization
answers the question: Given the resources
available, what is the organization’s plan to
deliver its long-term strategic goal?

to the competitive environment, are constructed based on of the talent potential
available to the organization. If the organization’s talent resource were ingredients,
traditional approaches to strategic planning creates a recipe and the workforce
plan works out how to find the ingredients
needed to make the recipe regardless of
what ingredients already exist within the
organization. The result is that some ingredients are left to rot, or not used correctly.
What this Expanded BTM proposes is that
the recipe chosen is based upon the ingredients available and therefore the workforce plan ensures the fusion of ingredients
are used to make them carry further or stay
true when worked into the deployment of
the strategic plan.
Workforce planning from this perspective remains iterative, and strategic plans
still need to be flexible and agile in response
to the environmental context. However,
the emphasis is on optimizing the allocation of talent potential rather than delivering the right number of people and skills
to the right place to achieve an objective
unrelated to the talent potential available.

The Workforce Plan

Strategic Talent

Having talent potential as an input into the
strategic planning processes means that
workforce planning changes from being
about job type, head count, and job hierarchies to about deployment of the talent resource available. This is not a subtle shift in
emphasis or playing with semantics, this is
a fundamental shift in workforce planning.
Rather than focusing on roles within the organization, it focuses on capitalizing on the
talent potential, which exists or is available
within the organizational context. Rather
than allocating resources to fit the operational design and structure of the organization, the organization is designed around
the talent potential, which has shaped the
strategic business plan. As a result, the
strategic priorities regarding operational
matters, including the choices made about
what the organizational response will be

This approach means that Strategic T
 alent
takes on a different complexion. In one
sense, everyone within the organization
becomes strategic talent, since the talent

potential within the organization is integral
to the strategic plan. However, as with all
strategic plans, there will always be constituents, which are critical success factors to the
delivery of the strategy. Therefore, strategic
talent continues to be regarded as essential
to the delivery of the strategy, but within the
context of everyone having a talent potential
that is known and having a perceived value.

Designing Organizations Based on
Talent Strengths
Organization design becomes an integral
part of Workforce planning because where
talent potential resides within the organization and how the talent potential is released
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become the focus of labor demand and supply forecasting. Rather than designing an
organization based upon job families and

job tasks that need completing, the organizational structure becomes fluid and flexible
as job tasks are allocated to talent potential.
For example, rather than all sales people
having the same job description, each individual has a job description based upon their
talent strengths. If the strength is on customer development as opposed to prospecting, then the job tasks will be fitted to the
strength of the individual. In this manner
the individual becomes the center of the organizational design rather than a top-down
cascade of job responsibilities. This activity
cements the change in the flow of talent by
positioning the identified talent potential to
be released in the pursuit of delivering the
strategic plan. It opens the possibility for
individuals within the organization to play
their strengths most of the time, rather than
be forced into a position where they may
never use their talent strengths. Although
no organization design will ever be perfect,
if an employee spends 80 percent of their
time working with their talent potential,
then employee performance becomes a certainty rather than a hoped for outcome. Like
a capital resource, for such a production line
the more opportunities provided for employees to use their talent, the greater the
opportunity for return on investment.

Recruiting Candidate Talent
The second element of workforce planning using the Expanded BTM relates to
the recruitment cycle and when to bring in
identified Candidate Talent. This can take
the form of pre-employment talent development in the form of apprenticeship schemes,
work placements, or internships for those
individuals who are in education or training
or in developing bench strength in regard to
spotting talent and nurturing a relationship
with individuals who have the talent the
organization needs now, or at a later date.
In essence the recruitment process becomes a pre-vacancy succession planning
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process, which is adopted to ensure that
there is a constant flow of the talent into the
organization at the right time. It is a proactive approach to recruitment that is rarely
seen in conventional hiring practices, but
turning to the world of sport again, prevalent in football teams where talent scouts
find future stars in the marketplace.

Transitioning Talent
The final stage of workforce planning is
focused on transitioning talent. This may
involve moving talent around the organization in the form of project groups and
program teams, changing how talent is
deployed and developed, or exiting talent
out of the business. Traditional models of
talent management focus on succession
planning, career planning, and talent development. The Expanded BTM recognizes
that context is an essential element of talent management. Developing talent potential, and an organizational design based
on effective utilization and deployment of
talent potential, means recognizing that
within the organization itself sometimes
the talent potential of some employees will
become redundant in the known organizational context. Revisiting the food analogy from earlier, it may be an excess of a
particular type of ingredient, or an ingredient that can’t be used within the recipe
because it doesn’t fit with the mix of the
ingredients. Rather than this being a negative thing, terminating an employment relationship should, as much as possible, be a
planned transition for the employee. When
an organization works to identify talent potential, the organization is more than likely
to discover that there is a section of individuals whose talent cannot be fully utilized
within the organization. These individuals
need to be supported to move on. Empowering an individual to realize that they were
in the wrong job and the wrong place can
change the dynamic of the conversation to
focus on how their talent potential could
be released. Frank conversations about talent potential will mean that occasionally
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the direction of the organization would fall
out of sync with the direction a talent is
developing in. Exiting talent therefore becomes a celebrated process of recognition
that the organizational context is no longer
the right environment for the individual to
release their talent potential. The result is
that organizations are able to plan for vacancies and manage the exit to avoid roles
that are vacant, and support the handover
of job tasks in a managed way.

Summary
■■

■■

■■

■■

■■

■■

■■

■■

Building a robust picture of what the talent potential landscape is outside the organization is as important as identifying
the talent within the organization.
Workforce Planning focuses on capitalizing
on the talent potential, which exists or is
available within the organizational context.
Strategic talent continues to be regarded
as essential to the delivery of the strategy,
but within the context of everyone having a talent potential that is known and
having a perceived value.
The individual becomes the center of the
organizational design rather than a topdown cascade of job responsibilities.
The more opportunities provided for employees to use their talent, the greater the
opportunity for return on investment.
The recruitment process is constant with
the adoption of a proactive pre-vacancy
succession planning process to ensure that
there is a constant flow of the talent into
the organization at the right time.
There is recognition that within the organization itself sometimes the talent
potential of some employees will become
redundant.
Exiting talent is a celebrated process of
recognition that the organization context
is no longer the right environment for the
individual to release their talent potential.

Utilizing Talent Potential
Talent potential is just that, potential.
For the organization to fully realize and
utilize the talent potential available to

it, there must be mechanisms in place
to 
develop the talent and transform potential into actual talent performance
outcomes. F
 urthermore, the talent potential within the organization can increase or
decrease in value. Without investment in
development opportunities, the skills can
become outdated, knowledge outmoded,
and abilities withered. Proper investment
in talent development offers the opportunity for talent to grow, change, and transform into something more valuable and
more productive.

Talent Within
On a practical level, the organization will
need to manage the customization of job
role. One way of doing this is by segmenting employees into categories that share
similar talents; in doing so the organization
can begin to cost-effectively manage the
customization of job role.
An alternative is to segment job activities
into modules of activities, from which the
individual will select a vast array of tasks,
project, and activity choices based on what
they do best. To help navigate the choices
available, the organization may choose to
invest in technology that could present
individuals with only the most relevant
tasks, projects, and activity choices based
on their talent, skills, and experience. This
approach would also enable individuals
to broaden their capability and build skill
and experience in areas that they may not
have the opportunity to develop when restricted by job description and traditional
hierarchy.
The organization could also allow employees themselves to build work streams,
projects, and programs in pursuit of the
organizational purpose and strategy. I nstead
of relying on a small team of c olleagues, the
individual employee may look up required
talent, skills, knowledge, or 
experience
using an internal organization version of

social media profiles. This would develop
the purest version of a talent network
within the organizational structure.
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Career and Talent Development
For many individuals, career management
and personal development is something
that the organization does to them, rather
than something they have an active part
in. The aim of any career management
strategy is to help each individual have a
career that reflects their talent potential.
A career and talent development (CTD)
manager role can be developed to represent the interests of individual employees
to ensure they are working in the right organizational context, get access to the development opportunities needed for them
to be productive, have the opportunity to
use their strengths, and perform at their
best in order to develop a career they want.
The CTD manager will help the individual to develop, support, and promote their
career interests. This means that the CTD
manager must understand and be familiar
with the talent potential and career aspirations of the individual employee, including
what kind of work they can and cannot do
in order to align their talent potential with
job role. This iterative dialogue provides
up-to-date information as to the talent profile of the employee base existing within
the organization.
The CTD manager can also assist in the
development of a community of practice
with a specific talent profile to broaden
employee horizons. In addition to supporting areas in which the employee is experienced, the career manager can help the
employee develop in areas where they
have less experience, perhaps assuming
a role in the development of projects that
formerly would have been inaccessible to
those outside of an organization’s identified high-potential employees.
A dedicated CTD manager can support
the employee in handling any career issues they may experience, helping with
decisions related to career moves, job assignments, promotions, development opportunities etc. The role of a CTD manager
is extensive and may include duties similar
to that of a recruitment agent, headhunter,
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talent promoter, project manager, or development manager. Responsibilities of a CTD
manager could be divided among many
who manage various aspects of career development within the organization.
As an individual’s career develops, their
responsibilities grow. A CTD manager becomes important to managing the many
different pieces that make up a career in
business and professional life. They can
assist individuals in molding their career,
finding development opportunities, and
developing relationships with organizations, headhunters, recruitment agents,
and the professional bodies associated with
your chosen career pathway. The duties of
an active CTD manager could also focus
on developing the individual’s reputation
and building a career base, which may include understanding and developing talent
potential, profile reviews, planning marketing activities, and working with the individual to develop an online profile that
appropriately represents their talent,. The
CTD manager will also have an overview of
the organization’s workforce planning and
succession plans, HR department, and recruitment opportunities. A CTD manager
therefore provides the individual with:
1. Comprehensive understanding of
their talent
a. Coaching
b. Mentoring
c. Occupational Psychometric Testing
d. Skills and Knowledge Review
e. Cultural Fit
2. Boundary-less career management
a. Develop Career Map—Short, Medium
and Long Term
b. Manage Career Development and
Transitions
c. Support Changing Career Choices
d. Support Changes in Personal
Circumstances
3. Support during selection processes
a. Personal Profile Review
b. Interview Preparation
c. Organization Feedback
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4. Developing talent potential
a. Personal Development Planning
b. Induction Period Opportunities
c. Project Opportunities to gain experience
d. Development Opportunities

Expert Talent
For individuals developing their talent as
an expert in a particular field, whether that
is scientific, management, engineering, IT,
or some other field of expertise, the organization can support their career aspirations
through developing recognition for their
expertise outside of the normal organizational boundaries. As Expert Talent the individual will have extensive knowledge or
ability based on research, experience, or occupation and in a particular area of study.
Expertise can be developed by virtue of
credential, training, education, profession,
publication, or experience, and establishing an individual’s profile as having a special knowledge of a subject beyond that of
the average person. The individual may
already have prolonged or intensive experience through practice and education in
a particular field, although not necessarily have a professional or academic qualification. Developing Expert Talent will
include deliberate practice, which will encourage and enable the individual to reach
new levels of performance, advance their
knowledge, and support the individual in
gaining the recognition of their expert talent by your peers. Developing Expert Talent therefore provides the individual with:

3. Developing potential
a. Personal Development Planning
b. Access to Communities of Practice
c. Cross Functional “discovery” secondments
d. Project Opportunities to gain experience
e. Development opportunities

Summary
■■

■■

■■

■■

■■

■■

■■

1. Comprehensive understanding of
their expert talent
a. Coaching
b. Mentoring
c. Occupational Psychometric Testing
d. Cultural Fit
2. Boundary-less career management
a. Develop Career Map—Short, Medium
and Long Term
b. Seminar Speaking opportunities
c. Journal Article Development
d. Personal Profile Development

To fully realize and utilize the talent potential available to it, there must be mechanisms in place to develop the talent and
transform potential into actual talent performance outcomes.
To help navigate the choices available,
the organization may choose to invest in
technology that could present individuals
with only the most relevant tasks, project
and activity choices based on their talent,
skills, and experience.
The aim of any career management strategy is to help each individual have a career
that reflects their talent potential.
It is essential that the CTD manager role
is developed to represent the interests of
individual employees in releasing their
talent potential
The role of a CTD manager is extensive
and may include similar duties to that of
a recruitment agent, headhunter, talent
promoter, project manager, development
manager, and sometimes even a personal
assistant.
Expert Talent will have extensive knowledge or ability based on research, experience, or occupation and in a particular
area of study.
Expertise can be developed by virtue of
credential, training, education, profession,
publication, or experience, and establishing
an individual’s profile as having a special
knowledge of a subject.

Leadership
There are two distinct types of leadership:
Leaders of people and Leaders of Expertise. The reason a distinction is made between a Leader of People and a Leader of
Expertise is that fundamentally it is a mistake to think that just because you can be
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taught people skills, you can lead people.
Getting leadership wrong can cause damage; not only to the organization but also
to the performance of individuals under a
leader’s remit.
In Western business models the leadership team is normally made up of people
leadership roles. This has an incredibly
limiting impact on the environment of a
business; it brings possible leadership success to those with a specific skill set and talent. Quite often individuals are promoted
to team leadership because they have Expert Talent. They are then put on training
course after training course to learn people
skills and then two things can happen: either they sink because their people skills
are so poor that the individual implodes
or their team does, or they have enough
people skills to do an adequate job but
their leadership in their area of expertise
is too important for the organization to lose
so the organization tolerates poor people
management.
The challenge for organizations and for
leaders in an organization is in developing a self-awareness of what type of leader
someone is, or whether they are cut out
to be a leader at all. Too often individuals
are promoted because they are too good
to lose, or because they feel they have to
show a willingness to progress in order
to the get the recognition or the pay rise
they crave. Organizations should begin to
recognize Leaders of Expertise, promoting them in regard to the responsibilities
they hold in their area of expertise, rather
than in running teams of people, and
rewarding them for continuing to develop
their expertise,. In doing so businesses
would not have to worry about losing
their best minds, knowledge, and experience and individuals would achieve the
recognition and career development they
desire.
People skills learning interventions will
be targeted at those people who have the
talent to lead people in the first place.
Identifying those individuals who have a
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natural talent to lead people means that
the process of developing leadership competency becomes more efficient.

Identifying a Leader of People
A Leader of People has talent in understanding and motivating other people, developing a network, building relationships,
and making a difference in other people’s
lives. They have a talent for helping release
people to be the best they can be. It doesn’t
mean that a Leader of People doesn’t want
to achieve personal goals or targets, but it
is gaining that achievement through other
people that they find most satisfying.
Good Leaders of People can identify how
to marry the individual desires and goals
of their employees with the requirements
of the organization in achieving its purpose
and strategy. By connecting on a personal
level with their employees, the Leader of
People is able to spot potential for creative
use of skills, experience, behaviors, and talent, which enables the individual to spend
most of their time working in areas in
which they can be their best. In doing so
the Leader of People tunes the employee to
the right activities in the organization like
tuning a radio to the right frequency.
Some key people leadership competencies, which support the release of talent
potential within the organization, include:
■■

■■

Principled leadership: Leaders of People
should have a clear set of personal principles, which they demonstrate in their
daily activity. In addition to acting in line
with their own principles, P
 rincipled Leadership also creates an environment where
those around them have the f reedom to
express themselves enabling the leader
to listen to an individual and gain understanding of what is important to that
individual.
Situational analysis: In order to make
decisions, a Leader of People must be
able to evaluate the organizational information available in a rational and logical
manner. They are able to understand the
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■■

■■

■■

■■

consequences of any decision they make
and be able to view a situation from a variety of different angles and viewpoints.
Problem solving: The ability to employ
double loop learning when assessing a problem and to tackle challenges and obstacles
while remaining focused on what needs to
be achieved is a key ability for Leaders of
People as they will be able to release individuals in their team to be innovative and
creative when addressing problems that
arise in their day-to-day activity.
Decisiveness and action focused: Timeliness in making decisions and acting
promptly when the situation demands it,
are key if an organization is going to be
able to take advantage of opportunities
as they arise. Sticking to decisions and
a course of action once committed and
pushing through obstacles in order to see
things through to the end are as important
as making the decision in the first place.
Hesitation, second-guessing, and changing the course of action at the first sign
of difficulty undermines the authority of
a leader and leaves employees uncertain
and demotivated.
Communication: Effective communication skills require flexibility and adaptability, understanding the other person and
listening as much as talking. Leaders of
People have the ability to engender confidence and loyalty because they show
genuine concern for the people that they
lead. They continually demonstrate a willingness to listen to the ideas and input of
those around them. They have the ability
to make others feel their contribution is
valued and that they are secure enough in
their own abilities to proactively develop
those around them.
Self-belief: Leaders must believe in their
own talent and abilities if they are to inspire confidence in others. At the same
time they must constantly strive for continuous professional development. Being
comfortable with who they are and believing that being good at who they are is as
important as being good at what they do.

■■

■■

■■

■■

Role modeling: if the organization is to
achieve its purpose, then the leaders in
the organization must role model the behaviors required to achieve the organization’s strategic priorities. If the strategy is
for the organization to be carbon neutral,
a leader who drives a gas-guzzling car and
insists on flying for a face-to-face meeting
instead of video conferencing is not helping the organization achieve its purpose.
The ability to role model the behaviors
required to be successful in the organization is essential if a leader is to earn the
respect of those around them.
Creating a culture of creativity: Creativity, innovation, and critical thinking
should be part of the leaders’ day-to-day
activity in order to delivering strategic goals.
This requires Leaders to be proactive in
investigating the root cause of problems
and being able to solve them in imaginative ways. In addition to demonstrating
creativity when faced with organizational
problems, the Leader of People needs to
create an atmosphere of openness where
the exploration of ideas is the norm.
Balancing needs: The Leader of People
is the bridge between the organization
and the individual employees; they must
skillfully manage the competing interests
and goals of the different individuals and
groups within the organizational setting,
and manage any conflict in a proactive
and positive way.
Setting and agreeing goals: A Leader
of People must provide direction and
clarity regarding expectations to those
who are working in their team. Without
clear goals being set, individuals are at
best left only with a perception of what
they think needs to be achieved and
at worst confused and bewildered at the
demands a leader of people is making.
Leaders of people must be able to manage
the activities of individuals in line with
the requirements of the organization and
ensure that all activities are monitored,
understood, interpreted, and communicated regularly.
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■■

Organizational insight: A key skill of a
Leader of People is to be able to interpret
the interaction between the organization
and the wider external environment and
proactively assimilate the resulting information into the wider organizational
context to ensure they are proactively
processed into day-to-day activity.

■■

Identifying Leaders of Expertise
Very often Expert Talent becomes the go
to person for individuals within the organization on specific topics of expertise and
knowledge. Their ability to understand new
information in the context of their area
of expertise and apply their knowledge
and understanding the task at hand can
be relied upon regardless of who they are
working with or what task they are being
required to complete. A Leader of Expertise
may possess many of the skills required of
leaders of people, most notably Principled
Leadership, Situational Analysis, Problem
Solving, Self-Belief, and Role Modeling. Of
course the Leader of Expertise’s main skill
and knowledge areas will vary according
to what profession they work in and what
area of knowledge their area of expertise
is based upon. However, there are several
additional areas of development, which

would help enable Leader of Expertise add
value in the organizational setting:
■■

■■
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Practicality: Being able to translate their
expertise into the day-to-day requirements
of organizational tasks and goals is important if a leader of expertise is going to be
able to apply what they know in the organizational context. It is no use the Leader
of Expertise being an expert if that expertise cannot be applied to the achievement
of the organizational purpose.
Translation: The Leader of Expertise
does not need the same communication
skills that a Leader of people requires,
but they do need to be able to translate
their expertise in a way that can be understood by those with whom they work.

■■

Translating what they know and understand into something that other people
can use is an essential skill if the Leader
of Expertise is to use their knowledge in
the organizational setting.
Networking: In order for a Leader of Expertise to develop in their area of expertise,
they must network with other experts in
their field. Networking within the organizational setting is only part of the puzzle.
In order to ensure their expertise remains
current and is in line with best practice,
not just in their industry but also in the
global context, they must learn to connect
and network effectively with other experts
outside their organization.
Mentoring: Mentoring is a key skill that, if
developed by Leader of Expertise, can add
real value to their leadership within the
business. Supporting Leaders of People and
their line reports by making themselves
available to answer questions and give
advice in a useful and mentoring manner
is central to the Leader of Expertise role.

Summary
■■
■■

■■

■■

■■

■■

There are two distinct types of leadership:
Leaders of People and Leaders of Expertise.
The challenge for organizations and for
leaders in an organization is in developing a self-awareness of what type of leader
someone is
Recognize Leaders of Expertise, promote
them in regard to the responsibilities
they hold in their area of expertise and
reward them for continuing to develop
their expertise.
A Leader of People finds fulfillment in understanding and motivating other people,
developing a network, building relationships, and making a difference in other
people’s lives.
People skills learning interventions should
be targeted at those people who have the
talent to lead people in the first place.
Leaders of Expertise very often they become the go to person for individuals
within the organization on specific topics
of expertise and knowledge.
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Conclusion
Despite the publication of The War for
Talent nearly two decades ago, a recent
survey by Orion Partners (2014) found
that only 17 percent of HR Directors claim
to have integrated talent processes. It
could be argued that strategic talent management has failed, but perhaps the issue
is less about processes and more about the
abundance of Unrecognized Talent both
within the organizational context and in
wider society. The purpose of this article
is to challenge the traditionally narrow focus of talent management processes and
provide a practical framework to support
the utilization of human potential within
an organization. The Expanded BTM supports an inclusive approach to managing
the flow of talent through the organization. Starting with pre-employment perspectives of Candidate Talent, through
transforming the Talent Within and transitioning Redundant Talent out of the
organization.
Introducing the Expanded BTM changes
the flow of talent within organizations and
correctly places talent potential (human
resources) as an input into the strategic development process, but it offers more than
a talent management process. By utilizing
talent potential, the organization contributes to individual fulfillment, team cohesion, healthy functioning of departments,
competitive advantage of the organization,
and well-being within society.

Summary
■■

■■

The foundational belief of the Expanded
Boundary-less Talent Management Model
is that everyone has talent.
Talent is defined “as knowledge, skills or
ability that an individual or organization
perceives as recognizable capability that

■■

■■

■■

■■

■■

has intrinsic value” and identified determinants of talent are: perception and context.
Talent Management should place an emphasis of fully appreciating the talent
resource that already resides within the
business.
The flow of talent for the Expanded BTM
begins with a plan to understand and
identify talent potential available to the
organization as a strategic resource
The result of the Unknown/Unknown is
a catastrophic undervaluing and tragic
underutilization of human potential in
the world today.
Workforce Planning focuses on c apitalizing
on the talent potential, which exists or
is available within the organizational
context.
There are two distinct types of leadership:
Leaders of People and Leaders of Expertise.
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