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Purpose: The aim of the study is to empirically validate the influence of talent management
antecedents identified in the literature. The concept of talent management is discussed in the
context of Positive Organizational Scholarship. This idea helped to prepare a more accurate
enumeration of the antecedents of talent management presented in the literature. The analysis
of'the literature was the basis for developing a set of propositions which constitute the model to
be tested empirically.

Methodology: The analyses presented in this paper were supported by the data collected in
the questionnaire survey conducted among companies operating in Poland in 2012. The
examined sample consisted of 73 organizations. Pearson correlation and partial least squares
(PLS) path modelling were applied to analyze the causal relations between the variables.

Findings: The analysis positively validated the cause-effect relationships between talent
management and the following antecedents: talent management infrastructure and organizational
culture, organization strategy, and internal communication.

Research limitations: The study was limited to companies operating in Poland which
established a specific cultural context. The relatively small research sample was another
constraint. Therefore, the findings cannot be automatically extended to other organizations.
Moreover, in order to reduce the observed ambiguity between causes and effects, quantitative
studies should be supported by qualitative surveys based on the case study methodology.

Originality/value: The outcomes of the study contribute to the field through the empirical
testing of the theoretical assumptions concerning the antecedents of talent management.
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1. INTRODUCTION

According to the assumptions of the resource-based view of strategic man-
agement only strategically valuable, rare, non-imitable and non-substitutable
resources may become a foundation of a sustainable competitive advantage
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(Barney, 1991). Due to the fact that talent seems to meet all the aforementioned
requirements, talent management is considered to be a key process for
organizational development and building competitive advantage (Heinen and
O’Neill, 2004; Ashton and Morton, 2005; Lewis and Heckman, 2006). Talent
management enables organizations to distinguish from their competitors
which makes the role of talent management unquestionable. Talent and talent
management have become the research topics of the studies conducted by the
Gallup Institute. Moreover, positive psychology driven by Seligman’s call to
focus psychological studies on human strengths contributed to the rising
interest in talent management (Seligman, 2004). The key assumption of this
approach is the belief that focusing on human strengths and talents rather than
on improving weaknesses provides much more efficiency and effectiveness
(Clifton and Harter, 2003). Consequently, the concept of talent management
and the idea of organizational development based on strengths have been
included into Positive Organizational Scholarship (Cameron et al., 2003a). In
order to achieve outstanding outcomes, in-born talent should be connected
with knowledge and skills. The synthesis of talent, knowledge and skills is
labelled as a strength (Buckingham and Clifton, 2003). Therefore contemporary
organizations are recommended to make talents a foundation of their
development and enable talents their development, and thus organizations
need efficient and effective talent management programmes.

Talent management is a complex and challenging process which requires
specific conditions to be implemented and provide positive outcomes. In
Poland, talent management processes have not been fully developed yet.
Generally, Polish managers are aware of the paramount importance of talent
management. Nevertheless, numerous companies still admit that they lack
formal talent management solutions or they are significantly weak in their
talent management procedures. Therefore, the question arises about the
antecedents of talent management. The models of talent management (Ashton
and Morton, 2005; Tansley et al., 2007; Pocztowski, 2008; Collings and
Mellahi, 2009) often theorize on talent management antecedents and
determinants but they do not provide the empirical evidence to confirm these
assumptions and identified relationships between variables. Having conducted
literature studies of talent management antecedents, the authors have not come
across any empirical papers confirming relations between talent management
and the factors which determine it. Thus a gap in the knowledge base has been
identified which stimulates research in the field.

The aim of the study is to empirically validate the influence of talent
management antecedents identified in the literature. The paper consists of two
parts: the literature survey and the empirical study. First of all, the idea of
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Positive Organizational Scholarship is discussed in order to establish the
context for further studies. Secondly, the concept of talent management is
explored. Thirdly, the antecedents of talent management enumerated in
literature are presented. The analysis of the literature is the foundation to
develop a set of propositions which constitute the model to be tested
empirically. Fourthly, the method of study was described. Then, the analysis
of correlations and regressions between the variables in the model was
conducted. Finally, the findings from the empirical survey were discussed and
the recommendations for further research formulated.

2. LITERATURE REVIEW

2.1. Positive Organizational Scholarship as the context for research
in talent management

Positive Organizational Scholarship (POS) is one of the recently emerged
concepts of management. In 2002, the Center for Positive Organizational
Scholarship (nowadays known as the Center for Positive Organizations) was
founded at the Ross School of Business, the University of Michigan. The
publication entitled “Positive Organization Scholarship: Foundations of a
New Discipline” edited by Cameron ef al. (2003a) is considered to be the
starting point of the positive approach in management studies. Certainly,
Positive Organizational Scholarship refers to previous studies applying the
humanistic perspective to management and it shares some similarities with
other concepts and approaches in social sciences focusing on the positive
aspects of management and human behaviour. The idea of Positive
Organizational Scholarship is expressed in the name of the concept. ‘Positive’
refers to the orientation towards all the positive aspects, states, behaviours and
attitudes. It assumes that the success of an organization should be developed
on its strengths rather than on the improvement of weaknesses. ‘Organizational’
refers to the context of the study which is focused on organizational processes
and states. ‘Scholarship’ means that the research methodology and scientific
approach are applied to deal with the issues in the field (Cameron et a/., 2003b;
Pace, 2010). The attention of Positive Organizational Scholarship focuses on
“the enablers (e.g. processes, capabilities, structures, methods), the motivations
(unselfishness, altruism, contribution without regard to self), and the outcomes
or effects (e.g. vitality, meaningfulness, exhilaration, high-quality relationship)
associated with positive phenomena” (Cameron et al., 2003b).

Positive Organizational Scholarship represents the humanistic approach to
management. Therefore, human resources management and talent management



234 M. CHODOREK, R. HAFFER, A. LIS

as its element are within the interest of POS studies. Human resources are
enumerated among the intangible assets which constitute positive organizatio-
nal potential (Glinska-Newes, 2010; Chodorek, 2010). Positive organizational
potential is defined as “the set consisting of resources related to strategy,
structure, human resources management, power, control, innovations,
company’s integration and employees’ identification, and leadership. Positive
organizational potential refers to such characteristics and states of organiza-
tional resources that create positive organizational culture and positive
organizational climate” (Peyrat-Guillard and Glinska-Newes$, 2010). The
concept of positive organizational potential is particularly interesting as it
helps explain the relationships between the positive bias of organizations and
their development and performance (Haffer, 2010; Haffer, 2013). Hence it
should be noted that talent management is identified among the key areas of
positive organizational potential. There are also observed some efforts to
identify and discuss the antecedents of talent management in the context of
positive organizational potential studies (Chodorek, 2013; Karaszewski and
Lis, 2014). Nevertheless these studies have a rather exploratory character and
they lack the testing of cause-effect relationships between talent management
and its antecedents proposed in the literature.

2.2. Talent management

Nowadays talent management is considered to be both one of the leading
processes and challenges for managing human resources in business
organizations (Heinan and O’Neill, 2004; Ashton and Morton, 2005; McCauley
and Wakefield, 2006; Ingham, 2006). The talent management concept, which
emerged in the U.S. in the 1990s, seems to be a relatively well-grounded issue.
However, one may assume that the area is affected by the same recurring
problems which have not been solved and which are becoming more and more
important. What is more, even the increasing number of studies resulting in
business and scientific papers dealing with the issue has not changed the
situation significantly.

As observed by Ashton and Morton (2005, p. 30), neither a common
approach to nor a common definition of talent management had been yet
developed. Although a decade passed since that observation, nothing has
changed in this field (Vaiman and Collings, 2013). Talent management is
defined at various levels (Lewis and Heckman, 2006) and from different
perspectives. Blass ef al., (2009) operationalize talent management from the
perspectives of: a process, culture, competitiveness, development, human
resources planning and change management shifting the centre of gravity in



INTRA-ORGANIZATIONAL ANTECEDENTS OF TALENT MANAGEMENT... 235

each perspective. Moreover, the issues of global talent management (Tarique
and Schuler, 2010) and strategic talent management (Collings and Melahi,
2009) have been introduced to the literature. On the one hand, the focus of
talent management is put on selecting the best employees, ‘champions’ (an
elitist approach), but on the other, all employees may be perceived as talents
and the role of talent management is to match properly their strengths with
best suited positions in a company (an egalitarian approach) (Garrow and
Hirsh, 2008; Reilly, 2008).

The most often cited definitions of talent management describe the
construct as a set of activities and processes aimed at identifying, attracting,
recruiting, selecting, developing, retaining and using high potential employees,
who are extremely valuable for an organization (McCauley and Wakefield,
2006; Tansley et al., 2007). Recognizing the abundance and variety of
approaches in the literature, the following definition describing the ideal state
of talent management is accepted for further analyses and discussions: “The
model talent management encompasses the processes of searching, identifying,
attracting and recruiting people of above-average intellectual potential and
skills as well as developing and applying their capabilities in order to contribute
to the company’s aspirations and needs” (Chodorek, 2013). Recognizing and
selecting the most talented employees is an investment in the company’s
human capital. As charisma, skills and energy of employees are the key
antecedents of company performance, contemporary companies fight the
“wars for talents” (Beechler and Woodward, 2009).

In order to result in effective outcomes, talent management must be
perceived and implemented in the long-term perspective. One-time programs
are ineffective. Such activities are usually expensive and temporary. Their
aims are not clearly defined. In effect, employees who acquire new skills and
capabilities are not able to make use of them in their workplaces which results
in employee frustration. Thus applying the strategic approach to talent
management seems to be the prerequisite while identifying the positions of the
key impact on an organization is a fundamental activity in the strategy
development process (Collings and Melahi, 2009). Strategic talent management
enables an organization to build up a relevant architecture of human resources
necessary to change the behaviour of employees in order to improve their
effectiveness. The strategic approach to managing talent facilitates identifying
the key activities of a company and to define specific requirements for
employees to achieve strategic objectives at the highest possible level
(Minbaeva and Collings, 2013; Guthridge, et al., 2008).

The strategic approach to talent management enables a company to plan
the requirements for specific talents. Due to a long-term planning perspective,
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an organization is able to define who (a person characterized by a set of given
capabilities) is necessary for its development and verify whether it has such an
employee (Asthon and Morton, 2005). As a consequence, an organization
knows what kind of talent is needed, which enables managers to plan for
talents. Detailed job descriptions support such a planning process. Defining
competencies is the foundation for searching talents both within an organization
and outside it (Pilbeam and Corbridge, 2010).

The relevant methods and tools of talent identification, recruitment and
selection are necessary for managing talents in an efficient and effective way.
The analysis of recruitment forms, psychological tests, assessment centres and
interviews have become the prerequisites for identifying, recruiting and
selecting high potential employees (Elegbe, 2010).

Another important aspect of talent management is building such a position
of'a company on the market to attract the best employees. The activities aimed
at creating the company image as an optimum choice for a working place are
defined as employer branding (Surmacz and Bociaga, 2011). The scope of
such activities is wide and their aim is to highlight the distinctive features of
an organization (of economic, psychological, cultural, functional character)
which may be attractive for a potential, talented employee (Yaqub and Khan,
2011).

Retaining talented employees and maintaining the high level of their
commitment is a challenge for a company. Therefore, companies continuously
make efforts to seek an answer to the question of how to retain talented
personnel (Kaye and Jordan-Evans, 2012). This is a complex issue determined
by the variety of factors related to personality, values, a specific situation of an
organization and what it offers to employees. Talented employees should be
treated individually, therefore companies establish for them individual
development paths and enable them to grow in a continuous way (Ahmadi, et
al.,2012). The most popular methods of developing talent include: participation
in company projects, training, mentoring, coaching, job rotation, participation
in international projects and internships abroad (Jarostawska, 2011).

Team work establishes the conditions for the most efficient and effective
use of the potential of talented employees. Besides applying their skills and
competencies, high potential employees share knowledge as well as teach
their colleagues and learn from them (Calo, 2008). The process of knowledge
exchange may be more efficient when employees have possibilities to inspire
the development of teams. The awareness of being the font of knowledge for
others, and having the opportunity to benefit from the knowledge of workmates
increases employee satisfaction. In order to achieve such a situation,
cooperation and the mutual enhancing of motivation are embedded as ground
rules into the culture of an organization (Reed, 2001).
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Nowadays the importance of talent management processes is commonly
accepted and managers are aware of their roles and outcomes. Moreover,
research shows that talent management has become one of the priorities for
HR managers who consider attracting talented employees among their most
crucial tasks (Trendy HR, 2013). If talent management is a priority for Polish
companies then why so many managers declare problems and challenges in
managing talent and implementing talent management processes in their
companies? The study conducted by Deloitte reveals that half of Polish
managers participating in the survey claim that talent management programs
in their companies require substantial or radical changes (Deloitte, 2013).
Hence, a question arises: what are the antecedents of talent management which
determine the success of TM programs?

2.3. Intra-organizational antecedents of talent management

There is a variety of publications which mention and study some selected
factors influencing talent management. Nevertheless, a comprehensive analysis
of talent management antecedents has not been completed as yet.

It may be assumed that a clear company strategy oriented to talent
management is the basis for planning and implementing a talent management
program. Such a strategy enables a company to identify core competencies
and plan succession (Tansley ef al., 2007; McDaniel and D’Egidion, 2010). It
is obvious that a company cannot manage talents in an efficient and effective
way without being aware of its aims and objectives. A company aims to
determine the level of employee skills and competencies which are required at
present and may be needed in the future. Consequently, they enable companies
to plan which talents are/will be necessary and how to develop the talents at
the company’s disposal (Sloan et al., 2003). Moreover, clearly defined aims
are important from the point of view of talented employees. They help them to
identify their roles in achieving company aims and their individual impacts on
these aims (Turning talent into strategic assets, 2010).

Proposition 1: The company strategy determines talent management both
directly and indirectly.

The architecture of the human resources management system is another
important aspect determining talent management. Such an HR system should
support the value and uniqueness of employee skills and competencies
(Collings and Melahi, 2009). Williamson (2011) claims that the transparency
of the talent management system is a key to its success and it enhances the
credibility of this system. Talent management must be transparent to all
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employees, and the principles governing the selection of high potential
employees and their privileged treatment must be understandable and clear for
every organization member. Such transparency goes beyond selecting talented
employees and it applies, among others, to remuneration policies, measuring
work effectiveness and appointing to all positions (Garrow and Hirsh, 2008;
Bryan and Joyce, 2007). A transparent and clear talent management system
prevents any disputes, frustrations and subjectivity of personnel assessment. It
gives employees the feeling of psychological comfort and enables them to
identify their achievements (Kozinski and Witkowska, 2009; Blass, 2009;
Merlino, 2011). Moreover, an organization needs formal preparation to
implement a talent management program to effectively manage high potential
employees. The ability to develop and apply tools and techniques for
identifying strategic capabilities of talented employees is another prerequisite
for a talent management program. Knowing what company employees know
and what skills and competencies are still needed is valuable knowledge
(Mayo, 2009). Such tools and techniques facilitate the identification,
recruitment and selection of talented employees. A motivation system
responsive to talented employees’ aspirations and their attitudes to work is
another important formal aspect of a talent management infrastructure (Mayo,
2009; Ahmadi et al., 2012). Summing up, a talent management infrastructure
encompasses formal solutions (processes, techniques, tools) applied by
organizations within the field of talent management.

Proposition 2: A talent management infrastructure determines the talent
management process.

Organizational culture belongs to those talent management antecedents
which are most often mentioned in the literature (Bryan and Joyce, 2007,
Ashton and Morton, 2005; Ahmadi et al., 2012; Kope¢, 2012; Tabor, 2013).
Organizational culture favourable for talent management is described as a
‘talent-nurturing culture’. Organizational culture should support talented
employees, promote their ‘difference’ from others and creativity as well as
reward and recognize employees of distinctive achievements. In contrast,
organizational culture persecuting employees for their willingness to go
beyond standard procedures and hierarchy prevents talents from emerging and
blooming (Tabor, 2013). It is of paramount importance to have top executives
showing the value of talent management for an organization. Without support
from top management, any talent management initiatives are doomed to fail.
If leaders do not believe in talent management, neither will their followers.
This means that the belief in talent management and effective leadership are
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important prerequisites of talent management (Ellehuus, 2012; Ahmadi et al.,
2012; Ashton and Morton, 2005).

Within an organizational culture supporting talent management, two
aspects of company social capital are highlighted: trust and high quality
relationships (Vaiman et al., 2012). Trust is perceived as a trigger and a
motivation factor fostering talent management (Tansley et al., 2007). The
relevant level of trust in an organization fosters achieving its aims, facilitates
knowledge sharing and stimulates the employee identification with an
organization and their corporate patriotism. As a consequence, the principles
of a talent management program are commonly accepted, employees are eager
to express their opinions, they behave frankly and team work is appreciated
and developed (Sosinska, 2007).

Positive relationships establish the foundation for a talent management
system. Hard working and effective employees show more willingness to
engage in behaviour-building and strengthening high quality relationships
which gives them an opportunity to benefit from such relationships e.g. receive
the assistance of their co-workers when needed. Good relationships trigger a
spiral of positive emotions and make people enjoy their work (Sekerka ef al.,
2012). As a consequence, employees are loyal to such organizations and show
the maximum level of engagement which significantly contributes to the
development of talented employees and their potential (Kaye and Jordan-
Evans, 2012). Relationships are an important factor impacting on talented
employees’ work quality and willingness to work. Due to the fact that
relationships go across the boundaries between departments, locations, fields
of expertise and hierarchy, talented employees are able to find the niches and
areas in an organization which are not fully exploited.

Proposition 3: Organizational culture determines talent management.

Corporate social responsibility (CSR) is a construct and an area of company
activity directly related to organizational culture, trust and positive relationships.
More and more often, companies implement the concept of corporate social
responsibility in order to be distinguished from competitors and develop their
positive image. Corporate social responsibility is a useful tool applied to
attract and retain talented employees. Therefore numerous companies perceive
corporate social responsibility as an important element of their HR strategies
(Vaiman et al., 2012; Kim and Scullion, 2011). In the contemporary labour
market, high salaries are not sufficient to attract talented employees seeking
some other values highlighted by the CSR concept. Organizations taking into
account the interests of society, environmental aspects and their relationships
with stakeholders (employees in particular) assume a higher level of
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investments in human resources. Such organizations are supposed to create
good working conditions, support employee development and take care of
employees in need (e.g. those suffering from illness). All these interventions
motivate employees and increase engagement in performing their duties (Kim
and Scullion, 2013).

Proposition 4: Corporate social responsibility determines talent
management.

Communication and communication skills are talent management antece-
dents often cited in the literature (Ulrich et al., 2012; Garrow and Hirsh, 2008).
Transparent and open communication is postulated in order to foster talent
management programs. The research shows that supportive communication
providing employees with information about their higher status leads to better
work performance and an increase in employee loyalty to their company
(Fernandez-Araoz et al., 2012). Companies should also pay attention to the
way they are communicating with talented employees (transparency of
messages, programs and objectives) (Kozinski and Wiskowska, 2009; Ahmadi
et al.,2012). Employers and managers should focus their attention on building
effective communication systems both within an organization and outside it
due to the fact that it enhances the speed of information exchange between
employees as well as between employees and managers. Moreover, effective
communication systems are required for team work, in particular when team
members cooperate from distant locations. Last but not least, effective
communication fosters organizational culture which values knowledge as
a common valuable asset (Zydel, 2010; Piskorski et al., 2010).

Proposition 5: An effective communication system determines talent
management.

Creating development opportunities for talented employees is another
antecedent worth mentioning and analyzing. Talented employees need
stimulants, new challenges and ambitious aims to be achieved (Pilbeam and
Corbridge, 2010; Kaye and Jordan-Evans, 2012). From the point of view of
high potential employees, the prospects for professional development are
important motivations for joining an organization and being loyal to it.
Talented employees need challenges, possibilities to participate in projects,
decision-making processes and connecting their tasks with a business strategy
(Talent management is Bupharm’s prescription for success, 2011; Cunningham,
2007; Ulrich et al., 2012; Garrow and Hirsh, 2008). Due to such elements,
talented employees feel the importance of their roles in an organization and
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their possibilities to have an influence on the company’s future through their
engagement, knowledge and skills. A strategic approach to the development
of employees is manifested, among others, through career paths which
establish plans for talents climbing the ladder of the organizational hierarchy.
Career paths are considered to be both a manifestation and an antecedent of
talent management.

Proposition 6: Creating development opportunities for talented employees
determines talent management.

Organizational structure is another talent management antecedent enumerated
in the literature (Ashton and Morton, 2005; Tansley et al., 2007). The aspects of
organizational structure which are important for managing talents include: the
level of centralization (the lower centralization the better) and a hierarchy
(balance between flattening an organizational structure and establishing
conditions for career paths and promotions) (Garrow and Hirsh, 2008; Blass,
2009). Bryan, et al. (2006) argue that tall organizational structures impede
identifying talents, searching the opportunities for their development and
creating organizational knowledge. An organizational structure should facilitate
team work and create favourable conditions for establishing flexible project
teams. This is of paramount importance for acquiring and sharing knowledge
which leads to improvements and innovations. Talented employees free from
the pressure of bureaucratic procedures are more eager to show creativity in
their workplaces and improve the work of themselves and other personnel.

Proposition 7: Organizational structure determines talent management.

Middle-level managers, their knowledge and competencies seem to play a
significant role in talent management programs. They contribute to talent
management processes through identifying high potential employees,
supporting their development and creating career paths (Tansley et al., 2007).
Middle-level managers motivate talented subordinates to seek the possibilities
for professional development and make above-the-standard efforts (Bryan and
Joyce, 2007). On the other hand, a toxic middle-manager may be the first-line
‘killer’ of talented employees.

Proposition 8: The quality of middle-level management determines talent
management.

Summing up, the authors propose a comprehensive model of the talent
management antecedents presented in Figure 1. The numbers in Figure 1 refer
to the aforementioned propositions.



242 M. CHODOREK, R. HAFFER, A. LIS

Notes: Variables: TM — talent management; STRAT — strategy; CULT — organizational
culture; MLM — middle level management; DEV OPP — development opportunities for talented
employees; COM — organizational communication; CSR — corporate social responsibility; TM
INFRA — talent management infrastructure; STRUCT — organizational structure.

Fig. 1. The antecedents of talent management

Source: own elaboration.

3. EMPIRICAL STUDY

3.1. Method of research

The data presented in this paper come from the research project entitled
“Strategic management of the key areas of Positive Organizational Potential
(POP) — conditions, approaches and models recommended for companies
operating in Poland”. The project was funded by the National Science Centre
grant no. DEC-2011/01/B/HS4/00835. The project was based on four com-
plementary data and information elicitation methods, namely a questionnaire
survey, interviews, a Delphi session and a classic Delphi (by correspondence).
This paper concentrates on the results of the questionnaire survey. The data
were completed in 2012. The sample comprising 73 companies was selected
from organizations operating in Poland recognized as the leaders in their
industries (or at least as top ranking companies).

The respondents were asked to assess the accomplishments of the
companies they managed in nine areas, based on the eleven grade scale <0%,
10%, 20%, ..., 100%> where 0% refers to the situation when the ideal feature
definitely does not characterize an assessed area, 100% refers to the situation
when the ideal feature definitely characterizes an assessed area. These areas
are as follows: talent management (TM), strategy (STRAT), organizational
culture (CULT), middle level management (MLM), development opportunities
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for talented employees (DEV OPP), intra-organizational communication
(COM), corporate social responsibility (CSR), talent management infrastruc-
ture (TM INFRA), organizational structure (STRUCT). The manifest variables
describing the aforementioned latent variables are available in the appendix.
In order to test the reliability of the questionnaire, Cronbach’s alpha coefficients
were calculated for nine variables corresponding with the above-mentioned
areas included in the questionnaire. Cronbach’s alpha coefficients ranged from
.82 to .97 which confirms the high level of the questionnaire reliability.

As the dominant scale used in the questionnaire was a percentage scale
which is a ratio scale, the Pearson correlation and PLS path modelling together
with appropriate statistical tests were applied to analyse the causal relations
between variables. IBM SPSS Statistics and SmartPLS (Ringle, Wende, and
Will, 2005) software were used for statistical analyses. The majority of the
estimates were made on the basis of the generalization of the subjective
assessment of the managers. In this way it was possible to identify the
determinants of talent management in companies operating in Poland. The
enumerated variables constitute the foundation for the comprehensive model
of talent management antecedents presented in Figure 1.

3.2. Research analysis

The analysis of correlations and regressions was applied to validate the
propositions included into the model. First of all, in order to confirm the
relationships among the variables, the analysis of correlations was conducted
(Table 1).

Table 1

Correlation analysis of the model of talent management antecedents,
Pearson correlation coefficients, p<0.01

Variables 1 2 3 4 5 6 7 8
1 TM INFRA 1.000
2 |CULT 784 | 1.000
3 DEV OPP .848 .858 1.000
4 |MLM 832 .850 795 1.000
5 COM 798 .862 814 790 | 1.000
6 |CSR .824 7122 719 154 777 | 1.000
7 STRAT .664 .660 700 717 .676 700 | 1.000
8 STRUCT 715 172 831 702 .824 672 .650 | 1.000
9 |TM 781 760 .681 725 756 714 .627 .626

Source: own elaboration.
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The analysis shows that all the identified antecedents strongly correlate
with talent management, which confirms the important relationships between
the variables. The top correlates are: talent management infrastructure
(r = .781), organizational culture (r = .760) and internal communication
(r=.756). Simultaneously, it should be highlighted that strong correlations are
observed between all the variables included in the model.

In the case of the correlation coefficients referring to the pair of variables,
it cannot be stated which of the two is the cause or the effect. One can only
refer to the existence of correlation between them. That is why the PLS path
modelling was carried out to test the proposed model of talent management
antecedents and show the cause-effect relations between the variables. The
main idea of the PLS regression analysis is data prediction, forecasting for
a given variable on the basis of other variables.

Figure 2 shows the model estimation results. The path coefficients allow
the assessment of the impact of predictor (independent) constructs on
endogenous (dependent) constructs, represented by rectangles with arrow
heads. The higher their value, the stronger their impact, as the path coefficients
represent the estimated change in the endogenous variable for a unit change in
a predictor variable.

STRAT [
71 q 732
DEV OPP \\ coM | — Ccsr
15 052
v --392
V'd
™ |
.658
) .00
TM INFRA STRUCT

Notes. Variables: TM — talent management; STRAT — strategy; CULT — organizational
culture; MLM — middle level management; DEV OPP — development opportunities for talented
employees; COM — organizational communication; CSR — corporate social responsibility; TM
INFRA - talent management infrastructure; STRUCT — organizational structure.

Fig. 2. The PLS regression analysis of talent management antecedents

Source: own elaboration.
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According to the data, the increase in the STRAT construct will have a
strong positive impact on all dependent constructs excluding TM, in which
case the direct impact will be positive but rather weak. However the total
(direct and indirect — through the other variables) effect of the increase in
STRAT on TM will be positive and strong as in this case 3 = .647. This means
that the improvement in the quality of strategy in companies as regards taking
employees’ opinions into consideration when creating it as well as genuine
communicating of goals and a range of their achievement to employees will
result in the improvement of the talent management quality. This can result in
the inclusion of talent management in the strategy as well as in more advanced
talent management practices, e.g. individual career paths applied for talented
employees or advanced methods of attracting the best employees available in
the labour market. Furthermore, the high total effect of STRAT on TM is
caused in particular by the high value of path coefficients between the STRAT
and two other variables CULT (8 =.670) and TM INFRA (3 = .696) which in
turn have a big impact on TM. This means that effective talent management is
determined by cultural issues like a high level of trust and positive interpersonal
relationships present in a company and a highly developed talent management
infrastructure including high quality HR policies and procedures respecting
employee interests. Both factors influencing effective talent management
strongly depend on the strategy quality.

The relationships between the STRAT and the other variables observed on
the basis of path coefficients are not surprising, since the strategy and
individual policies included in it determine all the areas of a company’s
functioning. However, the results regarding the relationships between TM and
its determinants are more surprising.

As was mentioned above, the path coefficients shown in Figure 2 indicate
that the strongest positive impact on the TM variable will be caused by the
increase in the TM INFRA and CULT variables (strong direct impact), next in
the STRAT variable (strong total effect), and then in the COM variable (weak
direct impact, B = .151). The latter variable concerns organizational
communication. It appears that the improvement in organizational communica-
tion as regards comprehensiveness and clarity of information and values
communicated in a company will result in the improvement of the talent
management quality, however this impact will be weak. In the case of the
STRUCT and CSR variables reflecting transparent and teamwork-oriented
organizational structure and corporate social responsibility initiatives
maximizing the value of strategic stakeholders of a company, no impact on the
TM variable was confirmed (B =.007 and B = .052 respectively).
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Finally, it can be seen in Figure 2 that two path regression coefficients from
the MLM construct to the TM construct and from the DEV OPP construct to
the TM construct take negative values (B =—.126 and B =—-.392 respectively),
which means that the improvement in the quality of middle-level management
as well as in the development opportunities created for talented employees
will result in the decrease in talent management sophistication. These are the
most surprising results, however they may suggest that the direction of the
considered relationships should be reversed, especially when it comes to the
latter one, namely DEV OPP-TM.

3.3. Discussion

The data presented and analysed above enable the authors to test the
propositions formulated as a result of literature studies. As a result of the
research, the propositions may be divided in three categories. In case of the
first category including organizational strategy, talent management infrastruc-
ture, organizational culture and internal communication, the research confirms
their influence on talent management. The second category of variables
(corporate social responsibility and organizational structure) shows minimal
(almost unnoticeable) cause-effect relationship with talent manage-ment. The
most surprising results are achieved in regard to development opportunities
for talented employees and middle-level management which represent
negative values of the regressions coefficients.

Proposition 1 was validated. Clear strategy determines talent management
and directly influences other talent management antecedents identified in the
model. Similarly, Proposition 2 was confirmed by the empirical research. In
order to manage talents in an efficient and effective way, organizations need
tools, methods and clear procedures. Without an appropriate infrastructure,
hardly any stage in the talent management process can be effectively
completed. Undisputedly, talent management is determined by the organi-
zational culture which confirms Proposition 3. Talents should be considered as
something valuable by all the members of an organization. This finding was
confirmed in interviews conducted in Polish companies. As noted by one of
the HR managers: “an organization must be ready for talent management
programmes with its values, attitudes, behaviour, but first and foremost with a
high level of trust and intra-organizational relationships”. The findings
(B =.151) prove that intra-organizational communication has some moderate
influence on talent management which enables us to validate Proposition 5.
Without unambiguous communication and feedback to high potential
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employees, it may be impossible to effectively implement talent management
policies.

As regards corporate social responsibility, there are no findings to confirm
its impact on talent management. A low value of the regression coefficient
(B =.052) demonstrates that its influence is very weak (almost unnoticeable).
While observing business reality, this finding seems to be logical. Corporate
social responsibility may be supportive for talent management but it does not
determine talent management processes. Corporate social responsibility
contributes to building a positive image of an organization which may attract
new talents and establish a better working environment for employees. This
means that Proposition 4 was disproved. Similarly to corporate social
responsibility, organizational structures may support talent management
programs. However, it is not possible to point out what type of organizational
structure is optimal from the perspective of talent management, as it depends
on the size of the company and its characteristics. Therefore, Proposition 7
could not be validated as the data of the survey do not confirm the impact of
the organizational structure on talent management.

Proposition 6 was disproved, which is surprising. Almost every publication
related to talent management highlights the role of creating development
opportunities for talented employees as the basis for attracting and maintaining
high potential employees. However, the development opportunities for
talented employees (such as rewarding innovative employee behaviour,
sophisticated training system, entitlements delegation in order to empower
lower level employees etc.) can be created before a formalized, systemic
approach to talent management is established in a company and inversely they
can be a result of effective talent management. Similarly, Proposition 8 was
refuted. In the opinion of the respondents, middle-level managers are not
perceived as a force significantly influencing talent management. The authors
admit that this was surprising for them while comparing the empirical findings
with the outcomes of literature studies and even common sense. Middle- and
first-line managers seem to be the first ones who can identify talented
employees, shape their career paths and assign them to the tasks where their
talents can flourish. In the opinion of the authors, two explanations for these
findings are possible. The first interpretation could be that the more competent
and inspiring for their people the middle managers, the smaller the need to
develop in a company a talent management system as the middle managers
play their coaching role for talents very well. The second explanation for the
observed lack of the cause-effect relationship between middle managers and
talent management programs relates to the influence of Polish culture on the
organizational cultures of the companies under study. In Polish culture,
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standing out from the crowd and being a “star” is not commonly accepted (cf.
Skuza et al., 2013, p. 461). Therefore, if middle managers represent such
values and they are afraid that high potential employees can outperform them,
any talent management initiatives will be hampered. Moreover, such managers
do not contribute to talent management processes, which was observed by the
respondents in the studied companies. It should be highlighted that such
attitudes of managers ought to be altered.

The regression coefficients in this study indicate the reverse direction of
the relationship between the development opportunities and talent management
(B =-392), as well as middle level management and talent management
(B =-.126), which may suggest that in the aforementioned pairs of variables
talent management is an antecedent, while the variables representing
development opportunities and middle management should be considered as
the outcomes of effective talent management programs. Thus in order to test
such an assumption the model was changed and recalculated (Figure 3).

Notes. Variables: TM — talent management; STRAT — strategy; CULT — organizational
culture; MLM — middle level management; DEV OPP — development opportunities for talented
employees; COM — organizational communication; CSR — corporate social responsibility; TM
INFRA - talent management infrastructure; STRUCT — organizational structure.

Fig. 3. The PLS regression analysis of talent management antecedents and consequents

Source: own elaboration.

This time the relationship between the talent management variable and the
development opportunities variable, presented in Figure 3, is opposite and can
be described as follows: the increase in the talent management construct will
have a strong positive impact on the development opportunities construct. In
such a case it is possible to indicate effective talent management consequences
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which can occur in the examined companies. These are the above-mentioned
rewards for innovative employee behaviour, sophisticated training system and
entitlements delegation in order to empower lower level employees, but also
ambitious goals set for employees, high level of employee autonomy and
responsibility and a result-dependent salary system.

The interpretation of a path regression coefficient in the case of a reverse
talent management — middle-level management relationship is as follows: the
increase in the talent management construct will have a strong positive impact
on the middle-level management construct, which means that the improvement
in the talent management system effectiveness will result in the improvement
of the efficiency of middle level management. In this case, taking into account
the whole model indicated in Figure 3, the quality of middle-level management
is determined by well-thought-out and well communicated strategy and
effective talent management system, which for its effectiveness needs to be
created and managed from the strategic, rather than the middle-level
perspective.

As a consequence of the changes in the model, high values of path
coefficients were observed (TM-DEV OPP B = .688; TM-MLM f = .731)
which confirms the assumption. There is some logic in the observed relationship
between managing talents and creating for them development opportunities
and middle level management. In order to enable employees their professional
development adjusted to their strengths and talents, organizations should to be
able to identify and select such high potential employees as well as create
individual career paths which require effective talent management solutions.

The aforementioned findings seem to be interesting but they need further
exploration. At the same time it should be mentioned that, as a side effect of
the changes introduced in the model, the impact factor of such antecedents as
organizational culture, talent management infrastructure and organizational
strategy decreased.

CONCLUSION

The study has empirically tested the influence of talent management
antecedents identified through literature surveys. The analysis encompassed
eight categories of factors enumerated among the determinants of talent
management programs: organizational strategy, organizational culture,
middle-level management, development opportunities for talented employees,
internal communication, corporate social responsibility, talent management
infrastructure and organizational structure.
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The analysis based on the data of the questionnaire survey conducted in
companies operating in Poland positively validated the cause-effect
relationships between talent management and the following antecedents:
talent management infrastructure and organizational culture (strong direct
impact), organization strategy (strong total effect, mainly triggered by the
indirect impact), and internal communication (weak direct impact). The study
refuted the propositions on the role of organizational structure and corporate
social responsibility in fostering talent management programs. As regards
creating development opportunities for talented employees and middle-level
management influence on talent management, ambiguous results were
achieved. In both cases, the regression analysis showed a negative cause-
effect between these factors claimed to be antecedents and talent management.
In order to investigate these ambiguities thoroughly, the direction of the cause-
effect relationships between the variables in the model was changed. As
a result, the analysis confirmed that the increase in the talent management
construct will have a strong positive impact on the development opportunities
and middle-level management constructs.

The outcomes of the study contribute to the field through the empirical
testing of theoretical assumptions concerning the antecedents of talent
management. Nevertheless, it should be stressed that the study was limited
to companies operating in Poland which established a specific cultural context.
A relatively small research sample was another constraint. Therefore, the
findings cannot be automatically extended to other organizations. The
complexity of organizations results in difficulties to unambiguously distinguish
between causes and effects. Therefore, this study should be considered as the
first attempt to empirically validate the antecedents of talent management and
should be followed by further quantitative research conducted in the
international context and based on larger samples. Moreover, in order to
reduce the observed ambiguity between causes and effects, quantitative
studies should be supported by qualitative surveys based on the case study
methodology.
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APPENDIX

Variables of the talent management antecedents model

Latent variables

Manifest variables

1

2

1. Talent
management
(TM)

o o0 o e

. A company makes talent management an element of its strategy

. A company knows what talents are required

. A company has relevant methods to identify and select talents

. A company makes an effort to attract the best employees

. A company establishes individual paths of career and methods of

development for talents

. A company creates opportunities for talents to meet ambitious projects

and challenges

. A company creates conditions for learning and knowledge sharing

. Organizational
strategy
(STRAT)

. The company strategy combines the interests of employers and

employees

. Employee opinions are taken into account in the strategy formulation

process

. Strategic goals are clearly formulated and fully communicated to

employees

. The progress and effects of the strategy implementation process are

honestly and openly communicated

. Talent
management
infrastructure
(TM INFRA)

. HRM procedures are transparent and consistently applied
. A company sets high requirements for candidates to be employed (elitist

employment)

. HRM decisions are combined with an appraisal and evaluation process
. A company has systems and procedures for fair and honest appraisal and

evaluation of its employees

. Employees experience the feeling of justice in their workplace
. A company has the necessary tools for recruitment and selection of the

key employees

. Employees of relevant qualifications, skills and personal competencies

are appointed to perform the tasks

. A company has enough financial resources to recruit the best employees
. Workplaces are equipped with attractive amenities

. Development
opportunities
for talented
employees
(DEV OPP)

o o

@ o o

. A company set ambitious aims and objectives for its employees
. Innovative behaviours are highly recognized and rewarded
. A company has a comprehensive training system enabling the

development of its employees

. A company increases the employee autonomy and responsibility
. Managers delegate their responsibilities to lower levels of management

Training programs accommodate the needs of employees

. Achievements are the main criteria for evaluating employees
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1 2
5. Intra- a. The system of internal communication provides necessary information to
organizational all employees and ensures the feedback
communication | b. Internal communication is unambiguous and delivered on time
(COM) c. Message senders analyze the emotions of their interlocutors and adjust

the form of communication to them
d. Internal communication enhances employee motivation
Internal communication fosters integration among employees
f. Internal communication consistently and coherently explains the
organizational values to be respected
g. The systems and procedures for effective internal communication (both
vertical and horizontal) are established
h. Face-to-face communication is preferred in a company
Managerial staff and employees have effective communication skills
The language of communication used in a company is understandable to
all employees
. A company openly communicates pending problems

o®

— .

o~

6. Organizational
culture (incl.
interpersonal
relationships
and trust)
(CULT)

Employees are interested in and participate in the company everyday life

Employees help each other in solving important, job-related problems

Organizational culture fosters seeking excellence

. Organizational culture is clear and understandable

A company enjoys good reputation

Employees are satistied with their jobs

. Employees show a high level of identification with their company

. Employees can count on each other

Employees show interest in each other

Employees are frank with each other

. Employees like each other
Employees show acceptance and respect for each other

. Condition of interpersonal relationships in employee teams translates
into relationships among the teams in a company

. Working teams are characterized by a high level of cohesion

. Employees communicate in an open and sincere way and they share
information on the mistakes they have made without being afraid of
negative and unjust consequences

p. Employees are committed to their jobs, even when a company faces
difficulties (crisis periods)

. Employees willingly share knowledge

Employees play fair even when they compete with each other

There is the climate of friendliness within a company

The superiors are not anxious to delegate their responsibilities and powers

. Employees do not resist managerial decisions

Self-control is applied wherever possible

B ATIOOER MO a0 o
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7. Organizational | a. An optimum formalization is in place combining both precise and clear
structure procedures (when needed) and informal activities
(STRUCT) b. Organizational structures are transparent
c. The responsibilities of employees are clear and complete
d. A company emphasizes teamwork
e. The members of project teams can be freely identified and nominated
f. Formal procedures and rules do not limit creativity
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Variables of the talent management antecedents model (cont.)

1

2

8. Middle-level
management

o o0 o e

o

. Managers perform leadership roles in their teams

. Managers coordinate their teams and foster relations

. Managers perform coaching roles in their teams

. Managers capture and disseminate information on business goals and

objectives

. Managers initiate changes in a company
. Through their behaviour, managers set a good example of positive

relations within a team and outside it

. Managers are oriented to self-development and increasing their skills and

competencies

. Recruitment criteria for managerial positions include necessary

knowledge and skills (resulting from the work position)

. Recruitment criteria for managerial positions include social competencies

(appearance, establishing relations, communication skills, teamwork)

. Recruitment criteria for managerial positions include emotional

competencies (empathy, self-consciousness, self-control, self-motivation)

. Recruitment criteria for managerial positions include individual

effectiveness (ability to work in stress, concentration)

. The middle management provides a positive model of relations with

employees

9. Corporate social
responsibility

. A company has established HRM policies taking into account the

outcomes of surveys among employees (monitoring the employee
satisfaction, the development of their careers, work conditions, leaves,
safety and remuneration)

. A company has established fair and transparent rules applied to its

relations with employees and other stakeholders — when running business
the company takes into account the interest of society

. A company has developed and introduced the OH&S (Organizational

Health and Safety) procedures going beyond the obligatory legal
regulations

. A company contributes to the development of its local community

(cooperation with local business, job creation, education)

. A company systematically supports the underprivileged (it contributes to

the improvement of their living conditions)

. A company has established the aims of reducing its negative impact on

the natural environment (i.e. the average energy or water consumption)

. Corporate social responsibility issues have been included into a strategy
. The criteria for contracting suppliers are not limited to an economic

dimension

. The responsibility for planning and coordinating CSR policy is formally

established (i.e. a position or a department responsible for CSR
implementation, procedures and regulations)
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