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Abstract

The fourth industrial revolution that utilises self-learning machines, robotics and
automated decision making still relies on the human for cognitive work and shifting
the burden of the menial job to digital devices. Organisations' requirements for
adaptable and agile human talent in the fourth industrial revolution has already and
will continue to necessitate a new way of working. This impact is already evident
throughout the value chains of global organisations and will require new

considerations for human resource management practice.

The existing approaches to managing human resources (HR) continue to be challenged
in delivering sustainable competitive advantage. One of the most prominent
challenges faced by organisations operating at a global level is responding to an
emerging trend of non-traditional and non-standard employment, for example, part-
time, on-call, contract or agency mediated work. This trend gives organisations a
unique opportunity to recruit employees worldwide using various platforms provided
by information communication technologies directly aligned with the organisation's
strategic intent. However, it appears that organisations may not be prepared and/or

lack the strategic decision framework to manage a new type of employee.

Although organisations are already using multiple HR systems to strategically align
HR processes and practices, organisations need a different approach to recruit the best
non-standard talent worldwide and manage them. Talent management is suggested in
this thesis as being a new lens to develop a strategic decision framework to manage

non-standard employees undertaken within three stages:

I.  identifying existing HR systems in use by multinational enterprises (MNES);
ii.  exploring how talent management as a new approach can be used to rethink
the existing HR systems for standard and non-standard employees; and
iii.  combining the proposed talent-based HR systems into an HR architecture as a

decisional framework for managers to choose optimally among the various

talent-based HR systems.

This PhD research employed qualitative research methods consisting of 21 in-depth
telephone interviews with key senior HR decision-makers from the maritime transport

and logistics industry. The informants of this study were the strategic HR managers
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involved in future-oriented HR strategy development. The average length of the in-
depth interviews was 50 minutes. A parallel analysis of data during data collection
and the observation of saturation determined the cease point of data collection and
suggested that 21 in-depth interviews were sufficient to explore the phenomenon. A
saturation of information at four levels was observed to ensure the quality of research

and to cover the aspects of talent-based HR systems identified by the managers.

The informants provided information about the organisations' existing human
resource management systems. The critical discussion was the views of informants
on the development of contemporary HR systems and their potential components
when considering the increase in the non-standard workforce. Interviews also included
a detailed discussion on the understanding of what constitutes talent for the managers
and how they consider the right talent can be employed to align with the strategic
intent of the organisation. According to the findings of this study, organisations utilise
a variety of HR systems that can be used for talent-based HR systems. Furthermore,
HR managers have varying perspectives on talent and talent management, which can
result in a variety of talent-based HR systems. The outcome of the discussion was the
development of the value-driven framework and talent-based HR systems, which is

the foundation of a talent-based HR architecture.

The data analysed through the grounded theorisation process enabled the combination
of the themes and revealed the industry experts' underlying decision models and talent
perspectives. The thematic analysis underpinning the grounded theorisation process
assisted in determining the patterns in data, and the interpretation of those themes
resulted in the talent-based HR systems being grounded in the views of strategic HR

decision-makers.

This study contributes to the body of scholarship of strategic human resource
management (SHRM) by offering a value-driven framework, a set of talent-based HR
systems and an HR architectural framework. First, a value-driven framework is
developed that indicates how value can be created, captured, leveraged and protected
in each component of the HR system, such as designing jobs or the recruitment process.
Second, this study offers talent-based HR systems aimed at developing a systematic
and continuous process of managing highly talented employees and creating a talent
mindset in the organisations. The value-driven framework is embedded in the
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proposed talent-based HR systems. Talent-based HR systems offer a systematic
process of finding and utilising HR value for the strategic intent of the organisations
by linking the value components such as value creation, capture, leverage and
protection with the components of HR systems.

Thirdly, this study develops a talent-based HR architectural framework that combines
multiple talent-based HR systems and a value-driven framework in an HR architecture
for organisations using multiple employment arrangements. Multiple employment
arrangements include a combination of standard employees and non-standard
employees such as part-time, on-call, causal, agency mediated, and platform mediated
employees. Moreover, this proposed framework can be adopted by HR managers or
to configure various types of standard and non-standard employees optimally.
Furthermore, this proposed framework allows the managers to use a different lens to
manage multiple types of employees, for example, different talent-based HR systems
for multiple projects within the same organisation, without impacting the core HR
system, such as commitment-based or productivity-based HR systems of the

organisation.

Future research areas could include expanding the value-driven framework, which
currently assumes that people are the most valuable resource, to include other valuable
resources, such as technology. The talent-based HR systems, founded on the value-
driven framework and the resultant HR architectural decisional framework, could also
be empirically tested for validation. Also, the talent-based HR decisional framework
could be tested on a large sample to improve the statistical generalisability. Similar
could be done on a large sample from various industries to ensure transferability of
the decisional framework. Furthermore, the decisional framework can be customised
for different organisations and industries. Moreover, as this study assumes people are
a valuable source of competitive advantage, future studies can consider various
sources of competitive advantage and combine them in a decisional framework in
which the HR architecture decisional framework can be a part of the overall

organisational competitive advantage architecture.

This study contributes to the practice of SHRM and assists organisations in continuing
business by offering an optimal combination of employment arrangements, termed the
'best-fit approach’ in SHRM. It also provides a managerial decisional framework for
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sustainable competitive advantage where HR is considered an organisation's most
valuable resource. This study can also reduce the post-COVID-19 economic impact

and help organisations to cope with the challenges of the fourth industrial revolution.
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Chapter 1

1.1. Overview

This chapter introduces this PhD research topic and justifies its selection and scope.
The chapter commences with the study's background and is accompanied by a
discussion on the rationale for conducting this research. This chapter outlines human
resource management's future through the lens of talent management. It draws
attention to the new forms of employment arrangements that are important to
formulate the optimal and differentiated HR systems. The discussion ends with the
identification of research questions. The significance of the research is discussed after
the research questions in which the importance and the contribution of this research
study are revealed. This chapter concludes with the structure of the thesis that provides

an overview of subsequent chapters.
1.2. Background of the study

Over the last ten years, management and organisation-focused research suggest that
HR significantly impact gaining competitive advantage and efficiency (Pasban &
Nojedeh 2016; Lepak et al. 2017). The management of HR is considered a significant
concern of today’s organisations because of the capability of HR to create knowledge
through their abilities and skills (Buta 2015; Rotich 2015; Sparrow et al. 2015a; Cui
et al. 2018). Su et al. (2018) suggest that better management of human resources with
a strategic focus has sparked the increasing interest of practitioners and researchers
over the past 20 years. For example, HR managers are now more focused on linking
the HR goals, policies and practices aligned with the organisational strategy to address
the rapidly changing external technological environment (Ahmed & Ogalo 2019).
Moreover, human resource management (HRM) research indicates a trend of
considering management of various kinds of employees aligned with the
organisation’s strategic focus in the era of the fourth industrial revolution, often called
Industry 4.0 (Malik et al. 2020). Thus, human resource management (HRM), the
organisation's strategy, the strategic focus of HRM and competitiveness are important

areas of interest in research and practice.

According to a number of academics, one of the most significant rising trends is the
management of human resources through an integrated set of practices linked with the

organisation's strategy, which is referred to as HR architecture (Kaufman 2010;
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Michaelis et al. 2015; Hansen et al. 2019; Luo et al. 2020). The researchers' interest
in architectural perspective using the different approaches such as multiple HR
systems, optimal configurations and differentiated architecture appears to be
increasing because of the growing strategic approach to HRM (Michaelis et al. 2015;
Wright et al. 2018; Hansen et al. 2019).

Lepak and Snell (1999), Lepak and Snell (2007), and Lepak et al. (2017) assert that
organisations may have different HR systems operating for different types of
employees and the value they can create for organisations. The HR system is a
combination of HR practices that are to be internally consistent and bundled to achieve
overarching strategic targets (Boon et al. 2019). Organisations can configure multiple
HR systems according to the strategic needs that can be unique for each organisation.
For example, organisations can choose among high performance, high commitment,
high productivity or high collaboration based HR systems or combinations (Lepak et
al. 2017; Boon et al. 2019). However, since the early writings of Lepak and Snell
(1999), the architectural perspective has not been investigated thoroughly, especially
for optimal and differentiated architectures (Wright et al. 2018; Hansen et al. 2019;
Luo et al. 2020). This may be attributed to the complexity of the HR architectural
perspective along with the other trends that are reshaping HRM, such as changing
employment arrangements, globalisation and dynamics of the workforce such as
remote workers, working with multiple organisations at the same time, and freelancing
(Kaufman 2010; Tatoglu et al. 2016; Church & Burke 2017; Lepak et al. 2017).

Another trend in the research and practice of HRM, as discussed by Church and Burke
(2017), focuses on talent instead of employees. This trend is gaining in popularity
among researchers because it focuses on the cultivation of talent culture and eliciting
a talent mindset in an organisation that can assist in organisational development
(Luna—Arocas & Morley 2015; Gallardo-Gallardo et al. 2015; Cascio & Boudreau
2016; Tatoglu et al. 2016; McDonnell et al. 2017; Daubner-Siva et al. 2018; Collings
et al. 2019) and thus can be considered a new lens through which to view human
resource management — in other words, a new conceptualisation (Van Mierlo et al.
2018; Farndale et al. 2019). This trend suggests that investment in the development
and management of talent is a valuable emerging research area. The need to manage

talent as an essential investment in HR to gain a competitive advantage has been
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widely explored (see, for example, Sparrow et al. (2015b), Cascio and Boudreau
(2016), Cascio and Boudreau (2017), Collings and Isichei (2018) and Collings et al.
(2019)) because of the value it can create for organisations. However, the talent
management lens to manage HR is still growing and seeking conceptual clarity
(Daubner-Siva et al. 2018; Collings et al. 2019; Latukha 2021). The literature on talent
management provides little evidence of managing talent at the organisational level
(Collings et al. 2019). Moreover, the literature also presents issues in developing a
shared understanding to define talent and talent management (Gallardo-Gallardo et al.
2013; Wright et al. 2018; Collings et al. 2019; Griffith 2019).

A recent trend in HRM is investigating talent management at a broader level and
treating it as a multilevel concept (Thunnissen et al., 2013, King & Vaiman 2019).
In this regard, Lepak and Snell (1999) and Collings et al. (2019) indicated a need to
develop a differentiated HR architecture to manage talent and align it with the
organisation's strategic needs. A differentiated HR architecture is concerned with
utilising distinct strategic capabilities within the same organisation (Becker , Huselid
& Huselid 2006; Lepak et al. 2006; Lepak & Snell 2007; Lepak et al. 2017, Huselid
& Becker, 2011). The talent-based HR architecture is comprised of systematic
identification of pivotal roles and exploitation of the talent that fits with the
strategically important positions and roles in organisations (Boudreau & Ramstad
2005; Collings & Mellahi 2009). This suggests that an integrated set of systems,
policies, practices, and processes for managing the talent (Church 2013) and etching
a talent mindset in organisational culture (Cascio & Boudreau 2016) create talent-
based HR architecture. Luna—Arocas and Morley (2015) discuss that talent mindset
refers to a strong belief that in order to achieve business excellence,
organisations require talent, which must be supported by the company's values and

objectives. This is discussed further in detail in section 2.4.

The differentiated talent-based HR architecture considers the dynamism in the internal
and external environment and the resultant need to realign talent-organisation fit
(Collings et al. 2019). For example, suppose some important roles were to emerge in
the maritime industry in response to digitisation. In that case, this could prompt a need
for reassessment of the talent pool, methods to exploit them, and decisions to invest

in them, hence altering the elements of talent-based HR architecture.
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The differentiated architectural perspective recognises the disadvantage of identifying
a single set of best practices and advocates developing a set of practices that best fit
with organisational strategic intent (Collings et al. 2019). The architectural
perspective in talent management can be taken as an extended version of the HR
architecture as first introduced by Lepak and Snell (1999), in which they proposed the
alignment of organisational systems, policies, practices and processes to the overall
strategy of the organisation. Hence, the talent-based HR architecture is the extension
of the HR architecture proposed by Lepak and Snell (1999).

HR architecture is highly influenced by the changing internal and external
environmental conditions that alter the underlying HR systems and practices and
impact the HR architecture. For example, employment and work arrangements may
have direct implications for how companies structure their HR systems (Lepak &
Snell 2007; Church & Burke 2017; Lepak et al. 2017). Boudreau et al. (2015) discuss
there are many internal and external factors such as cost, specialised work, scarcity of
talented individuals, contingent work arrangments, global access to market and quality
conscious customers of which organisations are searching for different employment
modes to allocate work and make new internalised or externalised employment
arrangments (Lepak & Snell 1999, 2007; Cascio & Boudreau 2016; Cascio &
Boudreau 2017; Collings & Isichei 2018). As of 2020, the social distancing due to
COVID-19 is another phenomenon impacting the current HR systems and
employment arrangements (Koirala & Acharya 2020). Church and Burke (2017)
discuss that non-standard employment arrangements, coupled with globalisation,
reshape how organisations manage their employees. Organisations choose different
practices when triggered by unusual events such as technological breakthroughs or a
phenomenon like globalisation or changed employment systems (Boudreau et al.
2015; Cascio & Boudreau 2016; Tung 2016) which ultimately impact the HR
architecture (Lepak et al. 2007; Ridder & McCandless 2010; Lepak et al. 2017). The
outbreak of the COVID-19 pandemic is another unusual event after which long-term
economic uncertainty and downturn are expected (Atkeson 2020; Coibion et al. 2020),
and organisations will have to reconsider their policies to ensure business continuity.
Koirala and Acharya (2020) predict significant workforce transformation after 2020

due to COVID-19. A sharp rise in flexible digital work is expected in upcoming years
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due to factors such as slower globalisation and changes in work conditions or a faster

social distancing-based workforce transformation (Koirala & Acharya 2020).

The HR architecture is shaped by organisations' systems, policies, practices, and
processes. However, many laws, organisation systems and HRM processes are
designed on the basic assumption of managing traditional full-time employees to get
work done (Boudreau et al. 2015), which can portray a completely different picture
of HR architecture when applied to non-standard employment arrangments. This issue
becomes complicated for organisations working globally and operating at a
multinational level because of the involvement of other factors such as culture and the
laws of the home and the host country, environment and the context (Collings &
Isichei 2018). International human resource management (IHRM) faces challenges in
defining the strategic decision-making frameworks for non-standard employees
(Boudreau et al. 2015; Murgia et al. 2020). Moreover, Cascio and Boudreau (2016)
claim that fundamental dimensions of non-standard employment arrangements to help
leaders make better decisions about work in general and talent specifically appear to
be less investigated. The gap in the basic dimensions of HR systems in new
employment settings requires investigation in areas such as acquisition, retention,
engagement, learning, development, compensation and rewards of non-standard
employees (Cascio & Boudreau 2016). The importance of investigating dimensions
of HR systems in new employment settings is highlighted by the projections of
tremendous growth in non-standard work arrangements in upcoming years and the
estimation that the non-standard workforce will undertake more than 40% of work
within the next few years (Sharpe 2015; Sveen 2015; Cascio & Boudreau 2017). A
report in OECD (2020) indicates that in 2020, 40% of total employees, on average,
were recorded as non-standard in OECD European countries; this percentage is as
high as 50% in Italy, Netherlands, Spain and Greece. The growth in the non-standard
workforce seems to rise in the upcoming years faster after COVID-19 (Koirala &
Acharya 2020).

While using the lens of talent management practices to create talent-based HR
architecture, the importance of considering non-standard work arrangements is
highlighted by the growth of the non-standard workforce in recent years and the
projected share of the non-standard work arrangements in the employment modes in

upcoming years. The significance of this requirement is aggravated by the changing
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work conditions worldwide (Barley et al. 2017; Koirala & Acharya 2020), a need to
consider talent as an important contributor to cultivating a talent culture in
organisations and in gaining competitive advantage (Cascio & Boudreau 2016), an
anticipated increase in non-traditional/ non-standard work arrangement in upcoming
years (Boudreau et al. 2015; Koirala & Acharya 2020) and a lack of focus of HR
research on non-standard employment settings and its impact on organisational
performance (Cascio & Boudreau 2016; Cascio & Boudreau 2017; Murgia et al. 2020).

Another significant trend in human resource management is the shift in employment
arrangements towards a more flexible workforce aligned with their requirements.
Cascio and Boudreau (2016) discuss that employment is portrayed as being confined
to organisations' boundaries for much of the past century while employees consider
organisational working and associated support tasks as having typical traditional and
standard work arrangements usually completed inside the organisations. A new trend
IS observed in organisations' employment systems is gaining popularity among
researchers and practitioners in which work gets done through an externalised
workforce that is non-traditional and non-standard in nature (Boudreau et al. 2015;
Cascio & Boudreau 2016; Collings & Isichei 2018; Bolino et al. 2020). Boudreau et
al. (2015) assert that the externalised workforce in new employment arrangments,
termed non-standard employment arrangements, is a flexible workforce freely flowing
into different talent platforms. Talent platforms such as for gig workers, freelancers
or those used to land the job such as LinkedIn allow new work arrangements to thrive
and enable workers to optimise work delivery. Moreover, in these non-standard
employment arrangments, workers offer their services, bargain and choose when to
work and what to work on and prefer to serve multiple employers instead of working
with one employer resulting in a sharp decline in traditional full-time employment in

recent years (Kirven 2018; Bissola & Imperatori 2020).

Freelancers, free agents, talent platforms, talent alliances, and talent trading are
gradually replacing typical full-time standard employment settings (Spreitzer et al.
2017; Bissola & Imperatori 2020). Boudreau et al. (2015) discuss that talent platforms
are replacing traditional employers with collaborative smart technology, which helps
organisations connect with talent virtually through the internet and provide registered
members with an opportunity to choose their jobs (Bissola & Imperatori 2020). The

registered members are freelancers and free agents listing themselves on various talent
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platforms worldwide, exhibiting their characteristics and expressing their interest in
particular jobs. Talent platforms, such as LinkedIn or Upwork, then match freelancers
and free agents' traits with the organisations' requirements and suggest jobs to the
registered members (Boudreau et al. 2015). In this process, role specifications
provided by organisations and the availability of talent to perform that specific role
are critical aspects as they help organisations match and formulate the competencies
and practices essential for the organisational outcomes (Boudreau et al. 2015; Barley
et al. 2017). Boudreau et al. (2015) discuss that talent alliances and trading are also
new trends offering organisations an opportunity to collaborate with competing or
allied firms by exchanging or grouping employees to get work done. These
arrangements can happen by exchanging employees for a particular project where, for
example, the experts are required in research and development in competing firms or

by groupingemployees into firm ventures (Boudreau et al. 2015; Spreitzer et al. 2017).

The various concurrent trends in HRM, such as the HR architectural perspective, and
configurations of multiple HR systems, termed hybrid HR architecture to create value
for organisations, are projecting significant changes in the HRM theory and practice.
Moreover, contemporary trends of analysing HRM through the lens of talent
management to meet talent needs and changes in employment arrangements, termed
talent-based HR architecture in this study, are new additions to HRM theory and

practice.

This current research proposes that developing the optimal HR configurations and
differentiated HR architecture using the lens of talent management can help develop
talent-based HR systems and better understand the dynamics of non-standard work

arrangments and their link with the HR strategy.
1.3. Research aim

A contingent employment system, also known as non-standard employment systems,
in organisations coupled with the globalisation phenomenon is emerging and expected
to replace almost half of the current global employment arrangments in upcoming
years (Cascio & Boudreau 2017; Spreitzer et al. 2017; Koirala & Acharya 2020;
OECD 2020). It appears that a framework for strategic decision making under
contingent employment arrangements and the non-standard/non-traditional

employees is still unavailable. The non-standard work arrangements are more related
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to the talent that matches the organisations' strategic intent explicitly, as discussed in
section 2.8. Thus, there is a pressing need to investigate and develop a framework for
strategic decision making focusing on non-standard employment and work
arrangements and talent practices that can create a talent mindset in organisational

culture.

Contingent employment is emerging and is anticipated to rise in the future,
mainly because of globalisation. This research thus aims to investigate how
multinational enterprises (MNES) can use or intend to use non-standard employment
arrangments to configure multiple talent-based HR systems and, therefore, design a
differentiated and optimal hybrid HR architecture. This research primarily
investigates how MNEs can develop policies, practices and processes and align them
to the need of talent, which they identify according to their strategic intents for non-
standard employment systems. The complexity of the talent management
phenomenon in the non-standard employment arrangements at the global level is the
reason to select MNEs as a prime focus for this research.

1.4. Research objectives

The talent-based HR systems composed of talent-based philosophies, policies,
practices and processes can be explored to develop hybrid talent-based HR
architecture by first identifying the current HR systems used by organisations.
Identifying current HR systems can help find the valuable HR components for
organisations and how the valuable components of HR systems can be aligned with
the uniquely identified standard and non-standard employees . Additionally, the next
stage will be to examine how MNEs that already utilise or intend to use non-standard
work arrangements may alter their talent-based HR systems and to optimally
configure them.. Hence the objectives of this research are to:

1. Identify the HR systems currently used by MNEs.

2. Explore the components of talent-based HR systems required to create the
organisation-talent fit.

3. Explore multiple configurations of talent-based HR systems and components
of hybrid HR architecture.

4. Propose a talent-based, hybrid HR architectural decision framework.
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1.5. Research questions

The trends discussed in this chapter suggest that the traditional HR architecture
provides insufficient support for strategic decision making for organisations operating
at the global level. The challenge in strategic decision-making is intensifying due to
the changing employment landscape and organisations' focus on promoting a talent
mindset. This research contributes to the body of knowledge of non-standard
employment and talent management by investigating the meaning of talent in the
organisational context and by proposing a framework consisting of the programs,
processes, and practices that can be designed to align the needs of talent with the
strategic intent of organisations. This framework is then extended into non-standard
employment modes and at the macro-level of talent management. This framework is
used to unveil talent-based HR architecture components in MNES to propose a hybrid

HR architecture for the non-standard workforce globally.

The primary aim is to propose a hybrid HR architecture using multiple configurations
of talent-based HR systems. Moreover, the focus is only on the non-standard and non-
traditional employment arrangements to develop hybrid HR architecture because of
the projected increase in the non-standard employment arrangements in upcoming
years. As globalisation facilitates non-standard work arrangements, this study
considers MNEs to benefit from hybrid HR architecture for non-standard employment

arrangements. Hence, the primary question (PRQ) is:

PRQ. What hybrid HR architecture can be developed for MNESs using non-standard

employment arrangements?

To answer the primary question, the existing HR systems that MNEs are using need
to be identified. This step is necessary to investigate how organisations cope with the
issues associated with globalisation and a new mode of employment. The secondary

research question one (SRQ1) to investigate the current HR systems is:

SRQ1. What HR systems or combinations of HR systems are MNES using to manage

employees?

The second step to answering the primary research question is to explore what talent-
based HR systems can be developed in MNEs. This includes the classification of talent

in organisational settings and the alignment of talent philosophies, policies, practices
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and processes to the need of talent. Hence, the secondary research question two
(SRQ2) is:

SRQ2. What talent-based HR systems can be developed to manage global talent in
MNEs?

After identifying existing HR systems that will broadly define the organisation's HR
policy, and the exploration of policy aligned talent-based HR systems, the multiple
configurations of optimal talent-based HR systems can be investigated. Multiple
configurations are explored using distinct employment modes, and thus, the secondary
research question 3 (SRQ3) is:

SRQ3. How can MNEs using non-standard employment arrangements configure

multiple talent-based HR systems to hybrid HR architecture?

To address these questions, a qualitative survey approach was adopted, which
included twenty-one in-depth interviews. Human resource practitioners from various
organisations in the chosen industry assisted in determining the responses to the
research questions. As the perspective of HR industry professionals was critical for
exploring the components of hybrid HR architecture, the experts were interviewed

using a comprehensive process detailed in Chapter 4.
1.6. Significance and contributions of the research

HR theory has had a limited contribution to the knowledge of management of non-
standard employees, particularly when examined through the lens of talent
management (Cascio & Boudreau 2017). To date, there has been limited theoretical
development in the formulation of a comprehensive architecture for strategic decision
making in MNEs using non-standard work arrangements and creating an organisation-
talent fit. Further, a lack of comprehensive architecture presents a problem for
practitioners using non-standard employment arrangements as they lack information
about the quality of their decisions, such as identification of talent that offers the most
significant potential for return, investment in talent and building sustainable
performance of employees (Boudreau & Ramstad 2007; Huselid & Becker 2011;
Cascio & Boudreau 2016; Collings et al. 2019).

This research adds to the broad body of HR knowledge by rigorously investigating
non-standard employment settings, patterns, and dimensions used by MNEs.
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Furthermore, it contributes to HR theory by considering talent management as an
alternative lens through which to view HR management and by including practitioners
in the development of talent-based HR systems. It contributes to the development of
new talent-based HR systems at the global level to assist organisations using or
intending to use non-standard employment modes to adapt efficiently to the changing
organisational needs and requirements of the talent. Moreover, it uses talent-based HR
systems to propose a hybrid HR architecture. The proposed hybrid HR architecture
provides a range of systems, talent practices and competencies that may be used in
strategic decision making and to promote talent culture in organisations. By matching
the organisation's strategic needs with a set of different components of talent
architecture, practitioners can choose the best combinations that fit organisational

needs in changing internal and external conditions.

1.7. Structure of the thesis

This thesis proceeds in seven chapters. Following this introductory chapter, Chapter
Two undertakes a review of HRM, talent management and non-standard employment
literature. It includes a discussion on various HR systems used by organisations and
supports meeting the first aim of this research. Moreover, Chapter Two sets the
foundations of the talent based HR systems by focusing on the underlying
philosophical aspects of talent and how it is managed. Chapter Three outlines the
value-driven framework that can work as an underlying mechanism in talent-based
HR systems and hybrid HR architecture and is essential for value creation in
organisations. Chapter Three concludes with a proposed hybrid HR architectural
framework aligned with the second aim of this research and contributes to addressing
the first and second secondary questions. Chapter Four outlines the methodology
adopted to carry out this research. Chapter Five analyses collected data for the
exploration and explanation of different components of the talent architecture. In this
chapter, common emerging themes for the alignment of systems, practices and
competencies are discussed to develop talent based HR systems and hybrid HR
architecture. This chapter also clarifies the process of analysing the data grounded in
the views of the industry experts. Chapter Six includes a discussion on key findings
and the development of talent-based hybrid HR architecture. This chapter interprets
the data collected through interviews and stages of proposed hybrid talent-based HR

architecture development. Chapter Seven presents the conclusion and
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recommendations, including the implications of this research for organisations using

non-standard employment arrangements.
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CHAPTER TWO

SHRM TODAY: EXPLORING THE TRENDS
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2.1. Introduction

The concept of managing employees for better organisational outcomes can be traced
from the industrial revolution at the end of the eighteenth or the start of the nineteenth
century (Stearns 2021). Various researchers and practitioners have used different lenses
to observe the underlying systems for the better management of employees, for example,
high-performance work systems, commitment-based human resource (HR) systems,
collaboration-based HR systems and productivity-based HR systems, to name a few
(Michaelis et al. 2015; Su et al. 2018; Boon et al. 2019).

Ideas about how to manage employees have progressed during the four industrial
revolutions (Stearns 2021). For example, the concept of personnel management gradually
evolved into HRM and then into SHRM in the last three industrial revolutions (Wright &
Nishii 2013; Wright et al. 2018). Recently, during the fourth industrial revolution, talent
management (TM) evolved as an adjunct field and a new lens to observe SHRM and
gained the attention of researchers and practitioners as a ‘cradle to the grave’ process of
managing talented employees of the organisation (Sparrow et al. 2015a). TM is a
systematic identification, attraction, recruitment, development, deployment, and retention
of talent aligned with the organisations' strategic intent (Gallardo-Gallardo et al. 2020).
Now, the trend of aligning TM with the overall strategy of an organisation is increasing
(Sparrow et al. 2015b; Daubner-Siva et al. 2018; Shet 2020).

Another trend has been observed in employment arrangements different from the standard
and conventional employment mode and is termed as non-standard employment and work
arrangement (Laf & Wooden 2020). Non-standard work arrangements are gaining
prominence in contemporary business at the domestic and the global level (Collings &
Isichei 2018). The technological advancements, changes in demographics, and
employees' needs for flexible work arrangements have contributed to the drastic increase
in non-standard work arrangements (Wheatley 2017). Cascio and Boudreau (2016)
discuss that TM under non-standard work arrangements appears to be an important
research and practice area. Moreover, scholars such as Cascio and Boudreau (2016) and
Collings and Isichei (2018) assert that TM in non-standard employment settings should

be investigated at domestic and global levels.

This chapter explains the evolution and underlying philosophical changes that contributed
to HRM development from personnel management and its advancement to SHRM.
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Further, TM as a new area of research and practice is discussed to advance the research
in SHRM and understand the link between strategy and TM. This chapter also clarifies
the difference between non-standard work arrangements and non-standard employment
modes. The clarification of the difference between non-standard work arrangements and
non-standard employment modes provides insights into how the employment
relationships have been altered in the non-standard work arrangements with possible
impacts on the organisational and behavioural outcomes. It also clarifies how
organisations can manage to align organisational goals and resources (talent) under
contemporary work arrangements. This chapter also lays the foundations for the
subsequent chapter by discussing the need for a shift in understanding SHRM using the

lens of TM in non-standard work arrangements.

Figure 2.1 clarifies the content and structure of this chapter. This chapter starts with a
discussion on the evolution of SHRM from personnel management. The discussion in
section 2.2 and 2.3 on the evolution of SHRM highlights the underlying reasons that
resulted in the shift of HR managers' focus from personnel management to HRM and then
SHRM. This discussion leads to section 2.4 about TM's evolution as a new perspective
of HRM and SHRM and its challenges. The section on TM's evolution discusses the
concept of talent, underlying philosophies to understand talent and how it can be
classified. Sections 2.5 and 2.6 are about the work trends in which non-standard work
arrangement have been discussed. Section 2.7 and 2.8 clarify the difference between non-
standard work and employment trends, and section 2.9 links the TM agenda and non-

standard employment and work arrangements.
2.2. From personnel management to HRM

In recent times, business organisations claim to be highly affected by globalisation. The
changes in social, economic, political, and technological settings challenge organisations
to consider global expansion and operate internationally. HR management is regarded as
an integral element in achieving and maintaining a competitive advantage in the global
arena (Syed & Kramar 2017).

HRM, as a vital element of management, has adopted different forms since the first
industrial revolution (Cascio & Boudreau 2016) with changes in underlying systems such

as the crafting system, market system, technical system, career system and commitment
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system. Each HR system had underlying reasons that initiated a movement to modify

them (Kaufman 2012).
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Figure 2.1- The structure and content of chapter 2

Personnel management is an administrative approach to managing people in organisations

focused on record keeping, implementing policies while carrying out the functions such

as recruitment and wage implementation and enforcement of the managers' standards
(Ahammad 2017).

17



Chapter 2

The literature in the early 1970s started replacing personnel management with a new label,
human resource management, which constituted modified functions, objectives and
boundaries of functions performed in managing personnel (Miller & Burack 1981; Tran
2015). The need for a different perspective in managing people in the organisation gained
strength mainly because personnel management as a field failed to develop a sound
theoretical base and resulted in a prescriptive textbook intervention which was
experienced as being out of context by managers (Ahammad 2017). Hence, HRM started
appearing as a replacement term of personnel management in the 1980s with a departure
from administrative type roles and functions to integrated roles at the strategic level (Tran
2015; Ahammad 2017).

Analysis of personnel management's evolution to HRM suggests that the approaches to
manage HR can broadly be classified into two competing categories: the control-based
system and the commitment-based system (Su et al. 2018). The control-based system
focuses on company rules, regulations and standard operating procedures to increase
employee efficiency and productivity (Lepak et al. 2006; Su et al. 2018), while the
commitment-based system focuses on autonomy and responsibility of employees and

mutuality of interest between employees and employer (Su et al. 2018).

Organisations gradually started moving from the control-based system to the
commitment-based system when considering HR as the most valuable resource (Rotich
2015; Su et al. 2018; Wright et al. 2018). This philosophical shift impacted the design of
policies and practices to carry out HRM functions (Blom et al. 2019). In addition to this
impact on policies and practices, the integration of HRM with the overall management of
the business has developed into a significant area of research and practice, focusing on
business strategy and human resource design issues such as teams, employee involvement,
and culture. (Cascio & Boudreau 2016). The linkage of HRM with business management
led to the vertical alignment of HR decisions to the organisational strategy and horizontal
coordination of various HR activities (Wright et al. 2018). The planned HR deployment
and intended activities to enable the organisation to achieve its goals were then termed
strategic HRM (Wright & McMahan 1992; Su et al. 2018; Wright et al. 2018).

2.3. Strategic human resource management (SHRM)

The field of SHRM is newer than HRM, with most of the writings related to SHRM being
after 1980 (Kaufman 2015; Wright & Ulrich 2017; Wright et al. 2018). Over the last 40
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years, the research in SHRM continued expanding in different dimensions, but the main
themes remained the same. Kaufman (2015) discusses that the alignment of HRM
structure and practices with organisational objectives and strategies is the main idea of
SHRM. Thus, SHRM is considered an approach that seeks to link HRM and sustainability
(Kramar 2014; Karman 2020).

The literature indicates semantic difficulties in clarifying the main differences between
HRM and SHRM (for example, see Kramar (2014), Jackson et al. (2014), Wright et al.
(2018) and Boon et al. (2019)). It is significant to explain the difference between HRM
and SHRM because of the underlying reasons for the evolution of SHRM. Kramar (2014)
suggests that HRM is concerned with managing the people who work for the organisation,
whilst SHRM is a more strategic approach to designing activities to increase the
organisation's performance. SHRM is defined as the pattern of planned HR deployment
and activities intended to achieve organisational goals (Wright et al. 2018). Thus, SHRM
assumes that HRM activities should be integrated into the organisation's strategy and
objective (Kramar 2014). Moreover, SHRM focuses on how organisations can bundle
different practices to develop an HR system to achieve organisational goals (Boon et al.
2019).

HR systems have multiple levels, such as philosophies, policies, and practices (Lepak &
Snell 2002; Boon et al. 2019). HR systems are discussed in the literature debating the
bundling of policies and practices, sometimes with a clear strategic focus such as
commitment (Arthur 1994), high performance (Huselid 1995) or involvement (Guthrie
2001) and sometimes without specifying a dominant strategic focus (Jackson et al. 2014).
This implies that HR systems under SHRM are conceptualised in different ways in the
literature, and various systems have been labelled differently according to the focus, such
as strategic focus (for example, commitment-based) or without a dominant strategic focus
(for example, improving teamwork) (Boon et al. 2019). Moreover, no matter what
different titles have been given to HR systems, they primarily deal with the bundling of

philosophies, policies and practices to make organisations work better.

SHRM proponents hold three different viewpoints; the universalistic opinions that
support the best practice approach and the contingency and configurational opinion,
favouring the best-fit approach (Michaelis et al. 2015; Wright et al. 2018). The
universalistic approach assumes that specific HR practices and their bundling result in
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higher organisational performance. These specific HR practices can be observed or
implemented by all kinds of organisations (Michaelis et al. 2015; Malik 2018). The most
common and frequently discussed universalistic HR approaches in the literature are high-
performance work systems, high involvement work systems, high commitment work
systems and high-performance HR practices (Gittell et al. 2010; Michaelis et al. 2015;
Boon et al. 2019). Contrary to that, the contingency approach to SHRM assumes that the
organisational performance is contingent and that different contextual internal and
external factors, such as cost minimisation practices or industry type, moderate the
relationship between HR practices and performance (Kaufman 2010; Boon et al. 2019).
It indicates that the contingency approach to SHRM holds that organisations create fit
with the strategy and internal and external factors to develop organisational outcomes
(Michaelis et al. 2015; Malik et al. 2020).

The configurational perspective of SHRM is relatively more complex than the other two
perspectives because of the multiple layers of relationships among the variables. The
configurational perspective considers the interaction of individual HR practices linked
with the organisation's overall strategy (Kaufman 2010; Malik 2018). The main point is
that some HR practices create synergies with other HR practices. These synergies are then
mixed and matched by organisational strategists to develop distinct combinations of
HRM systems called HR architecture (Kaufman 2010; Michaelis et al. 2015; Blom et al.
2019). The term HR architecture is used to manage employees in a way that systems,
practices and processes are aligned with organisation level strategy, which may also
include the configuration of employment modes and employment relationships and that
can create value for the organisation (Lepak & Snell 1999, 2002, 2007; Tatoglu et al.
2016; Lepak et al. 2017; Wright et al. 2018; Luo et al. 2020). Thus, the configurational
perspective is more about creating vertical and horizontal synergy and fit among the
different HR practices and strategies and creating unique and differentiated HR systems

in an organisation.

A seminal work in the multi-dimensional architectural perspective rooted in the
configurational view of SHRM is presented by Lepak and Snell (1999), who developed a
framework to understand the underlying reasons for selecting different employment
modes and the development of HR systems to manage these diverse group of individuals
by organisations (Luo et al. 2020). According to this framework, organisations structure

their HR systems depending upon the variability of stheir employment modes. Moreover,
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Lepak and Snell (2007) provide insights into the impact of industry characteristics, such
as a scope or economic activity, on organisational decision making to structure HR
architecture. Prominent studies such as those conducted by Lepak and Snell (1999),
Lepak and Snell (2002), Becker and Huselid (2006), Ulrich (2006), Lepak et al. (2007),
Lepak and Snell (2007), Wright and Ulrich (2017) and Su et al. (2018) suggest that HRM
should specialise in managing value and development of HR architecture. The
architectural perspective emphasises the development of internal and external
employment portfolios and helps organisations identify a few employees more valuable
than others and performance implications of how organisations develop their HR
architecture (Lepak et al. 2017). The architectural perspective of SHRM considers the
interrelated issues, for example, employment mode selection or behavioural and
attitudinal aspects and their impact on organisation performance. Moreover, this approach
provides a foundation to structure an architecture of HR that can align systems, policies,
practices and processes to the strategic needs of the organisation that can be influenced
by internal or external environmental conditions (Lepak & Snell 1999, 2007; Tatoglu et
al. 2016; Lepak et al. 2017).

A study conducted by Su et al. (2018) reveals that SHRM appeared as a commitment-
based HR system and assumed that a control-based HR system might negatively impact
organisational performance. The overemphasis on the employee as the organisation's
most crucial asset created an inconsistency between organisational theory (OT) and HRM
literature. Su et al. (2018) discuss that OT scholars strongly acknowledge the value of
rules and procedures to gain competitive advantage through managing knowledge,
effective decision-making process and maintaining dynamic capabilities, whereas the
SHRM literature asserts that control and compliance systems can negatively affect
organisational outcomes. The architectural perspective in SHRM provides a theoretical
base to advance the field by aligning the system, policies, practices and processes, which
Is a step towards recognising that commitment and compliance systems focus on different

areas and are not essentially mutually exclusive.

Another critical issue in SHRM research is its attempt to develop a ‘one size fits all’
approach to seek management practices of all organisations (Wright et al. 2018) and
mainly ignore differentiated HR systems to fit the need of different organisations. Storey
et al. (2019) mention that the first attempt to use a differentiated HR system is in the
research of Lepak and Snell (1999), in which they presented an architectural model to
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align the value that an employee can provide, employment portfolios and HR system
approach. The need for a differentiated HR system is accelerated due to the expansion of
organisations' global operations (Wright et al. 2018). Due to global operations,
organisations now realise that a ‘one size fits all’ approach may not be appropriate;
instead, organisations must now create a synergetic fit of the HR activities with the

organisation's strategy to maximise performance (Kaufman 2015; Wright et al. 2018).

The best-fit approach of SHRM initiates the idea that a combination of different
configurations such as commitment-based or compliance-based, can help create a
synergetic fit better than a single configuration (De Boeck et al. 2018; Su et al. 2018).
The review of literature of different studies, such as Meyers et al. (2020), Murgia et al.
(2020), Hoffman et al. (2020) and Allen et al. (2015), reveals that at least four reasons
can be assigned to the increasing significance of the multiple configurational views which
assists in the development of differentiated HR architecture. These include the war for
talent agenda, the changes in the characteristics of the workforce, the changes in the
nature of work and globalisation and its associated issues.

The ‘war for talent’ agenda establishes that the focus on competition has moved from
customers to the workforce, and organisations are now facing the issue of attracting and
retaining critical talent (McDonnell et al. 2017; Wright et al. 2018; Meyers et al. 2020).
Moreover, the workforce is now more specialised and diverse in terms of gender, culture
and demographics (Wheatley 2017). The nature of work has mostly been altered with the
advent of flexible working and non-standard employment arrangements where the focus
is to lead the work, not the employees (Boudreau et al. 2015; Wheatley 2017; Lall &
Wooden 2020). The global operations of organisations are augmenting the issues of
managing the specialised talent worldwide and getting the work done in the most

appropriate way (Cascio & Boudreau 2016; Collings et al. 2019).

It appears that the four issues discussed above are interrelated. For example, the global
operations of MNEs are making it easy for the ‘gig economy’ (in which the people with
knowledge can use their expertise on a contract basis with global organisations) to thrive,
providing a strong reason for the increase of non-standard work arrangements and
endangering the standard work arrangements (Harris & Krueger 2015; Wright et al. 2018;
Malik et al. 2020). SHRM is not prepared for these global external changes (Cascio &
Boudreau 2016; Jooss et al. 2020) because the research is not directed toward the critical
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questions of how much talent matters, how the contribution of talent can be evaluated and
how talent can be used in the gig economy in a globalised era? (Cascio & Boudreau 2016;
Nyberg et al. 2018; Wright et al. 2018). These changes suggest that the research and
practice in SHRM are in a transition period that needs a shift in the lens to observe the

phenomenon.

The architectural perspective of SHRM seems to provide a better explanation and solution
to the issues such as changes in the characteristics of the workforce, changes in the nature
of work and managing talent at a global level. However, research such as Lepak et al.
(2017), Malik (2018), Hansen et al. (2019), and Luo et al. (2020) indicates that the
architectural perspective of SHRM itself requires modifications in terms of the addition
of multiple configurations and development of a differentiated architecture that can best
fit with the unique strategy of the organisation. The following section discusses talent
management as a new lens to understand the changes in SHRM and non-standard work
arrangements as one of the major reasons highlighting the need to shift the lens to better
understand SHRM.

2.4. Talent management

During the last two decades talent management (TM) has become a topic of extensive
discussion in research and practice (Wiblen & McDonnell 2018; McDonnell et al. 2017;
Griffith 2019; Gallardo-Gallardo et al. 2020). McDonnell et al. (2017) discuss that TM's
significance can be estimated by the growing number of studies that assume TM as a
competitive advantage source, especially in the changing global environment. TM is a
discipline with a lack of consensus on the definition of what constitutes TM, at what level
it should be analysed and the theoretical models that can be applied to TM (Gallardo-
Gallardo et al. 2017; Daubner-Siva et al. 2018; Griffith 2019).

2.4.1. Evolution of talent management

A recent trend in HRM research is to study the practices through the lens of talent
management (Cascio & Boudreau 2016). This trend is observed at domestic and global
levels and is termed as talent management or global talent management (GTM). The
McKinsey Group ‘war for talent’ report in 1998 (Chambers et al. 1998) has been marked
as the beginning of TM (Berger & Berger 2011; Sparrow et al. 2015b; Serrat 2017;
Griffith 2019). Swailes (2016) has provided an in-depth analysis of the sociogenesis of

23



Chapter 2

TM in this regard. Moreover, McDonnell et al. (2017) indicate that there are many micro
and macro factors that have led to the emergence of TM as an area of interest for
practitioners and the academic community, such as changes in the workforce
demographics, environmental changes, technological advancement and practitioners

considering talent as a source of value creation (Serrat 2017; Latukha 2021).

Several scholars of TM, such as Gallardo-Gallardo et al. (2013), Cappelli and Keller
(2014), Sparrow et al. (2014), Thunnissen and Van Arensbergen (2015), Cascio and
Boudreau (2016), Swailes (2016) , McDonnell et al. (2017), Serrat (2017), Collings and
Isichei (2018), Collings et al. (2019) and Gallardo-Gallardo et al. (2020), and Latukha
(2021) have observed progression in the field of TM; however, there is a lack of
consensus as what constitutes talent management (Collings et al. 2019; Thunnissen &
Gallardo-Gallardo 2019). Cascio and Boudreau (2016), McDonnell et al. (2017) and
Jindal and Shaikh (2020) explain that during the evolution of TM, three ways to interpret

TM were common.

1. TM as an old concept with a new title (for example, see lles et al. (2010) and
Preece et al. (2011) and McDonnell et al. (2017) for discussion);

2. TM as an extension of succession planning of a group of employees (for example,
see Jindal and Shaikh (2020)) and

3. TM as the management of core and strategic jobs to gain competitive advantage
(for example see Cascio and Boudreau (2016) and Thunnissen and Gallardo-
Gallardo (2019)).

Another understanding of TM claims that TM is a technique to manage talented
employees through identifying essential and pivotal roles and positions (Lewis &
Heckman 2006; Tarique & Schuler 2010; Al Ariss et al. 2014; Cascio & Boudreau 2016;
McDonnell et al. 2017; Meyers et al. 2020). The identification of critical roles and
positions can be conducted on a domestic and global level; when the TM is conducted on

a global scale, it is referred to as global talent management (GTM) (Collings et al. 2019).

Multiple interpretations of TM in the literature establishes that TM is still seeking
theoretical clarity. For this research, the definition provided by Serrat (2017, p 387) is
used, which claims that “talent management refers to the additional processes and
opportunities that an organisation makes available strategically to a pool of people who

are deemed to have talent.... talent may just as well be defined as a dormant or untapped
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quality to be accessed in the future, either in an individual or in the collective”. This
definition has three key points that clarify TM boundaries and scope. For example, the
keyword ‘additional’ emphasises TM's uniqueness and separates it from HRM and
succession planning. The word ‘pool’ claims to be inclusive of all employees and negates
previous understandings of TM as management of a selected group of employees. The
third keyword is ‘strategic’, which emphasises that organisations may need to develop

and manage talent to maintain and gain a competitive advantage (Serrat 2017).

A significant theme in TM research is the inclusive and exclusive approach of managing
talent, where it is debated whether all employees should be considered in TM activities
or a few selected employees (Lewis & Heckman 2006; Dries 2013; Gallardo-Gallardo et
al. 2013; Daubner-Siva et al. 2018). To include or exclude the employee from the talent
pool, organisations need to identify the talent and build TM activities around the talent
needs (Dries 2013; Cascio & Boudreau 2016). The other theme in TM deals with the
impact of getting selected in the talent pool on employees' performance (Daubner-Siva et
al. 2018). Both themes in TM can be broadly classified into two main categories: (1) the
management of talented individuals, including sourcing, development, and retention of
high performers, and (2) the talent itself that focuses on what constitutes talent and

behaviours of talented individuals.

This study deals with TM as a lens to understand SHRM. It investigates the concept of
talent within organisational boundaries and the management of talent aligned with the
organisation's strategic needs. This is important in current environmental and
technological changes to instil a talent mindset in the organisation and create value

through irreplaceable talent (Mayo 2018).

Wiblen and McDonnell (2018) and Meyers et al. (2020) suggest a few empirical studies
are focusing on the concept of talent in organisational boundaries. However, it is essential
to understand TM's dynamic and contextual nature and how talent is understood within
the organisational context to link TM with the organisation's strategic needs (Wiblen &
McDonnell 2018). Thus, in the following section, different approaches to understanding

talent are discussed.
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2.4.2. Understanding talent

Since its inception, TM has suffered from conceptual confusion, especially in its
definition, scope and overall goals. An increasing amount of literature in TM (such as
Lewis and Heckman (2006), Garrow and Hirsh (2008), Cappelli (2008), Collings and
Mellahi (2009), Gallardo-Gallardo et al. (2013), Wiblen and McDonnell (2018) and
Meyers et al. (2020)) attach the ambiguity in the field of TM to the inadequate
operationalisation of the underlying concept of talent and over-emphasis of researchers
and practitioners on practices such as how to manage talent rather than who is talented
and why. Considering the concept of talent in an organisational context, especially in
SHRM and TM, confusion persists while investigating what talent is, whether it is
referred to people (subject) or characteristics associated with people (object) and is it a
natural ability or mastered through practice. (Gallardo-Gallardo et al. 2013; Sood 2018).
The literature in the field of management in general and TM specifically provides too few
theoretical insights into the concept of talent. In an attempt to conceptualise talent, four
dominant approaches are found in the literature, which is shown in Figure 2.2 and

discussed.
2.4.2.1 Talent as an object

Many studies have used an object approach to understand talent and identified talent as
characteristics demonstrated by individuals in the literature. For example, ability to
perform specific tasks (Tansley et al. 2006; Silzer & Dowell 2010), capacity and
capability to accomplish assignments (Stahl et al. 2012), commitment to organisations
(Ulrich 2008), relevant experience and knowledge (Tansley et al. 2006; Cheese 2007)
and potential to carry out the job (Tansley et al. 2006) are all recognised as talent. Under
the object approach to understanding talent, Gallardo-Gallardo et al. (2013) have
categorised talent further as natural ability, mastery, commitment, and fit.

2.4.2.1.1 Talent as an innate or acquired ability

Meyers et al. (2013) have placed the concept of talent on the innate and acquired
continuum to explain it under the object approach to understand talent. On the one side
of the continuum, talent is considered the innate ability of individuals (Meyers et al. 2013)

and thus is believed to be challenging to manage.
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Figure 2.2 - Understanding talent
Source: Gallardo-Gallardo et al. (2013) and Meyers et al. (2020)

27






Chapter 2

The other side of an innate-acquired continuum of talent is the mastery of talent, which
assumes that talent can be acquired through experience, deliberate practices, and the
learning process (Ericsson et al. 2007; Dries 2013). This view is highly supported by the
resource-based view of the firms in which individuals in organisations are considered
resources, especially when perceived as capital in general and human capital as well as
social capital specifically (Collins 2020).

2.4.2.1.2 Talent as a commitment

Another approach to understanding talent as the object is the individual's commitment to
carrying out tasks and organisational-related activities. For example, the commitment to
complete personal projects, motivation, and energy demonstrated in accomplishing
organisational-related tasks and aligning organisational and individual goals (Ulrich 2008;
Weiss & MacKay 2009; Pruis 2011) is considered a talent. Talent as a commitment also
includes the commitment to personal development and working to help others succeed
(Ulrich & Smallwood 2012). This indicates that a person committed to accomplishing

organisational and personal tasks can be considered talented.
2.4.2.1.3 Talent as fit to context

While considering talent as a fit to the context, Dries (2013) discusses that talent is
relative to the context and exhibited when used in the right place and at the right position.
This means that an individual's characteristics can be termed talent in one context and
cannot be considered as talent in another situation (Pfeffer 2001; Coulson-Thomas 2012).
This view is supported by educational psychology, in which talent is operationalised as a

domain-specific ability of an individual to perform tasks (Nolen 2020).

The object approach to understanding talent focuses on the characteristics of individuals.
The debates on the nature of individual characteristics as innate or acquired and
considering it as fit to the situation draw the conclusions that talent is the characteristic
of individuals, their abilities to exhibit knowledge, competencies, relationship building

capacity and networking ability (Dries 2013; Meyers et al. 2013; Meyers et al. 2020).

Understanding talent through the object approach has managerial implications. For
instance, if managers understand talent as an innate ability, it is nearly impossible to
impart talent and manage it. Davies and Davies (2010) suggest that if managers
understand talent as an innate ability, organisations should focus on enabling conditions
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for talent instead of managing it. If managers understand talent as it can be acquired,
organisations need to introduce a strong mechanism to measure talent's successful
development (Ericsson et al. 2007). If managers consider talent as a person committing
to the personal goals, then the organisation should focus on how organisational and
individual goals can be aligned to function as a barrier to leaving the organisation (Ulrich
2008; Ulrich & Smallwood 2012; Kravariti & Johnston 2020). Finally, managers
considering talent as the fit may consider providing opportunities to perform (Boon et al.
2005), for example, assigning particular roles to match individuals' skills and abilities
(Collings & Mellahi 2009; Kravariti & Johnston 2020).

2.4.2.2 Talent as subject

The subject approach to understanding talent views it as the individual possessing
multiple relevant characteristics instead of symbolising distinct skills and abilities
(Thunnissen & Van Arensbergen 2015). Gallardo-Gallardo et al. (2013) debate that an
individual, having the potential to create value for the organisation, can be regarded as a
talent. The term ‘potential’ is critical to comprehend the subject approach to
understanding talent. According to Silzer and Church (2010), the potential is a promise
or a possibility of an individual becoming something more than the current. Meyers et al.
(2020) argue that the term potential indicates a commitment that has not been materialised;
hence, organisations have several criteria to measure potential, determining individuals'

ability to create value for the organisation, such as learning agility.

This implies that talent is about how an individual grows and modifies the current state
to another better state individually and contributes to the organisation's growth. The
subject approach to understanding talent is not widely discussed in the literature because
it is difficult to separate the characteristics (object) from the individuals as a whole
(subject) (Dries 2013). However, in this chapter, the subject approach to understanding
talent is used to formulate TM philosophies because of the perceived importance of the
relevant potential of individuals in managing critical roles in organisations (Sparrow et
al. 2015b; Cascio & Boudreau 2016).

2.4.2.3 Talent as all people: An inclusive approach

An inclusive approach to understanding talent assumes that every individual in the

organisation has some potential that can be used to create value for the organisation
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(O'Reilly 11l & Pfeffer 2000; Buckingham & Vosburgh 2001; Gallardo-Gallardo et al.
2013; Meyers & van Woerkom 2014; Nijs et al. 2014). The inclusive approach is an
emerging research area and emphasises that organisations should recognise the full range
of talent and deploy it according to the job fit (De Boeck et al. 2018; Meyers et al. 2020).

In this research, the inclusive approach to understanding talent is considered to formulate
philosophies of TM because of the assumption that organisations can flourish by focusing
on the talent of every employee that can be in the form of qualities, abilities, capabilities
or personality as a whole (Meyers & van Woerkom 2014; Meyers et al. 2020). For
example, suppose managers understand talent through an inclusive approach. In this case,
it can help recognise individuals' abilities and transform individual skills and abilities into
a combination that can be valuable for organisational working (Buckingham & Vosburgh
2001; De Boeck et al. 2018).

2.4.2.4 Talent as selected people: An exclusive approach

Under an exclusive approach to understanding talent, managers consider talent as
characteristics of an elite segment of the organisational population. This means only those
who can create value by demonstrating the highest level of potential to do the job are
considered talented (Gallardo-Gallardo et al. 2013; Krishnan & Scullion 2017; Wiblen &
McDonnell 2020). Stahl et al. (2012) argue that talent is about high performing
individuals who can be selected in a group of high-ranked individuals due to their
exceptional skills and abilities (Meyers & van Woerkom 2014). Sometimes, high
performers are identified as people with exceptional abilities in various activities and
situations (Williams 2000). Collings (2014) claims that talent is about individuals
possessing the high potential to perform. This implies that talent as an exclusive approach
assumes that individuals having potential and high performers can both be regarded as
talent.

Although the exclusive approach to understanding talent is widely discussed in the
literature of TM, it is also criticised due to performance management and measurement
aspects attached with high performance and using past performance as a predictor of
future performance (Bhatia & Baruah 2020). However, due to the common understanding
of TM, which is related to the exclusive approach to understanding talent, organisations
tend to allocate resources to high performing and high potential employees (Boudreau &
Ramstad 2005; De Boeck et al. 2018).
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The growing research in TM emphasises its practices, but too few insights are provided
to the concept of talent as its prime component. This implies that managers who are
unaware of TM's underlying building blocks may neglect the true aim of providing
additional opportunities to the talent in the organisation. The purpose of this research is
to explore various areas of TM literature to create underlying philosophies that can assist

managers in making talent management decisions.
2.4.3. Talent management philosophies

Talent philosophies are the underlying assumptions of HR managers to define talent, who
is considered talented, and how talent is managed (Meyers & van Woerkom 2014,
Pantouvakis & Karakasnaki 2019). Meyers et al. (2020) define talent philosophy as the
fundamental assumption and belief about talent's nature and instrumentality and found
that managers had a different understanding of talent develop different HR policies and

practices to manage talent.

A review of TM's literature presents a few patterns to understand its philosophies. Two
competing views in the literature to understand talent in an organisational context are
considered in this research to include all existing philosophies underpinning TM. While
acknowledging other theoretical opinions in TM's field, the literature suggests that the
object-subject approach and inclusive-exclusive views are predominant. In contrast, other
theoretical ideas are part of these views. Moreover, examining the two main views in the
literature regarding TM, the underlying concept of ‘talent’ and clustering them into four
distinct philosophies helps understand the nature of talent in the organisational context.
Hence, these two theoretical tensions have been combined in this research into a grid
represented in Figure 2.3 in the form of four distinct TM philosophies and are discussed

in the following sub-sections.
2.4.3.1 Object-exclusive philosophy

The object-exclusive philosophy, which combines the most common understanding of
TM as management of elite employees with the object approach, implies that a few
individuals exhibit specific characteristics essential for organisational working and create
value. These characteristics in the form of ability, capability, capacity, potential, the
pattern of thoughts, feelings and behaviour and can be innate or acquired (Ulrich 2008;
Silzer & Church 2010; Stahl et al. 2012; Meyers et al. 2013; Sood 2018). Considering

32



Chapter 2

talent as an acquired ability, managers can accurately identify characteristics aligned with
organisational needs and their development to benefit organisations (Church &
Waclawski 2010; Silzer & Church 2010). However, if talent is understood as an innate
ability, managers should focus on managing talent characteristics (Dries 2013; Nijs et al.
2014).

Object-Exclusive Object-Inclusive

Importance of every task Importance of every task
and deployment of and deployment of each
characteristics of a few characteristics of all
employees employees

@
o
- ]
72]
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P—
o
"
=

Subject-Exclusive Subject-Inclusive

dAISN[IU]

Importance of a few roles Importance of all roles
that can be performed by that can be performed by
a few employees all employees

Subject

Figure 2.3 - Philosophies of TM

Source: Adapted from Dries (2013), Meyers et al. (2013), Thunnissen and Van Arensbergen (2015) and Meyers
et al. (2020)

The innate-acquired distinction is under-investigated just as the object approach to
understanding talent. De Boeck et al. (2018) claim that only eight non-empirical articles
published from 2001 to 2017 discuss the innate or acquired dimension of talent and some
other theoretical discussions on TM. The lack of understanding of the innate-acquired-
dimensions of talent can be ascribed to focusing more on the TM practices and less on
knowing talent philosophies. If managers understand talent philosophies, then he/she
might focus on the innate or acquired ability of the employees (De Boeck et al. 2018;
Meyers et al. 2020).

The importance of identification of innate or acquired abilities in an organisational

context can be estimated from its significance in guiding managers to either develop or
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facilitate talent to manage abilities. Apart from the discussion on innate or acquired, if the
talent is perceived as characteristic, skills, and abilities of a few individuals, then
identifying and managing these characteristics is essential, and it is vital to use employee
characteristics to create value for the organisation (Sparrow & Makram 2015; Karman
2020).

When incorporated by the organisation, the object approach to understanding talent is
likely to result in competence management and knowledge management (Dries 2013).
This implies that the object-exclusive philosophy helps organisations design their policies
and practices around managing competence and knowledge of a differentiated workforce
while focusing on training and development or selection, assessment and identification

of specific individuals.
2.4.3.2 Subject-exclusive philosophy

The subject-exclusive philosophy behind TM segments the workforce and understands
talent as an elite subset of the organisational population (Gallardo-Gallardo et al. 2013;
Jarvi & Khoreva 2020). This implies that certain employees are considered talented, such
as high performers or high potential individuals who can work for an organisation in
specific positions. The literature supporting the subject perspective on talent concentrates
on high-potential individuals, employee classification as A (top performers), B (average
performers), or C (low performers) players, and talent pools. (Boudreau & Ramstad 2005;
Dries & Pepermans 2008; Becker et al. 2009; Silzer & Church 2010; Krishnan & Scullion
2017; Daubner-Siva et al. 2018; Meyers et al. 2020). The idea of workforce
differentiation implies preferential treatment with talented employees (Meyers & van
Woerkom 2014; Meyers et al. 2020) which alligns with the subject-exclusive appraoch
to understand talent.

There are two streams of literature in HRM that discuss the nature of potential and
performance in employees. Scholars, such as Silzer and Church (2009) and Yost and
Chang (2009), discuss potential to create value for the organisation in employees can be
developed, and performance can be improved while others, for example, Subotnik et al.
(2011) and Dries and Pepermans (2008) discuss that the potential is innate, and
performance can only be managed (Church & Waclawski 2010; Silzer & Church 2010;
Dries 2013; Meyers & van Woerkom 2014).
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Another tension regarding employees' potential and performance in an organisation is
whether they are transferable or context-dependent (Gallardo-Gallardo et al. 2013). Dries
(2013) discusses that if the talent is context-dependent and talented individuals can
perform in a specific situation or domain, the context, situations, pivotal roles, and
domain should be identified before recruitment. Moreover, Meyers and van Woerkom
(2014) and Lepak and Snell (1999) propose that organisations should use practices
fostering commitment and creating stable and long-term employment relations when
naturally unique and valuable individuals have to be managed. This implies that TM's
subject-exclusive philosophy suggests that certain employees have the potential to
perform pivotal roles in organisations to create value. These high potential performers
either perform well in every situation, or their knowledge and skills are context dependent.
This philosophy also suggests that not every employee in an organisation has a high
potential to perform pivotal roles; hence it is important to identify not only the strengths
of individuals but also the key positions in organisations. Managers adopting the subject-
exclusive philosophy of TM may train employees for certain identified key roles and

organisational career management and tend to understand succession planning.
2.4.3.3 Object-inclusive philosophy

The inclusive approach to understanding talent assumes everyone possesses the skills and
capabilities to make them talented (Buckingham & Vosburgh 2001; Daubner-Siva et al.
2018; Bhatia & Baruah 2020; Meyers et al. 2020). The object-inclusive philosophy is
supported by the positive psychology literature, which considers positive traits and
characteristics in every individual (Peterson & Park 2006; Meyers et al. 2020). The
object-inclusive philosophy implies that every characteristic, ability and capability in
every employee can be regarded as a talent. These traits can be innate or acquired; for
example, attitude and behaviour that comes naturally to individuals or new knowledge
and skills can be acquired by motivating and energising them (Meyers et al. 2013; Meyers
et al. 2020).

The underlying assumption of the object-inclusive perspective is that talent is a trait
present in every individual in different forms (Peterson & Park 2006; Dries 2013;
Daubner-Siva et al. 2018). Advocates of an inclusive approach to TM advise talent
managers to deliberately design a system that acknowledges individuals' unique qualities
(Meyers & van Woerkom 2014; Wiblen & McDonnell 2020). The positive psychology
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literature highlights the importance of identifying innate talent characteristics in every
individual and matching those characteristics with positions or tasks to be performed in
organisations when considering the object perspective and inclusive approach to
understanding talent (Meyers & van Woerkom 2014). In contrast to innate characteristics,
the perspective that supports the argument that traits can be acquired seeks to develop and
refine the characteristics of all the workforce and hence provide an equal opportunity to
grow regardless of the type of skills and abilities an employee possesses (Ashton &
Morton 2005; Biswas-Diener et al. 2011; Gallardo-Gallardo et al. 2013; Pantouvakis &
Karakasnaki 2019).

While managing talent under the object-inclusive approach to understand talent,
researchers such as Cappelli (2008), Yost and Chang (2009), Biswas-Diener et al. (2011)
and Dries (2013) suggest employee strength identification, development and utilisation
and potential development through training for all workforce to better manage
competence and knowledge. Therefore, the managers adopting an object-inclusive
philosophy of TM may identify all employees' strengths, develop or manage them

depending on the innate or acquired and utilise value creation.
2.4.3.4 Subject-inclusive philosophy

The subject-inclusive philosophy to understanding talent assumes everyone in an
organisation can create value (Gallardo-Gallardo et al. 2013; Daubner-Siva et al. 2018).
This understanding is justified by the view that in knowledge-based economies,
companies cannot achieve desired outcomes without their people (Tulgan 2001; Gallardo-
Gallardo et al. 2013; Meyers & van Woerkom 2014). The subject-inclusive philosophy
of TM implies that all individuals in the organisation are talented, and hence capturing
the value of the entire workforce is essential instead of focusing on just an elite group of

employees.

The inclusive approach emerged from a critique of the exclusive approach to
understanding TM (De Boeck et al. 2018). This approach is still under-researched, and
too few scholars suggested the programs and policies through an inclusive approach to
manage talent (for example, see Buckingham and Vosburgh (2001), Buckingham (2005),
Linley and Harrington (2006), Yost and Chang (2009), Dries (2013) and Meyers et al.
(2020)). The subject-inclusive philosophy of TM focuses on the identification of roles

that best fit the employees according to their talent. The subject-inclusive philosophy
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assumes that every role is significant, and it is the responsibility of managers to identify
the right talent to perform the roles assuming that every employee in the organisation is

made for some role to perform.

By examining the four distinct TM philosophies, this research infers that the philosophies
with the object approach focus more on the tasks in organisations. In contrast, the subject
approach focuses on specific roles. It implies that the object-inclusive philosophy, for
example, emphasises the importance of every task in the organisation and the deployment
of individual characteristics to match the different tasks. Hence, under this philosophical
assumption, managers can use diverse talent in different projects or parts of projects. The
object-exclusive philosophy considers that every task is important in an organisation but
assumes that not everyone can perform them and match tasks with employees. The
subject-exclusive philosophy focuses on roles and believes that certain individuals can
perform a few important and pivotal roles in organisations. In comparison, the subject-
inclusive philosophy assumes that all organisations' roles are important, and everyone can

perform their role in value creation.

TM philosophies have been discussed to gain insights into how talent can be treated in
organisations with varying understanding of talent. Different philosophies to understand
TM assert that the same practices in the organisations can affect differently depending
upon how they are designed and implemented by managers with a different understanding
of talent. The importance of understanding TM philosophies is consistent with the
literature in SHRM, which asserts that research in SHRM should concentrate on higher
constructs such as HR philosophies that shape the practices instead of focusing on the
practice itself (Boxall 2012; Meyers & van Woerkom 2014; Pantouvakis & Karakasnaki
2019; Meyers et al. 2020). Similarly, this research examines talent management as a
broader construct, such as talent philosophies as suggested by Meyers et al. (2020), rather
than as a set of human resource or talent management practises. Understanding TM
philosophies and their role in shaping TM practices are necessary for this research to be
incorporated into the value creation process.

2.4.4. The categorisation of talent management philosophies

The TM philosophies provide insight into how managers can understand talent and how
it can help create value in an organisation. However, Sparrow and Makram (2015) suggest
that TM concepts can be more effectively utilised if they are classified into viewpoints
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according to on their primary focus. Collings and Mellahi (2009) examined the several
generic viewpoints in TM for the first time, defining them as people-focused, practice-
focused, position-focused, and strategic pool-focused. Various scholars, for example,
Sparrow and Makram (2015), McDonnell et al. (2017) and Jarvi and Khoreva (2020)
have followed these generic perspectives to understand TM. However, Sparrow (2019)
discusses the use of theoretical viewpoints in the last decade, such as the star performer
viewpoint, and suggests that TM's theoretical tensions persist due to various views
without underlying philosophical justification. For example, without considering the
innate or acquired characteristics of talent, the star performer viewpoint emphasises top-
performing individuals' management and results in the unequal allocation of resources

and compromising of a team effort (Sparrow 2019).

In this research, the identified TM philosophies are categorised under the different
perspectives to understand TM because the literature indicates that the categorisation of
talent philosophies into different perspectives can help understand better talent
management (McDonnell et al. 2017; Sparrow 2019). This generic categorisation will
help understand each philosophy of TM's focus and propose the multiple configurations
and a hybrid HR architecture. Figure 2.4 presents the different TM perspectives and their
shared underlying philosophies. This figure depicts how a talent perspective can share
different talent philosophies. For example, the people focused perspective shares the
object exclusive and subject exclusive philosophy. Figure 2.4 also indicates that the
philosophy is highly influenced by the understanding of talent (presented in Figures 2.2

and 2.3), and it provides a foundation to the talent perspectives.
2.4.4.1 The people-focused perspective

The people-focused perspective of TM emphasises the identification of an elite group of
employees whose skills are considered rare, hard to find and difficult to replace (Sparrow
& Makram 2015). From the identification and management of an elite subset of
employees, it is inferred that the exclusive approach to understanding talent is active
behind the people-focused perspective. Moreover, the people-focused perspective
considers employees and the skills of employees as necessary. It implies that object and
subject approaches are also considered in the people-focused perspective. Hence, the
subject-exclusive and object-exclusive philosophies of TM formulate the people-focused

perspective of TM.
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People-focused perspective

Position-focused
perspective

Strategic pool-focused
perspective

O-E= Object-Exclusive philosophy
O-I= Object-Inclusive philosophy

S-E= Subject-Exclusive philosophy
S-I= Subject- Inclusive philosophy

O-1

Practice-focused
perspective

Figure 2.4 - TM philosophies and perspectives
2.4.4.2 The practice-focused perspective

The practice-focused perspective of TM acknowledges the development of an advanced
and sophisticated set of practices and recognises the need for integrated processes and
practices that must be aligned with broader organisational objectives (Meyers & van
Woerkom 2014; Sparrow & Makram 2015; Sparrow 2019). Sparrow et al. (2014) claim
that the practice-focused perspective revolves around identifying, recruiting, attracting,
engaging, retaining and identifying internal talent, managing talent flows, developing
employees and delivering the performance. This suggests that all employees must be
considered during the development of talent management related practices and processes
(Wiblen & McDonnell 2020). This perspective of TM does not consider elite employees;
instead, it considers a range of employees during the development of the practices, hence
using an inclusive approach to TM. Moreover, in different practices, the skills and
capabilities and employees as individuals are considered essential. For instance, during
the recruitment process, the skills and capabilities are considered, while in the
management of talent flows (in succession planning or career management), the employee
as a person is considered important. This implies that the practice-focused perspective of
TM gets inspiration from the objective-inclusive and subject-inclusive philosophies of
TM.

39



Chapter 2

2.4.4.3 The position-focused perspective

The position-focused perspective of TM stresses the importance of the identification of
pivotal roles and positions that can impact the organisations and contribute to gaining
competitive advantage (Sparrow & Makram 2015). This perspective considers the
importance of positions and roles, their complexity, and their significance in
organisational working (Sparrow et al. 2014). This perspective's philosophical foundation
IS subject-exclusive as it considers positions that can be strategically important for an

organisation and performed by capable employees.
2.4.4.4 The strategic pool-focused perspective

TM's strategic pool-focused perspective considers the identification and investment in
pivotal talent pools that contribute to the organisation's overall objectives (Boudreau &
Ramstad 2005; Sparrow & Makram 2015; McDonnell et al. Boudreau and Ramstad
(2005). Boudreau and Ramstad (2005) explain pivotal talent pools as being groups and
clusters of employees or positions in which organisations invest to improve organisational
capabilities and competitiveness (Wiblen & McDonnell 2020). The strategic pool-
focused approach considers employees and positions as a focal point; hence, subject-
inclusive and subject-exclusive philosophies tend to provide foundations for this

perspective.

The review of literature such as Sparrow and Makram (2015), McDonnell et al. (2017)
and Wiblen and McDonnell (2020) indicates that TM philosophies can be categorised in
at least four TM perspectives. However, these perspectives cannot be competing,
mutually exclusive or alternative to each other as they share different underlying
philosophies. The TM perspectives reflect the various dimensions to take strategic
decisions to manage talent, create value for the organisation and contribute to hybrid HR

architecture.
2.4.5. Challenges in talent management

Even though TM lacks conceptual clarity, it has become not only an area of substantial
academic debate but also a central managerial discourse and practice issue because of the
link of talent with the financial outcomes and operational and strategic success
(Ambrosius 2018; Meyers et al. 2020; Wiblen & McDonnell 2020). Organisations

nowadays struggle to develop and implement successful TM programs and practices to
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effectively gain a competitive advantage (Pirzada et al. 2021). Additionally, because there
are numerous competing interpretations of TM, it faces many obstacles as a research and

practise field. Following are the challenges TM as a field faces.

Firstly, Meyers et al. (2020), Pantouvakis and Karakasnaki (2019) and Meyers and van
Woerkom (2014) claim that the underlying TM philosophies play a crucial role in the
development of TM programs and practices. Although there are multiple perspectives to
understanding TM, no single perspective on TM is considered better than the other
(Meyers et al. 2020). For example, various scholars such as Garrow and Hirsh (2008),
Stahl et al. (2012), Gallardo-Gallardo et al. (2013), Thunnissen and Van Arensbergen
(2015), and Collings et al. (2019) suggest that TM should be considered as a best-fit
approach which implies that TM practices should be aligned with organisational
objectives, the culture of the organisation, other HR practices and policies, organisational
capacity and with overall organisational strategy to be competitive (Meyers et al. 2020).
The integration of systems, policies, practices and processes, termed as ‘architecture’
(Sparrow et al. 2015b; Tatoglu et al. 2016; Luo et al. 2020), strongly connects TM with
sustainable competitive advantage (Tatoglu et al. 2016; Collings et al. 2019).The research
necessary to connect HR systems to the TM and to develop differentiated HR
architectures must be conducted more rigorously (Khoreva & Vaiman 2021). COVID-19,
in particular, emphasises the use of architectural perspectives in conjunction with new
forms of working such as work from home or hybrid working (Collings et al. 2021;
Vaiman et al. 2021). Secondly, although all philosophies and perspectives to understand
talent and its effect on TM practices are equally viable (Dries 2013), every perspective
has some practice level issues (Meyers & van Woerkom 2014; Botella-Carrubi & Tudela-
Torras 2020). For example, while considering the exclusive approach to TM, identifying
the right people for the right position is crucial to placing individuals in important
strategic positions (McDonnell 2011; De Boeck et al. 2018). Workforce differentiation
as talented or untalented based on previous performance assessments is highly criticised
due to its high reliance on earlier experiences in hand that are domain-specific and hence
do not depict talent (Yost & Chang 2009; Silzer & Church 2010; Gallardo-Gallardo et al.
2013; Malik & Singh 2014; Sumelius et al. 2020). The exclusion of talented employees
based on intelligence assessment tests does not fully capture all talent dimensions as they
are context-specific (Meyers & van Woerkom 2014; Gallardo-Gallardo et al. 2020). The
exclusive approach leads to the unequal allocation of resources by dividing employees
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into A, B and C players and associating roles and positions with them (Dries 2013;
Meyers et al. 2020). Moreover, the effect of being considered ‘untalented’ and
‘invaluable’ on employee performance is also a big challenge for organisations (De Boeck
et al. 2018; Sumelius et al. 2020) because it can lead to demotivation, decreased job
satisfaction and commitment. This indicates that the organizations pursuing exclusive
talent strategies might face obstacles based on assumptions that are valid in their
particular context and might get affected by implementing such practises (Swailes 2020);

however, the literature is largely missing to deal with this issue.

In contrast, the inclusive approach provides a motivating environment for all individuals
and could be an overall employee well-being contributor (Dries 2013; De Boeck et al.
2018). The inclusive approach also helps impart a growth mindset in all individuals in the
organisation and provides opportunities to all employees. The issue with the inclusive
approach is identifying areas in every individual where training and development are
needed (Meyers & van Woerkom 2014). This includes the object approach in which
individuals' characteristics, skills, and abilities need to be identified in alignment with
roles and positions and the subject approach in which the knowledge and experiences are
to be provided to employees (Jarvi & Khoreva 2020). This also poses cost-related
challenges that may be attached to delivering training, experiences and knowledge to

every individual in the organisation in alignment with the organisational needs.

Thirdly, apart from TM's philosophies, organisations face talent migration issues, wastage
of investment in talent development, and management in general. It may be caused by the
lack of interest from employees for training and development, the trap of understanding
talent as only natural ability, and hence getting stuck into not being able to develop talent
at all (Tatoglu et al. 2016; Anlesinya & Amponsah-Tawiah 2020; Jarvi & Khoreva 2020).

Lastly, there are multiple issues related to TM at the practice level that vary with the type
of philosophy an organisation uses to define its talent (Meyers et al. 2020). There can be
various understandings of the term talent and underlying philosophies to develop
practices in an organisation. The debate on TM practices and their alignment with other
organisational components such as overall HR policy, objectives and strategy of HR, and
overall organisational needs are growing and are gradually becoming intense and
complex. Cascio and Boudreau (2016) discuss that the current HR and TM processes and

practices are designed for full-time employment. An emerging work and employment
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arrangement is termed as non-standard work that lacks HR and TM processes and
practices systems design. The following section discusses the non-standard work and

employment arrangements and their link with TM.
2.5. Non-standard work arrangements

Unconventional/non-traditional employment arrangements have continued to grow in
number and variety for the last two decades (Spreitzer et al. 2017; LalR & Wooden 2020;
Murgia et al. 2020). Multiple labels for unconventional employment have been used, such
as non-standard employment relations (Kalleberg 2000), contingent work arrangements
(Allan 2002), externalised work arrangements (Ashford et al. 2007), beyond employment
(Boudreau et al. 2015), alternative work arrangements (Spreitzer et al. 2017), flexible
work arrangements (Wheatley 2017), and non-standard employment (Lall & Wooden
2020) to discuss non-traditional work. However, to include all streams of literature
reviewed regarding unconventional work arrangements, this current study uses the term
non-standard work arrangements (NWA) as this term covers all employment types not
following a standard employment layout (Ashford et al. 2007; Cappelli & Keller 2013;
Kreshpaj et al. 2020). Standard work arrangements include fixed scheduling at the
employer’s place under the employer’s control with mutual expectations of continuous
employment (Kalleberg et al. 2000; Broschak & Davis-Blake 2006; Ashford et al. 2007;
ILO 2016; Collings & Isichei 2018). Any arrangement deviating from any of the
components of standard work is NWA (Ashford et al. 2007; ILO 2016; Jooss et al. 2020;
LaR & Wooden 2020).

Since the rise of NWA, different employment arrangements have been discussed in the
literature and practised in organisations (Ashford et al. 2007; Cappelli & Keller 2013;
Spreitzer et al. 2017). The actual magnitude of the phenomenon in practice can be
estimated by its growth from 1995, in which NWAs comprised 9.8% of the total
workforce in America, to 2005, in which it was estimated as 10.7% (Ashford et al. 2007),
followed by an increase with estimates of 15.8% of American workforce categorised as
being non-standard (Katz & Krueger 2016; Spreitzer et al. 2017). This percentage is even
higher in Europe, Canada, Japan and Australia (Cappelli & Keller 2013; Cassidy &
Parsons 2017). For example, the average share of non-standard employees in total
employment is 40% in Europe (OECD 2020), and non-standard employees constitute
more than 55% of the entire workforce in Australia (Lall & Wooden 2020).
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Sveen (2015) and Cascio and Boudreau (2017) project the share of NWA as 40% in total
employment till 2020; this percentage share was exceeded in 2018 in Europe with the
share of 43.5% of NWA in the total employment (ILO 2020). The OECD (2020) mentions
that NWA accounts for around 40% on average across Europe and exceeds 50% in Italy,
Spain, and Greece. The outbreak of the COVID-19 pandemic has rapidly altered the ways
organisations work. Although the upcoming financial and managerial burden on the
organisations due to COVID-19 is hard to estimate, social distancing has forced
organisations to consider NWAs as an essential part of HR systems and hence a drastic
increase in NWAs is expected in the upcoming years (Koirala & Acharya 2020; Umut
2020).

The focus on NWAs remained limited in the past in the research. Mainly three reasons
for an insufficient focus on NWAs have been identified by Ashford et al. (2007) as:

1) Standard work arrangements were the most available jobs in the workforce
post World War II; hence researchers worked on standard work
arrangements.

2) Non-standard jobs were available to more marginalised society members,
such as women, immigrants, youth, and minorities. Hence, the political and
social conditions were attached to them. The researchers then focused on a
less politicised population of standard workers.

3) Researchers focused on the most accessible population of workers.

For the last two decades, NWAs have been gaining greater interest among workers and
organisations. NWAs now do not solely include a few small groups of workers; instead,
a significant representation can be observed among different demographic groups such as
women, different age groups, different educational level and employees having more than
one job (ILO 2016; Cassidy & Parsons 2017; Appelbaum et al. 2019) which represents
the diversity in the non-standard workforce. The emerging trends in employment
arrangements and the inclusion of major population groups in NWA pave the way for

research in areas other than the standard work.
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2.6. Classification of the non-standard work

The rise of NWA can be traced in research and practice with the expansion of flexible
working arrangements with an agenda of cost control, coping with a shortage of resources,
work-life balance and gender equality (Wheatley 2017). There are multiple types of non-
standard employees (NSEs) that are hired under the NWAs, such as direct hire employees,
contractor, and internal talent market. Direct hire employment under the category of
NWAs is the type of employment in which direct relations between employee and
employer exist (Spreitzer et al. 2017). It includes part-time workers, on-call workers and
seasonal employees. Table 2.1 explains the direct-hire employees based on the
classification of direct-hire employees provided by Cappelli and Keller (2013) and
Spreitzer et al. (2017).

Workers directly hired by the organisation to work for
less than 35 hours/week with fewer benefits as
compared to full-time workers.

Workers hired by the organisation and typically have  Screening, hiring,

irregular duty patterns. On-call workers provide socialising, training,

service when they are required by the organisation. evaluation directly
by the organisation

Short-term employees serving as a supplement to the
organisational workforce.

Table 2.1 - Classification of direct hire employees
Source: Based on Cappelli and Keller (2013) and Spreitzer et al. (2017)

Internal talent markets are a new concept discussed by Boudreau et al. (2015) to lead the
organisation’s work. This working arrangement is related to the short term and long-term
assignments in the organisational level projects. Table 2.2 elaborates on the internal talent

market working arrangements.

Contractors are the workers hired by organisations for relatively short-term assignments
or projects (Spreitzer et al. 2017). Contractors can be agency mediated or direct workers,

highly skilled or low skilled, and instead of salary, they are paid by the hour or by the
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project by the mutual agreement (Cappelli & Keller 2013). Table 2.3 explains the types
of contractors based on the classifications discussed by Barley et al. (2017), Spreitzer et
al. (2017) and Cappelli and Keller (2013).

Type of oo c
P Types of e Administrative
internal S Characteristics o

activities responsibility
markets

The projects are divided into subparts
and individuals are invited for the
event. Participants work for a small
part of a large project and detach
themselves from the work.

(0TSRRI As assigned
marketplace by the
(used by IBM) [BC1:(672¢

The internal talent platform is used to
As assigned match the skilled individuals with the

Talent bythe internal short-term assignments of the All administrative
platforms employer  Organisation. and management
responsibilities
remain with the
The organisations use internal talent organisation.

to facilitate clients and through this,
Consultation employees gain more knowledge and
experience.

Talent trading

The organisations work with their

allied organisations on certain
Alliances  projects and share as well as exchange

employees for these projects.

Table 2.2 - Classification of internal talent markets

Source: Based on Boudreau et al. (2015)

NWA's main characteristic is the inherent functional, geographical, numerical, financial
or contractual flexibility (Lewis 2003; Spreitzer et al. 2017). For example, some work
arrangements require highly skilled employees (functional flexibility) for short term
projects (contractual flexibility) or highly skilled employees with physical remoteness
(talent platforms, gig-workers) (Malik et al. 2020).
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Skill level Types of contractors Characteristics Administrative responsibilities

High
Agency mediated

Low

High
Platform mediated

Low

High

Independent

Low

Vendor on-premises A piamesl i
employer

Leased employees

Agency Temporary Workers

Gig workers

Free Agents

Day labourer

Vendor mediated workers

Workers are employed by a staffing agency or leasing firm Payrolls, taxes, regulatory requirements and
for a long period on skilled tasks. Workers return to the main administrative responsibilities remain with
agency for re-assignment of work. the agency.

The client provides regulations regarding work
during the contract and worker needs to comply
with them.

Workers are employed by a staffing agency or leasing firm
for a short period. Workers return to the agency for re-
assignment of work.

The workers typically land their jobs through the
technology-mediated network. Such as up-work subscribers
who offer their services but never meet employers.
Employees can move from one platform to another
platform freely.

Workers typically land their jobs through the technology- The employer takes all administrative
mediated network. Such as Uber or Mechanical Turk responsibilities.

(mturk) subscribers who offer their services. They meet

with clients by technology-mediated platform but may

never meet employers.

Employees can move from one platform to another

platform freely.

The workers obtain customers directly to perform skilled
tasks such as programmers, writers, engineers.

The workers are hired for one job for one to three days. ~ On Iecruiting organisation
They can be hired for the same task and on the same job

repeatedly. Usually, this arrangement does not include a

formal contract. Workers offer their services.

The vendor is responsible to provide services. It depends

upon the vendor how it executes the task. The task can be All administrative and management
performed by independent contractors arranged by vendor responsibilities remain with the vendor
or employees of a vendor.

Table 2.3 - Classification of contractors

Source: Based on Cappelli and Keller (2013), Barley et al. (2017) and Spreitzer et al. (2017)
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One of the major reasons for the increase of flexible work under NWA is that technology
has improved geographical flexibility by providing opportunities to work from anywhere
with reduced physical proximity (Spreitzer et al. 2017). An important example of NWA
with geographical and contractual flexibility is gig work, defined as the short-term
allocation of the task through a mobile application in the online marketplace (Harris &
Krueger 2015; Farrell & Greig 2016; Spreitzer et al. 2017; Malik et al. 2020) such as

Amazon Mechanical Turk, Upwork or Fiver.

The changing nature of the work and the departure of organisations from the standard
work arrangements to the non-standard and non-traditional arrangements are under debate
in academic research (Boudreau et al. 2015; Cascio & Boudreau 2016; Spreitzer et al.
2017; Collings & Isichei 2018; Kreshpaj et al. 2020; LaR & Wooden 2020). There are
multiple reasons attached to the shift of work arrangements, for example, cost reduction,
coping with the shortage of resources, especially human resources, gender equality
(Cooper & Robertson 2003; Wheatley 2017), globalisation (Collings & Isichei 2018), and
technological advancements and preferences of employees (Spreitzer et al. 2017; Murgia
et al. 2020). Moreover, Boudreau et al. (2015) discuss the need for organisations to get
the work done in the twenty-first century and lead the work, not the employees. They
argue that NWA is beyond employment and that organisations cannot lead non-standard
workforce who are independent and offer their services according to their convenience.
Thus, organisations must consider how they can lead the work. The understanding of
leading the work introduced by Boudreau et al. (2015) seems to have application during
and post-COVID-19 strategies of organisations; however, their impact may not be
estimated at this time because of slow economic activity as reported by the UN (2020).
Regardless of the reasons attached to the changing landscape of work arrangements, the
changes are real (Barley et al. 2017) and can impact organisational outcomes (Spreitzer
et al. 2017).

2.7. Non-standard employment arrangements

The International labour organisation (ILO), in their report, define the non-standard
employment relationships as any employment relationship falling out of the central realm
of the standard relationship, which is understood as a relation between employer and
employee with full-time work, indefinite duration of employment and a relationship
occurring at a set place of work outside the home (ILO 2016). Employment laws
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distinguish employment relations and work arrangements (Cappelli & Keller 2013); for
example, ILO defines an employment relationship as the legal link between employers
and employees. It exists when a person performs work or services in return for
remuneration (ILO 2018); while work arrangement is related to the employer's
administrative responsibility and control (Ashford et al. 2007; Collings & Isichei 2018).
The legal definition of the employment relationships is consistent with the conclusion
drawn in the ILO meeting of experts on non-standard forms in February 2015. The
employment relationship is considered an essential element in distinguishing standard
and non-standard work. The definition of an employment relationship emphasises the
reciprocity in working relations between employee and employer. This suggests that
NWA and non-standard employment relationships differ on the intensity of the link
developed between employee and employer. This also implies that the management of
the work can be influenced by managers' decision to get the work done or to consider the
employee as a valuable resource and use them for value creation in the organisation. This
shows that reciprocity in the relationship between employee and employer is essential in
employment arrangements, unlike the work arrangements where the job is the most
critical element (Boudreau et al. 2015), no matter who takes the responsibility and
controls the employment relationships.

Tables 2.1, 2.2 and 2.3 illustrate the wide variety of work arrangements used to engage
employees in economic activity. However, few work arrangements have shared
administrative responsibilities, which reduces the attachment and direct relationship
between employee and employer. Legal explanation and research in standard and non-
standard employment assert that work arrangement is an umbrella term that includes
different work and employment arrangements distinguished based on employment
relationships.

2.8. Non-standard work and employment trends

The NWA has transformed the domain of work arrangements all over the globe. Although
NWA does not seem to completely replace the standard work arrangements, it has
flourished in multiple industries and occupations in the last two decades. The reasons
assigned to this proliferation are multifaceted and vary substantially across countries,
industries and organisations (Barley et al. 2017). According to an ILO report, the reasons
for increasing NWA are globalisation, change of economic structure from agriculture to
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manufacturing to services, technological changes and demographical changes in the
labour force (ILO 2016).

The literature review discussed in this section leads to the argument that technology,
changes in the nature of the workforce, and globalisation have played a role in adopting
NWA and, hence, altering employment relationships. However, along with these leading
factors, organisations and employment systems have gone through an extensive route to
embracing changes. Following the increased regulations and detailed laws in the 1960s
and 1970s to protect the public interest, an overall reduction in corporate profitability was
observed (Bidwell et al. 2013). Organisations then attempted to reshape the employment
landscape to ensure flexibility and increase financial wealth (Kalleberg 2009; Bidwell et
al. 2013). This shifted human resource management's role in organisations from creating
the balance between the organisation and workers' interests to the strategic corporate
partner in creating the value (Jacoby 2001). Organisations started using different
employment portfolios to create value for the organisation by hiring and retaining talented
employees and improving the employment relationships that can create value (Briscoe &
Safford 2008; Daubner-Siva et al. 2018; Botella-Carrubi & Tudela-Torras 2020).
Moreover, technology-supported easy access to the global market and flexible work
arrangements and employment relations improvement (Spreitzer et al. 2017; Austin-
Egole et al. 2020).

NWAs consist of multiple non-standard employment arrangements (NEA). NEA can be
categorised based on the intensity of every NWA's employment relationship. Along with
the changes in the factors influencing work arrangements, organisations have started
adopting different NEA to get work done through arm’s length relationships with
employees (Austin-Egole 2020). These relationships have changed the employment
arrangements, including the employment practices and reward system. For example, the
employment tenure has been substantially changed from long-term to short-term

employment arrangements (Bolino et al. 2020).

Similarly, pay for performance practices (paying employees at marginal productivity
while attaching incentives based on effort) have been replaced with contingent pay
systems (where the pay is dependent on some measures of performance) (Kristal et al.
2020; Park & Conroy 2020). However, there is considerable evidence that contingent

pay systems decrease the intrinsic motivation for extra-role creativity (Balkin et al. 2015)
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hence altering the employment relationships. Another change in employment
relationships is evident from the benefits practices. Organisations adopting NWA do not
provide benefits for employees, such as health cover, pension and retiree health benefits
(Bidwell et al. 2013; Kristal et al. 2020). Even the employees who retain access to the
employer's benefits experience the changed format of benefits. For example, Bidwell et
al. (2013) and Benassi and Kornelakis (2021) discuss that the type of benefits has been
modified from defined benefits (health insurance and retirement income arranged by the
employer) to the contributed benefits (buying benefits from a set amount of pre-tax

income).

A few scholars, such as De Cuyper et al. (2009a, 2009b), Hakansson and Isidorsson
(2015), and Spreitzer et al. (2017), suggest that NWAs have created low motivation,
lower organisational commitment, lower job satisfaction, increased job insecurity and
decrease in extra-role behaviour. This indicates that different NWAs have varying
impacts on the employee-employer relationship and, hence affect NEA. However, these
studies have considered the single employment classification and have ignored the fact
that organisations can use multiple employment portfolios (a combination of standard and
NWA or different types of NWA) at the same time as was first proposed by Lepak and
Snell (2007). The idea of multiple employment portfolios did not get much attention until
after a decade, when Spreitzer et al. (2017) emphasised that considering multiple
employment portfolios to find the impact of NWAs can be beneficial for organisations as

it can provide insight by comparing non-standard and standard employees.

The choice of organisations using different employment portfolios highly depends on the
specific organisational requirement, such as cost-saving, value creation in and through
particular activities/role/positions, working on project-based assignments, use of talent in
the most efficient ways, increasing flexibility, dealing with talent scarcity and
globalisation (Kalleberg 2012; Boudreau et al. 2015; ILO 2016; Spreitzer et al. 2017;
Collings & Isichei 2018); thus the different employment portfolios in a single
organisation can be used to develop multiple employment systems and configurations.
The outbreak of the pandemic COVID-19 and its social and economic impacts on the
organisations indicate an urgent need to revisit HR systems (Caligiuri et al. 2020) and
adjust them according to the new way of working, for example, working with social
distance, reducing the cost by hiring non-permanent staff, increasing the value by hiring

the best talent from all over the globe and shifting the work to home-based or remote
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offices. However, since many laws, organisation systems and HRM processes are
designed on the basic assumption of managing full-time employees to get work done
(Cascio & Boudreau 2016), and a proper HRM framework does not exist to take strategic
decisions in NWA (Boudreau et al. 2015; Luo et al. 2020), it needs to be investigated
that how the organisations can take maximum advantage of the multiple configurations
using an optimised combination of NWA.

It is assumed in this current study that the lens of TM can offer a better view to
understanding the phenomenon of NWA, resultant employment portfolios, combinations
of employment systems, development of multiple configurations and hence progress

towards the differentiated hybrid HR architecture.
2.9. TM in non-standard employment arrangements

The traditional employment arrangements, which were typically considered having full-
time employment relations with mutual expectations of continuity in relationships, were
influenced by the physical and conceptual organisational boundaries (Cascio & Boudreau
2017; Collings & Isichei 2018). Santos and Eisenhardt (2005) claim that the boundaries
are the demarcation of the social structure in which an organisation operates, the activities
with an underlying logic to get the things done, inclusion criteria, possession of resources
and shaping of the organisational growth trajectories and sphere of organisational
influence including control and power over industry and external forces. The distinct
organisational boundaries are efficiency, power, competence and identity (Santos &
Eisenhardt 2005), each of which addresses specific organisational issues such as cost
(efficiency), autonomy (power), growth (competence) and coherence (identity) (Cascio
& Boudreau 2017). Nason et al. (2019) claim that organisational boundaries delineate the
organisation from the environment, make them unique and buffer against external
environmental shocks. This implies that organisations address different internal
administrative issues such as cost by drawing boundaries to create a cushion to avoid
external shocks. A recent example in this regard is organisational decisions to make
flexible employment to cope with the rapidly changing external environmental conditions

or respond to the emergency discussed in the previous section of this chapter.

As the environment is becoming more volatile, organisations focus on multiple portfolios
of employment relationships to modify organisations' conceptual and physical boundaries

(Cascio & Boudreau 2017; Austin-Egole et al. 2020). Recently, scholars such as Hoffman
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et al. (2020), Jooss et al. (2020), Barley et al. (2017), Cascio and Boudreau (2017),
Spreitzer et al. (2017) claim that the novel ways to use resources outside the typical
physical boundaries of organisations are supporting NWA. Moreover, seizing the
opportunities available in the market, dealing with scarcity of (human) resources, and
addressing the cost, autonomy, growth and coherence issues in organisations through
novel ways give rise to the TM agenda (Cascio & Boudreau 2017). The current COVID-
19 crisis, which appeared unexpectedly, has opened a new perspective on managing HR
through TM. For example, TM based HR systems and strategies can be developed to deal
with the post-COVID-19 economic crisis (Latukha 2021).

The effect of NWAs on the HR discipline generally and on TM specifically is very
complex. The reason for complexity can be attributed to TM's infancy and the sharp
growth in NWAs without enough understanding of the phenomenon. Hence it is easy to
comprehend the NWAs in TM to frame it in some familiar metaphor. Therefore, the term
talent lifecycle coined by Boudreau et al. (2015) is used in this research study to explain

the TM processes in NWA and is presented in Figure 2.5.

In Figure 2.5, the outer circle represents the elements of the employment life stages, and
the inner part illustrates the organisational outcomes. For example, the planning stage in
the outer circle of the talent lifecycle indicates the organisational workforce planning and
relevant strategies, while the engagement in the inner part suggests the outcome of the
activities and strategy of the organisation. In this study, the focus is only on the outer
circle as talent outcome in NWA cannot merely be copied from traditional work
arrangements (Boudreau et al. 2015), and to develop measurement tools for TM in NWA
would require another study. Table 2.4 elaborates the outer circle of the talent lifecycle.
As this talent lifecycle is the foundation of the talent-based HR systems and requires a

detailed discussion, chapter 3 discusses it in detail.
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Attracting
and
sourcing

Figure 2.5 - Tal_eﬁt iﬁec;/c_le
Source: Adopted from Boudreau et al. (2015), p 182

Stages of the talent Major elements of each stage
lifecycle
Estimating the current and future supply of workers and work
Development of strategies to match the demand and supply of talent
Uil Identification of sources and activities to attract the talent

The matching of talent with the work
Deploying Moving talent across different projects, assignments and locations

Developing Building capacity through experiences, training, experiential learning
and challenges

Rewarding Benefits in exchange for the services provided by talent. It can be
monetary, nonmonetary as well as implicit and explicit

Separating End of employment or work relationship

Table 2.4 - Talent lifecycle stages
Source: Adapted from Cascio and Boudreau (2017)
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2.10. Summary

A review of the literature presented in this chapter offers an insight into different aspects
of HRM. In a philosophical shift in the understanding of HRM, consideration of the
employee as an essential resource and a source of value creation has altered the lens to
manage human resources from the mere input for organisational working to a significant
resource to gain competitive advantage (Van den Broek et al. 2018; Jarvi & Khoreva
2020; Shet 2020). Considering employee as a vital resource to deal with the scarcity of
unique human resources, HRM captures TM's agenda (Dries 2013; Cascio & Boudreau
2016; Gallardo-Gallardo et al. 2017; McDonnell et al. 2017). Additionally, TM is now a
viable option for managing human resources amid a pandemic (COVID-19) and the
subsequent global recession (Latukha 2021). However, TM as an area of research is still
at its early stages of growth, and as it is a multilevel construct so to capture it entirely,
TM needs to be investigated on multiple levels, such as examining underlying values and
belief to understand talent, policies, practices and processes (Meyers et al. 2020; Wiblen
& McDonnell 2020).

SHRM has evolved as a strategic approach to formulate the systems and policies using
the HRM practices to improve organisational performance (Kramar 2014; Karman 2020).
TM can be used as a new lens to observe the SHRM phenomenon and create multiple
configurations and hybrid and differentiated HR architecture in organisations. A new
direction to take full advantage of TM is to comprehend it as an integrated management
approach of HR that is well-aligned with organisational level strategy (Sparrow et al.
2015b; Pirzada et al. 2021).

It appears that the configurational view in SHRM is a sound approach to help
organisations fully respond to the driving forces such as globalisation, changes in the
workforce demographics and changes in the nature of work that are creating a need to
philosophically and rationally shift SHRM research and practice. The literature review
depicts that TM can provide philosophical foundations for the shift in the research and
practice in SHRM by emphasising more on the brain of employees than considering them
as mere assets. Due to the dynamic environment and the changing business conditions,
the “one size fits all’ approach is not feasible. Hence a strategic TM approach can be used
to develop a framework that works as a basic HR architecture for organisations to create
value and gain sustained competitive advantage that can be used as a best-fit approach
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rather than a one-size-fits-all approach. Moreover, it is suggested in this research study
that NWAs can provide rational justifications for the shift in the practice of SHRM,
especially at the global level, by developing multiple configurational talent-based HR
systems. The alignment of basic HR architecture to create value through TM's lens with
the multiple configurational systems using NWA may emerge as a hybrid differentiated
HR architecture. The value creation through TM's lens and a conceptual framework of

hybrid HR architecture is discussed in Chapter 3.
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3.1. Introduction

The configurational view of SHRM presented in Chapter 2 presupposes that certain HR
practises work in concert with others to ensure the optimal fit with the organization's
strategic needs. (Michaelis et al. 2015; Boon et al. 2019; Cooke et al. 2021). However, it
remains under-investigated how HR systems and their underlying features such as
philosophies, policies, practices and processes work (Monks et al. 2013; Luo et al. 2020;
Van Beurden et al. 2021). In the literature, HR philosophies are considered as guiding
rules and principles that determine how to treat and manage human resources to create
value for the organisation (Monks et al. 2013; Rees & Leatherbarrow 2021). The policies,
practices and processes are distinct but related elements of HR systems that operate at
different organisational levels. For example, policies reflect what the organisation is
trying to achieve; practices are activities to ensure the implementation of policies, and
processes are an explanation of how the activities are to be executed (Monks et al. 2013;
Sparrow & Makram 2015; Boon et al. 2019; Luo et al. 2020). The three distinct but
related elements of HR systems following the guiding principles underpinning them are
the HR philosophies (Meyers et al. 2020). This implies that HR systems are complex
combinations of four elements that depend upon the strategists' guidance to create value
through employees.

The seminal work in the HR systems includes Lepak and Snell (1999), Lepak and Snell
(2002), Lepak et al. (2006), Lepak and Snell (2007) and Lepak et al. (2017), who have
developed a framework for HR systems that discuss the view that different HR systems
can be designed for different groups of employees based on the value they create for the
organisation. Moreover, they asserted that the framework, which they called the HR
architecture, can be used to identify the practices and processes underlying the framework
(Kang et al. 2007; Lepak et al. 2017). Monks et al. (2013) and Wood and Kispal-Vitai
(2021) discuss that, similar to developing the different HR systems, organisations can
choose how to configure those HR systems in HR architecture based on the group of
employees and their importance to generate value or based on the employment modes.
Table 3.1 elaborates on the type of HR configurations and the philosophies, policies,

practices, and processes discussed by Lepak and Snell (2002).
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HR architecture components Commitment-based HR Productivity-based HR Compliance-based HR Collaboration-based HR
configuration (knowledge-based configuration (job-based configuration (contractual configuration (alliances/

employment) employment) work arrangements) partnerships)

Enhance employee capabilities

Maximisation of employee productivity Reduction of employment costs Use of specialised skills with

minimum cost
Includes task variety, job rotation, decision Jobs are standardised Simple skills; well defined jobs Jobs designed around
making; job security; opportunity for individual skills; job rotation
employees to make changes in the way they
do their jobs
Recruitment ~ Promotion from within; focus on selecting Involves screening many candidates; Assesses mdustry knowledge
and selection best (_:andidates and their ability to comprehensive; uses many different sources and experience; emphasis on
contribute to strategic objectives; prionty teamworking
on the potential to leam
Policies, practices and - - - - - - - - - —
processes Comprehensive; continuous; investment of Emphasis on improving current job Focus on compliance with rules Focus on team building
time and money; aim to develop firm- performance; emphasise on-the-job experience;
specific skills/knowledge seek to increase short term productivity
Focus on contribution to strategic Based on the objective, quantifiable results;  Assess compliance with pre-set Based on team performance;
objectives; includes developmental assess quality and quantity of output; measures behaviours, procedures and standards focus on ability to work with
feedback; emphasises employee leaming  productivity and efficiency others
Extensive benefits package; includes stock  Straight salary; market rate; ensure equity with Hourly pay; focus on short-term Group-based ncentive
ownership; incentives for new ideas peers; individual, incentive/bonus component; performance

value seniority

Table 3.1- HR configurations

Source: Adapted from Lepak and Snell (2002), Monks et al. (2013), Lepak et al. (2017) and Luo et al. (2020)
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The discussion on HR configurations and the components of HR architecture are further
discussed and extended by Monks et al. (2013), Lepak et al. (2017) and Luo et al. (2020).
Table 3.1 indicates that the HR architecture comprises two parts: (i) philosophies, policies,
practices and processes, and (ii) HR configurations. The philosophy of HR managers to
manage HR influence the practices, policies and processes and their configurations. For
example, as indicated in Table 3.1, if HR managers of an organisation possess the strategy
of improving employees’ capabilities, then they include task variety to enhance
employee’s skills, rotate their jobs to offer them more exposure, allow them to participate
in decision making and/or provide job security in their job designs. The practices of
managers with a philosophy to improve employee’s capabilities, such as training, are
usually very comprehensive and tend to invest time and money in those practices (Monks
et al. 2013; Lepak et al. 2017). Hence, such managers can develop commitment based
optimal HR configurations, such as taking few or all elements of policies, practices and
processes under the philosophy of improving capabilities, as mentioned in Table 3.1, and
then combine them according to the organisational strategic intent. The architectural view
suggests organisations can use multiple HR systems at the same time based on the
employment and employee types and how they create value for the organisation (Lepak
etal. 2017; Luo et al. 2020). For example, Figure 3.1 indicates that the HRM philosophy
of managers influences HR systems. A single organisation may have multiple HR systems
for different employees and their capacity to create value for the organisation. The
configurations suggest that organisations can combine various HR systems to create

maximum value.

} HR configuration 3

+ HR configuration n

HEgiigeiong ‘ HR configuration 2 .

HR System 1 HR System n
Policies, Practices, Processes \\ see Policies, Practices, Processes
HRM Philosophy HRM Philosophy HRM Philosophy

Figure 3.1 - HR systems and multiple configurations

Source: Adapted from Lepak and Snell (2007) and Lepak et al. (2017)
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Major and minor investigation themes have been identified using Table 3.1 to explore the

components of hybrid HR architecture from this study's participants and are discussed in

chapter 4. Chapter 3, however, discusses the proposed hybrid HR architecture and talent

management as an important lens to view the multiple HR configurations in organisations.

This chapter sets the foundations for the proposed hybrid talent-based HR architecture as

a new decisional framework for managers. Figure 3.2 depicts how this chapter will

proceed.

/ Discussion on
‘ The value
What is talent lifecycle and
‘ b 8 _ what is called ‘value’.
Section 3.2.1 Elements of value Talent lifecycle

/ and the value

\

What is
architecture.

‘value’ i HR

.
-

\ The talent-based value driven process

P Value capture

Value creation ‘

Value protection

L\/‘aluc leverage

Components of talent-based

hybrid HR architecture

N \\
\\ Section 324"

Section 3.2.5

%
™

Discussion on

How to create, capture, leverage
and protect ‘value’ through TM.

The talent perspectives and value
elements

L

A\
O

People-focused
perspective and
value elements

Practice-focused
perspective and
value elements

3

Discussion on \
How do talent perspectives

influence value creation,
capture, leverage and

/

Talent based HR systems

Position-focused Strategic pool- protection?
perspective and focused perspective
value elements and value elements _

Discussion on

How to incorporate created,
captured, leveraged and
protected value (based on

various talent perspectives) in
HR system?

\
N\
\

\\

a N/

Optimal configurations

-

™

Discussion on

Proposal of combination of
various HR systems based on
the type of employment

(especially non-standard
employment).

Figure 3.2 - The structure of chapter three

3.2. Components of the talent-based hybrid HR architecture

The literature review in chapter two suggests that the configurational view of SHRM can

be used in a better way to address issues such as globalisation, changes in the workforce
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and the nature of work. It is also suggested that the lens to investigate SHRM needs to be
modified due to different external and internal organisational factors. The section below
maps the architectural perspective, including multiple configurations and the HR system,
its underlying philosophies, policies, practices, and processes through the new lens of TM.
While using the TM lens, this research uses the term ‘talent-based HR systems’ to replace
HR systems because all components of HR systems consider the management of talent as
the focal point in this research. The hybrid human resource architecture that this research
expects to construct as a result of the literature review described in chapter two is depicted
in Figure 3.3.Starting from the bottom of Figure 3.3, the literature review presented in
chapter two suggests the talent philosophies influence the HR systems, including the
policies, practices and processes (Meyers et al. 2020). Moreover, organisations create HR
configurations based on the HR systems and their optimal combinations (Lepak et al.
2017). Talent-based HR systems and their optimal combinations highly depend upon the
HR manager’s understanding of which talent can create value for the organisation and
how the variety of different HR systems can be a source of competitive advantage
(Karman 2020; Rees & Leatherbarrow 2021). The combination of HR systems is highly
influenced by various factors such as external and internal environmental factors and

employment modes (Lepak et al. 2017).

The architectural approach examines single employment modes and the evolution of
diverse HR system configurations to support single employment modes. The hybrid HR
architecture proposed in this study indicates that organisations use multiple employment
modes, as discussed in chapter two, and that there can be various talent-based HR
configurations based on different employment arrangements. Managers can configure the
optimal combination of different talent-based HR systems, such as varying percentages
of multiple talent systems based on the employment modes or different external and

internal factors.

A hybrid HR architecture combines all the optimal configurations of different talent
systems developed for different groups of standard and non-standard employees and
addresses various factors to create value observed through the lens of TM. The following
section discusses value as an essential element of the proposed hybrid HR architecture. A
better understanding of the value-driven framework with the TM lens will explain the
other parts of the proposed hybrid HR architecture presented in Figure 3.3.
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Optimised configurations based on the different
combinations of HR systems differing on the [‘\
percentages of HR system

H HR configuration 1 l HR configuration 2 HHRconﬁgurat_ionB | o o ® | HR configurationn

Factors
Political, Cultural,
Employment modes f f ' ' ' % 4.» %+ * 4 Demographical, Industrial,
.‘ Technological, Others
Talent based P’ Talent based Talent based
HR System | y HR System 2 HR System n
Policies, Practices, Processes jatic Policies, Practices, Processes Policies, Practices, Processes ~7 "%

i i B t

\ Talent Philosophy Talent Philosophy Talent Philosophy

Figure 3.3 - Proposed hybrid HR architecture
Source: Based on Sparrow and Makram (2015), Cascio and Boudreau (2017), Lepak et al. (2017) and Wright et al. (2018)
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3.2.1. Value in a hybrid HR architecture

Based on chapter 2, it is suggested that the talent lifecycle contains the value in it and
exploring each stage of it is important for value addition in the organisation. This
exploration process is termed a value-driven process in this study. In this section, the
value-driven process components as the most critical component of the hybrid HR
architectural framework are first discussed, followed by a description of each component
in each talent lifecycle stage to gain insights into how the value-driven process can work

for the value addition in organisations.

The value-driven process explains which part of the hybrid HR architecture holds value
for the organisation (Sparrow et al. 2015b; Sparrow & Makram 2015; Karman 2020; Rees
& Leatherbarrow 2021) that may include the value in the resources, processes, practices
and system as a whole. Much research discusses the value of organisational resources that
need to be inimitable to produce desired outcomes (Barney 1991; Barney & Clark 2007;
Dries 2013; Sparrow & Makram 2015; Rees & Leatherbarrow 2021). However, Bowman
and Ambrosini (2000) first discuss the need for a value theory in strategic management
that may clarify the concept of * value’ in the strategic management process. This view is
further strengthened by Sparrow and Makram (2015), who assert that organisations first
must know what constitutes value and what makes assets and resources valuable. This
research follows the segregation of value into different elements by Sparrow and Makram
(2015).

Further, the TM life cycle proposed by Boudreau et al. (2015) and discussed in chapter 2
has been used to understand the different stages of the talent lifecycle. Moreover, TM
perspectives discussed in chapter 2 have been considered to match every TM life cycle
stage and explain the corresponding value components. This matching makes created,
captured, leveraged and protected value a vital part of the organisational processes and

generates a holistic system and overall hybrid HR architectural framework.
3.2.1.1 Elements of value

The answer to questions such as what value is, who creates it and who captures it requires
answers to understand the value-driven process as a whole (Sparrow & Makram 2015;
Jarvi & Khoreva 2020). The value creation in TM is the organisations' ability to build the

talent aligned with strategic intent (Sparrow et al. 2015b; Harsch & Festing 2020). Lepak
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et al. (2007) provided useful insights into value creation and its process by considering
what is valuable, who values what and where the value resides (Sparrow & Makram 2015;
Sjodin et al. 2020). In other words, to understand value creation, the source, the target,
and the level of analysis (individual or organisational) should be clear (Lepak et al. 2007;
Sjodin et al. 2020). At the individual level of analysis, for example, the crucial part in
value creation is the innovative and creative acts exhibited through the individual
characteristics such as skills and abilities or a developed set of knowledge and experiences
and their interactions with the environment (Lepak et al. 2007; Sparrow & Makram 2015;
Collins 2020). This suggests that the value resides in the characteristics, abilities, skills,
knowledge, and interaction of individuals with the environment at the individual level.
This also implies that employees can be considered valuable either due to the individual
characteristics or the combination of different characteristics that fit with the
organisation's strategic intent. At the organisational level, issues such as innovation,
knowledge creation, invention, and management gain prominence to create value (Post et
al. 2002; Lepak et al. 2007; Sparrow & Makram 2015; Jooss et al. 2019; Collins 2020).
This suggests that at the organisational level, value resides in the processes of an
organisation which makes them valuable. In alignment with the definition of value
creation, the individual and organisational level of analysis in value creation is essential

to developing the capabilities in the talent required by the organisation.

The focus on value creation by itself is not sufficient; instead, the bundling of created
value with the organisations' strategic intent is also essential (Sparrow et al. 2015b;
Sparrow & Makram 2015; Collins 2020). The bundling of the created value with the
organisations' strategic requir