




of the GM challenges and a systematic analysis 

allows a variety of potential strengths, weaknesses, 

opportunities and threats to emerge. Here, we discuss 

the organizational perspective followed by individual 

insights.

SMART Global Talent Management 
– Managing tangible, organizational 
aspects of the EVP 
Tangible, organizational global talent management 

will be influenced by both the talent management 

specialists and GM professionals in an organization. 

Depending on the actual HR and GM department 

structures, it will vary how much influence GM 

professionals have and whether their work is restricted 

to coordination with talent or includes the ability 

to shape global talent approaches. Global Talent 

Management strategies, policies and practices need 

to be formulated so that they are appealing to GM 

candidates and assignees, perceived as fair across 

different employee categories and consistent over time.  

Below, we always identify two key generic demands on 

an attractive Global Talent Management EVP.

GM Strategies to manage Global Talent Management:

•	� Devise/coordinate a global talent management 

approach that ensures sufficient international 

talent for the organization to thrive in the 

highly competitive global market. This means 

that mechanisms are built into Global Talent 

Management that allow individuals to acquire 

learning agility, global business acumen and cultural 

understanding.

•	� Construct meaningful global careers that satisfy 

the talent pipeline and succession demands of the 

organization.

GM Policies and Practices to manage Global Talent 

Management:

•	� Integrate global talent management and careers 

into overall talent and career planning. Piecemeal 

planning has been shown to lead to strong frictions 

upon return as well as to perceptions of unfairness, 

frustration and disengagement (Dickmann and 

Baruch, 2011). Devising integrated systems with 

talent mentors, as well as shadow or global career 

planning in combination with career sponsors is 

associated with superior career, succession and 

performance data.

•	� Plan repatriation a long time before the actual move 

and engage in long term developmental planning 
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for high potentials. Repatriation has consistently been a hotspot of 

discontent amongst repatriates and earlier RES Forum Annual reports 

have outlined a variety of activities that can be devised to address this 

issue (e.g. tie-over pay, long term job and career planning; RES Forum 

2017, 2016, 2015). Structured policies and practices are important to 

reduce repatriate turnover and to increase the motivation of returnees 

(Dickmann, 2017). 

SMART Global Talent Management – Managing 
intangible, organizational aspects of the EVP
Managing less tangible aspects of EVPs is highly important as assignment 

candidates are likely to observe these aspects within organizations 

before they commit to working abroad. Akin to organizational culture, 

these aspects can have a high influence on employees. Reflecting on the 

now famous quote attributed to Peter Drucker, the American management 

consultant: ‘Culture eats strategy for breakfast.’ The two key aspects we 

discuss are related to the Global Talent Management ‘brand’ - its reputation 

and successes - and leadership.

Global Talent Management Reputation and Successes:

•	� Engineer rapid career success for global talent. A compelling Global 

EVP clearly shows how internationally mobile staff benefit. One part 

of this is that GM is seen to be associated with career success. This is 

especially important for early and early-mid career professionals and 

can be a stronger global driver than money (Dickmann, Doherty, Mills 

and Brewster, 2008). 

•	� Retain repatriates. Having invested substantially into GM it is often 

highly important to retain global workers over the long term, especially 

where assignments are geared to developmental or knowledge 

acquisition/transfer purposes. Repatriate retention also gives a strong 

message to assignment candidates that ‘the deal’ works out in the  

wlong term.

Global Talent Management Leadership:

•	� Build learning-orientated home and host leaders. To strengthen 

global talent management, it is important that support structures and 

supportive leaders aid assignees in their talent journeys and support 

the overall talent culture in the organization. While policies and 

practices could integrate talent support in the firm’s talent management 

strategies, it is the daily behaviours and leaders’ values that are likely 

to make the difference.

•	� Ensure flexible and focussed cooperation between GM professionals, 

talent specialists and global (unit) leaders. It is not only at the level of 

strategy and policy setting that cooperation is needed. The attention to 

detail and periodic interest in the talent journey of assignees is highly 

likely to unearth potential learning challenges earlier and may allow a 

better Global Talent Management.

What 
the  
experts 
say
“In the 90s we called it Total 
Rewards, and today we hear 
the term Employer Value 
Proposition. Both were and 
are used to determine the 
tangible and intangible 
benefits of working for 
a Company. I call it ‘the 
employee deal’. Learning, 
and an environment 
in which people can 
grow professionally and 
personally, is a key thread 
in both concepts. For those 
employees who value both 
professional and personal 
growth in an international 
context,  the talent who 
would value and benefit 
from such experiences. ”

Andrea Piacentini 
Co-founder &  
Senior Reward Professional 
The RES Forum 
Glasgow, UK

https://theresforum.com/annual-report/
https://theresforum.com/annual-report/
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Figure 7:

                  Global Talent 
Manager - Employee 
value proposition

Smart
Tangible

Individual GM Purpose:

• �Develop professional and  

global capabilities

• Advance global career

GM Opportunities:

• Master specific job/task abroad

• �Use learning on the job  

in diverse context

Valued GM Experience:

• Enable authenticity within clear role

• Increase feeling of purpose

Social System Embeddedness:

• Support valued family experiences abroad

• �Encourage international and local 

friendships

GM Successes & Reputation:

• �Engineer rapid career  

success for global talent

• Retain repatriates

GM Leadership:

• �Build learning-orientated home  

and host leaders

• �Ensure flexible and focussed  

cooperation with talent and  

global (unit) leaders

Source: Dickmann, M. (2019); 

dimensions based on Ingham, J. (2006)

GM Strategies:

• �Devise/coordinate global talent 

management

• Construct meaningful global careers

GM Policies & Practices:

• �Integrate global talent management/ 

careers into overall talent planning

• �Plan repatriation and long-term 

development
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SMART Global Talent Management – 
Managing tangible, individual aspects  
of the EVP
 There is, of course, a strong interplay between 

individual and organizational perspectives in the EVP. 

Where individuals desire things to happen, it is the 

organization that may enable them. At the same time, 

it is the firm that ‘offers’ individual assignees a specific 

deal that hopefully is attractive to them. The valued 

experiences and purpose that the assignee sees in global 

mobility are increasingly important (RES Forum, 2018).

Individual GM Purpose:

•	� Develop professional and global capabilities. 

Strongly linked to the reputation of organizational 

Global Talent Management, this is of paramount 

importance for company-sent assignees. Almost 

always, professional development is amongst the 

three most important factors for individuals when 

deciding to accept an assignment, and it is often the 

most important one (Doherty et al, 2011). 

•	� Advance global career. Global assignments are 

associated with stronger career progression 

in many companies. This ‘pay off’ is extremely 

important to assignees and is crucial for the EVP 

and attractiveness of GM. While there are some 

‘remuneration mercenaries’, career advancement is 

a necessary if not sufficient attraction for most early 

and mid-career staff.

GM opportunities:

•	� Master specific job/tasks abroad. The specific shape 

and demands of a job abroad are highly important 

for the perceived attractiveness of accepting the 

role (Dickmann et al., 2008). While some people seek 

big challenges, it has been argued that a job that 

is relatively similar to the one that the candidate 

has ‘at home’ often seems more manageable to 

them and is good for adjustment and performance 

(Dowling et al, 2013; Haslberger and Dickmann, 

2016). Companies need to provide attractive foreign 

jobs to individuals.

•	� Use learning on the job in diverse contexts. Obviously, 

working abroad changes the context of that work. 

This can represent on-the-job learning opportunities 

and cultural learning chances that are beyond the 

organized seminar experiences. This is normally 

valued by both organizations and individuals. Making 

clear exactly how cultural learning and increased 

global business understanding is beneficial for 

individuals and their on-going careers, would increase 

the attractiveness of assignments.

https://theresforum.com/annual-report/
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SMART Global Talent Management – 
Managing intangible, individual aspects 
of the EVP
Intangible individual elements have become much 

more important for individuals as the war for talent 

has intensified and as the expectations of younger 

professionals have changed towards self-fulfilment, 

self-actualization and a purpose at work (Ng, 

Schweitzer and Lyons, 2010; Eisner, 2005).

Valued GM Experience:

•	� Enable authenticity within a clear role. The EVP 

benefits from having a clear role and defined 

role expectations, especially if that means that 

the incumbent has much more autonomy. More 

importantly, however, is that Millennials and 

early/mid-career professionals increasingly seek 

authenticity (Huyler, Pierre, Ding and Norelus, 2015) 

in order to value their GM experience more highly. 

•	� Increase the feeling of purpose. The purpose that 

individuals seek at work varies. Nevertheless, 

where employees identify with the vision and 

purpose of the organization, this is beneficial for 

their engagement and commitment, resulting in 

extra effort. Younger workers are seen to be more 

purpose-driven (Soria Rojo, 2018) and identifying 

a positive individual or organizational purpose 

associated with the work abroad will strengthen  

the case for the global assignment.

Social System Embeddedness:

•	� Support valued family experiences abroad. Amongst 

the intangible factors are those that relate to how 

an assignee’s family lives and interacts abroad and 

how these experiences are evaluated. In themselves, 

these experiences are difficult to influence for an 

employer. Drawing up lists of cultural, natural or 

learning experiences and giving opportunities to 

engage in these can also help the attractiveness of 

that particular location.

•	� Encourage international and local friendships. 

Encouraging host teams and their families to 

interact in an open, friendly and supportive way 

with assignees and their families is likely to 

augment positive outcomes. Enabling assignees to 

meet with locals, e.g. by sponsoring membership 

of local clubs, etc. may also increase the chance of 

contact, mutual understanding and friendships. 

Measuring the Success of Global  
Talent Management 
Figure 8 outlines a simplified approach to measuring 

the impact, pervasiveness and communication of 

Global Talent Management. For GM professionals, 

this indicates the state of the Global EVP in relation 

to the Global Talent Management role. We suggest 

that the areas of GM staffing, performance, rewards, 

careers and communication are especially important 

to managing Global Talent Management from the 

perspective of a GM expert. Obviously, the distribution 

of responsibilities between talent and GM departments 

varies, as does what is seen as important by them. The 

suggested generic dashboard on the following page 

is meant to be less prescriptive but more drawn up as 

a source of inspiration. Where firms implement such 

an evidence-driven GM approach it allows them to 

assess, challenge and refine their GM and, ultimately, 

to deliver superior value through international work.

Overall, the SAFE model allows GM departments 

to shape and deliver superior and more holistic 

global mobility approaches. Pairing it with ideas 

regarding the EVP allows firms to more consciously 

manage the global employer brand and to increase 

the attractiveness of working abroad. Focussing on 

the Global Talent Management role of GM we have 

outlined a number of important organizational and 

individual factors that allow HR professionals to refine 

their GM objectives and point out some ways to 

approach these. The situation in each company will be 

different and, therefore, each MNC must understand 

the different requirements of their departments and 

the drivers of their talented individuals. It is then 

of paramount importance to develop Global Talent 

Management that is broad-spanning yet flexible and 

individualized to take account of the drive for purpose 

amongst expatriates. At the same time it is essential 

that the Global Talent Management approach fulfils the 

many objectives and talent/succession demands that 

organizations have. Once a Global Talent Management 

approach that covers all four quadrants of the EVP 

concept has been defined, it should be communicated 

and its outcomes assessed as a matter of course. 

Through this approach, global talent management and 

the attractiveness of working abroad can be refined, 

strengthening the global competitive position of the 

organization.
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Short term GM Performance Impact
% of repatriates whose performance has developed
within first year compared with non-expatriated peers

Long term GM Performance Impact
% of repatriates whose performance has developed 
compared with non-expatriated peers after first year

Short term Reward Impact
% of repatriates whose rewards have developed
within first year compared with non-expatriated peers

Short term GM Career Impact
% of repatriates whose careers have

developed compared with non-expatriated
peers within the first year

Long term GM Career Impact
% of repatriates whose careers have

developed compared with non-expatriated
peers, within 1 - 5 years (or beyond)Long term Reward Impact

% of repatriates whose rewards have developed
within the first 5 years compared with 
non-expatriated peers, within 1 - 5 years (or beyond) 

Staffing
4.

5.

6.

7.

8.

9.

10.

Reward

Performance

Career & Communication

Global Talent Management Communication
Percentage of staff/assignees who feel that 
they are sufficiently informed about 
assignment opportunities/GM opportunities

32%

Worse

Same

Better

Worse

Same

Better

Worse

Same

Better

Worse

Same

Better

Worse

Same

Better

Worse

Same

Better

Senior Staffing
Percentage of senior management 
positions with (global) successors

Short term GM Retention
% of repatriates who have 
left the organization in the 
first year after return

Long term GM Retention
% of repatriates who have 
left the organization in the 
first 3 years after return

1.

2. 3.

63%

Repatriates

Organization

Repatriates

Organization

GM diversity*

          *workers who feel that 
        they have good access/
    fair policies and practices 
with respect to GM.

% of 
women/

men

Ethnicity

Age

LG
B

T

GM population

Total 
Employees: 
55K of which 
International 

assignees:
6.5K

LTAs
62%

STAs
12%

EBTs
15%

Local
Plus
6%

Com-
muters

2%

Others
3%

Total 
Employees - 

Retention

LTAs
85%

STAs
92%

EBTs
87%

Local
Plus
78%

Com-
muters

68%

Others
62%

Figure 8: Measuring World Class Global Talent Management. 

© Michael Dickmann

LTAs = long term assignees
STAs = short term assignees
EBTs = extended business travellers
Local Plus = local plus assignees
Commuters = cross border commuters

       Global Talent 
Management Metrics
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