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Sammanfattning 
Författarna till denna uppsats har under de senaste åren kunnat följa en explosionsar-
tad snabb utveckling av böcker och artiklar publicerade kring konceptet Talent Ma-
nagement. Dessa böcker och artiklar har gemensamt att de betonar vikten av att före-
tag adopterar konceptet och de ödesdigra följderna om de låter bli. Talent Manage-
ment är enligt många ett utav det största och senaste begreppen inom personaladmi-
nistration.  

Under personaladministrationens historia har emellertid en mängd olika begrepp 
kommit och gått ur tiden såsom Personnel Management, Human Resource Manage-
ment och Strategisk Human Resource Management och många forskare har hävdat 
att dessa begrepp inte skiljer sig nämnvärt åt, utan snarare kan karaktäriseras som ett 
kontinuerligt strävande efter legitimitet och status av personalansvariga. Det huvud-
sakliga temat i detta strävande har varit att ett företags personal utgör en viktig och 
betydande del av organisationen och därigenom kan utgöra skillnaden mellan fram-
gångsrika och icke framgångsrika företag.   

Syftet med den här uppsatsen var att ta reda på de bakomliggande faktorerna och mo-
tiven till varför företag implementerar Talent Management, samt att undersöka i vil-
ken utsträckning konceptet kan sägas karaktäriseras av ny och värdefull kunskap.  

Genom att jämföra teorier om HRM och personalutveckling med normativ litteratur 
och intervjuer kring Talent Management har författarna kommit fram till att Talent 
Management inte kan sägas karaktäriseras av ny och värdefull kunskap, utan snarare 
som ett försök att paketera om gamla idéer och tekniker under en ny etikett. Förfat-
tarna till den här uppsatsen tror att konceptet kan sägas känneteckna ännu ett försök 
av personalansvariga att stärka sin legitimitet och status i sina respektive organisatio-
ner.  
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Abstract 
The authors of this thesis have found that, during the last years, the world has wit-
nessed a dramatic explosion of articles and books about the concept Talent Manage-
ment. These books and articles, all emphasise the urgency for companies to adopt the 
concept and the devastating consequences if they don’t. The concept is by many re-
searchers seen to be the top issue and, the latest trend within Human Resource Man-
agement.  

Nevertheless, throughout the history of the personnel profession the world has wit-
nessed several different concepts such as Personnel Management, Human Resource 
Management, and Strategic Human Resource Management and several researches 
have claimed that these concepts describes the same thing. Some researchers have ar-
gued that the different concept instead represent a continuous rhetoric struggle by 
HR professionals to enhance their legitimacy and status by becoming more business 
oriented and demonstrate that employees indeed can make a difference in distinguish-
ing successful organizations from others.  

The purpose of this thesis was to investigate the underlying reasoning and logic to 
why companies adopt talent management and explore what the concept represents in 
terms of new knowledge.  

By comparing traditional theories of HRM and HR planning with normative litera-
ture and interviews on Talent Management the authors have found that the concept 
does not represent any new and distinctive knowledge, but rather can be considered 
as an effort to repackage old ideas and techniques with a new label. The authors of 
this thesis believe that Talent Management is another illustration of the struggle by 
HR professionals to enhance their legitimacy and status in their organization.  
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1 Introduction  
In this chapter the authors will present the background to this study together with 
the problem statement and the purpose.  

1.1       Background    
Throughout the history of the Human Resource (HR) profession there has been a 
debate that HR professionals have suffered from problems associated with achieving 
credibility and recognition in their organizations. For example, Peter Drucker noted, 
as far back as 1954 a constant worry of all personnel administrators to prove that 
they are making a contribution to their enterprise (Thite, 2004)  Researchers have 
claimed that these problems mainly have been due to the HR functions role as an 
administrative support function, dealing with employment contracts, salaries etc. In 
addition, the HR function has sometimes been considered as representing mainly the 
interests of the employees and thereby been split off from the rest of the organiza-
tion. (Berglund, 2002; Legge, 1995) According to Berglund (2002) this has created a 
continuous struggle for many HR professionals to re-establish their status and legiti-
macy in their companies, and reduce the gap by becoming more business oriented. 
He argues that this has also sometimes created a willingness to adopt different roles 
and rhetorics to enhance their legitimacy and strengthen their identity.  

Throughout the history of the personnel management profession, the world has also 
witnessed several concepts that have evolved in the profession, starting with Person-
nel Management and followed by Human Resource Management (HRM), and later 
Strategic HRM. Many critics have argued that the different concepts describes the 
same thing and do not differ extensively from each other (Legge, 1995). Legge noted 
that HRM had the same intentions and described the same things as Personnel Man-
agement. Mabey, Salaman & Storey (1998) claimed that Strategic HRM referred to 
the same intentions that HRM had from its birth, and argued that the choice to add 
the strategic component was a rhetoric way of again, emphasising that people could 
make difference in distinguishing successful organizations from the rest.  

In the last couple of years a lot of focus has been put on the concept Talent Manage-
ment (TM) with respect to the HR function. A great deal of books and articles have 
been published and consultant agencies have emerged that assist and train companies 
in implementing TM programs. According to Sandler (2004), TM is the latest trend 
within personnel management and will be the top issue in 2005.  

The authors of this thesis have conducted a small pre-study and noted that the num-
ber of articles published on the concept increased by 500 percent between the years 
2000 and 2005 (see appendix 1).  

 



Introduction 

 5

1.2   Problem Discussion  
TM is a fairly new concept within the field of theoretical research and many re-
searchers claim that its importance will sustain.  Nevertheless, many cynics argue that 
TM is just the latest fad in popular management knowledge (Carrington 2004).  

There is not any mutual definition of the concept among theoretical researchers and 
TM advocates. Creelman (2004) defines the concepts  

“The process of attracting, recruiting and retain talented employees” (Creel-
man, 2004 p. 3) 

The authors of this thesis have found that TM advocates are using many different 
rhetorics and arguments to justify investments in TM. For example, Berger & Berger 
(2004) argue that companies, in order to be successful, need to have a systematically 
and proactive TM strategy that includes the identification, selection and cultivation 
of organizational “super keepers”. Evans (2004) stresses that most companies are be-
hind in the curve when it comes to recognizing the value of TM and that the concept 
can provide them with more systematic processes and tools when it comes to keep 
track of employee capabilities, skills and competences. 

The question is; to what extent does the development of such language signify prac-
tises and behaviours fundamentally different from traditional HRM and HR plan-
ning?  

The authors of this thesis want to investigate whether the concept of TM represent 
new fundamental knowledge to the companies that have replaced previous practises. 
Furusten (1996); Abrahamson (1991; 1996) argue that in many cases, popular man-
agement concepts represent nothing but old techniques that have been re-invented or 
re-discovered. Furusten (1996) claims that in the short run, the organisations may 
benefit by giving meaning to complicated expressions or ideas, however in the long 
run these popular management theories do not create any new knowledge since they 
do not lead to any change in actual behaviour. 

 

1.3       Purpose 
The purpose of this thesis is to investigate the underlying reasoning and logic behind 
the adoption of Talent Management and explore what the concept represents in 
terms of new knowledge.  
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2 Methodology   
In this chapter the authors will present and motivate for the choice of method and how we 
aim to conduct this study. We will also explain our choice of theoretical framework and 
discuss why we have chosen those particular theories. In addition we will give a brief ex-
planation of our choice of respondents.  

 

2.1       Scientific View 
When conducting research, there are two different scientific approaches or, “schools 
of thought” that provide guidelines over how knowledge should be obtained. These 
schools are in many aspects not completely different but rather overlap each other. 
While positivism is concerned with objectivity, control and distance, the hermeneu-
tics is more concerned with interpretation and understanding of a phenomenon.  
(Alvesson & Sköldberg, 2000) Further, while positivism concerns the collecting and 
validating of knowledge from scientific methods confirmed by testing hypothesises, 
the hermeneutic approach is concerned with a pre-understanding of a phenomenon 
where the main idea is that the meaning of a part can only be understood in relation 
to the whole. (Denzin & Lincoln, 1994) The hermeneutic approach is often illus-
trated by the hermeneutic circle, which is based on the assumption that each question 
involves both what the questions refer to, and what the question aim to search for. 
Thus, the researcher will have a vague conception of the phenomenon he seeks at the 
time when he states the question. Through tentative formulations, the researcher 
strives to obtain an understanding of the phenomenon and develops his method 
gradually with respect to the information he obtains. This process progresses and the 
researcher hover back and forth between the part and the whole until he identifies 
the interpretation of the phenomenon that, with respect to the knowledge he has ob-
tained, seems most reasonable or accurate. (Starrin & Svensson 1994) 

The authors of this thesis consider this particular study as being of a hermeneutic na-
ture. The stated purpose is to identify the underlying reasoning and logic behind TM, 
which implies that many different backgrounds and issues are needed to be inter-
preted and taking into consideration. The authors started from a vague conception of 
the phenomenon we were looking for, which called for a gradual understanding and 
insights with respect to the stated purpose. The positivistic approach would imply an 
emphasis on objectivity and distance which would not be appropriate in this particu-
lar case. Instead this study called for a high degree of interpretation and gradual un-
derstanding of what we were looking for.   

 

2.2       Methodological Approach 
Qualitative and quantitative are two different approaches within the social science 
and are often considered as each others opposites. According to Silverman (1993) nei-
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ther approach is better than the other, they just represent different ways of conduct-
ing a scientific research. The choice of method depends of what the researcher aims to 
examine.  

According to Åsberg (2001) qualitative methods describe information in words while 
quantitative studies are conducted with numbers and data. Further, quantitative 
method makes it possible to measure data and describing, in order to generalise it for 
a larger population. The quantitative method is thus mainly used for gathering a lar-
ger collection of data that is quantified and expressed in numbers. The obtained data 
are interpreted through statistical calculations in order to present patterns that can be 
applicable on a larger population. (Denzin & Lincoln, 1994) 

Qualitative research, on the other hand, is mainly used to interpret and examine data 
that may not be presented in numbers. It is the researcher’s interpretation and under-
standing that guides the bases for the presented results. (Holme & Solvang, 1997). 
The purpose is not to generate general “truths” for a larger population, but rather to 
understand the respondent’s motives and reasoning (Silverman, 1993). Bell (2000), 
states that qualitative research may bring insight and knowledge in a subject instead 
of generating general assumptions and conclusions for a larger population.  

Since the purpose with this thesis is to investigate the underlying reasoning and logic 
behind TM the authors have chosen to conduct a qualitative study. Our intention is 
not to interpret and measure data for statistical purposes, but rather to gain a deeper 
understanding of Talent Management as a phenomenon and understand the respon-
dents’ underlying motives and reasoning.  
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2.3     Structure of Analysing 
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The model above (figure 1) illustrates the authors’ way of conducting this study. As 
the model indicates the analysis will be made by comparing underlying structures, 
ideas and processes in HRM and HR planning with normative literature and inter-
views on TM.  

As the figure indicates the empirical findings are gathered from both interviews with 
a set of selected companies, and normative literature on TM. Further, since the 
purpose of this study is not limited to whether TM is a fashion, but also to identify 
patterns of an underlying reasoning and logic to why organizations have adopted the 
concept, characteristics and traits of fashion in management will be presented 
together with possible explanations to why companies adopt fashion in management. 
In addition theories that exemplify and describe the role of the HR function will be 
presented in order to shade some light into the history of the HR function and its 
struggle for status and legitimacy.  

 

2.4       Literature Study 
A literature study gives the researchers knowledge and information about the studied 
topic, which can be used as a bases for interpreting a certain subject of phenomenon 
(Bell, 2000). Marchan-Piekkari & Welch (2004) argue that, in order to enhance the va-
lidity of the research, it is very crucial to find knowledge and information from dif-
ferent sides when conducting a research. This is because the theories often are inter-
preted and presented in divergent ways between different authors. 

The literature study has been conducted by using many different sources and theo-
ries. The books and articles that are being used in this study have been collected 
mainly from the library of Jönköping International Business School. Scientific arti-
cles have been collected from databases such as ABI/Inform Global, Emerald, and 
JSTOR. The authors have mainly searched for books and articles with the keywords 
“Talent Management”, “Personnel Management”, “Human Resource Management”, 
“Human resource planning” and “Fashion in management”.  

 

2.4.1     Literature Classification 
When conducting literature studies it may be important to separate between different 
sources with respect to what they refer to, who writes them and the intended target 
group. Holme & Solvang (1997) distinguish between normative and cognitive litera-
ture. Normative literature can be seen as way of appraising or judging, whereas cog-
nitive literature can be seen as describing or telling something. The choice of litera-
ture depend on the readers intentions. If the stated purpose is to gain a general under-
standing or perception of phenomenon cognitive sources may be appropriate, how-
ever, if we are more concerned about a particular attitude or intention normative lit-
erature might be more accurate. Further Holme & Solvang separate between historic 
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literature and future literature with respect to the point in time they refer to. Litera-
ture that is focused on the future will for example, with respect to the time it was 
published, offer aspirations or appraisals to a future concern. Another distinction 
Holme & Solvang make, concerns the relationship between the author and the re-
ceiver of the literature. According to them, the literature will have both different ap-
pearance and different content depending on the relationship between the two. 

In order to gain a deeper understanding of Talent Management as a concept we have 
examined literature from three different sides, or perspectives;  

At first, a historical study of HRM, HR planning and the HR function, that may 
help to explain where the concept of Talent Management derives from, if and/or 
how it differs from such theories, and why it has become so popular in recent years. 
Secondly, a study of the phenomenon of fashion in management, that may help to 
explain what we are looking for and how it is characterized, and thirdly literature on 
Talent Management. The authors have classified the books and articles written about 
TM as normative literature because of the appraising and judging content. Such litera-
ture is mainly produced by TM advocates such as consultant agencies and other HR 
institutions, and the intended purpose of the literature is primarily to market and sell 
the concepts to companies. In addition, they are mostly described in future terms and 
on the bases of how well an organization will benefit by adopting a concept and what 
the consequences will be if they don’t. Because of these characteristics, the authors 
have chosen to present this literature in the empirical findings. The messages and con-
tents can thus in that way better be matched and compared with what is being pre-
sented by the respondents. All other literature is presented in the theoretical findings.  

 

2.5       Interviews 

2.5.1     Choice of Respondents 
According to Holme & Solvang (1997) it is crucial when conducting interviews to 
find respondents that possess deep and comprehensive knowledge in the subject of in-
terest. Subsequently, this means that the choice of respondents should not come 
about on random or occasional bases but rather in a systematic mode using theoreti-
cal and well defined criteria that the researcher has formulated.   

In finding respondents for this study, the authors have chosen three main criteria; 
First and foremost, we wanted to interview companies that had an explicit and offi-
cial Talent Management strategy, this, in order to secure that we were receiving accu-
rate information from companies that undoubtedly had implemented a TM strategy. 
Secondly we wanted to interview well established and well known companies, be-
cause of the common interest of such organizations, and their position in the society 
as role models.  
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Thirdly, we wanted to meet someone with deep and comprehensive knowledge about 
the TM strategy in his/her respective organization, and therefore the head of TM or 
equivalent HR manager was considered as being appropriate. 

In addition, to broaden the perspectives and insights, we wanted to interview an addi-
tional TM consultant firm that can be regarded as a management fashion setter. This 
would allow the authors to apply comparisons with the consultant agency and the 
normative literature, as well as with the companies that can be regarded as manage-
ment fashion users (further described in 3.3.2), and hence identify potential diver-
gences and/or similarities.  The questions to the consultant agency are therefore also, 
due the specific nature of relationship between the agency and the concept, somewhat 
different than those to the other companies (See Appendix 3 and 4).  

We have chosen to interview four companies that have adopted a TM strategy and 
one consultant agency that assists companies in implementing TM. The objective was 
to conduct interviews with a sample of respondents that was as wide as possible, but 
at the same time did not sacrifice the dept of the interviews given the authors time 
constraints. The choice of four responds was thus considered as being an appropriate 
number because it allowed the authors to meet the respondents and conduct inter-
views with more dept and at the same time, to gather insights from a variety of dif-
ferent sources.   

The respondents are; SKF, SAAB Tech, Electrolux, SEB and Right Management 
Consultants (further presentation of respondents in 4.2). 

 

2.5.2     Interview Questions  
Silverman (1993) claims that qualitative research is best carried out by observations, 
text analysis, interviews and recording/transcribing. He further explains that these 
methods are often combined, to get the best result. “Authenticity” is often the issue 
in qualitative methods. The idea is to gather an “authentic” understanding of people’s 
experiences. 

According to Silverman (1993) interviews with standardised questions are appropriate 
in order to increase the reliability of a research. This kind of survey is more into 
quantitative research and can be coded and generalized into greater population. How-
ever, unstructured interviewing, which is often characterized by open-ended ques-
tions is generally more flexible and dynamic, and the interviewer tends to have a dia-
logue and/or a discussion with the respondent. In addition, open-ended questions al-
low the respondents to freely express their own knowledge and understanding and 
thoughts of a topic of interest. Open-ended questions are generally also followed by 
what Taylor and Bogdan (1998) refers to as “probing” which involves series of follow 
up questions where the respondent is asked to comment on details and certain mean-
ings that they attach to specific issues. In this way the interviewer is allowed to gain a 
deeper understanding with respect to the underlying reasoning and experience that 
the respondent holds. The probing may ensure that the questions are perfectly under-
stood and bring clarity in complicated issues and matters, which may enhance the va-
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lidity of the study. A possible disadvantage with open-ended questions is that they 
tend to extract too much, or irrelevant data and thus may complicate the analytic 
work.  

Further, Taylor and Bogdan (1998) states that in order to reveal hidden facts, exag-
gerations or denied information among the respondents, researchers may examine dif-
ferent statements for consistency using “cross checks”. The researcher may for exam-
ple ask the same questions several times, by asking it in different ways and in that 
way compare different versions of an answer to a question.   

In conducting this study, the authors have chosen to use unstructured and open-
ended questions, this in order to allow for a more flexible and dynamic interview 
procedure where the respondents are encouraged to express their own thoughts, 
knowledge and feeling on certain issues. This kind of questions has also opened up 
for extended possibilities to interpret and understand the respondents’ real intentions, 
and to adapt the questions with respect to the progress of a particular interview. An-
other important motive for using open-ended questions is the complexity of the au-
thor’s subject and the sensitiveness of the research problem from the perspective of 
the respondents. The questions have been followed by series of probing questions and 
cross checks in order to make sure that the respondents have perfectly understood 
the questions and revealed as much accurate and relevant information as possible.  

 

2.5.3     Face-to-Face Interviews 
An interview may be conducted in several ways. The most ordinary technique is face-
to-face interviews where respondent and the interviewers meet. This type of inter-
view is more time and resource consuming; nevertheless it provides the researchers 
with the possibility to interpret body language, and to better recognize if any of the 
questions have been misunderstood. Other techniques to conduct an interview are 
also by asking questions by telephone or survey questions for e-mail. Further, in or-
der to make the respondent prepared for the interview the researchers could send the 
questionnaire in advance and force the respondent to be able to answer some more 
complicated questions (Fontana & Frey, 1994). However, when conducting inter-
views it is generally important to not letting the respondents to know exactly what 
you are studying or examining. Taylor & Bogdan (1998) explains that it is sometimes 
useful to hide the real purpose questions to reduce self-consciousness and the per-
ceived threat. It is also likely that the respondents become more eager to cover up 
mistakes and other error to make things look better then they really are.  

Further, when conducting a face-to-face interview, it is important, to establish and in-
terview situation that the respondents feel comfortable and relaxed in. A sterilized 
environment is not appropriate for smooth conversations (Taylor & Bogdan, 1998). 
The interview should also start with “small-talk” with the respondent in order to 
make him/her relax and feel comfortable. Such small-talk, which Krag (1993) refers 
to as an “ice-breaker”, could for instance involve a short presentation concerning the 
topic of the thesis and how the questionnaire will be treated. 
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In conducting this study, the authors have chosen to use face-to-face interviews, this 
in order to better interpret the respondents and make sure that they have understood 
the questions perfectly. The questions have been sent to the respondents in advance 
in order to simplify the interview and make the respondent more prepared. How-
ever, because of the sensitiveness of the subject, the authors have been very cautious 
in not revealing the real stated purposes and intentions. The questions that have been 
sent to the respondents have been presented in simplistic and superficial way, and 
have not revealed the exact subject of interest. The interviews have in all cases been 
conducted at the respondents’ conference rooms or offices in order to make the re-
spondents feel comfortable and relaxed with the environment. The interviews have 
also started with a small discussion and a presentation of the authors and the thesis. 
The interviews have also taken off with open and general questions where the re-
spondents have been able to address their points and reveal as much information as 
possible before being aware of, or anticipating the exact purposes and intentions of 
the study.  

All the interviews have been recorded with a voice recorder. This has provided the 
authors with the possibility to secure that no information gets lost. The authors are 
aware that a recorder in some cases can be regarded as a disturbing object for the re-
spondent, and have therefore in all cases asked for permission with the respondents.   

 

2.5.4     Interview Guide 
When conducting interviews an interview guide may be appropriate. The main pur-
pose of the interview guide is according to Bogdan & Taylor (1998) not mainly to 
serve as a structured schedule, but rather to serve as a list with areas and topics to 
cover during the interview. In this way it can remind the interviewer to ask about 
certain things, however the researcher decides how, and when to phrase the different 
questions.  

In conducting the interviews the authors have used an interview guide (see appendix 
3-4). This guide has been used mainly as a checklist to ensure that all the topics have 
been covered and that all relevant information has been collected. Thus, in cases 
where a question or an area of importance not has been brought up, the authors have 
used the questionnaire for complementation.  

 

2.5.5     Interpretation of Collected Data 
When interpreting collected data, it is important to sort out all relevant information, 
and at the same time ensure that no important information is lost. This is particularly 
crucial when using unstructured questions because of the contents of such data often 
involves a large amount of redundant and unnecessary information that may compli-
cate this process. (Denzin & Lincoln, 1994)  
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An important phase in the interpretation of the collected data is according to Holme 
& Solvang (1997) to structure the material in a way that data from different sources 
which deals with the same issues or concerns are positioned together. Thus, in this 
way the material that shall be analysed can be made accessed easier and questions can 
be analysed from different points of view.  The reason for organizing the data in this 
way is to simplify the interpretation process and make it easier to communicate to 
the reader. (Holme & Solvang, 1997) 

In organizing the collected data, Kvale (1995) present three major phases that are 
needed to be considered. In the first phase the data is written down and printed, in 
order to be carefully examined.  In the second phase all the relevant information is 
sorted out and redundant and irrelevant information cut off. In the last phase infor-
mation from different sources are structured and put together with respect to as set of 
main themes or issues that will be analyzed.  

When analyzing the collected data, the authors have followed a work structure simi-
lar to Kvale’s suggestion. In the first phase, all the data was written down from the 
voice recorder in the exact words. The data was then sent to the respondents in order 
to allow for corrections and additional information. In the second phase, when the 
respondents had replied, the authors cut off all the unnecessary and redundant infor-
mation. The authors were, in this phase very cautious, not to cut of any relevant in-
formation. In the last phase all the data was organized with respect to the different 
sources and similar information were centred around a set of main issues or topics. In 
order to present the empirical findings as clear and consistent as possible, the authors 
limited the extraction of material with respect to its importance and to the purpose of 
the study.  

 

2.6 Methodological Credibility   
To accomplish quality and to achieve trustworthy results in research it is necessary to 
achieve a high degree of validity and reliability. (Patel & Davidson, 2003; Silverman, 
1993; Alvesson & Sköldberg, 2000) 

However, the terms validity and reliability often have different meanings depending 
on whether the research is of a quantitative or qualitative nature. In a quantitative 
study, the validity is considered to be high if the measured phenomenon is what the 
researchers actually plan to study. Thus, in this way, the validity in qualitative re-
search could be strengthened by applying an accurate theoretical background using 
the appropriate instruments and accurate methods of measurements. In qualitative re-
search approaches on the contrast, the validity generally refers to the quality of the 
entire research process and that what is studied is similar to reality. A good validity in 
a qualitative research may for instance involve that a respondent have understood the 
questions perfectly and, thus gives accurate information to the interviewee. In addi-
tion, validity can both be internal and external. Internal validity refers to the extent 
to which the results correspond to reality, while external validity refers to the extent 
to which the results are appropriate to generalize.    
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According Patel & Davidson (2003) reliability is so closely connected with validity in 
a qualitative study, that it is therefore seldom used. A sign of a high reliability would, 
in a qualitative study, for instance imply that when a question is repeated on different 
occasions by different interviewees, the respondent would offer the same answer. 
However, this does not necessarily have to be the case because the respondent might 
have changed his/her opinion or gained more knowledge with respect to a certain is-
sue.   

In order to enhance the validity in this particular study, the authors have, as men-
tioned before, used certain interview techniques, such as probing and cross checks. In 
addition the respondents have been allowed to correct and complement with addi-
tional information after the interviews were carried out. Hence, the authors believe 
that the respondents have understood the questions perfectly and that the data there-
fore can be considered as being characterized by a high degree of internal validity. 
The literature study has been conducted by using many different sources in order to 
ensure that, what has been examined has been accurate and valid with respect to its 
content. 

Since the authors of this thesis are applying qualitative approach from a hermeneutic 
point of view, the results might not be perfectly appropriate for generalizing to a 
large population, or as Kjear (1995 p 52) puts it; “the reader of a qualitative study may 
decide whether this is possible to generalize or not.” The purpose is of this study is to 
gain a deep understanding the phenomenon of TM from the respondents’ point of 
view and therefore the results might not be applicable for a generalization. For a gen-
eralization, the authors also believe that an extensively larger sample of respondents 
would have been necessary.   
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3 Theoretical Framework 
This chapter will present the theoretical framework for this study. The chapter starts with a 
historic description of the personnel management profession and the problems of achieving 
legitimacy and status. This is followed by an explanation of HRM and HR planning. Fi-
nally, the authors will discuss fashion in management.  

3.1      The HR-profession 

3.1.1     The Personnel Management Profession in Sweden 
The personnel functions emerged in Sweden during the 1950s and 1960s when com-
panies started to recognize the need for more focused and effective recruitment proc-
esses, wage systems and personnel care. During the 1970s many industries such as 
wood-, iron- and the steel industry were hit by structural crises which resulted in a 
need for the personnel function to be more focused on employee transfers, employee 
retrainments, and early retirements. In addition the education for personnel managers 
was reconsidered and there was a shift toward less emphasis on sociology and more 
toward behavioural science educations. (Berglund, 2002) 

In the 1980s there was a growing demand for a more business oriented approach on 
personnel management and that personnel managers should be involved in strategic 
issues. The behavioural science education for personnel managers was complemented 
with education in business administration and law. The debate among personnel pro-
fessionals had a clear focus on strengthening their management profile and become 
more business oriented in their profession. General themes in the debate concerned 
offensive personnel management, competence development and employee learning. 
At this time there was a growing optimism centred around the emerging “knowledge 
society” and more companies changed the names of their personnel departments to 
HRM. (Berglund, 2002) 

 

3.1.2     The Personnel Profession and Legitimacy 
Throughout the history of the personnel management profession there has been a 
debate that personnel managers have suffered problems associated with achieving 
credibility, recognition and status in the eyes of other management groups and em-
ployees. (Berglund, 2002; Legge, 1995) According to Legge (1995) the problems stems 
from the post-war consensus on full employment, together with increased labour-
union membership and a supportive employment law in the 1970s. This resulted in 
an ambiguous legitimacy for personnel managers as mediators between the companies 
and the unions. The personnel managers were perceived as having some kind of rela-
tionship with the unions and were thus not truly a part of the management team. In 
addition, the personnel managers were perceived as gate keepers and barriers between 
unions and strategic management considerations. Consequently the personnel man-
agers became split off from strategic management decisions and segmented into iso-
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lated departments. Watson (1977) stresses that the role of the personnel manager of-
ten is perceived as “the man in the middle” or working between the management and 
the employees. According to him employees often perceive the personnel manager as 
representing their interests, while at the same time representing the management 
team.  

Thite (2004) argues that the problems associated with the perceptions of low credibil-
ity and status stems from the fact that the HR function always only has been consid-
ered as an administrative support function that deals mainly with salaries, employ-
ment contracts etc., and with no direct visible contribution to the company’s profit. 
Thus, it has in this way been considered as being mainly a cost centre to the organiza-
tion.   

Berglund (2002) states that the personnel professionals have struggled to re-establish 
their legitimacy and status by showing a professional business oriented attitude that is 
critical for the organisation. According to him, this has sometimes created a willing-
ness to adopt different roles and rhetorics to impress their management associates, 
and also involved a movement in the profession from a behavioural and sociological 
employee perspective toward a more business oriented management perspective. Ac-
cording to him the beginning of the 1990s meant a growing optimism among person-
nel professionals thanks to the increasingly praised knowledge economy. Berglund 
(2002) argue that the main argumentation that was being used to justify the impor-
tance of the profession and re-establish the dignity was often to be found in popular 
management literature. The arguments were generally presented as something like;  

“thanks to the knowledge economy, the employees have grown in impor-
tance and traditional personnel management practises like employee learn-
ing and development as well as recruitment have become increasingly im-
portant for companies, thus it is now seen as a key factor to attract, develop 
and keep competent individuals.” (Berglund, 2002 p 71) 

Berglund (2002) noted that by the end of the 1980s when the knowledge economy 
was literally presented most personnel managers realized the need for a new rhetoric 
to assert credibility and HRM was inevitably chosen to carry the message. This new 
term could highlight a new specialist contribution; while at the same time locate the 
personnel managers within the management team. According to him representatives 
from the profession were now pointing at unique expertise and knowledge that the 
profession possessed and presented this as a critical resource within the challenging 
new economy.  

Peltonen (reproduced by Hillos, 2004) address his point of view by stating that the 
discourse on HRM proposes that the role of the personnel function and personnel 
specialists in companies has changed or is changing. He argues that personnel manag-
ers are becoming more business-minded as and transforming into strategically-
oriented actors closer to the top management than before.  
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3.2       HRM 

3.2.1     The Emergence and Diffusion of HRM 
The concept of Human Resources Management was originally coined by Peter 
Drucker in 1954 who noted that the personnel function in companies increasingly 
was perceived as a cost centre in organisations, and not as a valuable resource. 
Drucker criticized the traditional Personnel Management view of employees for be-
ing based on the assumption that employees where not motivated in their work and 
therefore had to be controlled. In addition he argued that personnel management was 
too narrowly targeted against the management of non-managers and not focused 
enough on how to attain an effective management of subordinate managers, which he 
perceived as being the firm’s most critical resource. (Wren, 1994) 

Following Peter Drucker, Edward Wight Bakke appears to be the first researcher to 
refer to the notion of human resources as a function in an enterprise. He pointed out 
that all managers managed human resources including the human factor, but empha-
sised that the human as a resource was equally important as other resources such as 
financial capital and materials. The central issue was not personal happiness but 
rather productive work and that people had to be integrated into the total task of 
every organization. He stressed that human resource work was a responsibility of all 
managers and not just an issue for personnel or labour relations departments. Bakke 
did not suggest the elimination of the personnel staff function but rather to broaden 
and raise the importance of Personnel Management. The HRM term was perceived as 
carrying a dignity which intended to raise the personal management function and es-
tablish it as a more legitimate field with a more thorough basis for understanding and 
committing to forces affecting decisions about employees. (Wren, 1994) 

HRM was used relatively seldom during the 1960s but gradually gained more popu-
larity in the 1970s. However, as the concept diffused in the literature and gained 
more acceptances among researchers a series of laws about hiring practises, employ-
ment tests, compensation and pension plans and other activities emerged which con-
tributed to raise the importance of personnel management (Wren, 1994). Legge (1995) 
noted that by the end of the 1980s and the beginning of the 1990s job advertisements, 
professional magazines and courses were re-titled from Personnel Management and 
Personnel Managers to HRM and HR-managers. The popularity of HRM accelerated 
quickly and many books that described the concept were published. Storey (2001) de-
scribed this fast accelerating popularity of the new concept;  

It is hard to imagine that it is scarcely much more than a decade since the 
time when the term HRM wars rarely used – at least outside the USA. Yet 
nowadays the term is utterly familiar around the globe and hardly a week 
goes by without the publication of another book on the subject (Storey, 2001 
p 2) 

However, as the popularity of HRM increased and companies started to implement 
the new term it was struck by criticism for not being distinctive enough against the 
traditional personnel management concept. 
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Legge (1995) was one of the researchers who investigated the difference between the 
two concepts. She concluded that the rhetoric behind HRM as something new and 
consistent with the demands of the organisation’s culture mainly served the purposes 
of three different groups seeking legitimacy in a hostile climate with increased com-
petition, economic recession and socio-politico-economic changes. These groups 
were; 1) the academics and researchers who generate new and popular management 
ideas, 2) the line managers who, with investments in HRM initiatives, were given a 
broader responsibility and enhanced legitimacy as the key contributor to the bottom 
line, and 3) the personnel managers who were seeking legitimacy and status in their 
organisations. In her comparison between the concepts HRM and Personnel Man-
agement she noted that many of the initiatives described and undertaken under the 
term HRM appeared to be nothing new but rather “old wine in new bottles”. 

As HRM gained more popularity in the 1980s researchers that had previously been 
focusing on corporate strategy got interested in personnel management issues. These 
researchers emanated their research from the system theory that elaborated on how 
organisations adopt and exchange resources from their environments. Emphasis was 
put on the managers’ ability to develop strategies for appropriate organisational 
structures to the environments they operated in. In 1982 an article with the title 
“Strategic Human Resources Management” was published by Noel Tichy, Charles 
Fombrun and Mary Anne Devanna. They emphasised the need for a more refined 
theoretical approach on how to attain a more strategic oriented view of HRM within 
companies. The article, which was later also followed up by a book, was again the 
start for a series of other theoretical contributions on the HRM concept with an 
added strategic component. (Bergström & Sandoff, 2000) 

According to Mabey, Salaman & Storey (1998) Strategic Human Resources Manage-
ment referred to the same intentions that  traditional HRM had from its birth with 
the notion that people management could be an important source of a sustainable 
competitive advantage. The choice to add the strategic component was thus again a 
rhetoric way of emphasizing that people can make a difference in distinguishing suc-
cessful organisations from the rest.  

 

3.2.2     What is HRM? 
There is not any mutual definition of Human Resource Management. Price (2004) 
stresses that many people consider HRM to be a vague and elusive concept because it 
carries so many different meanings and is interpreted extensively different in the arti-
cles and books that have been published.  

Storey (1995) defines Human Resources Management as;  

“a distinctive approach to employment management which seeks to achieve 
competitive advantage through the strategic deployment of highly commit-
ted and capable workforce using an integrated array of cultural, structural 
and personnel technique”   (Storey, 1995, p. 5) 
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Another attempt to define HRM is made by Cascio (1998) 

“HRM is the attraction, selection, retention, development and use of hu-
man resources in order to achieve both individual and organisational ob-
jectives” (Cascio, 1998, p. 2) 

 

Price (2004) considers the most important aspect of HRM to be the integration of 
human resource policies with each other and with the organisation’s business plan 
and regarding people as important assets as a key instrument for the business strategy. 

The field of HRM is often theoretically split up in two different schools or perspec-
tives commonly referred to as the “soft” and the “hard” approaches. The hard ap-
proach descends from the Michigan school and is often associated with a more ra-
tional management philosophy where the management is based on a logical thought-
action sequence. In this view employees are perceived as resources that should be 
managed rationally like any other resource (Bergström & Sandoff, 2000). The role of 
the managers is to manage numbers effectively and keeping the workforce closely 
matched with certain organisational requirements. The hard approach to HRM is 
generally more concerned with the close integration of human resources policies, sys-
tems and activities with business strategy. In this way, the HR systems are proposed 
to drive the objectives of the organisation. (Legge, 1995) 

In contrast to the hard approach, the soft model, also called the Harvard model of 
HRM, while still emphasizing the importance of integrating the HR policies with 
business objectives, is more concerned with valuing people as critical assets as a 
source of competitive advantage for the organisation (Bergström & Sandoff, 2000). 
The soft model, which is the more influential models of the two, is more preoccupied 
with dealing with people like critical resources and stresses the importance of com-
mitment, adaptability and high competence of the employees. In this view, the em-
ployees are being perceived as proactive rather than passive inputs into productive 
processes. (Legge, 1995) 

The soft approach addresses four strategic policies that aim to strengthen the com-
mitment, congruence, competence and cost-effectiveness of the employees.  (Price, 
2004) These are; 

 

1. Human resource flows: managing the movement or flow and performance of 
people by;  

a. Effective recruitment programmes and selection techniques that result 
in the most suitable people. 

b. Placing employees in the most appropriate jobs, appraising their per-
formance and promoting the better employees. 
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c. Terminate employment of those who are no longer required, deemed 
unsuitable or achieving retirement age. 

 
2. Reward systems: Including pay and benefits that are designed to attract, moti-

vate and keep employees. 
 

3. Employee influence: controlling levels of authority, power and decision mak-
ing. 

 

4. Work systems: defining and designing jobs and enabling the most productive 
and efficient arrangement of people, information and technology.  

 

3.2.3     Human Resource Planning 
Human Resource Planning has been discussed in different HRM contexts for many 
years. The first documented attempt to establish a plan for the employee develop-
ment was made in the end of 1800 and was generally referred to as well fare planning. 
These plans were based on the idea to carefully select, train, and retain employees. In 
addition they were taking care of grievance and transfers of dissatisfied workers as 
well as education and management of performance and development records. The 
ideas sustained and developed but gradually changed name to manpower planning, 
and later also to Human Resource Planning (HRP). (Wren, 1994) 

In 1978, McBeath addressed his view of HR planning by highlighting a set of issues 
that he regarded as being important with respect to the HR planning. These were;   

• An estimation of how many people the organization needed for the future 

• A determination of what knowledge, skills and abilities that are needed to en-
sure that the organization can survive and grow 

• An evaluation of the knowledge, skills and abilities of existing employees 

• A determination of how the company could fill the identified competence 
gaps 

 

According to Gallagher (2000), HR planning was initially an important aspect of job 
analyzes and was often used as bases for determining strengths and weaknesses among 
the employees and to develop the skills and competences they needed. As individual 
career plans started to gain more popularity companies gradually started to pay more 
attention to the certain skills and competences among individual employees as a way 
of dealing with the companies’ succession planning.  Annual appraisals were made be-
tween managers and employees in order to evaluate the current competence and the 
aspirations and objectives for the futures, and a distinction was often made between, 
what Gallagher refers to as, functional and numerical groups of employees. The func-
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tional group was considered as able to perform complex professional and managerial 
duties, while on the contrast, the numerical group of employees were regarded as low 
skilled. Thus the functional group was being regarded as critical to the success of the 
organization and as the core group in the succession planning.  

Storey (1995) argues that HR planning today is a very important task of every or-
ganization’s HR department. He refers to it as the company’s ability to forecast fu-
ture needs of competence. In this way the company actively scans its current compe-
tences and make forecast for future needs using various techniques. According to 
him, HR planning mainly involves the identification of skills and competence within 
the organization, the filling of identified competence gaps, and the facilitation of 
movements of employees within the organisation. An essential part of the HR plan-
ning is, according to him, the succession planning which aims to ensure the supply of 
individuals and filling of gaps on senior key positions when they become vacant, and 
to transfer competences to areas where they are most valued.  

Wolfe (1996) defines succession planning as; 

“A defined program that an organization systemizes to ensure leadership 
continuity for all key positions by developing activities that will build per-
sonnel talent from within” (Wolfe, 1996, p. 10) 

 

According to him, the succession plan, in most cases begins with the identification 
and reviewing of the key positions in the organization. Individuals who are consid-
ered as critically valuable to the success and future of the organization are then 
trained and developed in order to meet the challenges he may face.  
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3.3       Fashion and Fads in Management 
In this section the authors will present the phenomenon of fads and fashions in manage-
ment and describe how it is produced and consumed. Figure 2 aims to introduce the reader 
into the phenomenon of fashion in management and how it is characterized, hence it will 
not be further examined in the analyses.   

3.3.1   What is Management Fashion? 
The phenomenon of fashion in management started to emerge in the 1980s as the in-
terest for different ideas and concepts about management grew in the western world. 
Pascale (1991) noted that between the 1950s and 1980s there where not much written 
about management ideas, however after the 1990s there have been a significant in-
crease of published books and articles. Daily newspapers started to publish articles 
about management and business papers like The Harvard Business Review, Fortune 
and Business Week became very popular (Furusten, 1995). Jackson (2001), stresses 
that ever since the middle of the 1980´s there have been a corporate liking and de-
mand for finding, adopting and then abruptly dropping the “latest and the greatest” 
organizational improvements. He addresses his point of view by stressing that;  

“business fads are something of a necessary evil and have always been with 
us. However, the difference today is how sudden rise and fall of so many 
conflicting fashion and fads and how they influence the modern manager” 
(Jackson, 2001, p. 14) 

 

Sahlin-Andersson & Engwall (2002), state that the world has witnessed a dramatic ex-
pansion and flow of management knowledge which in turn has created a growing in-
terest in seminars and courses in management, and also a growing demand for assis-
tance from consultant agencies to implement the new concepts and ideas. Great man-
agement thinkers like Peter Drucker, Kenneth Blanchard and Michael Porter have 
literally been travelling around the globe, holding seminars and selling their man-
agement philosophies. (Furusten, 1995; Abrahamson, 1996; Sahlin-Andersson & 
Engwall, 2002)  

Abrahamson (1996) defines management fashion as;  

“The process by which management fashions setters (consulting firms, man-
agement gurus, researchers etc.) continuously redefine both their and fash-
ion followers´ collective beliefs about management techniques which lead 
to rational management progress” (Abrahamson, 1996 p. 257) 

 

He describes the phenomenon as “rapid, bell shaped swings” in management tech-
niques where norms of managerial progress represent societal expectations that man-
agers use as forms of improved management techniques.  
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Abrahamson & Fairchild (1999) address four major fashion waves that rose and de-
clined between the periods from 1970 to 1995; job enrichment, quality circles (QC), 
business process reengineering (BPR) and total quality management (TQM) that all 
had the characteristic bell shaped curve when it comes to published business articles 
(See Appendix 2).  

 

3.3.2    From Production and Packaging, to Consumption  
The figure below illustrates the creation, selection, processing, and diffusion by sup-
pliers of management fashion through certain rhetoric and techniques. The suppliers 
are represented by consulting firms, business schools, gurus and mass media organiza-
tions. (Abrahamson, 1996) 

 

 

Figure 2 The Management Fashion Setting Process. (Abrahamson, 1996. p.265) 

 

The right circle represents the demand for management by fashion users. The arrow 
leading out indicates that during the creation stage fashion setters, sense the embry-
onic preferences that will guide the demand and create management techniques to sat-
isfy them. In the next stage they select those techniques that they perceive as best-
sellers. The left circle represent the supply for management fashion. The arrow lead-
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ing out implies that during the processing stage, fashion setters seek to identify the 
best-selling rhetoric to carry the selected techniques. This rhetoric is then used to in 
the diffusion stage where the selected techniques are launched into the management 
fashion market.  

In the processing phase, the fashion setters elaborate on different rhetorics that can 
convince the management fashion market and the fashion followers that their tech-
niques are both rational and at the forefront of management progress. They aim to 
do so by attempting to create beliefs that there are organizational performance gaps 
and that the created techniques facilitates the process of reducing these gaps. In many 
cases, fashion setters exploit techniques that are being used by a few currently success-
ful companies, and present their success to justify their claims.  

According to Abrahamson (1996), the techniques chosen in the creation stage does 
not have to be better nor more efficient than already existing techniques. Instead, the 
central issue is that they differ significantly from them. Hence, the major assignment 
for the fashion setters is to form collective beliefs that their managerial techniques are 
both innovations and improvements in relation to the state of the art in management. 
In some cases these beliefs may be accurate, however in a many situations the tech-
niques represent nothing but old techniques that have been reinvented or rediscov-
ered by the fashion setters (Abrahamson, 1996). Sahlin-Andersson & Engwall (2002) 
support this reasoning. They argue that management fashions are expected to disap-
pear and become outmoded, but nevertheless their basic ideas will come back pack-
aged in a different form. In addition they state that organizations often feel urgent to 
develop and constantly become better and more effective, which lead to a constant 
demand and consumption of new ideas and concepts. 

According to Abrahamson (1996), the demand for management fashion derives from 
two different sources; Sociopsychological and Technoeconomic forces. Sociopsy-
chological forces involve situations in which organisations and their managers are 
motivated to adopt popular management concepts in order to fulfil certain psycho-
logical needs or expectations. This issue will be dealt with more in section 3.1.3.  

Technical and economic environmental changes can create incipient preferences 
among fashion followers for particular types of management techniques that can be 
useful. Abrahamson (1996) presents two different examples of such a situation. In pe-
riods of economic expansion when profits hinge on capital and companies investment 
more in automation, there is a stronger demand for management techniques that 
highlight efficient use of structures and technologies as means of increasing labour 
productivity. However when the economy is signified by downturns, and both the 
supply and returns on capital investments decline,  managers gain more interest in the 
labour as factor of production which opens up for a stronger demand for manage-
ment techniques that consider employee relations as means of increasing labour pro-
ductivity.  
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3.3.3    Adoption of Management Fashion from a Tool- and Symbolic Per-
spective 
Rövik (1998) distinguishes between the “tool perspective” and the “symbol perspective” 
He states that organizations may be preoccupied with finding ways to make organ-
izational processes more efficient and therefore adopt new concepts as tools to facili-
tate these improvements. In the same time organizations may use concepts as carriers 
of symbolic meanings in order to appear modern and innovative. Hence a popular 
management concept can be considered as either an effective and high quality tool or 
just as a symbol that may strengthen the corporate image and help the company to 
show off and appear modern.  

Further, Rövik (1998) argues that the two perspectives are often interpreted as either 
good and reliable tools that the organization can benefit from, or just as fads or fash-
ion that carries symbolic meanings and do not provide any direct benefit. He points 
out that there is a danger in that authors to popular management books try to per-
suade organizations to buy their books by arguing that their concepts and ideas are 
unique and indispensable tools for organizational survival. According to him, it is 
necessary for organizations to separate between symbols and “real” tools, between 
fashion dealers and real organizational doctors, and between rhetoric and reality. 

In connection with the tool- and the symbolic perspective Rövik (1998) addresses 
three main purposes to why companies are motivated to implement popular man-
agement concepts. These are; 1) adoptation motivated by “real” organizational prob-
lems, 2) adoption motivated by externally created problem descriptions, and 3) adop-
tion as a way of strengthening the corporate identity.  

 

Adoption Motivated by “Real” Organizational Problems 

As managers come across or face organizational problems they start looking for ways 
to solve these problems. This is when popular management concepts and ideas are 
adopted from a “tool perspective”. According to Rövik (1998) the process of adopting 
these concepts follows a certain structure starting with the identification of an organ-
izational problem, searching for possible solutions and finally adopting a popular 
management concept.   

Rövik (1998) present three ways in which an organisation run into organizational 
problems; 

• Present concepts and solution does not work properly and/or not as desired.    

• The organization has obtained knowledge of a new concept which validates an 
implementation. 

• Fundamental changes in the organizational environment. 
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Adoption Motivated by Externally Created Problem Descriptions  

The “symbol perspective” challenges the thought that it is internal and objective prob-
lems that causes the organisation to search for and adopt popular management con-
cepts. According to this view, the institutional environment not only provides the 
organisation with popular concepts as solutions, but also supplies the organisations 
with problem definitions which are typical for a particular time period. These prob-
lem definitions are accepted by the companies, and drive the adoption of concepts to 
solve the problems.  

Rövik (1998) lists three reasons to why these problem definitions are accepted by the 
companies; 

• They provide simplicity and clarity of the problems  

• They add to and reinforce the conception that organisation is uniform to 
other organizations and thereby share the same kind of problem. 

• They are described as scientific 

 

Adoption as a way of Strengthening the Corporate Identity  

Another way of using popular management concepts is when they are used to 
strengthen the corporate identity. Sahlin-Andersson & Engwall (2002) argue that 
adoption of certain management concepts may be regarded as an attractive strategy 
for companies because it may help them in their attempt to appear modern and main-
tain legitimacy in their environment. Rövik (1998) addresses two different ways in 
which an organization is motivated to apply a new concept to strengthen the iden-
tity. The first notion is that companies are motivated to imitate other organisations 
through continuous comparisons with other companies and how they want to be 
perceived in the future. The success of other organizations drives the company to 
constantly apply the same concept in the belief that it will strengthen their identity as 
well.  

Another reason to why companies adopt popular management concepts is to distin-
guish and differentiate the company from other organizations by applying new con-
cepts.   

Abrahamson (1996) describes his point by arguing that innovative management con-
cepts, not only reveal who is in fashion, but also may separate high-status from low 
status organizations. In this way managers of higher reputation organizations adopt 
management fashions in order to distinguish their organizations from other organiza-
tions. Nevertheless, the more the managers of lower reputation companies apply 
these concepts, the more the organizations will look alike, which in turn create an 
accelerating demand by high reputation to constantly apply new concepts.  

According to Ernst & Kieser (2002), popular management concepts may not only 
signify attempts to strengthen the corporate image, but also as a powerful tool for an 
individual manager inside his own organisation to be regarded as innovative and 
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modern. Abrahamson (1996), brings the discussion further in arguing that many rea-
sons for adopting management fashion are to be found in unsatisfied psychological 
needs. He suggests that management fashion can fulfil competing psychological needs 
for individuality and novelty on the one hand and conformity and traditionalism, on 
the other. In this way, he states, that management fashion can be applied in order to 
fulfil needs of individuality and novelty in relation to the mass of managers who are 
out of fashion, and at the same time fulfil need of conformity and traditionalism with 
managers who are in fashion. However, what is new and individualistic ineluctably 
become old and common, which further explains the continuous demand to con-
stantly demand and adopt new concepts.  

 

3.3.4     Adoption of Management Fashion and Institutional Theory 
Institutional theory is centred around the notion that modern organizations operates 
in institutional environments where there are socially defined and legitimized  norms 
for how organizations should appear with respect to structural arrangement, proce-
dures, routines and ideologies. In this way modern organizations are being judged on 
the basis of how well they fulfil certain defined standards at a given point in time. 
(DiMaggio & Powell, 1991) These norms or “institutionalized standards” are often 
interpreted by the organizations as “rule-like social facts” in the way that they are so-
cially constructed and widely accepted prescriptions for how a part of an organiza-
tion should be organized. (Rövik, 1996)  
 
These institutionalized standards, are generally regarded as prescriptions, neverthe-
less, Rövik (1998) states that the extent to which they give detailed practical specifica-
tions for organizing differs extensively. In many cases the standards only represent 
vague ideas that allow a lot of room for an organization to give them its own inter-
pretation. The prescriptions are in such cases often adopted and implemented as an 
empty but innovative theme that characterize a part of the organization i.e. a certain 
language or daily talk among the employees the in the organization 
 
Rövik (1998) argues that despite the fact that many concepts are extensively vague 
and simplistic in relation to their stated purpose, and sometimes even regarded as be-
ing in conflict with the organization’s interest, many organizations still feel a pres-
sure from their institutional environment to adopt concepts that are being perceived 
as modern and proper in time. This in turn means that companies often face the di-
lemma of whether to maintain the effectiveness from the current processes and op-
erations, or whether to adopt new ideas and recipes that are currently being regarded 
as modern and that can provide the organization with legitimacy. Rövik (1998) 
stresses that many organizations solve this dilemma by adopting the concepts but 
maintain disengaged from it so that the concept do not effect the routine operations 
to a greater extent. This is realized through the separation of organisational talk and 
organizational practise and means that the organization can verbally present their ad-
aptation but keep their operations relatively unaffected. However, Rövik argues that 
in the longer run, companies that have adopted a concept will often gradually start to 
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change its processes. This is because the company does not want to be perceived as 
inconstant.  
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4 Empirical Findings 
In this chapter the authors will present empirical findings for this study. The chapter begins 
with normative literature on Talent Management. This is followed by the results from the 
interviews.  

4.1       Normative Literature 

4.1.1     What is Talent Management? 
According to Hartley (2004), Talent Management is a term that extends over a wide 
set of activities, such as succession planning, HR planning, employee performance 
management etc. Creelman (2004) brings the discussion further by referring to the 
term as a perspective, or a mindset, where all corporate issues are seen from the per-
spective of “how will this affect our critical talent?” and “what role does talent play in 
this issue?” Creelman defines TM as;  

“The process of attracting, recruiting and retain talented employees” 
(Creelman, 2004, p. 3)   

Knez et al (2004) have a similar view of the concept when arguing that it refers to a 
continuous process of external recruitment and selection and internal development 
and retention.   

As the term Talent Management implies, it generally refers to highlighting and sup-
porting a set of carefully selected employees, referred to as “talented” individuals, 
which are seen as critically valuable to the succession planning and the success of the 
organization. Central issues are thus to attract, recruit, develop and retain such indi-
viduals and the concept is extending through a wide set of activities in these different 
phases.  

Berger & Berger (2004) presents three main goals with a TM Strategy; 

1) To identify, select and cultivate employees that demonstrate superior per-
formance, and who inspires others to perform at the same altitude.  

2) To find, develop and position highly qualified backups for key positions in 
the organization. 

3) Allocate resources i.e. compensation, training, coaching, job assignments etc. 
to the employees based on their actual or potential contribution to excellence.  

 

Once these goals are reached, the organization need to implement a set of planning 
techniques to enhance and strengthen these competences. Such planning methods 
may for instance include performance appraisals, potential forecast and measurement 
scales for performance and potentials. (Berger & Berger, 2004) 



Empirical Findings  

 31

Schweyer (2004) addresses his point by stating that a TM strategy generally should 
start with a detailed and structured workforce plan that map and identify potential 
talents. This plan should include the individual’s previous positions, skills, training, 
development aspirations and career mobility within the organization. It should also 
include forecasts of needs for external recruitment with respect to the organization’s 
expansion strategy and business objectives.  

When the organization is growing and/or individuals retire, the workforce plan will 
grant as a detailed and structured basis for new hiring decisions and employees will be 
selected with respect to their abilities to demonstrate its competence and deliver on 
corporate objectives. The organization will, from its workforce plan, be able to better 
determine how much of the organizational objectives that can be realized through 
redeployment of staff, employee development and external recruitment. 

Schweyer (2004) argues that a very essential part of the TM strategy is to retain and 
develop the talent individuals. He states that this issue is becoming increasingly im-
portant, not only because recruitment costs are skyrocketing, but also because of ob-
structing and strong corporate cultures in many organizations. He argues that, in re-
taining these critical employees the company should work with activities such as in-
dividual career plans and development programs that encourages and motivates the 
employees to develop in the organization. Kaye & Jordan-Evans (2002) contributes to 
the discussion by arguing that, it is very essential at this stage to treat the employees 
very individually and develop individual retention plans that emphasise development, 
work challenge and life-work balance. They stress that the development plans and 
learning opportunities should be very clear and include both formal training and 
mentoring programs.  

When it comes to attracting new employees many different activities are presented. 
Losyk (2003) claims that the TM strategy, at this point, should involve branding and 
advertising efforts as well as close university relations. He stresses that employment 
branding is a key talent strategy that should start from the corporate culture and in-
volve systematic efforts to strengthen the corporate image. Talent individuals should 
be attracted and recruited from the bases of careful and systematic screening and se-
lection methods.  

 

4.1.2     Talent Management and the new implications for HR professionals  
According to Evans (1999) companies have gradually started to realize that talented 
employees play a critical role to the success of the organization, which finally has re-
sulted in more enhanced responsibilities for HR professionals. She argues that, thanks 
to Talent Management, the HR function increasingly will become valued as strategic 
business partner with top management that ensures that HR activities are aligned 
with the business goals of the organization. She claims that the old role of the HR 
function was mainly to take care of “people stuff”, as a kind of social worker that 
calmed people down and managed “bruised egos”. According to her, managers are 
now increasingly starting to ask the right questions such as; how to attract, retain and 
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develop the right people to meet changing business requirements. She states that this 
trend has called for an increased demand for expertise from the HR departments and 
the knowledge that the function possess. Chambers, Handfield-Jones & Hankin  
(1998) address their point by stating that, in order to support the talent building chal-
lenge, the role of human resources should be redefined and its capabilities strength-
ened. They argue that, more than process managers, HR executives need to be effec-
tive, proactive counsellors with personal and business credibility and strong relation-
ships with other business units. 

Berger (2004),  brings the discussion further by arguing that that the primary respon-
sibility for the HR departments in the future will be Talent Management, and that 
traditional HR activities will be outsourced, or made directly available to employees 
through the use of technology, or delegated to line managers. What will remain, will 
be an HR function that mainly deals with talent issues and the nurturing of a work 
climate that fosters and stimulate talented individuals by offering customized em-
ployment packages that provides both individual freedom and empowerment need by 
skilled workers. Nevertheless, she stresses that HR professionals will need to become 
better and more proficient at budgetary and financial activities, as well as becoming 
more knowledgeable about the organization’s products, markets and strategies so that 
they more efficiently can bring aboard and manage the required talent to compete in 
global markets. This is also supported by Wells (2003) who argues that, in order to 
achieve the broad experience that will push HR professionals to the top, they need to 
enhance their business awareness, which means to better understand how every as-
pect of HRM affect and, integrates with other functions. She argues that the goal for 
HR professionals is to develop a defensible point of view on the whole business, and 
that defining HR professionals mainly as employee advocates therefore is to narrow 
and will limit the possibilities for them. Evans (1999) contributes to the discussion in 
stating that HR professionals need to develop their internal consulting skills, enhance 
their business analysis skills and, above all become intimately engaged in the business 
they support if they want to reach the top.  

 

4.1.3     Rhetorics that are being used to justify investments in Talent Man-
agement 
Carrington (2004) argues that the main reason for the necessity of a TM strategy is 
the globalization and demographic changes with shortages in the labour market. She 
claims that the slimming down of organizations that followed with the outsourcing 
trend the previous decade meant that organization often did not have the appropriate 
people in place to succeed to the top jobs. According to her, companies merrily par-
ticipated in the war for talent by frequently buying people in. However, as they 
gradually started to realize the scarcity of talent and the enormous costs that new hir-
ing decisions involved, they started to make more of the talent they already em-
ployed in the organization.  

Kaye & Jordan-Evans (2002) present their view by stressing that the new economy 
calls for talented employees, as a key differentiator and source of competitive advan-
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tage. However they argue that due to demographic changes, skilled workers will in-
creasingly become a scarce resource, which in turn will result in skyrocketing re-
cruitment costs and higher bargaining power among these individuals. They argue 
that although the economy has softened a bit, the war for talent is as “hot” as ever 
and companies that want to stay competitive are increasingly dependent on talent to 
lead them. Gubman & Scott (1998) have a similar view. They state talent is becoming 
a scarce resource which can flow freely like capital, seeking its best uses and greatest 
rewards. According to them this well finally, result in that, if people keep learning 
and are flexible, they may go where they want to go and command the money, op-
portunities and working conditions they desire. For employers, this means that they 
have to be the number one of choice if they want to compete for the best talent.  

Hartley (2004), presents her explanation to why TM is so crucial by stating that com-
panies have started to realize the enormous costs of wrong hiring decisions. She ar-
gues that, when a person picks the wrong individual for a job, there can be several 
costly implications such as unnecessary training and legal expenses, as well as lost op-
portunities.  This is also supported by Thite (2004), who stresses that wrong hiring 
decisions involves enormous costs when including recruitment costs, training costs, 
salaries, benefits etc.  

Soupata (2004) addresses her view in arguing that there is a demographic shift in the 
labour market, with a retiring baby boom and declining birth rates in the western 
world, which will lead to vacant positions that are increasingly harder to fill. Accord-
ing to her, this subsequently means that companies must start to pay more attention 
to what the older worker want and how to retain them, as well as offering innovative 
recruitment programs for younger people.  

 

4.2       Presentation of Respondents 
In this chapter we will present a brief history of our respondents and their Talent Man-
agement strategies.  

 

4.2.1     SEB  
SEB Merchant Banking (SEB) is one of the largest divisions and business areas within 
the SEB Group, which is a North European financial banking group for companies, 
institutions and private individuals. SEB has 670 branch offices around Sweden, 
Germany, the Baltic states, Poland and the Ukraine and more than 5 million custom-
ers. The Group is represented in 20 countries around the world and has a staff of 
about 18,000. The company adopted Talent Management in 1998. 

The authors interviewed the Head of Human Resource; Kerstin Lindvall Duffy who 
is responsible for the company’s TM programme at the head office in Stockholm the 
26th April, 2005. The interview was conducted at the main office in Stockholm. 
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4.2.2     SAAB Tech 
SAAB Tech (SAAB) is a supplier of Avionics and Electronic Warfare Systems on the 
international market, and a principal supplier to the Gripen fighter. The company 
has around 850 employees and the main office is situated at Järfälla outside Stock-
holm. The company is also situated in Kista, Linköping and Gothenburg as well as in 
South Africa. The company adopted Talent Management in 2003. 

The authors interviewed Tomas Qvist who is Vice President of Human Resources, 
and responsible for the Talent Management programme at SAAB Tech the 25th April, 
2005. The interview was conducted at the main office in Järfälla. 

4.2.3     Electrolux 
Electrolux AB is a global producer of appliances and equipment for kitchen and 
cleaning, both for private and professional use. The company operates in more than 
100 countries worldwide. The company adopted Talent Management in 2001.  

The authors interviewed Pia Hovland, who is the Vice President of Talent Manage-
ment at Electrolux in Stockholm the 26th April, 2005. The interview was conducted 
at the main office in Stockholm.  

4.2.4     SKF 
The SKF Group (SKF) is a global supplier of rolling bearings. The company has 
around 100 manufacturing plants distributed all over the world, with own sales stores 
in 70 countries. The company launched the Talent Management program in 2002. 

The authors interviewed Claes Pollnow who is the Vice President of Human Re-
sources at SKF Sweden, and responsible for the Swedish Talent Management pro-
gramme the 3rd May, 2005. The interview was conducted at the main office in Goth-
enburg.  

 

Consulting Agency 

4.2.5     Right Management Consultants 
Right Management Consultants (Right) is part of the global Right Management Con-
sultants, which since 2004 is owned by Manpower. Right in Sweden mainly work on 
the Scandinavian market and focus on helping their clients to handle the human role 
in change. Right offer their clients consultant services within Talent Management 
since 2000. 

The authors interviewed Pär Linderum, who works as a Talent Management consult-
ant in Stockholm the 25th April, 2005. The interview was conducted at the main of-
fice in Stockholm.  
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4.3       Interview Findings 
In this section we will present the results from the interviews. These findings will be pre-
sented with respect to six major themes that have been brought up during the interviews; 1) 
Defining Talent Management, 2) The Talent Management Process, 3) What’s new, what’s 
different; how does Talent Management differ from HRM and HR planning?, 4) Has Tal-
ent Management contributed to more recognition and credibility for the HR department 
in the organization?, 5) Why has Talent Management gained so much attention and popu-
larity?, 6) The Future of Talent Management. 

When referring to the interviews the authors will use the respondents’ names and respec-
tive organization with reference to the information presented in the previous section. 

 

4.3.1     Defining Talent Management  
According to Pär Linderum at Right the core features of the concept is to keep track 
of the competence that exists in an organisation. He stresses that this is important in 
order to plan for the current and future need for competence and identify potential 
competence gaps that may exist. He states that TM refers to starting with the core in 
the organizations; the talented individuals and invest in them. In this way the com-
pany will temporally overlook the other employees and invest in the company’s 
most valuable people. According to him, TM is not necessarily applicable on the en-
tire workforce, but rather on a set of people referred to as “high potentials” 

 “Employee development concerns all the people in the organization, but 
Talent Management distinguishes a particular group of individuals that the 
company should take extra care of.”  (P. Linderum, personal communica-
tion, 2005-04-25) 

 

Kerstin Lindvall Duffy at SEB points out that the idea behind the implementation of 
TM is to keep an inventory of potential individuals to a certain organisational level 
and develop these individuals for future needs. The main focus of the TM strategy is 
to optimize the company’s succession planning and secure a constant flow of compe-
tence within the organization.  

Claes Pollnow on the contrary, states that the concept, at SKF, does not generally re-
fer to keeping an inventory of the competence in the organization, but can rather be 
seen as an effort to secure the supply of managers on key positions in the organiza-
tion. He states that TM at SKF mainly refers to keeping as many competent indi-
viduals as possible in the workforce “pipeline”, where the main focus is on recruiting 
and developing young academics.  

Electrolux describes their TM programme as encompassing all the employees in the 
organisation and not jut the upper part of the organisational hierarchy. Pia Hovland 
considers TM as being a continuation of the traditional personnel development in her 
company. She stresses that the term TM can be misinterpreted or misunderstood be-
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cause of the focus on talent and claims that when focusing solely on just a particular 
group of employees, the company may run the risk of encountering less motivated 
employees in other groups. She emphasises that TM at Electrolux does not mainly re-
fers to attracting, recruiting and retaining talented employees but can rather be seen 
as a narrower concept with focus on developing the competence that already exists in 
the organization. In this way the TM strategy at Electrolux does not involve any is-
sues for external recruitment but is rather mainly and effort to develop the already 
employed individuals. 

Tomas Qvist at SAAB addresses his view of TM by stating that the concept generally 
refers to planning the support of executives in the company, and to identify hidden 
executive talents for forthcoming organizational needs. The focus is on training and 
developing potential leaders and to map the existing competence with the organiza-
tion. However, Tomas Qvist argues that the company is currently seeking to 
broaden the concept so that it also involves other groups of employees like techni-
cians and sales personnel.  

TM at SAAB is defined as; 

 “Talent Management is the organization’s capability to attract, recruit, re-
tain and develop the appropriate competences for the organization’s current 
and future needs” (T. Qvist, personal communication, 2005-04-25) 

 

4.3.2     The Talent Management Process 
As we could see from the previous section, our respondents’ definitions of TM dif-
fered to some extent; this is also evidently the case when interpreting the actual proc-
esses and routines behind these definitions.  

Right talks about the “employment lifecycle” which involves attracting, recruiting, 
retaining, developing, and to some extent phase out employees. Pär Linderum de-
scribes this process as a continuous cycle where each phase is equally important. He 
stresses that Right coaches and assists companies that want to adopt a TM strategy by 
helping them to map their competences and  identify where there are possible “com-
petence gaps”. In addition, the company assists organizations in identifying and de-
velops “potentials” inside the organization.  

As mentioned in the previous section, SKF’s TM programme is mainly focused on 
the recruitment and development of young academics. Claes Pollnow describes the 
TM process as continuous contact with universities and careful selection and recruit-
ment of young academics. When they enter the organization they are introduced to 
the company followed individual development plans. The individual is encouraged to 
choose from a set of activities that may help him/ her to reach certain desirable ob-
jectives. These can for example include courses, and projects of various kind, how-
ever, Claes Pollnow emphasises that it is mainly up to the individual himself of 
whether to engage in such activities. The TM programme extends to contacts with 
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universities where the company focuses on being perceived as an attractive and inter-
esting employer.  

SEB describes their TM processes as continuous talent reviews where each individual 
involved in the programme is appraised based on their skills and performance. These 
“appraisal talks” are carried out on regular bases, and involve setting up new objec-
tives and goals that the individuals are meant to accomplish. The records are stored 
and later used when the company is searching for a person to fill a vacant position. 
They also form the bases for evaluating an individual’s skills and competence in the 
way that they provide information on his/ her level of education, and the desirable 
competence in order to reach the next level. The main objective with the records is to 
serve the organizational workforce planning and grant as an inventory to keep track 
of competence.  

Pia Hovland describes the features of the TM process at Electrolux in a similar fash-
ion. However, she states that the TM programme at Electrolux scales down deeper in 
the organizational hierarchy and involves appraisal talks on many organizational lev-
els. The process starts with structured reviews between an individual and his closest 
manager, of his/hers performance during the previous year. This review aims to pro-
vide an honest picture of the individual’s current skills and competence, and at the 
same time highlight the desirable performance and “actions” for the future. It helps 
the managers to map his employees and pass the results further up in the organiza-
tional hierarchy. The reviews are made on an annual basis and followed up by “mid-
term” reviews to keep track of the progress. The appraisal talks follows a structured 
pattern where the manager reviews his employees with his manager and discuss the 
individual’s current skills, aspirations and how the individual can be coached to reach 
his objectives and  in the most efficient manner. The employee may choose from a set 
of activities to help him/her to reach the desired objectives. These activities may for 
instance include participation in different internal courses and/or projects. Pia em-
phasises that motivating employees is equally important in the TM process, and that 
the company always strives to retain their employees by looking for alternative as-
signments or jobs inside the organization when employees seeks new challenges. By 
constantly mapping vacant positions and competences among the employees the TM 
process assists the company with appropriate job matches and succession planning.  

Tomas Qvist states that the TM process at SAAB is progressing through a co-
operation between HR professionals, general managers and line managers and em-
phasis is put on management development and succession planning. The TM strategy 
is progressing through a continuous circle starting from, attracting, followed by 
phases of recruiting, developing and phasing out employees. In the attraction face, the 
TM strategy aims at building a strong employment brand, contact with universities 
and in the recruitment process it involves job advertisements, internships etc. In the 
developing-/retention phase, the TM program aims at offering leadership, and devel-
opment courses and career development. The individual’s competences evaluated 
through continuous management reviews and appraisal talks. The phasing out se-
quence involves exit-talks and transferring of dissatisfied workers.  
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4.3.3     What’s new, what’s different? How does Talent Management differ 
from HRM and HR planning? 
Pia Hovland at Electrolux states that HRM is more concerned with practical day-to-
day activities like “hiring and firing” employees and administration, whereas TM is 
more considered as a wider concept dealing with the employee relations as a whole. 
She claims that TM more extensively refers to developing employees and look at the 
employment contract in the longer run. She expresses the implementation of TM as a 
way of “fine tuning” the previous processes where they have been simplified and in 
some cases merged with each other.  

Pär Linderum at Right addresses his point of view by stating that the major features 
of TM are to highlight a set of individuals that are regarded as valuable and critical for 
the company’s future. He refers to TM as more “elitist thinking” where the company 
pays additional attention on developing and retaining the most valuable employees. 
However, he argues that the actual processes and operations behind the concept do 
not bring about any new superior or distinctive knowledge compared with tradi-
tional HR planning.   

“To be honest, there is not much that have changed, the most of it is old; 
same, same…You can constantly find new concepts and ideas, and some are 
highlighted”  (P. Linderum, personal communication, 2005-04-25) 

 

Tomas Qvist at SAAB supports this reasoning he states that what is now being re-
ferred to as TM has been used in his company for a long time and that he was im-
pressed by the way in which the company was dealing with such activities when he 
was employed. The decision to adopt TM was mainly to visualize this way of work-
ing by gather all the activities and repackage them. He consider the term Talent Man-
agement as being just another “buzz word”.  

“TM is just one of many concepts that show up and then disappear in the 
management world… I can not see any difference” (T. Qvist, personal 
communication, 2005-04-25) 

 

SEB describes a similar background with their implementation of TM. They state 
that what is now being referred to as TM does not differ extensively from their ap-
praisal talks that have been used in the company for several years. The main differ-
ence is the structure of the material that is taken care of.  

Claes Pollnow at SKF has a similar view. He stresses that the activities described un-
der the concept TM has been around in the company for a long time. However, the 
main idea behind the adoption of the concept was to collect all the activities and re-
structure them. Emphasis was put on employees and their performance rather than 
just filling available posts or positions. Claes stresses that the activities and processes 
are now more structured and visible than before. In addition, he argues that the TM 
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program brings about a positive symbolic value when it comes to marketing the SKF 
employer brand. He claims that the TM sends out positive signals that the company 
is taking care of their employees at the same time as it stimulates them to perform 
and develop.  

Pär Linderum at Right brings the discussion further by stating that TM is generally 
more connected with employment branding by its capability to send out positive sig-
nals that the company cares about its workforce. In this way he believes that TM car-
ries a great deal of symbolic value to the company’s environment. However, he em-
phasises the need for actions behind the concept so that it does not only present 
empty words. This was also supported by all other respondents, who argued that the 
company needs to show that things have been done, or the concept becomes immedi-
ately insipid.  

 

4.3.4     Has Talent Management contributed to more recognition and 
credibility for the HR department in the organization? 
Pär Linderum at Right states that this might truly be the case. He argues that the HR 
function today, is working under extreme pressure to demonstrate its existence, de-
liver results and demonstrate returns of investments in HR. According to him, this is 
because companies today are generally more concerned about reaching certain busi-
ness objectives than dealing with employee relations and motivation. He claims that 
the HR function therefore needs to be more business oriented and that TM is inevi-
tably more effective in this manner.  

He claims that the HR professionals have failed to demonstrate their existence and 
that the argument concerning that the HR department should be involved and con-
cerned with strategic issues (Strategic HRM) is not entirely accurate. In opposite he 
claims that strategic matters are mainly a concern for top management, and not the 
HR.  

”The HR-departments are often established as service functions, and when 
everyone suddenly are supposed to be at the top in the organization and 
think in strategic terms, things may go wrong” (P. Linderum, personal 
communication, 2005-04-25) 

 

Tomas Qvist at SAAB supports this reasoning. He brings the discussion further by 
stating that the HR function should indeed assist in such issues, but that such activi-
ties are not the key concern for the function.  According to him, the HR-profession 
has been questioned throughout its history because of the function’s role as an ad-
ministration function; dealing with salaries, holiday compensations etc, which has 
subsequently meant that the HR departments not have had any explicit knowledge 
concerning the company’s clients, products, services etc. As a result they have been 
separated from the rest of the organization and sometimes regarded as mainly a cost-
centre within the company. He states that in order to receive credibility and recogni-
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tion, the HR need to be more business oriented and use the same language as other 
functions. He believes that TM is a fair step in the right direction in the way that it 
can present more visible relationships between employees and results. 

Kerstin Lindvall Duffy at SEB agrees to the idea that TM has contributed to more 
recognition and credibility for the HR-function. She argues that because of TM, the 
HR professionals are gradually spending more time in the board meetings and have 
gained more influence in the upper parts of the organizational hierarchy. She believes 
that companies are now again, starting to realize the importance of employees as 
valuable resources to the organization.  

Claes Pollnow at SKF addresses his view of the HR dilemma when stressing that HR 
professionals have earlier been considered as “loose players on the mid field”, without 
any organized structure. He argues that the function increasingly has been forced to 
demonstrate a clearer and more organized structure due to customer expectations, 
and pressure from auditing firms. According to him TM is a fair step in this direction 
in the way that it can present a more systematic approach in dealing with their em-
ployees and how the company secures its flow of competence.  

 

4.3.5     Why has Talent Management gained so much attention and popu-
larity?  
Right believes that a main reason for the increased attention on TM is that it has be-
come more difficult to recruit talented individuals. Pär Linderum addresses this point 
by stressing that there is an ongoing war for talent in the labour market and that 
competent individuals are increasingly becoming a scarce resource. He states that 
companies have started to realize the enormous costs of hiring people and that wrong 
decisions could fraught with expensive consequences. According to him the globaliza-
tion, which have made many companies to go off shore in search for low wage la-
bour, has accelerated the competition and put enormous pressure on companies that 
are left to optimize the results from their employees. Further, he argues that compa-
nies are increasingly becoming more result oriented where objectives are stated and 
all people are supposed to deliver on demand, which subsequently has put more pres-
sure on the HR departments to demonstrate results from their workforce. In addition 
he stresses that individual’s perception of their work has changed, and that employees 
are becoming more fastidious, in finding employers that can satisfy aspirations of a 
stable career development, and a good balance in life.  

Tomas Qvist at SAAB has a similar view of why TM has become so popular. He be-
lieves that the globalization and increased deregulation of markets has opened up for 
an increased competition where companies’ previous favourable priority over cus-
tomers, capital, labour and time to exploit technological advantages has been replaced 
by the establishments of global capital markets and decreased technological advan-
tages because of shorter life cycles. According to him, this has in turn put more focus 
on labour as the number one factor of production and more reliance on knowledge, 
where companies increasingly gain their competitive advantages from immaterial 
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sources, and their capability to attract, develop and retain competent employees. In 
addition, he argues that a general concern for organizations have been the mass re-
tirement of people born in the forties and which might result in fatal consequences in 
the labour market.  

Pia Hovland at Electrolux regards the diffusion of the concept as being mainly a re-
sult of the IT bubble, which caused many organizations to be more concerned about 
their workforce and their recruitment processes. She believes that companies have 
come to realize the enormous costs of external recruitment and the consequences of 
wrong employment decisions and started to pay more attention to the already em-
ployed personnel. In addition she states that large organizations as Electrolux are ex-
pected to adopt such processes.  

SEB agrees that to the terms that it has become increasingly difficult and costly for 
organizations to recruit externally. However, Kerstin Lindvall Duffy claims that this 
is mainly because of the corporate culture at SEB which has become extensively 
stronger. She states that the company therefore has started to pay more attention to 
the already employed personnel and to develop them.  

Claes Pollnow at SKF has a rather different explanation to why TM has become so 
important. He argues that the company’s customers have influenced, and put pres-
sure on the company to engage in such activities. According to him customers and 
auditing firms have started to be more demanding concerning the presentation of the 
different processes within the company. Starting with TQM, the customers and other 
interest groups started to pay more attention to ways in which the quality and pres-
entation of the organizational processes could be developed. According to him, this 
in turn has created expectations from the institutional environment that the company 
can present and describe in greater detail how it works with certain processes, such as 
how it secures the competence in the organization.   

 

4.3.6     The Future of Talent Management 
Pär Linderum at Right believes that, in the future, companies will increasingly share 
the same picture of the concept TM and what it stands for. He believes that compa-
nies will gradually have a more structured and visible strategy in how they are work-
ing with talent, however he states; 

…But again, with all these new concepts or expressions, they rise and fall, 
some disappear and some come back.” (P. Linderum, personal communi-
cation, 2005-04-25) 

 

Claes Pollnow states that SKF is still in the process of implementing the concept in 
the organization and the HR department in the company is currently coaching and 
assisting other functions in how to improve their TM processes.  
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Pia Hovland at Electrolux addresses her point by stating that the processes behind 
TM will remain in the organization. However, she believes that the company will 
gradually alter the processes and develop new insights, ideas and solutions with re-
spect to TM. Tomas Qvist at SAAB states that the processes behind TM will indeed 
remain in the organization. He states that the company and the HR department in 
particular, will work even harder with TM activities 

Kerstin Lindvall Duffy at SEB believes that the TM processes in the company will be 
altered and improved by IT systems. She states that this will be an important issue for 
the future in order to keep track of all the competence in the organization.  
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5 Analysis 
In this chapter we will analyze our theoretical framework from an empirical perspective 
using the findings from the normative literature and the interviews. In order to answer 
the purpose of this thesis, the authors have chosen four major issues to discuss; 1) Does TM 
bring about any new and distinctive knowledge?, 2) Is TM another illustration of the 
rhetoric struggle by HR professionals? 3) TM from a symbolic- and tool perspective, 4) Tal-
ent Management and institutional theory 

 

5.1       Does Talent Management bring about any new and dis-
tinctive knowledge? 
When comparing the concept of Talent Management with traditional models of 
HRM and HR-planning it can appear striking how similar the theories and concepts 
are described.  

Creelman (2004) defined TM as; 

“The process of attracting, recruiting and retain talented employees” (Creel-
man, 2004,  p. 3) 

Another attempt to define TM was made by one of our respondents;  

“Talent Management is the organization’s capabilities to attract, recruit, 
retain and develop the appropriate competences for the organization’s cur-
rent and future needs” (P. Linderum, personal communication, 2005-04-
25) 

These definitions can be compared with Cascio’s definition of HRM from 1998; 

 “HRM is the attraction, selection, retention, development and use of hu-
man resources in order to achieve both individual and organisational ob-
jectives “(Cascio, 1998, p. 2) 

When further investigating the tools and processes behind the concepts, the authors 
can identify a similar pattern. The Harvard approach of HRM highlighted systematic 
efforts in placing employees in the most appropriate positions, appraising their per-
formance and promoting the better employees. It also stressed the need for effective 
recruitment processes and selection techniques to hire the most appropriate people. 
McBeth’s model of HR planning from 1978, described the need for a detailed and sys-
tematic workforce plan, which included the evaluation of knowledge, skills and abili-
ties of existing employees and the determination of how a company could fill identi-
fied competence gaps. Storey (1995) argued that HR planning was today, an essential 
part for every HR department, and that succession planning was an important aspect 
of this process. This succession planning was generally based on appraisals between 
managers and what Gallagher (2000) referred to as the functional group of employees, 
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which involved individuals that were considered as being able to perform complex, 
professional and managerial duties in the organization. The planning aimed at secur-
ing the supply of such individuals and the filling of gaps on senior key positions 
when they became vacant. In most cases it also started with the mapping of critical 
key positions and specific competences that were needed with respect to these posi-
tions among the individuals.  

Similarly, the normative literature on TM described the concept as workforce plan-
ning, succession planning and employee performance management. Berger & Berger 
(2004) presented three main goals with a TM strategy; to identify, select and cultivate 
employees that demonstrate superior performance, to find, develop and position 
highly qualified backups for key positions, and to allocate resources i.e. compensa-
tion, training, coaching, job assignments etc. where they where most valued. This 
view was also shared with Pär Linderum at Right who argued that a TM strategy 
should start with the identification of the core people in the organization, referred to 
as talents, and train and develop them.  

The companies who had adopted TM seemed to have a relatively shattered view of 
the concept and had implemented it in divergent ways. However, most of them de-
scribed their TM processes as mainly involving techniques for the succession plan-
ning and leadership development, such as annual appraisals, and the inventorying of 
the available competence in the organization to fill key positions. For example, SEB 
described their TM strategy as a way of keeping an inventory of “potential” individu-
als to a certain organizational level and to develop these individual for future needs 
with respect to the succession planning. SAAB described their TM strategy as a way 
of planning the support of executives in the organization, and to identify potential 
executive talents for forthcoming needs. This view was also shared by, SKF. How-
ever, the main concern at SKF was not explicitly to map the competence in the or-
ganization, but rather to target, recruit and develop young academics. Electrolux had 
a somewhat different view where the main concern was not a particular group of 
employees but rather employee development on many organizational levels.  

The authors of this thesis believe that the shattered and divergent view of the con-
cept, illustrates, and  confirms that the companies’ implementation of TM does not 
involve any radical changes in terms of new processes and behaviour, but can rather 
be seen as a new label of old activities, just as the respondents admitted.  

Abrahamson (1996) and Sahlin-Andersson & Engwall (2002) argued that in many 
cases, popular management concepts and ideas present old techniques, as if they were 
new and novel. They claimed that management fashions are expected to disappear 
and become outmoded but, nevertheless their main ideas would return packaged in 
different forms. The authors of this thesis believe that this is truly the case with TM. 
The ideas to carefully select, train and develop employees have been around for cen-
turies. However, even if the actual processes and methods behind TM have been used 
for a long time, the authors believe that the concept may differ to some extent in its 
characteristics of highlighting a group of carefully selected employees, referred to as 
high potentials, or as Pär Linderum at Right  puts it; “TM concerns a more elitist 
way of thinking”.  
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Pia Hovland at Electrolux claimed that the main difference between TM and tradi-
tional HRM was that HRM was more concerned with day to day activities like hiring 
and firing employees and administration, whereas TM can be considered as a wider 
concept dealing with employee relations as a whole. Ironically, the authors have 
noted that this is basically the same rhetorics that were once used when HRM was 
entering the scene and advocates to the new concept attempted to distinguish it from 
traditional Personnel Management.  

The authors end this chapter by a statement from one of the respondents; 

“To be honest, there is not much that have changed, the most of it is old; 
same, same…You can constantly find new concepts and ideas, and some are 
highlighted”  (P. Linderum, personal communication, 2005-04-25 ) 

 

5.2       Is Talent Management another example of the rhetoric 
struggle by HR professionals? 
When analyzing the concept Talent Management with respect to the evolution of 
concepts in the personnel management history i.e. personnel management, HRM and 
Strategic HRM, and the problems associated with achieving legitimacy and status in 
the HR profession, the authors have noted an interesting pattern. One of the re-
searchers who investigated this concern was Berglund (2002) who argued that the per-
sonnel professional had tried to re-establish their legitimacy and status by trying to 
demonstrate a more business oriented attitude and a willingness to adopt to different 
roles and rhetorics to impress the management associates. Researchers also noted a 
gradual movement in the profession toward more business orientation, for example, 
Peltonen (reproduced by Hillos, 2004) claimed that personnel specialists were becom-
ing more business minded and were gradually transforming into strategic-oriented ac-
tors closer to top management.  

The authors believe that TM is a very illustrative example with respect to this back-
ground. Pär Linderum at Right stated that the HR function today operates under ex-
treme pressure to present and deliver results. He argues that the HR function needs 
to become much more business oriented and that Talent Management is truly a step 
in the right direction. Such statements were also found in the normative literature on 
TM. For example, Evans (1999) argued that HR professionals needed to develop their 
internal consulting skills, enhance their business analysing skills, and above all be-
come more engaged in the business they support if they wanted to reach the top. 
Wells (2003) contributed by arguing that, in order to achieve the broad experience 
that will push HR professionals to the top, they need to enhance their business 
awareness, i.e. better understanding of how every aspect of HR affects and integrates 
with other functions. Chambers, Handfield-Jones & Hankin (2004) addressed their 
point by stating that, in order to support the talent building challenge, the role of 
HR should be redefined and its capabilities strengthened. They argued that, more 
than process managers, HR executives need to be effective and proactive counsellors 
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with personal and business credibility and strong relationship with other business 
units.  

Evans (1999) argued that thanks to TM, the HR function would increasingly become 
valued as a strategic business partner with top management that ensures that HR ac-
tivities are aligned with the overall business goals of the organization. This was also 
supported by Berger (2004), who brought the discussion further in arguing that the 
primary responsibility for the HR professionals in the future would be TM, and that 
traditional HR responsibilities would be outsourced or delegated to line managers. 

The respondents that had implemented TM were found to share more or less the 
same ideas. Tomas Qvist at SAAB addressed his point by stating that the HR-
function needed to become more business oriented by starting to use the same lan-
guage as the other functions in the company. He meant that TM was truly a step in 
the right direction in the way that it more visibly could present direct relationships 
between employees and results. Kerstin Lindvall Duffy at SEB claimed that TM had 
contributed to more recognition to the HR departments and that HR professionals 
now gradually were spending more time at board meetings. Claes Pollnow presented 
his view in arguing that the HR department previously had been regarded as a “loose 
player on the midfield”, and that the function therefore had been forced to present a 
clearer structure. According to him, TM could be seen as a response to this, in the 
way that it could present structure on the HR processes that more or less corre-
sponded to the structures of other functions.   

With this background, the authors of this thesis believe that TM is again, another ex-
ample of the continuous struggle by the HR departments to demonstrate their exis-
tence. The repackaging of old activities and the labelling of TM can be seen as an-
other attempt to establish the HR function as  more legitimize in the organization. 
Ernst & Kieser (2002) and Abrahamson (1996) argued that popular management con-
cepts often are found to be powerful tools for individual managers inside their or-
ganizations in their effort to appear modern and innovative. The authors of this the-
sis believe that this might truly be the case with TM.  

  

5.3       TM from a symbolic- and tool perspective 
When analyzing our respondents’ implementation of TM from Rövik’s (1998) “Tool 
and symbolic perspective” we can identify some underlying patterns. Rövik argued that 
the tool perspective emphasised that companies were preoccupied in searching for 
ways in which organizational processes could be more efficient. In this way new con-
cepts were considered as tools to facilitate these improvements. As the authors have 
claimed before, TM does not represent new ideas and techniques as solutions for such 
improvements, but rather old techniques that have been reinvented and repackaged. 
In this way the authors believe that TM can be more signified as a carrier of symbolic 
meanings, in the way that the companies want to be perceived as innovative and 
modern. Pär Linderum addressed this point by stating that TM could send out posi-
tive signals to the company’s environment that it cares about it workforce. Claes 
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Pollnow at SKF argued that TM was an essential part of the employment brand in 
the way that it could send out positive signals to young academics who applied for 
jobs that the company cares about its workforce. Pia Hovland at Electrolux did not 
support such reasoning, but argued that the employees rather appreciated the actual 
processes rather then the concept. SEB and SAAB had a similar view. They stated 
that TM could bring about symbolic meanings if the company did not have any sub-
stance behind the concept. Ironically, all the respondents claimed that nothing was 
new with the concept but rather old techniques and procedures that had been around 
in the companies for a long time.  

 

Adoption motivated by “real” organizational problems 
When investigating the motives for our respondents’ choice to adopt TM we can thus 
reject that the companies have implemented the concept in order to solve organiza-
tional problems. Our respondents have not pointed out any fundamental changes in 
the organizational environment, nor addressed any disappointment with previous 
concepts and solutions, but rather maintained their old procedures and operations 
and labelled them Talent Management. It seems like the companies have obtained 
knowledge of the concept which have validated an implementation with respect to 
the third of Rövik’s (1998) criterion, however, they simultaneously state that they 
have kept their processes and operations more or less the same. This indicates that it 
is not explicitly the tools and operations behind the concept, but rather the symbolic 
characters of the term that has validated the implementation. Again, this can be con-
firmed by the fact that all the respondents have an extensively divergent view of the 
concept and have implemented it very differently.  

Nevertheless, from a tool perspective there may be a possibility that the companies 
have adopted the concept, and as Rövik (1998) puts it, maintained disengaged from it 
by adopting the concept and simultaneously keeping their routine operations rela-
tively unaffected.. Rövik argued that in the longer run, companies will most often 
gradually start to alter its processes in harmony with the instructions followed with 
the concepts in order to be perceived as rational. The authors of this thesis believe 
that this might also be the case. As we could note from the respondents, nearly all of 
them stated that the future called for developments and gradual changes with respect 
to the concept. However, as we will discuss more in detail in chapter 5.4 the concept 
can be regarded as a relatively loose term that extends over a wide set of activities, 
which in turn rather may open up for individual interpretation of the concept by the 
companies.  

 

Adoption motivated by externally created problem descriptions 
When it comes to adoption motivated by externally created problem descriptions we 
can identify some similarities between the rhetorics used in the normative literature 
on TM arguments that have been addressed by the companies during the interviews.  
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Soupata (2004) argued that due to the globalization and a demographic shift in the la-
bour market, with a retiring baby boom and declining birth rates, companies would 
face vacant positions that were increasingly harder to fill. This was also supported by 
Kaye & Jordan-Evans (2002) who argued that, as a result of the demographic changes, 
skilled workers would increasingly becoming a scarce resource, which in turn would 
imply high recruitment costs and more bargaining power among talented employees. 
They argued that despite the fact that the economy had softened a bit, the war for 
talent were “as hot as ever” Carrington (2004) brought the discussion further by argu-
ing that companies had gradually started to realize the enormous costs and difficulties 
of external recruiting, and claimed that companies therefore have come to understand 
the necessity of developing and taking care of the already employed labour force.  

Pär Linderum at Right had a similar view in arguing that talented individuals were 
increasingly becoming a scarce resource and that there was an ongoing war for talent 
in the labour market. He meant that companies gradually had started to realize the 
high costs of external recruitment and the fatal consequences of recruiting the wrong 
individuals. In addition he stated that the perception of work has changed in the way 
that individuals are becoming more fastidious in finding employees that can satisfy 
aspirations of a stable career development and a good balance in life.  

All the companies that had adopted TM seemed to agree that it had started to be in-
creasingly difficult and costly to recruit employees externally. Pia Hovland at Elec-
trolux meant that following, the IT crash, companies had gradually come to realize 
the enormous costs and difficulty of external recruitment and therefore had started to 
pay more attention to the workforce the companies already employed. SEB sup-
ported this but and added that the company’s culture was an important reason for 
this development. Tomas Qvist at SAAB addressed the globalization, deregulation 
and demographic factors as the main reasons to why TM was becoming so important. 
He stated there was a general concern among organizations due to the mass retire-
ment of people born during the baby boom and the consequences this would imply. 
Claes Pollnow at SKF did not believe in changes in the labour market as the main 
reason for the popularity of TM. He meant that the adoption of TM mainly was due 
to expectations from customers and auditing firms.  

Hence we can conclude that the arguments used in the normative literature, and by 
Right, represent the chosen rhetorics to carry the techniques under TM, in the way 
Abrahamson (1996) described. Further we can conclude and that these arguments to a 
large extent have many similarities to the issues brought up by the companies. Thus 
one might suspect that these problem descriptions have been consumed simultane-
ously at the same time the concepts have been adopted. The authors of this thesis re-
frain from making such statements, but rather leave this is issue to consider for the 
reader.  
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Adoption as a way of strengthening the corporate identity 
In adopting TM as a way of strengthening the corporate identity Rövik (1998) ad-
dressed two different ways. The first notion was that companies imitate other organi-
zations through continuous comparisons, and how they want to be perceived in the 
future, while the second notion was that companies adopted management fashion in 
order to distinguish themselves from other organizations. Further Ernst & Kieser 
(2002) claimed that popular management concept also could constitute the bases for 
individual managers inside organizations to be regarded as innovative and modern.  

The authors of this thesis can not present any empirical evidence for arguing that the 
companies have adopted TM as a way of strengthening the corporate identity. Never-
theless, as we will discuss more in detail in the next chapter, we believe that institu-
tional theory will cast some light on this issue since all the companies are well known 
and well established, and are concerned about legitimacy and status in their institu-
tional environment.  

The authors believe that Ernst & Kieser’s (2002) reasoning is more valuable in this 
particular study. As discussed in chapter 5.2, the authors believe that TM illustrates a 
striving for the HR professionals to enhance their status and legitimacy, and thus a 
way to strengthen their identity inside their organizations.  

 

5.4       Talent Management and Institutional theory 
Institutional theory referred to the idea that modern organizations operates in insti-
tutionalized environments with socially defined and legitimized norms for how they 
should behave, referred to as,  institutionalized standards. Theses standards, or as 
DiMaggio & Powell (1991) put it, “rule-like-social-facts” were, according to Rövik 
(1998), frequently regarded as prescriptions with practical information for how mod-
ern organizations should behave. 
 
The authors of this thesis believe that the institutional theory also needs to be con-
sidered in explaining why the companies have adopted TM. As we can note from our 
sample of organizations, all of them are well established, and recognized companies 
in Sweden that are expected to be very concerned about their legitimacy and status in 
their respective institutional environments. Pia Hovland at Electrolux stated that or-
ganizations like Electrolux were expected to have implemented processes like those 
described under the term TM. Claes Pollnow also addressed this point in stating that 
the main reason for adopting such processes was due to the pressure deriving from 
institutional partners like customers and auditing firms.   
 
Thus we cannot neglect that such concerns indeed also could be central in trying to 
explain why the companies have adopted TM. Institutional theory may, also as a 
matter of fact, shade some light to why the implementations and practises of TM dif-
fer so extensively among the respondents. Rövik (1998) argued that in many cases the 
prescriptions generated from the institutional norms were nothing but vague ideas 
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that allowed a lot of room for the organization to give it its own meanings and inter-
pretations. He argued that in such cases companies often adopts the concepts but im-
plements and uses it in extensively different ways or even just uses it as an empty but 
innovative theme that characterise parts of the organization.  
 
The question is then; to what extent is the concept TM being characterized as a vague 
and illusive concept, or as detailed prescriptions. The normative literature tells us 
that TM indeed is a quite loose concept that extend over a wide set of different activi-
ties. Thus the concept may open up for a lot of individual interpretations and mean-
ings, which could help to explain why the companies have implemented the concept 
so differently.  
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6 Conclusion 
The purpose of this thesis was to investigate the underlying reasoning and logic be-
hind the adoption of Talent Management and explore what the concept represents in 
terms of new knowledge. By comparing traditional models of Human Resource 
Management and Human Resource Planning, with normative literature and inter-
views on Talent Management the authors have found that Talent Management does 
not represent any new and distinctive knowledge but can rather be considered as an 
effort to repackage old ideas and techniques with a new label.  

Nevertheless, what thus seem to represent old wine in new bottles needs to be put in 
a larger context in order to be further explained. The authors have found that 
throughout the history of the HR profession, the world has witnessed several differ-
ent concepts in the personnel management profession i.e. Personnel Management, 
Human Resource Management, and Strategic Human Resource Management. A 
common theme in the evolution of these concepts has been that employees indeed 
can make a crucial contribution to the success and the competitive advantage of the 
organization. Nevertheless, the concepts have been questioned by many researchers 
because of lack of the distinctiveness to each other, and are according to many re-
searchers just representing attempts by HR professionals to become more business 
oriented and thereby enhance their legitimacy, status and credibility in the organiza-
tion. The authors believe that Talent Management is truly just another illustration 
with respect to this background. Two of the respondent put it in their own words 
and claimed that Strategic HRM did not work because, there are so many other du-
ties for the HR departments to carry out. The focus on talent is, according to the au-
thors a new and deliberate attempt to demonstrate that employees can make a differ-
ence in the way that it allows the HR professionals to solely focusing on a carefully 
selected group of employees that indeed can make a difference.  

However, an issue that also should be considered is the institutional environment 
that the companies operate in. All the interviewed companies are well established and 
recognized organizations that are expected to be concerned about their legitimacy 
and status in their institutional environments, thus we cannot explain the adoption of 
management fashion without also reflecting an institutional background.  

Finally, the hyping of Talent Management as new approach can undoubtedly be 
questioned and the authors cannot predict whether the concept will sustain in the fu-
ture. It might just be another fad that just come and go, nevertheless it illustrates a 
struggle by HR professionals that will certainly continue.  
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Appendix 1: Talent Management Articles Published 
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Appendix 2: Published Articles of Management Fashion 

 

 

Published articles of job enrichment, quality circles, total quality management, and 
business process reengineering (Abrahamson & Fairchild, 1999, p 723) 
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Appendix 3: Interview Guide to Companies 

1. How well do you (the respondent) know the concept of Talent management 
(TM) and its application to practice? 

2. What is the history of TM? 

3. What is the theory behind TM? 

4. What does TM represent for you? 

5. How does TM differ from more classic HRM thinking? 

6. What is the major newness in this new concept of TM? 

7. What are the main advantages with the concept? 

8. How would you describe your company’s TM strategy? /What does the con-

cept of Talent Management (TM) refer to in your organization? 

9. Could you describe the main routines and activities that build up your ongo-
ing TM program? 

10. Which employees are involved in your organization’s TM strategy? 

11. Could you describe more in detail how the implementation of TM occurred 
in your company? 

12. What has the TM practices replaced from the old way of doing 
HRM/Personnel Mgmt? 

13. What were the main motives to implement in TM?  

14. To what extent did external factors  affect your decision 

15. To what extent did internal factors affect your decision? 

16. Can you describe your perception of the HR department 

17. What does TM imply of the HR department? 

18. Has TM contributed to more recognition for the HR department? 

19. To what extent does the TM have a symbolic meaning? 

20. How does the future look like for the concept in your company? 
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Appendix 4: Interview Guide to Right management 
Consultants 
 

1. How well do you (the respondent) know the concept of Talent management 
(TM) and its application to practice? 

2. What is the history of TM? 

3. What is the theory behind TM? 

4. What does TM represent for you? 

5. How does TM differ from more classic HRM thinking? 

6. What is the major newness in this new concept of TM? 

7. What are the main advantages with the concept? 

8. What perceptions do you think companies have to the concept? 

9. To what extent does the TM have a symbolic meaning? 

10. Why has TM become so popular? 

11. Can you describe a typical Talent Management consulting process 

12. Can you describe your perception of the HR department 

13. What does TM imply for the HR department? 

14. Do you think TM has contributed to more recognition for HR departments? 

15. To what extent is TM a symbolic value in regards to functional and more 
practical meaning? 

16. How does the future of the TM look like? 

 

 


