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Abstract

An organisation's talent management practice is a human resource strategy aimed at identifying, developing, deploying
and retaining talented and high-potential staff. Talent management is primarily among the human resource practices of
employee development. By identifying and enhancing the skills of employees, it not only increases their efficiency, but
also results in higher job satisfaction, increased motivation, and elevated retention rates of staff.

The purpose of this research was to look into the impact of talent management on South Africa's banking sector, with
reference to the retention of employees. Those included in the study were randomly selected managers and staff from
FNB, ABSA and Nedbank. The study's goal was to investigate if targeted talent management influences the retention of
employees within the organisation.

This study used a descriptive research design. To obtain quantitative data, the researcher applied a questionnaire.
Descriptive statistics were used to analyse the quantitative data produced from Cronbach alpha, Z-test and Chi-square
tests. The research disclosed that the primary talent methods are motivation, regular training and employee development.

However, succession planning, career mentoring, recruitment, and selection - as talent management techniques have a
direct relationship with employee retention. Based on the study’s findings, it is recommended that the organisation should
develop effective talent management practices aimed at increasing the retention of employees.
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1. Introduction

The human resource department in an organisation is transforming, as business faces complex challenges and exploits
opportunities. The transformation of human resources today, is due to the rapid changes within business, because of
factors - such as globalisation and digitisation.

The new global world has widened the talent pool for outstanding and marginal employees. An organisation’s talent can
be a source of sustained competitive advantage and can affect important organisational outcomes - such as profitability,
survival, customer satisfaction level and employee performance (Kapoor, 2013).

Talent management has grown over the past decade, into a concept of people management, covering the full spectrum -
from the point of entry of employees into the organisation to their point of exit. Talent management is the proactive
design and implementation of an integrated talent-driven organisational strategy to attract, deploy, develop, retain and
optimise the appropriate talent requirements, as identified in the workforce plan to ensure a sustainable organization.

South African organisations are currently experiencing economic instability and the drive for talent may be diminishing,
as organisations take cost-cutting actions. At the same time, the drive for sustainability is high (McLean, 2016).

1.1 Background of the Study

Companies worldwide are encountering global talent challenges in today’s fast-moving, extremely uncertain and highly
competitive global environment. Among the many factors that shape companies’ specific challenges and responses are
globalisation, changing demographics, and the demand of workers with necessary skills and motivation and supply of
necessary skills and motivation (Kapoor, 2013).
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There are number of factors driving the increasing prevalence of globalisation - including a lack of talent in developed
countries, a slow technological progress, growing consumers and the easy availability of low-cost labour in developing
countries. Multinational companies need skilled labourers from developing countries at a low cost and therefore the
demand of such workers is very high.

Managing such a diverse pool of talent is one of the biggest challenges for a global organisation’s human resource
department. Due to increasing globalisation, multinational companies need to learn how to integrate a diverse value
system and share common global work values, to create an environment in which workers can communicate and
coordinate their activities to achieve common goals.

To achieve this - an organisation must practice proper talent management. The need for proper talent and its
management is always a difficult task, as it involves recognising the potential stars today and ensuring that they live up
to expectations. (Ntonga, 2007).

From a South African point of view, the relevance of talent management is that employees who are considered
exceptional performers can benefit from being provided with tools and processes for learning, growing and staying
engaged with their current employers and have the opportunity to be proactive in shaping their careers with the
organisations. South African companies hold onto the above-mentioned talent management practices, so they can
develop their most valued employees and become increasingly dependent on their ability to manage their talent pool
effectively (Walker, 2010).

2. Literature Review
2.1 Talent Management Practices

The connection between outstanding talent management practice and employee retention is increasingly demonstrated
by empirical evidence.

Talent management recognizes that various individuals have varied but complimentary contributions that make a
company successful (Forman, 2005). However, McGarrity (2007) believes that talent management must be compatible
with the corporate strategy and define leadership processes, in line with all functional areas, to remain competitive and
efficient. There are various talent management practices that are explained below:

2.1.1 Employee Work Potential

Vardarlier & Y (2012) assert that the major goal of talent management is to maximise organisational efficiency. They
also state that retaining talent and dedication is critical to the sustainability of company. Proper use of employees' work
potential, also known as human resource planning, entails placing the correct number of people, the right type of people,
in the right place, at the right time, doing the right activities, and being suitable for attaining the organization's goals.
(Bonadio, 2010). It can be said that maintaining top-performing staff through proper utilisation of their work potential,
talent growth and hiring the finest applicants is essential to efficient talent management (Deshmukh, 2006).

2.1.2 Well-defined and Structured Employee Job-Description

The initial phase in the talent management process, like with any process with a predetermined result - is planning. It
entails determining where the gaps are in human capital requirements, generating job descriptions for important roles to
help drive sourcing and selection, and developing a workforce plan for recruitment initiatives. The identification of
talent is a critical component of multinational corporations' Global Talent Management procedures. Job analysis, or
competency analysis, is a necessary input for talent identification. Nonetheless, according to Stevens, (2013), traditional
job analysis, which has been a core requirement for many HR functions, appears to be becoming increasingly obsolete
(Scullion, 2011). Indeed, the number of current articles regarding job analysis is declining, but adjacent topics - such as
competency modelling and work analysis, which describe more generally and developing organisational responsibilities
are increasing.

The connection of competency models with corporate strategy and related performance goals may explain their appeal
(Sanchez, 2012). The decreasing usefulness of using job analysis data, such as job descriptions, may be due to a move
toward recruitment tactics that are guided not by openings - but rather by onboarding talents to fill strategic roles as
they arise. As a result, rather than focusing on existing job responsibilities, organisations may search strategically, in
terms of their leadership competence profiles, for visionary talents that are well connected, cross-culturally adept, and
whose values align with the corporate culture. (Stevens, 2013). Yamaguchi, (2014) states that job analysis can reveal
areas for improvement in the workplace, and have a positive impact on talent management, such as objective and
talent-focused development. Improper job descriptions that leave employees unsure of their responsibilities and
competencies can also lead to legal concerns.

Smith, (2015) gives an example and asserts that - as demonstrated by Hitachi, rigorous talent identification and
evaluation may improve global operations. Although talent selection based on set job features may have become an
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unsatisfactory strategy, the use of particular work profiles to generate good matches between persons and occupations
would be beneficial to both employees and companies. (Yamaguchi, 2014) A deeper (psychological) understanding of
strategic roles from the perspective of an organisation's HR would undoubtedly help to highlight the relevance of
personnel management in accomplishing the increasingly complex and global corporate goals. (Becker, 2010).

2.1.3 Employee Participation in Decision-Making

People are the firm core of any successful business. Employees are a source of knowledge and ideas, yet this resource is
often underutilised. Involving employees in decision-making not only enables them to contribute to an organisation's
success, but it also saves the company time and money through higher productivity and less outsourcing (Anderson,
2019).

Participation increases people's sense of authority and dignity, lessening the urge to demonstrate power by opposing
management and limiting production. Employee morale is considerably improved - by involving them in choices and
policy changes that directly influence their employment, and empowering them to be more autonomous. Employee
involvement conveys the idea that worker inclusion and collaboration actually engages representatives in the workplace
and creates a fair method, in which a worker association and support share basic leadership and exhibit the beneficial
company results (Verma, 2017).

2.1.4 Scope of Employee Personal and Professional Growth

According to Hirsh, (2015) there is no value in finding "talent” or "potential™ - if the organisation does not know what the
individual wants to do, in terms of a career. It is quite risky for organisations to presume they know what individuals want
- in terms of careers, without first asking them. The line manager's responsibility is to assist individuals in surfacing their
professional objectives and to examine if what they want to achieve, aligns with what the organisation can provide them,
in terms of opportunities.

Career goals can be expressed in terms of grade or level (How eager someone is to advance), but also in terms of direction:
What type(s) of job are we considering here? A third essential feature of aspiration is timing — When might a job change
be desirable? Managers do require HR assistance in understanding what constitutes a good career dialogue. Career talks,
in particular, are all about assisting individuals in determining what they might want to accomplish. This makes them less
organisation-focused than performance dialogues and more forward-thinking.

According to Associates, (2008), CEO Michael McCallister emphasises the significance of connecting the company's
consumption strategy with human resources. He is renowned with developing a growth and development culture. By
demonstrating his visible support and commitment, he instils a "talent mindset" throughout the firm. This is a strong belief
that the best and brightest will create shareholder value. Many CEOs are active proponents of talent management today,
and their leadership teams work to cultivate talent cultures throughout their firms. CEO Jim Skinner of McDonald's, a
Hewitt Top Companies for Leaders winner, has made personnel management and leadership development - one of his top
three objectives.

2.1.5 Well-planned Employee Career Path

Career paths and ladders can be excellent strategic instruments for improving organisational outcomes. They can be used
to ensure that an organisation's growth and productivity continue. (Fox, 2010) Aligning employees' career aspirations
with the organisation's strategic goals - not only helps the organisation achieve its goals, but it also helps the organisation
differentiate itself from labour market competitors. (Grossman, 2015) Managing employee perceptions of professional
growth options is critical to increasing employee engagement and loyalty. HR faces a difficulty in not only continuing to
give career prospects for employees, but also in providing options for job enhancement and enlargement. Instead of
preparing employees for a lifetime of business work, training and development should focus on preparing them for a
lifetime of employability (Lollis, 2008).

2.1.6 Upskilling of Employees

According to Feldmann, 2018), the process of training current employees’ new skills is known as upskilling. Employers
want applicants with particular skill sets to fill new jobs, as technology generates new opportunities. Companies can fill
available roles while maintaining their present staff by providing learning opportunities for current employees. According
to Amy Adkins, (2016), in the report, How Millennials Want to Work and Live, 59 percent of millennials feel opportunities
to learn and improve are extremely important - when searching for a job. In comparison, 44 percent of Gen Xers and 41
percent of Baby Boomers feel the same way about these prospects. Millennials place the largest value on this job feature,
indicating the greatest gap between what this generation values in a new career, and what other generations value.

When upskilling becomes established in a company's culture, it naturally attracts job candidates, who appreciate the
opportunity to learn. When brand ambassadors within the company know that the company will invest in their future, they
are more inclined to promote friends and colleagues to available positions. Employee retention, succession planning,
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career pathing are the benefits for employers, to name a few.
2.1.7 Creativity and Innovation

According to Jennifer Schramm, (2007), as global competition heats up and technology takes over ordinary employment
- creativity and innovation are becoming increasingly crucial. HR plays a critical role in fostering innovation by creating
a creative atmosphere, in which new ideas can flourish. Employer policies that promote creativity and innovation may
also aid in increasing employee engagement.

While the management practices that support creative and innovative thinking may be less straightforward than managing
task-oriented, routine jobs, their use may ultimately turn out to be more rewarding for managers and human resource
professionals. This is not only because these practices highlight the importance of effective human capital management as
a driver of value, but also because it is constructing an environment.

Where creative skills and abilities grow, there may be higher levels of employee engagement, motivation, and
achievement. Apart from gaining a deeper knowledge of the present drivers of innovation, future skill requirements
emphasise the financial return on an environment that fosters creativity and innovation. In a collaborative report compiled
by Casner-Lotto, (2006), corporate leaders were polled on the growing content and skill areas they deemed "most vital"
over the next five years. Creativity and innovation were ranked fourth. Critical thinking and problem-solving, information
technology application, teamwork/collaboration, and diversity also relate to innovation and creativity - either as
instruments of creativity and innovation or as a situation, that inspires them.

2.1.8 Strategic Objectives

Organisations engage in talent management for a variety of reasons. Bethke-Langenegger, (2013) suggests the following
strategic objectives for talent management:

Attracting and retaining talented people: To recruit and retain talent from the internal or external labour market -
businesses must first understand their employees' needs, and then build and promote incentive systems to meet those
demands. It used to be a global phenomenon that employers would provide high job security, in exchange for strong
performance and engagement. Today, however - job security is extremely limited. Employers, on the other hand - provide
possibilities for advancement and employability, in exchange for employee loyalty and involvement (Dries, 2014).

Human capital development: The goal of developing talents in the process of talent management is to qualitatively
improve an organisation's human capital. Employees understand that they cannot rely on their employer, at all costs.
Development possibilities in a company meet the needs of talent for career chances and advancement (i.e. regarding job
security). This, combined with the changing expectations of the younger workforce regarding their employment situation,
results in implicit agreements between the employees and the organisation. Talent management, employee development,
and career opportunities, are a currency that organisations offer to gain employee engagement and loyalty (i, 2010).

Supporting organisational strategy: Organisations benefit from talent management by putting their plan into action.
Employees feel valued and show stronger motivation and organisational commitment, when talent management is
recognised as part of the overall plan and an organisation-wide talent mind-set is formed (Gandossy, 2004).

2.1.9 Proper Job Evaluation

Job evaluation is a method that evaluates distinct tasks and connects them to remuneration (Armstrong, 2011).The job
evaluation exercise should result in the description of duties, relationships of authorities, skills required for each job and
job-related relevancies that contribute towards achieving the organisational objections (Levine, 2014). Employee job
satisfaction is influenced by many factors, which according to Armstrong, (2011) can be controlled or discussed amicably
- if the environment is set right at the working place. One of the most important variables is monetary remuneration. This
is always available, regardless of how much one enjoys their profession - especially if one is highly qualified, or thought
to be suitably qualified for the same. Factors like working conditions, responsibility, effort and most importantly, skill
levels should always be considered during any effective job evaluation (Wong, 2013).

2.1.10 Employee Diversity in the Workplace

Workforce diversity is a difficult phenomenon to handle in a company. The importance of managing worker diversity as a
tool for increasing organisational effectiveness cannot be overstated - especially given the present global shifts. It is
argued that firms that value variety will undoubtedly achieve success, and have a future in this volatile global labour
market (Bagshaw, 2004).

Previously, worker diversity was not a serious issue in Africa - to the extent that it is now. The notion of diversity
management gained popularity, as a result of globalisation and the need for more organisations to expand globally, in
order to reach clients all over the world. In corporate, political, and legal circles, diversity has become a "hot " topic.
Managing worker diversity, for example, is one of the most difficult and important difficulties confronting modern
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organisations. Demographic characteristics - such as gender, age, were previously associated with team level outcomes
(Watson WE, 1993).

Diversity management can provide a competitive edge. Better decision-making, increased creativity and innovation,
greater effectiveness in marketing to foreign and local ethnic minority communities, and a more equitable distribution of
economic opportunity - are all potential benefits of diversity (Cox T, 1991). The degree to which managers understand
diversity and its possible benefits and drawbacks, defines an organisation's approach to diversity management. It is the
approach to diversity that determines the actual positive and negative outcomes - not the diversity itself. (Allen R, 2004).

3. Research Methodology
3.1 Research Sample

A total of ninety-two (92) employees of ABSA, Nedbank and FNB served as the sample size for this research. The
respondents included managers and employees (both junior and senior staff). The selected sample size was chosen, due to
the limitations of time and cost. Out of 92 questionnaires, only 80 completely filled-in questionnaires were received. The
research focuses on the perceived employee effectiveness of talented management practices on employee retention.

3.2 Sampling Technique

The stratified random sampling method was used to sample the survey participants from the target population, to
guarantee that all categories of staff were represented in the sampling phase. The staff were divided into two strata of
managers and employees of ABSA, Nedbank and FNB. Questionnaires were administered to ABSA, Nedbank and FNB
managers and employees (both junior and senior staff) over a period of two weeks. This helped in collecting the
information. It was useful to understand the talent management practices employed by ABSA, Nedbank and FNB to
increase their employee productivity and retention.

3.3 Research Design

The Chi square analysis and Z-test was conducted on 60 responses to ensure correlations were done on the questionnaires,
where all the variables were complete and relevant.

3.4 Data Collection Instrument

Questionnaires were used as the main instrument for the data collection for this research. The questionnaires administered
consisted of close-ended questions. The questionnaires were in two different categories - one for managers and the other
for employees. The questionnaires served the purpose for this research by generating responses, which are accurately used
for the analysis. Questionnaires were analysed individually, which enabled the researcher to elicit responses that reflected
the research objectives outlined. The questionnaires were intended to assess if an effective talent management practice is
used as a tool for employee retention.

4. Data Analysis
4.1 Inferential Statistics

Empirical testing includes a measurement of inferences (Zikmund, 2009). Inferential statistics is the use of statistics to
extend the results obtained from the exploration. Inferential measurements allow us to achieve inferences from data,
which is not likely to be self-evident. The inferential tests integrated into this study are the Chi square test and the Z-test.

4.2 Reliability and Validity of Data

This study meets these requirements in that it correctly measures the extent to which retention of employees depends on
an organisation’s efficient talent management. According to Nunnaly, (1978), Cronbach's alpha is an essential
psychometric test used to assess data reliability. The reliability coefficient represents the dependability of the retail
formats used to analyse the impact on consumer behaviour. As a result, many statistical tools can be used and tested.

The internal consistency for employees and managers exhibited a significant alpha () value of 0.865 and 0.94 respectively,
after the reliability test. The result of the Z-test and the Chi square analysis are shown in Table 4.1. In order to do the Z test
and Chi square test, responses of the Likert scale were weighted, according to the following pattern.

Strongly Agree (SA) — 1, Agree (A) — 2, Neither agree nor disagree (NA/ND) -3, Disagree — 4, Strongly Disagree — 5
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Table 4.1. Employees responses to the questionnaire

Variables SA A NA/ND D SD
Work Potential 0 17 43 0 0
Sound Job description 4 55 1 0 0
Participation in Decision Making 1 54 3 2 0
Scope of growth 1 54 5 0 0
Well planned career path 1 55 2 2 0
Upskilling/ Reskilling 3 53 3 1 0
Innovation and Creativity 5 54 0 0 1
Aligned Objectives 2 14 41 2 1
Proper Job Evaluation 1 54 5 0 0
Diversity Management 3 18 37 1 1
Total 21 428 140 8 3
Average/Expected 2.1 42.8 14 0.8 0.3

According to Chen, (2019), a “Z-test is a statistical test used to determine whether two population means are different,
when the variances are known and the sample size is large. The test statistic is assumed to have a normal distribution, and
nuisance parameters such as standard deviation should be known, for an accurate Z-test to be performed”.

Table 4.2. Determination of the critical value

X f~ F d=X-X d= f*d= f*X
1 2.1 2 -2 4 8 2
2 42.8 43 -1 1 43 86
3 14 14 0 0 0 42
4 0.8 1 1 1 1 4
5 0.3 0 2 4 0 0
Total 60 0 >d>=10 52 134
Y Prde=52 SF*X=134

Employees _

ox=VYd/(n1) Where d? = (X — X) 2

X 0.17

p=>*X/n 2.23

Z=(X-p)/cy 453

Figure 4.3. 1: Z Test

However, the researcher did an in-depth analysis in Table 4.2 to determine whether the overall impact of the talent
management practices of banks in South Africa on their employees’ retention strategy is significant or not.

According to the calculations above, the results of the Z-test confirm that the null hypothesis is rejected, because the value
of Z lies outside the acceptance region, as shown in Fig. 1, Z = 9.5, which is greater than 1.96 (> 1.96). As a result, the
alternative hypothesis is accepted. This results in alternate Hypothesis H1 being established, confirming the below that
talent management practices of South African banks have a significant impact on employee retention.

4.4 Chi Square Test

“A chi square (x2) statistic is a test that measures how expectations compare to the actual observed data (or model
results). The data used in calculating a chi square statistic must be random, raw, mutually exclusive, drawn from
independent variables, and drawn from a large enough sample”. (Hayes, 2019)

Table 4.3. Chi Square test Variables
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Variables Strongly | Agree | Neutral | Disagree | Strongly Chi Square | The two tailed P
Agree disagree Value Value (df=4)

Work Potential 2.10 15.55 | 60.07 0.80 0.30 78.82 0.0001
Sound Job description 1.72 10.63 | 12.07 0.80 0.30 25.52 0.0001
Participation in Decision | 0.58 8.96 8.64 1.80 0.30 20.28 0.0004
Making

Scope of growth 0.58 2.93 5.79 0.80 0.30 10.39 0.0343

Well planned career path 0.58 3.48 10.29 1.80 0.30 16.44 0.0025
Upskilling/ Reskilling 0.39 2.43 8.64 0.05 0.30 11.81 0.0188
Innovation and Creativity 4.00 2.93 14.00 0.80 1.63 23.37 0.0001
Aligned Objectives 0.00 19.38 | 52.07 1.80 1.63 74.89 0.0001
Proper Job Evaluation 0.58 2.93 5.79 0.80 0.30 10.39 0.0343
Diversity and Inclusion 0.39 14.37 | 37.79 0.05 1.63 54.22 0.0001

It is clear from the statistical tests conducted that different variables of talent management of Nedbank, Absa and FNB -
such as Work Potential, Sound Job description, Participation in Decision-Making, Scope of growth, Well-planned career
path, Upskilling/ Reskilling, Innovation and Creativity, Aligned Objectives, Proper Job Evaluation and Diversity and
Inclusion, create a significant impact in employee retention . Thus, the employees of banks in South Africa may see their
organisation as a promising sector to work in, and aspire to continue their services in the same organisation.

5. Limitations of the Study

The research has generated an insight into talent management in South Africa's banking industry about the retention of
employees, and can help to enhance the present state of talent management. There are five major banks that dominate the
banking industry in South Africa. These banks are ABSA, Nedbank, FNB, and Investec. The fact that the survey was
carried out only at ABSA, FNB and Nedbank is a significant study limitation, and limits the study to these banking firms.
This excludes the other banking firms and staff who had experienced their organisation's talent management system. The
second restriction is that time constraints and company requests of the participants may have impacted on the survey. The
third restriction is that the study was based in Sandton, Johannesburg, which ruled out inquiry into other regions of South
Africa.

6. Conclusion

The study evaluated each objective and determined the extent to which the organisation's talent management
practises contribute to the retention of employees. In order to achieve organisational goals and objectives, talent
management is increasingly becoming an important organisational strategy. This is because, instead of systems and
structures, contemporary HR is becoming more focussed on people. The basic principle of talent management is to
effectively manage and maintain talent within an organisation, in order to achieve organisational goals.

The study concludes that the effective practice of talent management helps to retain top talent within an organisation. This
research attempted to test the significance of the impact of talent management practices of the banking sector of South
Africa on employee retention by using a Chi square test and a Z-test. This research also established the significance of 10
variables - namely, work potential, sound job description, participation in decision making, scope of growth, well-planned
career path, upskilling/ reskilling, innovation and creativity, aligned objectives, proper job evaluation, and diversity
management on employee retention. The variables were constructed to evaluate the significance of talent management in
detail. Cronbach alpha of 0.94 was calculated to measure the internal consistency of the variables chosen to conduct the
study.
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