
European Journal of Sustainable Development (2018), 7, 1, 98-106                   ISSN: 2239-5938 
Doi: 10.14207/ejsd.2018.v7n1p98 

| 1Vice-Dean of college of Business Administration, Director of the Human Resources Department. 

    CBA, Northern Border University, 91441 Arar, Saudi Arabia. 

 

 
Talent Management and Talent Building in Upgrading 
Employee Performance 
 
Naif Fawzi Alruwaili1 

 

 
Abstract 
This study has three objectives. The first one seeks to determine the distinction between innate and 
acquired talent in relation to performance. The second objective identifies best practices in talent 
management that can be used by a company‟s Human Resources Department (HRD). The third 
objective highlights activities of current employees that can be used to benchmark them as able to 
become talented. This study was conducted in Saudi Arabian companies operating in the Al Jouf and 
Northern Border Provinces. Therefore, the researcher recommends further research on companies 
operating outside these two provinces. A qualitative approach was used to collect data by conducting 
face to face semi-structured interviews with the heads of HR departments in companies in the Al-
Jouf and Northern Border provinces area of the Kingdom of Saudi Arabia. Results show that talent 
management can be a strategic plan for organizations to improve their performance. 
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1. Introduction 
 

Talent Management (TM) simply means that there are talented people who have 
joined an organization. The work of Human Resource Management (HRM) is to refine 
and adapt this talent to achieve the goals of the organization. However, there are 
employees in any organization who have the willingness to become talented. 
The TM process begins with HRM practices, starting with recruitment and selection 
practices. There are several differences between the concept of talent management and 
talent building. A direct supervision feature can discover the talented employee and 
recommend them to the HR department in order to allow them to acquire new skills, 
knowledge and experience. They will be trained in HR practices in order to achieve the 
ultimate goal of performance improvement.  
Based on the literature, the emergence of TM as a human resource management (HRM) 
activity was the result of tremendous developments in the world of business. These 
developments include technology, communications, e-commerce, etc. Therefore, 
organizations are now more concerned with acquiring human capital that can deal with 
these developments efficiently, seeking to recruit and employ people with the skills, 
knowledge and multi-experiences to achieve organizational innovation and excellence. 
However, the question that arises here is: what is the real role of the HRM department in 
relation to talent? More specifically, previous research has dealt with the role of the 
HRM department in talent management, but has ignored the fact that talent in the world 
of business could be acquired. 
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This study focuses on analyzing the differences in HRM practices towards managing 
existing talent compared with building talent, which can be viewed as being similar to 
knowledge, as it is classified as explicit and tacit knowledge (Kikoski & Kikoski, 2004, 
p.67) and talent could be innate or acquired. Therefore, the HRM department in any 
organization is dealing with two types of talent: one of which needs to be managed, and 
the other needs to be built. Therefore, the main research question of this study can be 
stated as follows: 
“Is there a difference in the mandated human resource management practices depending on the type of talent?” 

The answer to this question requires answers to several other related questions, the most 
important of which are: Is there a link between HRM practices and talent management? 
What are the main practices followed by an HRM department in term of talented 
people? How can the HRM department identify features among the existing employees 
who have the potential to become talented? What are the differences between talent 
management and talent building? 
By answering the above questions, this study will achieve many important objectives for 
other researchers and organizations in terms of determining the differences between 
innate and acquired talent; identifying the critical practices in talent management for 
those who are already talented; and shedding light on the practices that are aimed at 
discovering those who have the willingness and ability to become talented from among 
existing employees. 
 

Why is talent management important? 
In the era of globalization and economic and cultural openness, organizations are facing 
significant challenges arising originally from the intensification of competition in most of 
their activities. In addition to competition in product quality and price, expanding into 
new locations around the world, and accessing new markets, it has become necessary for 
organizations to own human capital that is capable to rise to these challenges. 
The significance of this study consists in the fact that organizations must attract and hire 
people who have the ability to create new ideas, advance work methods, and innovate. 
The related literature points out that good talent management will attract more talented 
individuals and increase retention in the organization (Christensen Hughes & Rog, 2008). 
 
2.  Theoretical framework and literature review 
2.1 What are talent and talent management? 

The term “talent” is related mostly to individuals. Morton (2004) defined talent 
as those employees who have an endogenous capacity that enables them to make 
substantial and desirable changes in the current and future performance of the 
organization. Other researchers have defined talent as multiple competencies that should 
be developed to allow an individual to practice a certain role in an excellent manner 
(González-Cruz, Martínez-Fuentes, & Pardo-del-Val, 2009, p.22). Therefore, 
organizations are now seeking to attract and employ such individuals through winning 
the war for talent (Ulrich & Smallwood, 2012). In order to win this war, it is essential for 
the management of human resources in the organization to exercise practices that have 
become known as “Talent Management”. TM can be defined as systematic efforts aimed 
at identifying talented individuals and their locations in order to attract them to work in 
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the organization. Furthermore, the HRM should work to develop these talents and retain 
them in order for that talent to be deployed within the organization (Scullion, Collings & 
Caligiuri, 2010). Morton (2005, p.13) considered TM as a multifaceted concept that has 
been adopted by the practitioners of HRM because this adoption is a necessary weapon 
in the war for talent. TM may be seen by these practitioners as a form of organizational 
mindset or culture that creates a feeling among the staff that they are of real value in the 
organization. 

 
2.2 Types of talent 

TM has received a lot of attention from academics and practitioners, which 
explains the large number of researchers in this field, such as Lewis and Heckman 
(2006), Morton (2004) and Pfeffer (2001). However, few researchers have compared 
innate and acquired talent. In this context Meyers, van Woerkom and Dries (2013) 
pointed out that the talent management system in an organization should distinguish 
between talent management practices according to the origin of this talent. In order to 
do this, any HRM taking a decision about pursuing talent management or talent building 
has to ask the following question: Is talent predominantly an innate construct, is it majority 
acquired, or does it result from the interaction between certain levels of nature and nurture components? 
Silva (2006) reported that an individual who is innately talented can master several tasks, 
while the person who has no innate talent can learn and master one task in a time period 
and, step by step, master other skills. Thus, talent management needs less time and effort 
than talent building. 
Based on what has been stated above, we conclude that innate talent-holders can be 
managed by the organization through exploiting their talent within the scope of its work 
and operations. An employee talented in dealing with figures, for example, can be 
enrolled upon a training course on financial analysis and then rehired in the financial 
section of the organization soon afterwards and at relatively little expense. The employee 
who was selected to be talented through talent imparted in a certain field will take a 
longer time and involve a higher cost to achieve this goal. This process may involve 
several stages. First, in the “selection stage”, the HR department could hold a talent test 
for a number of employees, using an IQ test to select one or more of them 
(Shuttleworth-Edwards et al., 2004) by asking questions such as: What is the number that 
does not belong to the following numerical series? 30, 128, 12, 7, 6? If the sales volume 
now is $12,000 and the company is thinking to increase the selling price per unit by 5%, 
what are the expected probabilities of this action? 
In the second stage, the HR department will select the employees who passed the test 
and provide them with suitable training for their new jobs, which is why this will take 
longer and cost more. 
 
3. Talent building versus practices of talent management 
 

In this section, the analysis requires differentiation between three types of 
employee. First, we should acknowledge that an HRM department will work to recruit 
talented new graduates, who form the first type of employee. The recruiter might 
coordinate with a university to collect data about graduates who have innate talent in 
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order to recruit the best from among them. In this regard, Qian (2010) pointed out that a 
university is more likely to be able to identify talented graduates. After recruiting and 
selecting those employees who have inmate talent, the orientation stage will be very 
important in the TM of this type of employee. Sparrow and Budhwar (1997) reported 
that employee orientation is a significant tool in TM because it works as a form of 
spiritual orientation, while Gull and Doh (2004) pointed out that when an organization 
adopts a culture of talent, this will encourage employees to bring out their talents. This 
means that people in charge in the HRM department should encourage the impression in 
a new employee that he/she will work in a talent environment. Moreover, training for 
this type of employee will not take a long time because their talents enable them to 
understand the work techniques and rules fully, as well as the tasks needed for their jobs. 
Some researchers favor on-the-job training for this category of employee. In this regard, 
Markman and Baron (2003) suggested that this kind of training will lead talented trainees 
to reveal and propose opportunities to the organization that may be exploited in finding 
new ventures. 
The second category of employees represents those who are already working in the 
organization and have innate talent but are not recognized for two reasons: the employee 
does not have the opportunity to show his/her talents because of the routine working 
style in the organization, and the organization will not appreciate his/her talent in terms 
of providing incentives. However, nowadays, and in response to the rapid developments 
in the business world, the HR department in an organization will move to create talented 
employees who are capable of meeting these developments and have the ability and 
willingness to achieve organizational goals. This requires to bring holders of innate talent 
out within the organization and work to refine their talent by training, learning and 
rehabilitation, which will give opportunities for employees to use their capacities and 
creative talents. 
In addition to HR department practices in the field of TM (e.g., training, learning, 
rehabilitation, and motivation), employee empowerment can be an effective tool in this 
respect, because it involves encouraging and developing the skills for self-sufficiency 
(Besterfield, 2003, p.96). The relationship between the talent management of the 
previous categories of employees and employee empowerment lies in excellent 
managerial talent, which is increasingly perceived as scarce and expensive. 
However, empowerment enables managerial talent to be focused more on external 
changes and less on internal problem solving (Srivastava & Bhatnagar, 2007). 
Empowerment may also reveal sources of managerial talent which were previously 
unrecognized and create circumstances in which such talent can flourish. This leads to 
staff no longer being prepared to accept the old command and control systems. 
Employee retention will be supported by empowerment in addition to an incentive 
system (Hill & Huq, 2004, pp. 1025-1041). 
The third category of employees includes those who have no innate talent. This category 
can be talented people in their jobs through intensive training by talented staff that leads 
the trainees to feel jealous. 
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4. Methodology 
 A qualitative approach was used in this study by conducting face to face semi-
structured interviews with the heads of HR departments in companies operating in the 
Al Jouf and Northern Border areas of the Kingdom of Saudi Arabia. The purpose of the 
interview questions was to identify the practices of HR departments in relation to talent 
management and talent building, and how these departments chose employees who 
could become talented through providing the opportunity for them to acquire an 
upgrade. Therefore, the interviews consisted of two categories of questions: the first 
concerned TM, and the second related to talent building. The objectives of these 
questions were to explore the actual practices implemented by the HRM departments in 
these companies in the field of TM and talent building among the employees, in order to 
evaluate the extent of the companies‟ success in this crucial aspect. It should then be 
possible to identify administrative gaps which prevent the application of the successful 
management of talent in order to provide guidance and advice to the management of 
human resources in the company and correct its course in this respect. The researcher 
follows an ontological research philosophy, which claims that all people view a 
phenomenon in the same domain (Bryman & Bell, 2015). 
 
4.1 Data collection  

A purposive sample technique was selected by the researcher in order to collect 
qualitative primary data through face to face semi-structured interviews. Purposive 
sampling is practical and can be used to study the experiences of knowledgeable experts 
(Tongco, 2007). The implementation of a semi-structured interview technique involved 
twenty HR managers and specialists working in companies (both public and private) in 
the Al-Jouf and Northern Borders Provinces of Saudi Arabia. The distribution of these 
managers allowed the involvement in the research of a number of companies from 
different sectors, such as banking, industry and education. Secondary data were collected 
from related literature, including research, books and journal articles.  
As mentioned earlier, two types of questions were used to explore HR practices in 
relation to TM and talent building. The questions in the first set were framed as follows: 
Do you agree that talent management is one of the HRM practices which is linked with all HRM practices? Does 
the talent management process start with employee recruitment? What are the main practices followed in your 
company to manage talent? What is the role of supervisors in the talent management process? Can you give a brief 
description of the role of training in talented employees’ retention? The second group of questions was as 
follows: How can you identify an employee who has the willingness to acquire talent? Is the strategy of the 
company in this area sustainable or according to a timetable?  

 
4.2 Data analysis 

The answers given by the interviewees were recorded by notes in order to 
conduct a thematic analysis through the use of NVivo software. This kind of analysis is 
used for qualitative data and depends on coding interviewees‟ responses according to 
consistent answers. Thematic analysis can provide a full understanding of complex 
phenomena (Smith & Firth, 2011). 
According to Braun and Clarke (2006), thematic analysis provides very detailed and 
broad data. The steps in the analysis process include coding and re-reading data by 
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labeling themes that are covered by the research variables and research questions and 
identified from the interview transcripts to provide appropriate answers to the research 
questions. The coding process is aimed at the systematic research of indicators that 
reflect the diverse perceptions which represent the preferences, understandings, and 
behaviors practiced by the people who were interviewed (Bryman & Bell, 2007).  
 
5. Findings 
 
Talent management is linked to HRM practices and the process starts with employee recruitment 
All the interviewees were convinced that TM is a core and major link in HRM practices 
achieving the company‟s goals, such as employee performance. Most of the interviewees 
agreed that the recruitment process is the starting point in the journey of TM, whereby 
the recruiter plays an essential role in attracting talented individuals through coordination 
with universities and employment agencies. This idea is supported by Cappelli (2008, 
p.9), who maintained that organizations should make links between internal development 
and external recruitment to fill their talent pool.  
Main practices for managing talent 
With regard to HR practices in TM, the answers of the interviewees were mostly 
compatible in terms of directing talent towards achieving organizational goals through 
training and the transfer of polished talent to the workplace, while good training works 
to give talented employees skills and knowledge that will develop a spirit of creativity and 
innovation in these individuals. Buckingham and Vosburgh (2001, p.17) pointed out that, 
as one of the HR practices, training aims to maximize the talent of employees. One of 
the interviewees added the role of incentives to this issue because these may achieve 
talent retention. Park (2014) stated that talented employees are one of the valuable assets 
in an organization that need to be directed and controlled. Therefore, the interviewees 
mostly agree that employees need HR practices that increase their talent and retention by 
applying a motivation strategy. 
Supervisors’ role in talent management 
Regarding the role of supervisors, the interviewees moderately agreed that the supervisor 
has a main role in TM because he/she is able to direct talent towards performance 
improvement. Someone with the means to discover the ability and willingness of an 
employee to acquire talent can recommend him/her to the HR department, but this role 
in the field of TM is often a complementary one to the practices of HRM in terms of 
exploiting the talent itself in the workplace. Evidence for this trend has been discussed 
by Farley (2005), in which he states that supervisors‟ reporting includes talented 
employees‟ data and their relationships with good performance. 
Talent management and talent building 
The responses in this regard have mostly agreed on the definitions of TM and talent 
building which assume that there are talented employees in the organization, and that the 
HR department should work to polish this talent through training and directing it 
towards performance improvement. Another category of employees in the organization 
are those who have a real willingness to acquire talent, hence talent building. Moreover, 
the interviewees also indicated that the strategy of talent building is sustainable, although 
one of them stated that his company has no strategy for this task.  
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Talent management strategy 
The researcher noted that the private companies involved in the research were, in 
general, working to develop a sustainable strategy for talent management, while the 
public companies did not have such an approach. One of the respondents attributed this 
state to the high rate of employee turnover in public companies (Christensen Hughes & 
Rog, 2008). 
 
6. Discussion 
 

In general, TM was expressed in the literature as a task that goes along with 
HRM practices starting by the systematic attraction of desired individuals through 
identification of their talent‟s validity to meet the organization needs (Thunnissen, 2016). 
Accordingly, this attraction is the first stage of talent management by HR department in 
the organization (Dries, 2013). 
Some authors reported that the systematic recruitment is adopted mostly in the private 
sector more than the public sector. In this regard, Smeenk. et al, (2007) pointed out the 
Dutch universities have shifted from a collegial system to manage the recruitment and 
employment, to a developed managerial system that was trialed in private sector. And 
this is in line with the outcome of this study, related to the TM strategy. The findings of 
this study indicate that training was a key instrument to polish and direct talents for the 
benefit of achieving the company‟s goals. 
Thunnissen (2016) suggested that employees with innate talent may benefit much more 
from discussion meetings with colleagues and cooperating with a team of researchers 
than benefit from organized training courses. Meyers. et al, (2013) pointed out that 
organizations should focus strongly on recruitment, identification and retention when 
dealing with innate talent holders. However, when dealing with employees who want to 
acquire talent, the HRM department should focus mainly on employees training and 
development in terms of providing new knowledge and skills. Furthermore, this study 
found that the supervisor has an important role in talent management in terms of 
directing talent towards performance development, and discovering employees who have 
the ability and willingness to be talents, in this regard McCall (2010) pointed out that 
supervisors should provide the opportunities to show one‟s talent in the workplace. 
In order to reflect the view stated in the literature, and to be sure of the consistency of 
these views with the findings, the researcher stipulated the following: 
This research was conducted to investigate how Saudi companies were practicing TM. 
The study sample consisted of companies operating in Al-Jouf and Northern Border. 
Two types of talent have been taken into consideration in the study: innate talent and 
acquired talent. In this regard Silva (2006) pointed out that there are two types of 
individuals in the business world: the individual who is innately creator in many fields, 
and the individual who struggles to acquire skills. All the interviewees have confirmed 
this issue because the existing employees in their companies include the two categories 
of employees. 
In addition to that, they stated that the best recruitment methods may help the company 
in hiring talented applicants among university graduates as a main source of young talent 
(Guthridge et al., 2008). So, this innate talent must be directed and trained so that to 
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exploit it in the interest of the organization, as well as to stimulate talented employees 
and retain them. 
Talent building depends heavily on the cooperation between the supervisors and the HR 
department, where the supervisor shall recommend the employees who are willing to 
acquire talent, while the human resources management shall work on their rehabilitation 
and training for this purpose, and this is consistent with Besterfield‟s (2003) view on the 
role of rehabilitation and training in this aspect. 
 
Conclusion  
 

Talent management in the environment of most organizations is global, and 
highly competitive. In addition, most organizations are now seeking to recruit and 
employ people with the skills, knowledge and multi-experiences to achieve organizational 
innovation and excellence. The review of the literature and this study‟s sample 
(companies' employees) have equally revealed a strong interest in the new area of talent 
management. In this paper, we attempted to determine talent management and talent 
building of employee performance, and practices of human resources department in 
companies. This research also sheds light on practices aimed at finding out existing 
talented employees. Our research framework highlights the importance of talent 
management and the different types of talented employees in term of performance and 
the implementation of HR practices.  
Research findings on the main practices of talent management indicate that through 
training and supervision the company‟s performance can be improved and employees 
can be encouraged to discover their talent and improve it. Moreover, the best 
recruitment methods may help the company in hiring talented applicants among 
university graduates. Besides, most companies -especially those in the private sector- are 
committed to talent management as part of the organization‟s strategy.  
Consequently, there is a strong need for theory building related to talent management so 
that to understand the relationship between talent management and HRM activities. The 
performance of companies will improve if more empirical studies on the attraction and 
retention of talented employees are put to practice, and thus bridging the gap of 
knowledge transfer from academics to HR.  
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