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“It will be organisations whose mission is built on sustainable growth who will become the iconic
market leaders of the future.” Kevin Kelly, CEO, Heidrick & Struggles.

CEOs tell us that their agenda is changing as they take on the challenges posed by growing global
competition, growing environmental regulation and cost, competitors with new ownership models and
governance structures, and the arrival of web 2.0. 

They tell us that today one of their critical agenda items is finding, developing and retaining the
talent and leadership skills necessary to compete and create sustainable advantage in the face of
these new challenges.

Why then, if we keep on saying that people are our greatest resource – as one of those we interviewed
reflected – do we treat people so badly?

Tomorrow’s Global Talent brings together thinking and practice, drawing on the insights and knowledge
of those responsible for talent in leading companies from across the world. (For a full list of these
companies and others we interviewed turn to the inside back cover.)

With the launch of this report, we are starting the conversation, not ending it. We certainly do not claim
to offer the final word on talent, far from it. We want to test our findings and hone our conclusions.

So what will follow the launch of this report is a process of broadening and deepening the conversation: 

• broadening, through a series of dialogues, drawing together different stakeholders in different
regions across the world. We will draw on the ‘ten questions for Tomorrow’s Chief Talent Officer’
to help inform these dialogues;

• deepening, through research and inquiry, and ‘deep dives’ looking at particular aspects of the
talent agenda we have set out. In so doing, we want to apply our thinking summarised in the
‘New Mindset in Practice’ set out in the Conclusions.

Above all, our shared commitment is to help develop thinking and practice, leading to a change in
how talent is understood, who is seen as and is able to become talented, which informs and helps
improve business practices, and impacts the policy and institutional framework.

As we reflected on our early discussions and interviews, it became clear that old certainties are
crumbling, that people often mean different things by ‘talent’, that for many how we identify and
assess talent needs to be rethought. 

We believe that this common view of the need to rethink talent is driven by more than an incremental
process of reflection and review – rather, it is an inevitable consequence of profound shifts in the
operating environment of business, which is leading to fundamental changes in the conditions for
future business success. This is intensified by the recession and credit crunch, but it would be a
fundamental mistake to believe that business as usual will be the business model for the future.

The agenda for Tomorrow’s Global Talent needs to come to terms with what we describe as the triple
context – the need for business to recognise the importance of not only the economic but also the
impact and opportunity presented by environmental, and social and political systems, of which they
are such an integral part. 

Businesses that operate at the intersection of these three systems act as a ‘force for good’, and will
achieve success and contribute to sustainability outcomes.

To understand what this means for talent and how in the future leading global companies will create
value through people, we needed to draw on the distinctive and complementary strengths and
capacity of our four organisations:

BT is one of the world’s leading providers of communications solutions and services, operating in
over 170 countries. BT has pioneered flexible working practices, with dramatic results for productivity,
wellbeing and engagement. BT’s Corporate Social Responsibility agenda continues to inform the
development of the business whilst also being shaped by it.

Foreword
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Career Innovation (Ci) is retained by some of the world’s best-known companies to help them increase
business agility and gain recognition as inspiring places to work. This is achieved through innovative
career strategies and new ways to engage people, informed by research. The Ci Manifesto for the
New Agile Workplace (www.CiManifesto.com) sets out how high levels of agility can be achieved by
tomorrow’s global companies.

Heidrick & Struggles are leadership advisors, providing top-level executive search and complementary
consulting services. They help build strong companies, with sustainable, high-performance leadership
teams. Tomorrow’s Global Talent builds on their agenda setting Global Talent Index and earlier work
with Tomorrow’s Company on the ‘force for good’ pioneers, website and campaign.

For Tomorrow’s Company, the leading business-focused ‘think and do tank’ success and sustainability
are mutually reinforcing. We set out this argument in Tomorrow’s Global Company: challenges and
choices and have further developed it on www.forceforgood.com, which brings together leading
practice and examples of business as ‘a force for good’.

We want you to contribute to the conversation as we explore our conclusions and take forward the
agenda set out in this report – through www.tomorrowsglobaltalent.com you can join our online
debate and contribute your ideas and practice (which we are hosting on forceforgood.com).

Our view is that a far more inclusive, dynamic and holistic view of talent is now required – and that
we need to tap into the talent that is latent within all of us. We invite you to join us in developing and
implementing this new vision of Tomorrow’s Global Talent.

Richard Emerton Tony Manwaring
Regional Managing Partner, EMEA, Chief Executive 
Leadership Consulting Tomorrow’s Company
Heidrick & Struggles

Caroline Waters Jonathan Winter
Director of People and Policy Founder 
BT Career Innovation
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Executive
Summary



In talking with senior leaders around the world as they respond to challenging times,
there is a growing sense that the next leap in business performance will require a
profoundly different approach to the way organisations engage talent.

The urgency and importance of this conclusion lies in the combination of
intensified globalisation, and the realisation that we need to create higher value
products and services, drawing on new skills and innovation. People have never
been more important.

But how can that leap in performance be achieved? This initial report on Tomorrow’s
Global Talent is the first part of a response to the question: “How will leading global
companies create value through people?”

It argues that tomorrow’s company will be operating in an era and a new business
environment in which value creation depends on environmental and social issues
as much as on economic ones – what we call the ‘triple context’. More than ever,
companies will need to think in terms of their own sustainability and that of the
ecosystems and communities in which they operate. We offer a straightforward
definition of a sustainable company: 

A sustainable company is one that pursues long-term success, understanding that
it depends upon, and therefore must contribute to the health of the economy, the
environment and society; a real Force for Good.

We believe this means that companies should think afresh about what they mean by
‘talent’. At present most companies reserve the word ‘talent’ for high fliers who are
destined to become top executives or high-level specialists. This is too narrow a view
for a world with multiple challenges, needing people with a wide range of capabilities.
Talent, we argue, is all around us waiting to be unleashed. Contrary to popular belief
and practice we argue that ‘talent’ should not be seen as a rare quality, but a diverse,
multifaceted one that exists in everyone; it is abundant. It is a nice quirk of the English
language that talent is an anagram of latent; underlining our view that much talent
remains hidden and undiscovered. 

If companies agree that talent is abundant, then their major task is to discover it,
internally or externally. And instead of looking for people who correspond to some
narrowly defined notion of talent, talent becomes something companies must
define in their own terms, according to their own circumstances and is something
their recruitment and development processes should be able to uncover in
unexpected places.

Smart companies that are alive to the demands of sustainability know that they need
to look outside the perimeter fence, not just to traditional suppliers and contractors,
but to all the talent in their corporate ecosystems, including partners and customers.

As well as finding the appropriate talent, creating value through people means
engaging them in pursuing the company’s goals. This can be achieved by only
identifying what people care about – uniquely and individually – and then developing
the overlap between individual and corporate priorities.

In all of these areas, leadership is critical. But leadership also has to change.
Tomorrow’s leaders will lead with sustainability at the front of their mind and they will
lead in new ways. We argue that the CEO needs to be the ‘Chief Talent Officer’ –
putting talent at the top of the corporate agenda and devoting significant amounts
of time and energy to understanding talent-related issues. 
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Successful leaders will also be mindful that they are simply looking after the
business for a stage of its journey – as stewards of the company and its people.
They will be mindful that history will judge whether they successfully mobilised all of
the available talent to leave a sustainable legacy for their company, the environment
and the society in which it operates. 

Once we move away from old mindsets and start to see talent as abundant then
we will start to do what is needed to ensure the survival and sustainability of our
companies as well as the economy, environment and society of which they are a
part. This means thinking about the new kinds of talent that will be needed, defining
it in new ways, finding it in new places and from new generations. Tomorrow’s
companies will be good at discovering, engaging and leading every ounce of
individual and collective capability in people. For Tomorrow’s global company this
will be their route to world-class performance.

Throughout this report we raise key questions for Chief Talent Officers, their
advisors, staff and ‘front-line’ to reflect upon. Stage two of our inquiry will explore
these questions more practically in a global context.

Ten questions for Tomorrow’s ‘Chief Talent Officer’
1. In the face of the challenges of the triple context how will your company 

redefine and measure success? 

2. What are the implications of this new thinking for the way you create value
through people? 

3. How will your organisation define talent in the future?

4. What new kinds of talent will your organisation need to enable it to succeed
given the triple context?

5. How will you challenge the ‘talent is scarce’ mindset in your organisation?

6. What will you need to do to discover, unlock and harness the latent talent
inside and outside your organisation?

7. What more could your organisation do to engage the talent and enhance the
potential of all your people?

8. How will your organisation’s culture and value system need to change to
foster commitment to sustainability?

9. How will you ensure that talent management rises up the leadership agenda
for you and your organisation?

10. What do you need to do differently to fulfil the role of talent 
steward for your company?
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The arguments of this report are
summarised in this diagram. We argue
for the importance of keeping in balance
the economy, the natural environment
and the social and political system,
identifying their region of overlap as a
space for businesses to be a Force
For Good. The new context of talent is
therefore one of achieving and building
sustainable businesses with the leaders
at the helm playing the role of stewards.
Within this context, businesses need
to discover, engage and lead new
generations of talent in new places. We
use this diagram throughout the report
as a signposting device so the reader
can follow the developing arguments.
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Companies need to 
understand the triple context 
of people, planet and profit 
to achieve business success

Pg. 9-16

Leaders must play the role of  
stewards to maximise the 

long-term potential of their talent

Pg. 37-42

Companies will need to reassess 
their organising principles, 

cultures and values to engage 
talent in the web 2.0 world

Pg. 31-36

Companies will need to 
develop new means of attracting 

and unlocking talent  in the 
light of this new reality

How leading 
companies will create 
value through people?

Pg. 23-30

This changing context will 
require companies to re-evaluate 

existing notions of talent
Pg. 17-22
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“The biggest challenge for global companies is to unleash the power of
our people.” Sir Michael Rake, Chairman, BT and UK Commission for
Employment and Skills.

This report is an interim milestone that sets the agenda for the next, more detailed,
phase of research and inquiry into the question: “How will leading global companies
create value through people?”

Its starting point is Tomorrow’s Company’s founding principle that companies can
achieve sustainable competitive out-performance only by balancing the needs of all
stakeholders: employees, shareholders, suppliers, customers, communities, society
at large and the environment. 

This Tomorrow’s Company inquiry process follows the Tomorrow’s Global Company
report in which a leaders of global business and NGOs pointed to several critical
success factors that needed to be better understood by tomorrow’s successful
global businesses:

• Defining success in ways that go beyond purely financial results alone;

• Embedding strong values; and 

• Helping to create frameworks that direct market forces towards positive
environmental and social outcomes.1

The role of people and leaders was identified as paramount and we have therefore
launched this global inquiry which focuses on addressing the future of talent and the
future role of leaders in working with talent to achieve sustainable performance. 

This milestone report sets out the ground to be covered. It examines the new
context in which businesses operate – one in which environmental and social
issues affect strategy and performance as well as economic ones. It asks how
that context affects businesses’ approach to people. It asks ‘what is talent?’ and
how a company can discover and engage the talented people it needs. It also
looks specifically at leadership and the demands that the changing business
context makes on the top team and their role in creating value through people. 

This report aims to provoke new thinking among business leaders and provides
examples of how companies are tackling this agenda around the world, although
we recognise that that there is more to do in this respect.

In the next stage of the inquiry we plan to seek a more global perspective and explore
more of the practical ways in which the necessary changes can be achieved.
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Part 2:
Why Sustainability
Matters
Why companies must adapt to endure and excel
in a rapidly changing world.
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“The need for responsible business engagement in the big issues of our time
has never been more urgent. The current financial crisis is the result of short-
term and unsustainable business models. Our experience is that companies
that have put sustainability issues at the heart of their business strategy offer
some valuable lessons for those negatively impacted by the crisis.” Samuel
A. DiPiazza Jr, Global CEO of PricewaterhouseCoopers and Chairman of
the WBCSD, 2008.2

Sustainability is the starting point.

It is not just about the climate. It’s not just about social responsibility. It’s not just
about ethical behaviour. It’s not just about employees. It’s not about the hundreds of
different, conflicting, confusing explanations of this much-discussed word that have
been put forward. 

It’s simply what the dictionary says it means – being ‘capable of keeping going’ –
and keeping going by building a business that is capable of sustainable growth,
whether through a global recession or in more prosperous times. We offer a
straightforward definition of a sustainable company: 

A sustainable company is one that understands that its long-term
success depends upon – and therefore it must contribute to – the health
of the economy, the environment and society.

The triple context 
This definition reflects the fact that today and in the future, major companies need
to look beyond the economic setting. They need to understand their role in the
environmental system and the social and political system – as much as in the
economic system. These three interconnected systems constitute the new business
environment – what we have called ‘the triple context’ (see figure 1).

This mirrors the expansion of the traditional reporting framework to take into account
ecological and social performance in addition to financial performance – known as
the ‘triple bottom line’ or ‘People, Planet, Profit’.

At the heart of the triple context, at the intersection of the three systems, is the
space we have called ‘force for good’ in which companies, and other organisations,
can help deliver the practical and innovative solutions that are urgently required to
address many of the major global problems that society faces and in so doing
build more resilient and sustainable models. 

10 Tomorrow’s Global Talent Part 2: Why sustainability matters

Figure 1: The triple context
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“Sustainable wealth is to do with long-term welfare for populations, not just
extra noughts in the bank balance of individuals. To try to reconceive wealth
as the wellbeing of societies is one of the big moral challenges. Anything that
gives us a wake-up call about the fact that the world is an interlocking system,
humanly and not just economically, is to the good.” Rowan Williams,
Archbishop of Canterbury.3

Sustainable development as defined by Gro Harlem Brundtland (chairman of
the Brundtland Commission 1987) is “development that meets the needs of the
present without compromising the ability of future generations to meet their
own needs”. Brundtland Commission Report 1987.4

Why it matters
Understanding the triple context matters now – and it will soon matter more.

The survival and success of tomorrow’s global companies is bound up with the
health of the three interconnected systems. They play a role in all three and they
need all three to flourish.

And each system is under stress: 

• At the time of writing, the global economic system is in deep crisis. The
very existence of many businesses with household names is threatened.
Belatedly it has been recognised that the system had developed along lines
that were unsustainable. 

• At the same time global companies operate in the natural world system. They
have been doing so in ways which are also unsustainable. This, if not checked,
will, lead to irreversible changes of a kind that threatens the existence of
millions of people and many species in the natural world. 

• Global companies also operate in a world characterised by unsustainable levels
of poverty, deprivation, disease and human rights abuses. Increasingly they find
it difficult to sustain their operations in locations where social instability and
lack of rule of law endanger their operations and their people, where disease
is decimating the potential workforce, or lack of education provision makes it
impossible to find people with appropriate skills. These locations are found in
different regions and include significant communities in the traditionally
developed world. 

A collapse in any of the systems triggers problems in another. Economic failure
triggers unemployment which can depress social conditions and erode the
resources needed to protect the environment. An environmental failure such as 
over-fishing removes a resource on which businesses depend and leads to social
problems. A collapse of the social and political system, as in failed states with
human rights abuses and no rule of law, damages the ability of a company to
operate effectively and can create environmental problems.

In the past, companies could keep going by understanding their markets, developing
a strategy and executing it. Of course, they conducted ‘PEST’ (political, economic,
social, technological) analysis to monitor ‘externalities’ and to develop alternative
scenarios for planning purposes. 

But today these factors are increasingly no longer ‘externalities’ – they are business-
critical and are more complex, more diverse and interconnected. 
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Progressive companies understand this and there is growing evidence that
companies who prioritise environmental and social factors perform better
financially than those who do not. For example, the Dow Jones Sustainability Index
(DJSI) 2008 report states that there is a “positive strategically significant correlation
between corporate sustainability and financial performance”, citing that a number
of its indices have outperformed their comparative benchmarks in relation to total
returns since the launch of the respective indices. In particular, the report found
that sustainability strategies had a significant impact on “the cost of external
financing, return on invested capital, sales growth and the fade-rate of a firm’s
competitive advantage.” 5

New agendas
Whatever the personal views of business leaders about climate change and
development, the reality is that governments are taking increasingly aggressive
steps to force companies to play their part in resolving this.

Many leaders from governments, business and others globally now believe that
a ‘five year plan’ for the planet, embracing economic, environmental and social
sustainability, is not an unreal concept as politicians seek a coherent programme
to regain stability and recreate confidence over the coming years. 

• In terms of the environment, world leaders are gearing up to sign a new
agreement to address climate change. The Intergovernmental Panel on Climate
Change (IPCC) stated that global warming is ‘unequivocal’ and these findings
have been accepted by the world’s major governments. 2015 is the year in
which the IPCC says greenhouse gas emissions – which have been rising for
over 200 years – need to peak and start to fall in order to stop the worst
impacts. 

• In the social sphere, the United Nations Population Fund predicts that by 2050
there are expected to be around nine billion people in the world, of whom just
over one billion will inhabit what is called ‘the West’. Governments will be under
increasing pressure to achieve the UN’s Millennium Development Goals which
include eradicating extreme poverty and hunger, achieving universal primary
education, gender equality and environmental sustainability. The target deadline
for the achievement of these is also 2015.6

New deals 
Governments in North America and Europe are preparing new strategies to respond
to the economic and social consequences of recession at the same time as dealing
with environmental issues. The response is being likened to the US’s 1930s New
Deal – except on a global scale. 

The response will include major public spending programmes and a more
interventionist approach to business – of which the nationalisations and bail-outs
of banks and auto manufacturers are only the start. 

We are seeing the end of the consensus by which companies were given free rein to
operate provided they accepted a basic framework of transparency, democracy and
the rule of law (the so called ‘Washington Consensus’). That framework is tightening
and business leaders can expect more scrutiny, more intrusive regulation and will
have greater need to understand and respond to political developments. 

There is growing
evidence that there
are increasingly
no externalities.
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“The reality is that the economic crisis we face is no longer just an American
crisis, it is a global crisis – and we will need to reach out to countries around
the world to craft a global response… the most important thing to recognise
is that we have a consensus, which is rare, between conservative economists
and liberal economists, that we need a big stimulus package that will jolt the
economy back into shape.” US President Barack Obama.7

New places
Other aspects of the economic system, globalisation and technology continue to
change the rules every day. 

As well as extending operations in the developing world, Western businesses are
being taken over by companies from the large emerging economies – such as India,
China, Russia, Brazil – and major stakes are being taken in them by sovereign
wealth funds from oil-rich states. 

IBM expects to more than double its Indian operations by 2010, adding more than
50,000 employees, while Infosys Technology, an Indian outsourcing and consulting
firm, wants to hire 6,000 Chinese employees over the next five years. Cisco Systems
plans to move 20% of its leaders to India by 2010. L G Philips is investing $1.1bn in
Poland and filling 12,000 jobs there.8

Companies from long-established democracies are working with governments and
partners from different political and cultural backgrounds, some of whom have
authoritarian regimes and large-scale state involvement in the private sector. 

“The world is now undergoing a period of unprecedented change and it is
becoming clear that the current frameworks in which the market operates are
leading to unsustainable outcomes. There is little point in having a vested interest
in a global system that cannot endure. This would be a vested interest in failure.”
Tomorrow’s Global Company; Challenges and Choices.9

“Is it possible for the vast mass of humanity to enjoy the living standards of
today’s high-income countries? This is, arguably, the biggest question
confronting humanity in the 21st century. It is today’s version of the doubts
expressed by Thomas Malthus, two centuries ago, about the possibility of
enduring rises in living standards. On the answer depends the destiny of our
progeny. It will determine whether this will be a world of hope rather than despair
and of peace rather than conflict.” Martin Wolf .10

“If you want to escape the gravitational pull of the past, you have to be willing to
challenge your own orthodoxies, to regenerate your core strategies and rethink
your most fundamental assumptions about how you are going to compete.” 
C. K. Prahalad.11

New forms of interaction
We live in an ‘open source’ society creating a new model for how people interrelate
across geographies, organisational and economic boundaries and where creativity,
speed of response and energy drive radically improved cycle times and reinvented
cost bases. 

Many people will thrive in this more ‘social networking’ environment, enjoying the
blurring between work and not-work, friends and customers – but others won’t. 

The ‘wiki world’ is changing the context in which commercial entities operate in
ways they can no longer control. 

13Part 2: Why sustainability matters Tomorrow’s Global Talent
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The citizen marketer is on the rise – with customers taking their cue from expert
bloggers and online reviewers as much as companies. BMW recognised this when
they invited an expert blogger with a forum of enthusiasts to have a secret test drive
of their new Mini – resulting in a marketing campaign to 20,000 forum members
some of whom said it clinched their decision to buy the car.12

New thinking
Companies must now become part of the solution to the central question – how
can nearly seven billion – and by 2050 nine billion – people live on one planet
under conditions of equity, security and justice, while benefiting from the new
economic growth.

The seriousness of the challenges ahead, across and within all three systems
requires new thinking – new thinking about what success means and how to
measure it; new business models and new frameworks for how the systems
operate. Old mindsets no longer work. Business leaders need to think about a
wider range of issues and the thinking needs to be longer term, radical, creative
and visionary. 

Questions for Tomorrow’s Chief Talent Officer
In the face of the challenges of the triple context how will your company redefine
and measure success? 

What are the implications of this new thinking for the way you create 
value through people? 

The seriousness of 
the challenges ahead,
across and within 
all three systems 
requires new thinking. 
Old mindsets no 
longer work.
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Profitable Sustainability
Mahindra and Mahindra is the market leader in multi-utility vehicles in India. The
Group has a leading presence in key sectors of the Indian economy, including
the financial services, trade, retail and logistics, automotive components, 
after-market, information technology and infrastructure development.

Our commitment to creating market value for sustainability is something we take
pride in, and which is at the heart of our business model. We at Mahindra recognise
the scale of business opportunity that comes with rising to the sustainability
challenge in terms of changing how and what we produce by way of goods and
services, our urban lifestyle and travel patterns. 

We believe that “concern for sustainability is good for business, and a lack of it will
ultimately destroy us”. This demands a redefinition of the mission of business
through collaborative stakeholder effort to make “sustainability affordable and
profitable”. This belief has resulted in practical outcomes with respect to our
business processes, product lines and profit margins: we launched our first electric
zero-emission three-wheeler in 1999 promising affordable and clean transport
options for the Indian public. Our hydrogen-powered three-wheeler, the first of its
kind in the world, that runs on compressed hydrogen gas is currently in the testing
phase along with our hybrid electrical and CNG/Hydrogen CNG vehicles. Mahindra
was also one of the first in India when it set up its biodiesel plant in 2001 and has
since then commercially introduced automotives and tractors which use 5% and
10% biodiesel. Vehicles using 20% and 100% biodiesel, the first in Asia in their
class, are currently undergoing rigorous field trials, and doing well, in the most
challenging conditions throughout the country. 

We recognise that our sustainable values require new skills combined with old skills
in new ways. This belief has shaped our Talent Management processes and resulted
in an architecture which seeks to identify the skills and competencies that are
required to make these strategies come alive. At Mahindra, we have a distinctive
definition of skills and competencies, where skills are “the ability to do a particular
job” and competencies are “inherent traits and mindsets. When we look at an
individual’s potential, in addition to business skills we also ask how she/he relates to
Sustainability, Affirmative Action and CSR. For us, especially at the senior levels, the
spiritual or higher-order purpose is really important.”

A supportive and creative environment is provided to create this set of required skills
and competencies on an ongoing basis, through a network of Talent Councils for
each of our eight business sectors and major business functions. These Councils
are headed by a President, supported by a team of senior business leaders. This
network of business and functional Councils is overseen by the Apex Talent Council,
which is headed by the Group CEO. The Apex Talent Council integrates the
workings of the Councils, and ensures a “synergistic assessment of Group talent,
succession planning for critical positions and individual development plans.”

Succession planning is extremely important for us. Not only do individuals have the
opportunity to move between businesses, functional disciplines and geographic
locations, they are encouraged to do so to become ever-more rounded, holistic and
experienced. I, for instance, am a business person by experience and had never
handled HR before as a function, but “Anand Mahindra wanted a non-HR person
who had a feeling for people to head Group HR to make the connection between
business and HR stronger”. So here I am.

The CEO of the Group, Anand Mahindra, assumes the role of a ‘Talent Steward’ and
gives at least ten days of the year to Talent Management “where he sits down and
engages in a deep-drill, free and frank discussion with the top leadership team of the
Group, on talent issues. This involvement gives credence to the whole process and has
made people take it seriously… people come to me and tell me that one of the better
HR initiatives introduced in the past few years is this Talent Management process.” 

So, although we cannot ‘scientifically’ prove that it works, we are confident that
it does.
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Our commitment 
to creating market 
value for sustainability 
is something we take 
pride in, and which is 
at the heart of our 
business model.

Rajeev Dubey 
President (HR, After-Market and Corporate Services) and member
of the Group Management Board Mahindra and Mahindra Ltd

We recognise that 
our sustainable values
require new skills
combined with old 
skills in new ways.



“Leading a multigenerational workforce is one 
of the biggest challenges of leadership for 
CEOs today. CEOs clearly need to run
meritocracies and actively fast-track younger
talent, but at the same time be smart in not
losing experience and corporate memory.” 
Philip Green, CEO, United Utilities

“You have to have a balance of 10% mavericks and 90% nonmavericks. Actually I find it
very easy to manage mavericks. You just go round telling everyone that someone is a
complete maverick. Everyone laughs and the mavericks quite like it.”
Allan Leighton, Chairman, Royal Mail, UK

Views from the top
This report discusses how CEOs should think about talent, but what do CEOs
themselves say? The views of over 150 were sought for a book called The
Secrets of CEOs by Steve Tappin and Andrew Cave. These are some of the
views they heard:
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“You can see entrepreneurs: it’s
screaming on their foreheads. So
we actively look for entrepreneurs.
You need to ensure that the
entrepreneurship emanates from
the bottom of the business.” 
Shiv Nadar, Chairman of 
HCL Technologies

“To me, leadership is primarily about raising the
aspirations of people, making people say that
they will walk on water.” 
Narayana Murthy, Chairman and Chief 
Mentor, Infosys

“We employ like-minded people who love
to innovate and challenge the norm.”
Sir Richard Branson, CEO, Virgin Group

“Because everyone has
come up the same way, they
predictably come up with
the same solutions and that
does not work. You have to
bring in individuals who think
differently when no one else
can understand what to do.”
Keith Butler-Wheelhouse,
former CEO, Smiths Group

“There will be no difference between Eastern
and Western leaders in the twenty-first
century because the world is now a small
village. Western and Eastern leaders have the
same language and ability so will compete
together. Although cultures will not merge,
abilities will.”
Liu Jiren, Chairman and CEO, Neusoft

“If you have the right people
running the business units, it
works magically. It’s like turning
up the volume. We invest $8bn
in people a year on revenues of
$12bn. Our business is about
people. We are better than
others if we have better people
and we are worse than others if
we have worse people.”
Martin Sorrell, CEO, WPP “At Apax Partners, global talent

development is the primary
function of the CEO. I spend more
than 50% of my time managing
our talent – recruiting, firing,
coaching, and making sure the
compensation is fair. We are a
partnership of extremely talented,
insecure over-achievers. Keeping
all these people motivated and
working at full capacity is my job.”
Martin Halusa, CEO, 
Apax Partners



Part 3:
What sustainability
means for talent
Redefining existing notions of talent to confront
the challenge of sustainability.
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Building a sustainable company in the face of the challenges posed by the
triple context of economy, environment and society, places new demands on
companies and their people. Only by thinking differently and more widely
about what talent means will companies be able to discover the talent that
they will need. We see ‘talent’ as abundant and not scarce. It is not a rare
quality, but a diverse, multifaceted one, that exists in everyone.

New kinds of talent
Being a successful company over the long-term, in a world of unprecedented
challenges, will mean looking for people from different social and educational
backgrounds, with different social networks and with different personal interests to
ensure the breadth of diversity of thinking needed to see and make connections and
be able to respond in innovative and new ways.

Companies generally understand that they need people with the technical and
specialist skills needed to deal with environmental and social issues. Cleantech
companies are engaged in a race to develop the most efficient wind turbines, solar
panels and biofuels, with technological skills at a premium. People who can apply
new technologies, specialists such as the energy efficiency expert, the designer of
‘bottom-of-the-pyramid’ goods and services, the professional human rights
consultant, the political analyst and the risk analyst. 

Less obvious is the need for companies to become better at understanding the triple
context – making the conceptual connections, seeing the trends and linkages across
and between the three systems and how these will impact them and the way in
which they do business. Companies will need people capable of making these links,
thinking in new non-traditional ways and creating appropriate responses. They will
need people who are also exceptional at connecting with others through networking
and building partnerships – with governments, customers and broader stakeholders. 

For example, companies such as Procter & Gamble and Unilever have
demonstrated the worth of developing people with the skills to connect with others
and to understand the needs of low-income communities, often doing so by forging
relationships with NGOs. The vast majority of Microsoft’s revenue comes from its
‘partner network’. Managing Microsoft without contributing to the strength of their
partner network would make little sense.

Above all, building a sustainable business in turbulent times requires agility among
people: people who share the business’s vision, understand its strategy and can
do the right thing without waiting to be told what it is. In a world of instant
communications where companies operate over vast distances, problems and
opportunities can arise quickly, demanding fast responses that are impossible if
decisions have to be referred up the line. In these situations, where there is no
book to follow, personal qualities of integrity, emotional intelligence, courage and
adaptability are paramount. 

Given that companies need new kinds of talent – how does this affect their overall
approach to talent – how do they define it and how do they go in search of it? 

Building a sustainable
business in turbulent
times requires agility
among people.
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New definitions of talent 
The word ‘talent’ is still widely used in business to mean a scarce quality possessed
by those with potential to reach C-suite roles – an elite cadre of individuals with
good degrees from top universities and business schools and high levels of personal
qualities such as confidence and determination. 

Companies invest heavily in managing this pipeline of ‘talent’ and in carefully
designed leadership and management development programmes – yet increasingly
they find that critical roles in today’s environment demand capabilities that this
development process has not fostered.

The increasingly complex challenges of the triple context are such that companies
can no longer rely on this top-down, exclusive, view of talent. A broader range of
capabilities is vital for success and a broader vision of talent is necessary. 

“There is a world of difference between talent and the potential to lead an
organisation. Ascribing the label ‘talent’ to the very limited number of people
who could actually run an organisation is a perfect example of the way
organisations are actually failing to see people as a valuable asset.”
Chris Bones, former Principal, Henley Management College.13

Instead of an exclusive view, we would argue that talent should be seen as all of the
individual and collective capacities to generate sustainable value that exists in the
workforce. In this sense, talent is not a singular quality existing in an individual at a
single time, nor is it the individual skill required to do a particular task. It is what
everyone has contributed towards meeting the company’s goals.

A company’s ‘talent’ is not only its ‘high fliers’, but all of its people and all of their
capabilities – collective as well as individual – latent as well as identified. People
have much greater potential than conventional approaches to talent management
can identify.

The company’s definition of talent will depend on the changing opportunities and
challenges it faces. So talent is not an absolute quality. It depends what it’s
needed for. It is defined as much by the nature of the demand for it as by the
nature of the supply. 

We see talent as abundant and not scarce. It is not a rare quality, but a diverse,
multifaceted one, that exists, in everyone. 

It is a nice quirk of the English language that talent is an anagram of latent. Latent is
defined as: “concealed, not visible or apparent, dormant, undeveloped but capable of
development”. And ‘talent management’ is not only about managing and developing
a small leadership group but the talent that lies in everyone in the company and in its
relationships with suppliers, customers and others who support the company.
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‘Talent’ is not a rare 
quality, but a diverse,
multifaceted one, that
exists in everyone – 
it is abundant.

A broader range 
of capabilities is vital 
for success and a 
broader vision of 
talent is necessary.
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New places for talent
Part of the broader vision of talent is a broader global perspective of the new talent
environment – talent lies in new places and the market for talent is becoming ever
more global as well as local. Global companies can also gain advantage by
developing talent locally, particularly in regions where poverty and lack of
educational opportunity have left a reservoir of talent untapped in the past.

A survey by Manpower in 2008 found that more than 190 million people live outside
their countries of birth – about 3% of the world’s population. Roughly one of every
35 persons in the world is a migrant, and their number is growing at almost 3%
annually. Out of 28,000 employers surveyed worldwide, almost a third – some 31% –
are concerned about talent leaving not just to competitors within their own markets,
but to competitors abroad. Almost four out of 10 (37%) workers say they would be
willing to relocate anywhere in the world for a better career.14
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Society’s view of what constitutes ‘talent’ depends on the social context.
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Sustainable age – unlocking the 
insight, intellect, energy, emotional 
and spiritual intelligence, and value 
generation capabilities of everyone 
to address the problems to be solved 
and opportunities to be grasped.

Information age – turning information 
into knowledge, building virtual teams to 
share that knowledge and applying it to 
business issues to create value.

Technology age – technical skills and 
abilities, but applied to software, design 
and intellectual capacity.

Industrial age – skilled artisans, engineers, 
technicians and managers for the production line.

Agrarian economy – understanding the soil, seasons 
and natural cycles.

Hunter-gatherer era – physical strength and endurance.
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New generations of talent
While intense efforts are made to find and develop the minority identified as
‘talented’, billions of people are not getting the opportunity to develop their abilities
because they do not fit the conventional mould or are held back by poor or
inappropriate educational provision. 

And even where there is adequate education the right capabilities for the future may
not be developed. According to educator Karl Fisch, “We are currently preparing
students for jobs that don’t yet exist, using technologies that haven’t been invented,
in order to solve problems we don’t even know are problems yet.” 15

Lucy Parker, Chair of the Talent and Enterprise Taskforce (UK), notes that: “A lot of
the talents that are relevant in the modern world of work are quite subtle: they don’t
have the flamboyant expressive elements that singing, dancing, painting or high-
performance sports have – even that science and engineering have – because they
are analytical, organisational, communicative or marketing. And the practical
vocational jobs – the ‘do-it’ type of jobs – don’t have the concept of talent attached
to them. The question in future will increasingly be ‘How do we get the best out of
you?’, wherever you play in the organisation. That’s what the new concept driving
the talent world will be about. There will be a new competitive edge in unearthing
many forms of talent and searching for it in surprising places.” 16

Discussions on talent
In producing this report we have encountered a lively debate over the relative
roles of skills, talent and engagement. This is not an issue that can be resolved in
this report but one that business leaders who are concerned about talent may
need to consider and debate further. 

Some argue that talent has a particular meaning for individuals, as the capacity
to be good at something, an inclination or disposition towards a certain type of
activity or work. It is what people sometimes call someone’s ‘bent’ or ‘leaning’.
Different people have different levels of talent in different fields. But everyone has
some level of talent in some field. As UK Prime Minister Gordon Brown has said:
“each and every one of us has a talent and each and every one of us should be
able to use that talent”. According to this thinking, skills are separate from talent.
Talent is the inclination to be good at a certain activity – the raw material – while
a skill is the learned execution of that activity – the finished product. 

Engagement is an additional quality, whereby an individual understands, supports
and works to fulfil an organisation’s vision and goals. Some, therefore, place high
priority on aligning all three qualities – finding people with a talent for certain work,
enabling them to acquire skills in it and engaging them in the organisation’s
strategy and goals. This is seen as the ultimate aim of managing – or releasing –
people: to align their talent, skills and engagement behind the company’s strategy
and business objectives. 

Others question this view, believing that separating talent from skills and
engagement is the thin end of a wedge that leads back to an exclusive view
of talent. They also hold that separating out skills risks leading to an approach
in which people’s potential is overlooked. They warn against reductive,
instrumental thinking that sees individuals only in terms of things they ‘can do’
(competencies) as opposed to people they can ‘become’ (better human beings).
The skills debate locks out human potential in an organisational context
because it sees human capital as essentially static and instrumental as
opposed to dynamic and developmental. According to this school of thought,
talent is most usefully seen as panoramic – all of the abilities, skills and
motivation of all the people in an organisation, whether innate, learned in
education, acquired at work or yet to be generated. 
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There will be a new
competitive edge in
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Tomorrow’s global companies are well placed to play a leading role in making sure
talent is not wasted. They have presence in those parts of the world where the
waste of talent is greatest. They have the expertise to provide the basis for
knowledge transfer. They have the financial strength that will enable them to provide
support for public education and in so doing strengthen their own talent supply
chain. Indeed many progressive companies are doing just this. For example, both
Infosys and GE have foundations which invest in education. Infosys provides
resources such as libraries in rural India, while GE invests in girls’ education in Africa
as well as business courses in over 25 countries. 

A study by KPMG International in September 2008 predicts that “a demographic
faultline lies at the end of this decade, which will have a negative impact on the
supply of labour and talent in the developed world over the next decade.” The study
found that the retirement of the ‘Baby Boomer’ (born 1946-1961) generation from
the workforce and a lack of ‘Generation Ys’ (born 1976-1991) to replace them has
already resulted in the contraction of the labour pool in the UK, US, China, Japan,
Australia, Canada, and much of Western Europe, with other nations expected to
follow. The report also emphasises the need to understand the motivations of future
generations – the ‘Millennial’ (born after 1991) will also be an important factor. They
have been born into a technologically integrated world and will have the technical
and conceptual skills to adapt to occupations of the future, and are likely to demand
a career that provides a flexible transition between ideas and will expect location
and traditional working hours to be irrelevant to their success.17

Some good news – there is enough talent,
if you know how to find it 
Talent is sometimes referred to as the ‘new oil’, a valuable resource for which
demand often outstrips supply. But just as oil is being supplemented by new forms
of renewable and alternative fuel and power which are potentially limitless, we think
talent should be seen more widely – not just ‘the new oil’ but ‘the new energy’ – in
all its many forms. 

Once we turn our thinking round to this view of talent, a more optimistic vision
emerges. Instead of relying on a limited group of high achievers to cope with all the
challenges of the new business world, companies have a cornucopia of talent to
work with, if they know how to unlock it. 

And that is truly good news – because we will need every ounce of individual
and collective capability if our organisations are to thrive, and our planet and
society are to survive. 

Questions for Tomorrow’s Chief Talent Officer
How will your organisation define talent in the future?

What new kinds of talent will your organisation need to enable it to 
succeed given the triple context?
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We think talent should
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but ‘the new energy’ –
in all its many forms.

Tomorrow’s global
companies are well
placed to play a leading
role in making sure 
talent is not wasted.



Part 4:
Discovering talent
In order to thrive organisations will need to create
new mindsets.
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If companies accept the premise that new challenges require new capabilities
and new approaches to talent, this will affect the way they select and advance
their people. Those who think of talent as a scarce, fixed, quality tend to adopt
a filtering approach that excludes more and more people as they try to track
down the elusive next generation of leaders. However, companies who believe
talent is abundant instead widen their search and concentrate on getting the
best out of everyone – at leadership level and beyond. They set less store by
CVs, qualifications and detailed job descriptions, believing that talent is about
people and their potential, not just the jobs and the skills they have acquired
thus far. Talent can be discovered inside and outside the company and the
major task for a company and its leadership is to discover, unlock and harness
it. This means recruiting for values and motivation, and developing for skills.

Talent, not credentials
A world in which companies need to be alive to a broader set of issues and
therefore seek out a broader range of talent throws conventional approaches to
recruitment and promotion into question. 

Such approaches typically start from the assumption that talent needed for any post
is scarce. They include detailed job descriptions, sets of behavioural competencies
and individual performance assessments which put most of the focus on the job and
the capabilities needed for it, rather than looking at the people and their potential.
This ‘scarcity view’ is seen in statements like “must have a first class degree”. 

While qualifications are clearly important for certain professional roles – such as
medicine or engineering – there is a growing tendency to state a requirement for a
specialist degree even where this is not a necessity for competent performance. 

The drive to match people to roles can lead companies to oversell positions in their
keenness to attract what they regard as the ‘right’ people and candidates to oversell
their capabilities in their effort to present themselves as right for the job. This has led
to a growing market in ‘sham degrees’ and a high level of falsification in CVs. Career
Innovation undertook a review which showed that several professional organisations
believed that significant proportions of CVs – from an eighth to a third, contained
exaggerations or downright lies. 

The process too often suggests that paper is more important than experience –
what is known as ‘credentialism’. It disregards the possibility of reshaping roles to
suit individuals’ strengths and thus fails to recognise, utilise, reward and develop
people’s best capabilities. Individuals need to be assessed in order to define their
capabilities and potential, but this should not tend towards a one-dimensional
judgement on whether a person is ‘talented’, made purely in terms of the abilities
traditionally thought necessary to advance towards the C-suite. 

In a world where organisations are coping with unprecedented challenges, a wider
range of issues and new kinds of expertise, linear approaches which lead to ‘grading’
individuals (A, B, C-grade) against fixed roles are often proving inadequate. In reality,
people’s effectiveness emerges within particular contexts. Rather than fitting people
to jobs, leaders will look for people who have qualities they value and then tailor
opportunities to them or construct a career environment in which they can move
and try different roles.

Some people may not have the credentials traditionally associated with particular
roles, but they may become perfectly suited to the needs of the organisation if they
are enabled to develop their talents in ways that suit the context.

If companies assume 
that talent is scarce, 
then they will fail to 
develop all the talent 
that is available by filtering
out promising people.
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Companies which 
see talent as abundant 
will avoid processes that
rely solely on qualifications
and credentials.
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Many organisations now seek to create value from people by matching personal
qualities to the context rather than the CV to the ‘sit vac’. 

• Microsoft has a distinctive vision of the type of people it is looking for. It
seeks out people with multiple perspectives gained through a wide variety
of experiences, not necessarily work-related. It looks for people who have
experienced a range of different responsibilities and cultures. People who
can demonstrate broad thinking in addition to specific job related expertise.18

• Google expresses the idea simply by saying that the quality it looks for in
applicants is ‘googliness’.19

• ARM explicitly looks for ‘ARM-shaped people’ – and an essential part of that is
their ability to collaborate with others.20

These companies are aiming not to fill a series of predetermined slots, but simply to
‘get the right people on the bus’ and then give them the right environment in which
to develop.

The same principle has been demonstrated in sport. In 1987, the Australian Institute
of Sport started a national Talent Search Programme, which scoured schools for 
14- to 16-year-olds with the potential to be elite athletes. One of their first finds, in
1987, was Megan Still. She had never picked up an oar in her life. But she had
almost the perfect physique for a rower. After intensive training, she won a gold in
women’s rowing in the 1996 Atlanta Olympics.21

Attracting talent
“We’re seeing so much interest from our talent and future talent: what are we
doing about sustainability, what is our positioning, how are we reducing our
carbon footprint?” Carolyn Nimmy, Vice President, Global Human Resources
Team, Capgemini.22

When looking for people with appropriate values, companies that take environmental
and social issues seriously will seek out like-minded recruits. Conversely, many
potential employees and future leaders will look for companies whose values mirror
their own. 

There is increasing evidence that employees and potential employees themselves
understand the importance of all three elements of the ‘triple context’ and are
looking to work with organisations which have positive environmental and social
records as well as good financial prospects. 

• Research by Fresh Marketing in May 2008 found that 9 out of 10 employees
link brands’ reputation to their record in addressing environmental and
social impacts.23

• A survey in 15 business schools in the US and UK by the Aspen Institute
Center for Business Education showed that students are more interested in
finding work that offers the potential of making a contribution to society.24

• In the Future Leaders Survey 2007/08 carried out by the Universities &
Colleges Admissions Service (UCAS) and Forum for the Future, African,
European and Far Eastern students appeared to be particularly ethically
minded in their choice of places to study and work, keener than others to
find a job that contributes to society, and more likely to give to charity.25
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Some companies speak directly to such views in their careers marketing. For
example, Procter & Gamble says: “A career at P&G offers a chance to touch
someone’s life. Our people get involved – with their workplace, their community,
their neighbors and each other. If you want a company whose actions reflect
their ethics and whose people live their values, then you should consider a career
at P&G.” 26

And if people find the organisation they have joined suits their values and mindset,
they will recommend it to other similar people and a snowball effect develops.
In the Digital Generation Survey of global workers, Career Innovation found that
45% of young workers said a friend had joined their organisation as a result of
their recommendation.27

Developing talent
Once people have been recruited, development is critical. Conventionally much
effort goes into recruitment – finding the theoretically ideal person for a job. But once
that person is inside the organisation, the assumption that he or she is the ‘perfect
fit’ often means that they are left with little support. This ignores the fact that new
recruits need to learn about the organisation and the particular context in which they
are working. Instead of this systemic shortcoming being recognised and addressed,
the individual is judged to be lacking in the necessary talent. Companies that follow
more of a context-based approach tend to move people around the organisation
with appropriate support to see where they fit best – where their talents take root
and flourish. 

• At Mahindra part of the remuneration of the group management board depends
on their record in enabling such moves to take place. The implication is that
rather than people having to possess a uniform quality of ‘talent’ that will be
demonstrated to a similar degree in any role, people have unique innate abilities
that will suit some roles better than others.

• Disney has a tradition of ‘growing its own timber’ in a similar way, enabling
people to find their optimum roles through varied experience. 

“The talent market place is facing a risk of becoming too specialised in the way
talent is developed, grown and educated that I think we may lose some of the
innovation that comes from the integration of multiple disciplines and allowing
people to think more broadly or even have the guts to try things from different
perspectives.” Sigal Gill More, Director Staffing International. Microsoft.28

“Everybody in our organisation is talented. So talent management for us is
making sure that the individuals are able to display and use their personal skills
to the best advantage for the purpose of the business. In alignment and
alongside that it is important for them to be able to develop themselves in a
rewarding way. We need talent which is mobile in its thinking as well as in its
cultural understanding.” Carolyn Nimmy, Vice President, Global Human
Resources Team, Capgemini.29

“In the legal profession, what we have built up over the last ten years is a white,
male, middle class, public school-educated, heterosexual group of people.
That might be fine in certain parts of the business world and that might be fine
in certain jurisdictions but it sure cuts us out of an awful lot of areas that we
might get into.” Caroline Wilson, Director of Diversity, Eversheds LLP.30

Companies that follow
more of a context-based
approach tend to move
people around the
organisation to see 
where they fit best.
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Talent is wasted in every organisation that pays only lip service to the idea that its
employees – all of them and the way they interact – are their most valuable asset. It
happens when there are little or no training and development facilities or when there
is discrimination on the grounds of race, disability, gender, age or any other
irrelevant factor. 

• There is evidence that a lack of gender diversity in leadership is not simply
a failure in terms of equal opportunity, but a strategic disadvantage. For
example, the report The Bottom Line: Corporate Performance and Women’s
Representation on Boards by the research organisation Catalyst,31 indicates
that the companies with the highest numbers of women directors perform
better financially than those with the lowest numbers.

• “Our UK organisation is working with people with Aspergers syndrome,
because if you put them in the right environment and support them they are
fantastic with technology, in particular with testing, because they are so
focused on things being in the right place. If you give them the right support
they can be exceptional.” Carolyn Nimmy, Vice President, Global Human
Resources Team, Capgemini .32

Unlocking talent beyond the company
Smart companies that are alive to the demands of sustainability don’t try to ‘own’ all
their talent. They look outside the perimeter fence, not just to traditional suppliers
and contractors but to all the talent in their corporate ecosystems, including partners
and customers. 

The idea of ‘outsourcing’ is nothing new. It has traditionally tended to be applied to
manufacturing or back-office work, but the trend is towards outsourcing of higher-
value work, finance as well as payroll, Customer Relationship Management as well
as billing. CEOs often effectively outsource very high-level strategic thinking to
management consultants. 

Talent-focused organisations are now ‘talent-sourcing’ – bringing talent in rather
than contracting work out. This reflects the view that there is always more talent and
capability outside than inside an organisation – and the challenge is to find and
engage the best talent needed in a particular situation. Talent can be sourced from
suppliers, contractors, agencies or through judicious use of partnerships and joint
ventures. These days it extends to ideas such as ‘crowd sourcing’ and open
sourcing. There is now an increasing preparedness to work with different forms of
external talent and a growing sophistication in the way partnerships are forged –
looking to partners to provide the specialist skills and innovative thinking that the
new business environment requires. For example:

• Pharmaceutical companies increasingly recognise that they cannot rely on in-
house R&D for their innovation in a fiercely competitive field where only one in
5,000 compounds tested becomes a drug taken by patients. At first the large
companies bought up many small biotech businesses. More recently they have
recognised that in-licensing of compounds and other types of partnerships
offer more flexible options. They even used crowd-sourcing methods such
as Innocentive (www.innocentive.com) to solve challenges by offering them
to a diverse community of scientists working in companies, labs or even
from home.
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• When Nintendo needed to regain its leadership position, it built a community
of potential customers to gain insights into marketing needs and preferences.
This has influenced everything from game offerings – like an online library of
‘nostalgic’ games that appeal to older gamers – to new product design such
as the intuitive controls of the new Wii system. Nintendo is once again ahead
of the competition with 44% market share.33

• LEGO is using the talent of its customers to create interest in its products.
At the LEGO Factory website, visitors can use a program, LEGO Digital
Designer, to build with virtual LEGO bricks. Once the model has been
designed, the parts can be ordered on-line or the model displayed on the
web page to inspire others.34

Questions for Tomorrow’s Chief Talent Officer
How will you challenge the ‘talent is scarce’ mindset in your organisation?

What will you need to do to discover, unlock and harness the latent 
talent inside and outside your organisation?
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Believing in potential
I was in a large comprehensive in Tooting. In my class there were two black guys, I was
one of them. The other guy shined his buttons and I was a bit of a geezer. I was always
hanging out with the boys, I didn’t really want to be associated with being bright. I spent
a lot of time being disruptive in the classroom and consequently left school with quite
poor academic qualifications. However, I talked my way into college – in South London
– and when I left my teacher said to me, “Derek, I can’t believe you have passed. What
are you going to do? I’ve got a really great idea for you about your future.” I thought this
is really fantastic, my teacher is going to help me with my future and she brought this
application out for me to become a postman and she said, “you are strong, you are fit,
you are athletic”. I said, “I am not going to be a postman – I want to be a trader” – and
she said “that is not possible, come on don’t have ideas beyond your station.”

From quite a young age, from 14 or 15 I wanted to become a trader and I wanted
to become an international athlete – those were my two ambitions. I applied for a
job at the then Securities Investment Board (now FSA), which was based at the
Bank of England, and I got an interview and started my career in the City. It was
very interesting in 1985 going into the City of London – walking into the Bank of
England on a daily basis where I think there were just three people in suits who
were black. It was the complete opposite of being in a 90% black college. So, I
worked there for a few years and somebody encouraged me to do a degree. I did
a degree at City of London polytechnic in business, economics, law and accounts
and at the end of it I tried to get a job in the city. I sent off loads of CVs and got
very few interviews – I got two out of 112 and then decided to work for a
recruitment company to find out exactly what City companies wanted in terms of
their recruitment. While I was working as a recruiter a job came in from Barings
looking for a graduate with two years’ work experience to become a trainee trader.
I had two years’ work experience and I was a graduate, so I decided to put my CV
forward, amongst seven others. I got the job and became a trader. While I was at
Barings I also became an international athlete – one of the country’s top triple
jumpers for a number of years. Then I was a sports agent for two years and then
came back to banking at Merrill Lynch and while I was there I ran media and sport
and private banking for two years. Then I moved into the entrepreneurial space and
worked with some of the country’s very driven, successful leading entrepreneurs. 

Following a spate of redundancies, I decided I was going to leave the City and
became really interested about what was going on with young people – there were all
these headlines about young people disengaged, not performing, increasing crime.
When I was at Merrill’s I used to do some work with schools and they were absolutely
shocked when I said “Hi, I look after 100 million pounds, I am a partner at one of the
biggest partnerships at Merrill’s in private banking…” and they were like… “but you
are like an ordinary guy” and I said, “Yes I am and I went to school and this is what I
have gone on to do.” I thought, education is failing our young people economically
in that there is a huge waste of talent – young people who accept what today offers
them and have no vision, dream, aspiration for the future and I decided to become
a social entrepreneur. 

‘Entrepreneurs in Action’ is a private company in which I have invested my own
personal money. The aim is to change the way in which education engages with
business and, in turn, the way young people engage with education and business.
A lot of that is intangible – it is self-belief, it is aspiration and the application and
execution to make those things happen. We deliver programmes that raise their
aspirations and give them a context for their academic talents. We run a programme
called ‘Classroom to Boardroom’, which takes children from the classroom to
present in the boardroom. The kids are outstanding – they make brilliant
presentations; it is a life-changing experience for them. 

Leadership is not something which is talked about or taught within our education
system. I am inspired when so many young people see and experience these skills in
action through our work. I tell young people that good leaders have self-belief and a
vision – they then need to encourage others collectively to help deliver that vision. In
short, leadership starts at home: believe in your abilities talents and ideas! 
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Everyone is talented
Throughout human history, we have never addressed the issue of human equity,
not only in terms of equal opportunity and gender issues but in terms of creating
a vision for equality between human beings, a vision of sustainability. We must
remember that we will never reach the goal of equity without respect for humanity
and culture. This is where the Eastern cultures of the world have the most to offer.
The way the world is today is in fact a great starting point for change, as crisis is
actually the catalyst for future opportunities. Let us re-evaluate our priorities and
move towards a more equitable world. We should seek humility in the fact that
disciplines such as physics and chemistry are classified by mankind and that
nature does not recognise them. 

The last 200 years saw the rise of Western rule globally and yet, in the current
situation, Eastern cultures like China and India are emerging as superior economic
powerhouses. In fact, the distinction between the West and the East is the same as
the one between an empire and a dynasty. To create a dynasty and to leave a true
legacy, building the capacity for co-creation is invaluable. Chinese culture, with its
more holistic approach, emphasises ideals of co-creation, collaboration and quality.
It is not about winning every single battle; it is about winning the mindset. At the
same time, its weakness lies in its unquantifiable nature. This is where the dominant
Western cultures can come into the picture, and teach the East the skills of
innovation and at the same time learn the Eastern skills of appreciating diversity
as a strength in itself. 

From these notions of equity and the collaborative process of ‘designing tomorrow,
today’, emerge five principles for human resource development for organisations: 

1. Think about the environment proactively rather than reactively.

2. Collaborative teamwork will lead to developing harmony with nature.
We should aim towards developing a world where heaven and humanity
are in unity. 

3. Develop leadership qualities, not leaders.

4. Design reward systems to encourage collaboration.

5. Realise that equity doesn’t come out of competition. 

It is very important to remember that in an organisation, everyone can contribute –
only differently – which makes diversity all the more important. Everybody is talented.
The basis of academic and organisational learning should be to enable processes that
bring out the best in people. The company of tomorrow will have to do the same. 

My hope is that the twenty-first century will bring greater equity through the unity of
East and West as well as the three unities of ego and eco, of yin and yang and of
‘soft’ and ‘hard’ power and that action and knowledge will combine so that all of us
learn by doing and do by learning.

We should all act global, and think sustainable.

It is very important to
remember that in an
organisation, everyone 
can contribute – only
differently – which makes
diversity all the more
important. Everybody 
is talented.
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Professor C. S. Kiang
Chairman of the Peking University Environment Fund and the Founding
Dean of the College of Environmental Sciences at Peking University



Part 5:
Engaging talent
Why leading companies must rethink established
notions of power, control and risk in order to create
a work environment that nurtures and respects
committed and effective people.
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As the massive implications of the ‘triple context’ become increasingly
understood, so the value of employees who can navigate the multiple strands
of sustainability will become increasingly understood. Beyond the challenges
of attracting and developing this talent, retaining it will become a critical
competitive capability. Traditional methods of engagement must be redesigned
to reflect the interests of this new talent pool. And the new needs of this talent
pool must be understood. 

Evidence suggests that many employees do not feel committed or loyal to their
employer. For many the driver is that they do not believe that their talents are
recognised or rewarded. This is by no means a new challenge; companies have
always faced dissatisfied employees. But neither is it an academic one. The
challenge is growing rapidly as traditional engagement strategies lag behind the
needs of the evolving workforce. As employee focus on the triple context grows, so
the engagement strategy must develop to meet their changing demands. 

A global poll by Career Innovation found that over half of the workers it surveyed
worldwide were dissatisfied about a lot of things – their sense of achievement, their
ability to gain new experiences, their work–life balance, the way their skills are being
used, and their pay.35 So this is not an academic theory but a real world issue of
companies facing major new problems with a workforce in which half the people are
demotivated and feel their talent is being under-used if not completely wasted. 

What CEO would not regard it as a competitive advantage to turn a customer
satisfaction rating of 47% into one of 97%? The same principle must apply to
employees to an even greater degree. 

Engaging through inclusion 
Once people come on board, they quickly get a sense of how much they are valued.
And they can quickly be demotivated by processes and cultures that suggest that
the organisation regards its real talent as being the cadre of leadership succession
candidates to whom it devotes development investment and executive attention. 

Author Tony DiRomualdo and others have pointed out that the classic ‘organisation of
stars’ was Enron, where groups of individuals were picked out for rapid promotions
into positions of responsibility. Those who underperformed were dismissed – the so
called ‘rank and yank’ principle. Success in economic terms drove everything within
the organisation. Since Enron’s collapse and disgrace, this culture has been seen as
part of its downfall. Observers have argued that it was so committed to its stars that
it overlooked obvious problems and failed to track performance properly.36

By contrast, other organisations have thrived on an opposite approach in which the
company is seen as the star and everyone in the company sees themselves as
contributing their talent to its success. This approach is associated with low-profile
leaders and reward systems that encourage team performance, such as low
individual bonuses, or bonuses for the team or entire organisation. 

Even when companies resist the star culture but still retain groups of conspicuous
high flyers, problems can result. Those who are not included in the high flyers group
may become resentful and lose motivation. Those who are included may not stay
in any one job long enough for any real learning to take place. Others may find
themselves staying too long in one place as regional or divisional managers try to
hold onto their abilities. Young high flyers come under considerable pressure and
may suffer ‘burn-out’.37
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Many progressive
companies have
demonstrated the wide
variety of ways in which
employees can be
successfully engaged 
by giving them space 
to innovate and creating
cultures guided by values
rather than rule books.

By taking a more inclusive route, many progressive companies have demonstrated
the wide variety of ways in which employees can be successfully engaged by giving
them space to innovate and creating cultures guided by values rather than rule
books. For example:

• WL Gore – creator of Gore-Tex fabric and other products from heart drugs to
guitar strings – has no conventional chain of command and no organisation
chart. Everyone at Gore, except for the president and treasurer, is called an
‘associate’. Associates choose to accept projects on which they want to work.
Teams organise to carry out specific projects and leaders emerge. 

Gore encourages innovation by giving employees ‘dabble time’, to spend
looking into projects that interest them. 

• Similarly, Google gives its technology experts plenty of space and time to
solve problems in excellent working conditions while maintaining a strong
focus on performance.

Another route to encourage people to ‘care as much as the CEO’ is to ask them to
be ambassadors for the company and represent it to local communities or others.
Programmes that encourage volunteering in the community can redouble
employees’ loyalty and pride in their companies. 

The contrast between a drive for efficiency using rigid processes and a more
creative culture has been sharply illustrated at 3M over the past few years. Former
GE executive James McNerney revived the company’s stock by applying his old
company’s Six Sigma efficiency programme, divesting businesses and downsizing
the workforce. The flow of innovations stalled. However, record results have been
delivered by his successor, George Buckley, who has begun to ‘vigorously rebuild
3M’s core’ as he puts it and has reversed many of McNerney’s initiatives.38 He has
brought back products that had been outsourced, invested in R&D and reopened an
adhesives research lab that McNerney had closed.

Engaging through organising 
The way organisations and working patterns are structured can engage or
demotivate people in several ways. The traditional model of organisation is that
of Max Weber’s ‘ideal bureaucracy’: a hierarchical structure, centralised decision-
making, and elaborate systems and procedures to cover every aspect of
organisational life. While they may pay lip service to employee engagement,
companies frequently suggest by their actions that people cannot be trusted and
need to be controlled: managed by objectives. 

However, research shows that many talented people work best in organisations that
place little emphasis on hierarchical authority and more emphasis on the authority
that is earned through knowledge, expertise or experience.39

Many talented people tend to be non-conformists. Managing them is like ‘herding
cats’. So unless an organisation can adjust its structure to accommodate such
people they may find themselves losing them to those that have flatter structures
leaving them full of conformists. 

Employees’ engagement and motivation can be increased by enabling them to work
in ways that suit them – such as flexi-time, home working and part-time working.
But while such options are hardly new, some companies are now daring employers
and government to experiment with much more radical forms of agility. 

For example, Procter & Gamble has already adapted its recruitment efforts and what
it offers to meet the needs of Generation Y. Instead of just stressing higher salaries, it
is highlighting the opportunity for flexible hours, the chance to work from home, the
offer of up to a year of ‘family leave’ to look after children or elderly parents, and the
promise of regular three-month sabbaticals.40
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Since introducing flexible working at BT, employee productivity has increased
between 15% to 31% across functions. BT’s homeworkers are on average 20%
more productive than their office-based colleagues. As BT has nearly 13,000
homeworkers, this represents a huge improvement and their increased
productivity adds another £8m of value to BT’s bottom line. Another 60,000 of our
employees are equipped to work flexibly. Full-time homeworkers save BT £6,000
a year each on accommodation costs. That makes a total of a £82.5m a year
saving for BT, which is significant even for a company our size.

73% of the BT employees have said they saw an improvement in their work–life
balance as a result of working with mobile devices. Our mobile and homeworkers
are also more engaged than the rest of our workforce, which means they create a
higher level emotional connection that releases discretionary effort.

BT has also found that a flexible working culture helps people who are on 
long-term sick leave return to work. In 2002 sickness absence in BT was 3.6%.
Now, in 2008, it is down to 2.4%. 75% of long-term absentees now return to
work. Work-related cases of ill health (and 40% of them were due to stress and
mental illness) have fallen by 64%.

The BT experience is that flexible working practices help workers to be more
focused and committed. Flexible working motivates people and releases potential.
It enables BT to attract and retain experienced, skilled employees, who value
flexibility over the higher wage incentives they might receive in other organisations.
BT can also recruit and retain people from untapped pools of talent: disabled
people, carers, and older people wishing to extend their working lives.41

Given advances in health and life expectancy, why not allow workers to retire at
40 or 50 and return to work at 60, refreshed and ready to share their experience
and wisdom? 

Engaging through culture and values 
One of the most important ways of building loyalty and engagement is to have a
strong set of values. Codes of conduct and clear expectations can provide a
backstop to prevent employees breaking compliance and going off course, but
provided values, strategy and employee commitment are strong, then people should
be aligned behind the same goals. Conversely, companies with strong values do not
hesitate to fire those who fail to follow them even if they are successful performers in
other ways. 

The successful semiconductor company ARM appraises its employees on a
balanced scorecard that highlights ‘soft skills’ as much as financial results. 50% of
the assessment is based on ‘delivery of results that benefit ARM’ and 50% on the
company’s other four values: ‘teamwork and selflessness’, ‘constructive proactivity’,
‘partner and customer focus’ and ‘responsiveness’.42

At Interface, a leading company with a strong emphasis on environmental
sustainability, the culture is built on the belief that ‘associates’ who are encouraged
to take full advantage of their inherent strengths will be more satisfied, engaged and
productive in their work. Associates use the Gallup Strengths Finder to identify their
talents. For some Interface associates this has meant a change in what they focus
on in their work or even expanded responsibilities.43

The Stanford University Business School study Built to Last, which studied large US
businesses regarded as undisputed leaders in their industries, found that motivation
and engagement were among the key characteristics of such companies. They were
places where strong values had been held for many years and all employees felt
they belonged to an elite group.44
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Progressive organisations also recognise that within a company culture there will
usually exist a series of subcultures with distinct characteristics. The skill is to
maintain core values while letting different styles develop. An example outside the
commercial world is the way the British Army tolerated deviant cultures in such units
as the Long Range Desert Group and other special operations detachments.

According to the first global study of the Digital Generation by Career Innovation,
tomorrow’s talent are working, learning, communicating and collaborating in entirely
new ways. Instant Messaging, gaming, blogging and social networks are their
everyday tools. Recognising this talent, nurturing new styles of leadership, and
inspiring them to perform in a business context will require different cultures and
new approaches that provide rapid feedback, game-like work practices, and close
attention to cultural differences and the influence of family and friends.45

Good relationships and frequent conversations between employees and managers
have also been identified as drivers of engagement. Career Innovation’s work on
‘The Conversation Gap’™ ‘showed the risks of such conversations being lacking
and employees being judged on the basis of an unpopular annual appraisal. The
study found that compared to talented people who felt able to discuss everything
with their boss, talented people with a ‘gap’ were three times more likely to intend
to leave their organisation.46

We all wear many ‘hats’. We can be customers, suppliers and employees of
different companies all at the same time. We may be parents or grandparents who
worry about the future for our children or grandchildren at the same time as being
leaders and employees of organisations. We may be investors while also being
active in our communities. Therefore, a helpful dynamic exists when a company’s
people represent the views of its customers and other stakeholders. When this
alignment occurs, what the public cares about and worries about is likely to be
what employees and other stakeholders care and worry about. Success is built on
relationships and if the people that companies come into contact with care about
the challenges of sustainability then companies need to care too. So one final way
to have people who care as much as the CEO is to have a CEO, board and
executive team who care as much as their people do about sustainability. 

Questions for the Chief Talent Officer
What more could your organisation do to engage the talent and enhance the
potential of all your people?

How will your organisation’s culture and value system need to change 
to foster commitment to sustainability?
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It’s the difference that makes the difference
Engaging people starts with an organisation’s culture, values and leadership; it does
not depend on an individual’s educational or professional background. The current
education system rewards people on their ability to learn, assimilate and feedback.
We have absolutely no evidence that the best people to lead organisations in the
future are those who have firsts from leading universities. Success in these terms
tells us nothing about a person’s empathy with the world, nothing about their
capability to work with people and motivate people. But currently there is no entry
system to the world of work unless you conform to a certain model. We constantly
sift different people out when we should be finding ways of sifting them in, otherwise
we risk losing their potential and our competitive advantage. In the future talent must
focus not just on developing products and services but developing an empathy for
the environment in which they will be delivered, for example developing products
that flourish in a lean energy economy. This will create the value economy that will
supersede the so called knowledge economy: how can we build an economy on
something that is ubiquitous and free? 

HR people like me often talk a lot of nonsense about wanting to recruit the ‘best’
people, when half the time we mean the most convenient people, those who look
like the ones we already employ, because we know how to attract, recruit, motivate
and reward them. BT looks outside the organisation in order to extend the search for
suitable employees beyond the conventional or the convenient. We reach out to new
communities of potential workers even if they don’t always have a conventional
qualification. At BT we are creating ecosystems aligned to communities furthest
away from the labour market through which we are able to reach directly in to many,
often ignored, communities whose talent has been overlooked for too long.
Difference is often hard to accommodate, hard to listen to but the unique
perspectives it offers creates value. Historically, many employers have ignored
people who do not conform to their image of the perfect employee. Many of BT’s
people and leaders come from unconventional sources, yet everyday they bring their
unique experience of the world to help us understand our customers better. By
reaching out in this way and making BT more accessible to this new talent we
believe we are making our organisation stronger now and for the future.

There is an assumption that some people are talented, but we have no single global
definition of talent, so what on earth do we mean when we search for talent on a
global scale? I believe the simplest definition is someone who is able to acquire,
assimilate and re-use skills to create engagement and value. At the moment skill is
seen as a one-dimensional thing limited by whether you have a degree or an MBA.
In the new context it is even more essential that the skills and credentials we value
are not simply academic but also about life skills and our ability to interact positively
with colleagues, customers, neighbours and the environment in which we live.

Leadership is the magic product that develops when skills, talent and engagement are
aligned. When this happens you create a workforce that is cheerfully proactive, that
has a sense of belief in what it does, commitment to the goals of the organisation and
empathy with customers. At BT we understand leadership doesn’t just happen at the
top of an organisation. It happens at every level, every day. Leadership is common
practice. What is rare is inspirational leadership. To have a truly engaged and
motivated workforce we must also have inspirational and inspired followers each of
whom believe they are vital to the success of the organisation and an important part
of their communities. This is the new context for business and for talent. It is also
about being able to lead across cultures. Already, at any one time up to 55% of BT’s
workforce is serving a customer or colleague from a totally different background.

Sustainability has to be the key to the wheel. Talented people engage their peers so
that we see much more rapid development and a true meritocracy where value is
created through the coming together of free ideas. This is the critical outcome for
organisations of the future and it requires a fundamentally different vision of talent
and business outcomes.

HR people like
me often talk a
lot of nonsense.
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Caroline Waters
Director of People and Policy, BT
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Part 6:
Leading talent
Why leaders must act as talent stewards.
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In the end it all comes down to leadership. Tomorrow’s leaders will understand
the triple context. They will lead with sustainability front of mind and in new
ways. They will appreciate that talent is abundant and takes many forms. They
will care about developing all the talent in the organisation. Talent will be one
of their top three agenda items.

Team leadership
“I am not by any stretch of the imagination, the celebrity CEO and I am not
interested in being the celebrity CEO. I am serving my stakeholders:
consumers, customers, shareholders and employees. That has worked for
me and that’s the way I like it.” Alan G. Lafley, Procter & Gamble Co.47

Leading businesses in this complex context requires a profound respect for the
abilities and contributions of others, at the same time as a deep sense of personal
accountability – knowing where the buck stops. 

The verb ‘to lead’ comes from the Norse ‘laed’ – meaning a path. This has a new
relevance today. The leader is the pathmaker and the pathfinder. Leaders will be role
models, coaches, showing the way to go. As one CEO said: “Leadership is not
about one person but it certainly starts with one individual.” Philip Green, CEO,
United Utilities.

Many great leaders have said that the key to leadership is to make people believe
they achieved everything on their own. As the Chinese philosopher Lao-Tzu said:
“A leader is most effective when people barely know he exists. When his work is
done, his aim fulfilled, his troops will feel they did it themselves.”

Role modelling isn’t only individual but collective. At a time when across all sectors
there is growing emphasis on the importance of collaboration, top management
must be seen to work as a cohesive and effective team. Jonathan Winter of Career
Innovation says: “This changes the way we approach leadership, It becomes more
about managing human energy than developing a logical top-down strategy.
Inspiring leadership can be measured directly by its impact on people through
conversations. This results in a focus on engaging people by removing conversation
gaps rather than focusing on a prescriptive and often idealistic list of leadership
competencies or behaviours. It leaves leaders free to use their talents in their own
way, in their own culture, to inspire and energise people.” 

Taking a lead on talent
Although we believe that corporate success depends on the many not the few,
motivating the many is a job for leaders. Fred Hassan, the chief executive officer
and chairman of Schering-Plough, said: “It is remarkable how teams can overcome
seemingly insurmountable challenges when their leader inspires them to see a
worthy cause in their fight and to see an exciting future that will be achieved.” 48

Different leaders can produce dramatically different results from the same team
of people, though this says something about both team and leader. As well as
demonstrating the leader’s effectiveness, it shows how good the team can be
and how much talent is wasted by poor leadership.

Tomorrow’s leaders will still be exceptional individuals – in fact more exceptional
than previous generations. It was relatively easy to be a leader who made the
decisions and devolved the execution. In these turbulent times, now more than ever
before, companies need leaders who are prepared to make brave decisions, to act
honourably and quickly, and live with ambiguity. The acquisition and development of
leadership talent is now not just business-critical, it is country-critical to each of the
world’s major economies.
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Often this comes most genuinely if leaders have truly ‘been there’ in experiencing
the ups and downs of their team members. Many leaders have worked their way
up through organisations by accomplishing a series of successes in the way they
run their divisions. But being a CEO brings unique personal challenges and some
have questioned whether a record of successes is the right preparation. There is
an argument that leaders are best able to face such challenges if they have
experienced failures and learned how to read warning signs. As Richard Branson
has said: “You don’t learn to walk by following rules. You learn by doing, and by
falling over, and it’s because you fall over that you learn to save yourself from
falling over.” 49

Being the ‘Chief Talent Officer’ 
Perhaps most obviously, successful CEOs will be ‘Chief Talent Officers’. They
will care about people, be interested in people and put talent at the top of the
strategic agenda. 

It is not always the case that the CEO will formally take the lead on talent. He or she
may not chair the people or talent committee. But what is critical is that the CEO
views talent issues as paramount and makes them a top priority. 

GE’s global CEO Jeffrey Immelt takes one month out of the organisation each
year and travels from business to business to assist in the strategic HR planning
process.50 Steve Holliday, CEO at National Grid, aims to allot 20% of his time to
talent management.51

In some companies, those who have led business units have been moved into the
HR director’s chair. The thinking is that an individual who has earned their spurs in a
major profit centre will carry weight at the executive table. An alternative view is that
the same commitment to the primacy of people is shown by hiring or developing a
top HR specialist.

Leaders who prize sustainability will also recognise the value of developing
relationships with the many people outside the company who have an influence
on it, including customers, partners, policy makers, NGOs, regulators and other
opinion formers. 

Ram Charan, an author who has also worked with a number of Fortune 100
companies, says of leaders with this understanding – what he calls ‘people acumen’:

“They have an innate desire to work with diverse people and naturally cultivate
a broad range of social networks that permeate the company, including
subordinates, peers, and superiors. As these leaders develop their social
acumen, their networks often extend beyond the business to include
customers, suppliers, regulators, politicians, and various interest groups.” 52

As much as leaders need to be responsible for developing the talent of others, it is
also critical that they pay attention to developing themselves. When senior leaders
make it their business to improve themselves, it is a powerful role model for others.
Great leaders see this as important, and rather than complaining about being too
busy to take part in developmental activities, they make time. 
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Leaders as stewards 
Finally, but fundamentally, successful leaders will be mindful that they are simply
looking after the company for a stage of its journey. The concept of stewardship
is critical in framing and guiding the way leaders think about talent. Tomorrow’s
leaders will see themselves as stewards of the long-term prosperity of their
companies. They will be concerned about the legacy they leave behind, both for
their company and the environment and society in which it operates. They will
understand that this means doing business in a way that supports the sustainability
of the economic, environmental and social systems within which the company
operates. As noted by Sir Bill Castell, Former CEO, GE Healthcare, Chairman,
The Wellcome Trust.

“CEOs are going to have to get used to being at the bottom of the hierarchy,
supporting their 460 managers above them.” 

Peter Senge, in writing about the learning organisation, summed up the role of the
leader as designer, steward and teacher :

• The design work of leaders is about creating an organisation’s policies,
strategies and systems and making them work. It is about integrating parts
into a cohesive whole. The leader’s first task lies in the field of vision, mission
and values. 

• Stewardship is to do with the long-term survival of the organisation and with
its contribution to the wider society. It provides an ethical foundation to the
leader’s role.

• CEOs as teachers will help people see the big picture and the wider
consequences of today’s decisions.53

Questions for Tomorrow’s Chief Talent Officer
How will you ensure that talent management rises up the leadership agenda for
you and your organisation?

What do you need to do differently to fulfil the role of talent steward 
for your company?
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From search to leadership consulting – why CEOs are taking
a fresh look at how they develop talent
Our conversations with CEOs continue to show that their agendas are changing. The
issues keeping CEOs awake at night are no longer: market analysis, strategy setting
or organisation design. Today the focus is on understanding: the impacts of truly
global competition, the consequences of the environmental agenda, the threats
posed by new models of corporate ownership and governance, seizing the
opportunities presented by web 2.0 and the challenges of finding and developing
leaders with the ability to succeed in this new environment. Our recent research
shows that companies best able to attract and retain the talent they need share
three key characteristics: 

• Deep focus of Board, CEO and executive team on the talent of the
organisation. This does not just mean that a succession plan is prepared
annually by HR and approved by the Board. Neither does it simply mean that
the investment in leadership development programmes is top quartile. It means
that, if asked, the CEO could describe the career history and development plan
of each of his most high-potential employees. It means that the executive
team, as a team and as individual leaders, devote up to 30% of their time to
talent development and leadership. It means that a core process of the entire
organisation is evolving the link between talent strategy and corporate strategy.

• The fundamental development philosophy of these companies is based on
talent pushing rather than talent pulling. In these organisations the focus has
shifted from role-specific succession planning to employee-specific
development planning. The appraisal and development process has shifted
from: audit capability, identify gaps, apply development intervention; to:
understand unique capability, focus development on deepening capability,
design role to leverage capability.

• For these companies, talent management has become a core strategic
capability at all management levels. It is measured, rewarded, celebrated
and valued. Role model leaders are those who tirelessly develop others, who
identify talented people and volunteer them across the organisation and who
can list countless people they have developed and mentored.

Heidrick & Struggles is taking the lead in helping CEOs as they seek to solve their
talent challenges. By combining our world-renowned leadership search capability
with our rapidly growing leadership consulting expertise, by combining who we
know with what we know, we can provide unique insights and support CEOs in
finding solutions to these challenges.
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Today the focus is on
understanding: the
impacts of truly global
competition, the
consequences of the
environmental agenda,
the threats posed by new
models of corporate
ownership and
governance, seizing the
opportunities presented
by web 2.0 and the
challenges of finding and
developing leaders with
the ability to succeed.

Richard Emerton
Regional Managing Partner, EMEA, Leadership Consulting 
Heidrick & Struggles



Tata – a talent for sustainability
“Sustainable value creation needs a constant practice of viewing business goals
from multiple facets – and see it the way all other stakeholders aspire, benefit and
perceive. When translated in terms of leadership, competency is about how
employees in a big way apply their ‘total intelligence’ at work – cognitive, creative,
emotional, social, intuitive and perhaps spiritual intelligence.”

For Tata, the purpose of Corporate Sustainability – or CS – is “to create ‘collective
value’ by enhancing Human, Natural, Social and Financial capital... in order to give
business a lasting and competitive edge.” Tata sum this up by saying that “The
business of business is sustainable value creation.”

Tata have therefore developed a comprehensive programme so that sustainability
has influence on strategy and performance. At the heart of this programme is a
challenge and commitment to developing ‘talent for sustainability’. Anant Nadkarni,
Vice President Corporate Sustainability, describes what this means in practice for
the kind of individual Tata is trying to develop: 

“In Tata we increasingly strive not only to achieve sufficient specialised
knowledge of safety, environment, communications and media relations,
understanding and working with people and many other issues but also
strive to balance with business perspectives such as minimising social or
environmental risks and leveraging the Tata brand more positively in terms
of improved quality of life.”

In so doing, they need to integrate issues and concerns that had not previously been
linked so well in terms of cause and effect, taking into account uncertain impacts
over time.

‘CS Leadership’ has been more specifically developed in order to build the
‘bandwidth’ of Tata leaders for CS. Leaders are looked up to for their ability to
create on one hand a systemic legacy in terms of processes and practices – and
on the other to leave memories which have a ‘distinct personality footprint’ on the
collective or institutional memory. “It moves on the lines of something like ‘servant
leadership’ endorsing the importance of the collective wisdom of employees and
people.” (Tata CS Leadership Profile).

CS Leadership is therefore recognised as a critical success factor – “the creation
and capture of sustainable value requires sensitivities, skills and capacity with a
dedicated structure of people to focus on different forms of value or capital
creation.” (Tata CS Workout 2008).

Tata leaders, Anant goes on to explain, “strive to demonstrate their capacity: one, to
‘transcend’ the given situation – recognising that qualitative change is often the next
step beyond incremental and quantitative increase; two, to be able to constantly
hold in balance many factors and concerns; and three, to be able to mobilise a
deeper change in ‘mindset’”. At an apex level Tata CEOs are the ‘process owners’
of CS as a first step to ensuring that CS is “deployed as a way of life throughout the
organisation”. In the words of RN Tata, Chairman, Tata Sons Limited:

“The message we should leave with our CEOs is that there is an integrated
approach – that we want them to be profit oriented, we want them to be cost
effective, we want them to be quality conscious, and we want them to be good
corporate citizens.” (At a meeting of the Tata Council for Community Initiatives).

The purpose of 
Corporate Sustainability 
is “to create ‘collective
value’ by enhancing
Human, Natural, Social 
and Financial capital”.
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Anant Nadkarni
Vice President Corporate Sustainability, Tata
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value creation.”



Part 7:
Conclusions and
next steps
Launching the global conversation.
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This report is an interim milestone that sets the agenda for the next, more detailed,
phase of research and inquiry into the question: “How will leading global companies
create value through people?”

It has presented a number of new ways that companies and others should think
about and manage talent for the future:

• Sustainability is the starting point. It is not just about the climate. It’s not just
about social responsibility. It’s not just about ethical behaviour. It’s not just
about employees. It’s not about the hundreds of different, conflicting, confusing
explanations of this much-discussed word that have been put forward. It’s
simply what the dictionary says it means – being ‘capable of keeping going’ –
and keeping going by building a business that is capable of sustainable
growth, whether through a global recession or in more prosperous times. We
offer a straightforward definition of a sustainable company: 

A sustainable company is one that understands that its long-term success
depends upon – and therefore it must contribute to – the health of the
economy, the environment and society.

• Building a sustainable company in the face of the challenges posed by the
triple context of economy, environment and society, places new demands on
companies and their people. Only by thinking differently and more widely
about what talent means will companies be able to discover the talent that
they will need. We see ‘talent’ as abundant and not scarce. It is not a rare
quality, but a diverse, multifaceted one, that exists, in everyone.

• If companies accept the premise that new challenges require new capabilities
and new approaches to talent, this will affect the way they select and advance
their people. Those who think of talent as a scarce, fixed, quality tend to adopt
a filtering approach that excludes more and more people as they try to track
down the elusive next generation of leaders. However, companies who believe
talent is abundant instead widen their search and concentrate on getting the
best out of everyone – at leadership level and beyond. They set less store by
CVs, qualifications and detailed job descriptions, believing that talent is about
people and their potential, not just the jobs and the skills they have acquired
thus far. Talent can be discovered inside and outside the company and the
major task for a company and its leadership is to discover, unlock and harness
it. This means recruiting for values and motivation, and developing for skills.

• As the massive implications of the ‘triple context’ become increasingly
understood, so the value of employees who can navigate the multiple strands
of sustainability will become increasingly understood. Beyond the challenges
of attracting and developing this talent, retaining it will become a critical
competitive capability. Traditional methods of engagement must be redesigned
to reflect the interests of this new talent pool. And the new needs of this talent
pool must be understood. 

• In the end it all comes down to leadership. Tomorrow’s leaders will understand
the triple context. They will lead with sustainability front of mind and in new
ways. They will appreciate that talent is abundant and takes many forms. They
will care about developing all the talent in the organisation. Talent will be one of
their top three agenda items. 
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Tomorrow’s Global Talent: 
A new mindset in practice
This report shows that the way organisations and leaders think about talent has to
be fundamentally different in order to deliver a more sustainable organisation. So,
in practical terms, we also want to understand what the impact of this different
mindset has on the common ‘talent practices’. Ultimately many of the practices
that organisations deliver will be aimed at the same things (e.g. recruitment,
development, retention of talent, etc.) but the different mindset leads to different
and better outcomes.

To help us better understand the impact, we have developed an initial framework
which sets out some initial hypotheses as a foundation to explore and develop
during the next stage – shown below. The framework is based on principles of
Strategy Mapping and the Balanced Scorecard; we have interpreted the four
‘traditional’ perspectives of the shareholders, customers, internal processes and
people in order to make it relevant for the talent agenda. As a result of the next
stage of the inquiry we hope to be able to quantify these elements and to show
more tangibly the nature of cause and effect.

We invite you to join us in the next stage which will involve dialogues with
companies, policy makers and others across the world. We would value your
contribution to the conversation as we explore our conclusions and take forward the
agenda. By visiting www.tomorrowsglobaltalent.com you can join our online debate
and contribute your ideas and practice (hosted on www.forceforgood.com).
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Perspective Old Vs. New

Success Short-term shareholder value. Long-term sustainability.

Mindset Without controls people will Recognise that people do care
not perform, or may even about their organisation.
cause harm.

Talent is individual and objective. Talent is contextual and relational.

Talent needs to be owned. Value is not just created within
the organisation.

Talent is scarce. Talent is abundant and underutilised.

Practices

Recruitment Recruit talent into an organisation Do deals with people inside, 
so that their skills and expertise outside and beyond the 
can be channelled into the ‘right’ organisations in order to access 
direction. the skills and expertise.

Assessment Benchmark talent and capability Evaluate talent within the context of
against predefined roles, of strategy; review strategy in the 
frameworks and corporate profiles. light of the talent pool.

Development Deliver focused training and Create an environment that fosters
development events that close learning through developmental
capability gaps. experiences.

Alignment Align individual objectives with Drive strategy based on availability
the corporate goals through and access to talent, capability
cascade and measurement. and opportunities.

Renewal Succession planning is focused Talent management is focused on
on retention of key talent in key developmental appointments and
positions to deliver strategic goals. win–win career deals.

Business Model New products and places that New opportunities and markets
support growth and increased value. that can be served brilliantly.
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Tomorrow’s 
Global Talent
A new talent agenda for the UK



Investing in talent and skills for growth
Today, especially with the global economy moving into unchartered waters, talent
underpins not only our ability to compete successfully on the global stage, but our
ability to deal with and master the major issues for our generation: climate change,
social inclusion and market innovation. This is the ‘triple context’ that the Tomorrow’s
Global Talent report describes.

The demand for talent is not new. The need to recruit and retain the best people
has always been a key concern in any Board room. And, for me, the best people are
those who have the ambition, ability and personality to acquire and re-use their skills
at all and every level of our organisations.

What is new is the sheer scale of the challenge and the speed at which thing are
changing. Today’s economy requires higher skill levels than a generation ago. The
wider and wider use of technology across all industries, and the ease of work
moving across borders mean that there will be fewer and fewer low-value-added,
low skilled jobs.

This is reflected in the shift in global economic output. In 1980, the G7 countries
produced half of the global output but by 2015 – and maybe sooner – they will
account for only one third and China will be the largest economy in the world.
And make no mistake, this will not be a sweatshop economy. China and India
together are producing 4 million graduates a year.

Let me put the UK challenge into the context of BT. BT is a global communications
services company with a turnover of £20bn a year. We employ some 106,000 people
in 170 countries serving around 18 million customers. The talent we need can, and
does, come from every corner of the world. Knowledge is the universal currency and
we can work together now without physical proximity – so that means we source
our talent globally. 

Many of those best talents do live in the UK and we should be very proud of them.
But many talents live somewhere else and we will incorporate them into what we do
also – because it will make our business more competitive and more attractive to
everybody who wants to buy from us. 

It is very clear that the talent of today has no passport, no gender, no age. Talent
is simply ‘talent’ and it can be contributed by all of us, and at every level in
the business.

So if our skills base is not good enough now, it is certainly not good enough to cope
with our need to build our economy over the next 10 years or so. By 2020 we will
need 2 million new workers – mostly managerial and professional jobs. Yet on the
other hand, we can expect to see ‘elementary occupations’ declining by a million.
The doomsday scenario is that by 2020 we could find ourselves with 6 million
unemployable people in the UK. 

We are certainly living in extraordinarily uncertain times. But it is clear to me that it is
the commitment, productivity and ability of our people to add value that will keep us
competitive. Now is the time, when markets are shrinking and order books falling, to
lift our sights and grab this opportunity to invest in the talents and skills we need to
ensure we emerge with intact business models that can drive long term growth in
the UK.

The UK Commission for Employment and Skills is a UK-wide Non Departmental
Public Body which reports to eight sponsors in total along with the governments/
administrations in Scotland, Wales and Northern Ireland.

Sir Mike Rake
Chairman BT and 
UK Commission for Employment and Skills

In response to the
Tomorrow’s Global
Talent report,
this document
introduces the
debate around the
new talent agenda
for the UK.



Young Global Talent

The Prime Minister’s Global Fellowship was established in 2008 to send young people to gain an
understanding of what it will take to compete in, and contribute to, the new global economy.

The first 100 Global Fellows, 18 and 19 year olds from across England, travelled to China, India and
Brazil on an intense programme which gave them an insight into culture, education and business in
these major countries which are shaping the new world we live in.

The messages they brought home with them are clear and challenging. In essence, these young
people capture many of the themes in the Tomorrow’s Global Talent report – and underline how
essential these issues are to the next generation to grow up and work in the UK: 

“We’re not producing anything now really in
the UK, other than people. We need to
invest in our home grown talent.”

“I was blissfully unaware. I was indifferent to global
affairs. I was safe in my own life. I am awake. I am
listening. And I want to be part of the world.”

“What I saw is that education is
obviously the way out of
poverty. If you don’t work, you
can’t progress and so your
chances of earning a decent
salary are very limited. In
England, we’ve got a good
education system that’s free –
and a lot of the time we take
that for granted.”

“The global economy is creating opportunities
much faster than it is limiting them. All this
doesn’t necessarily mean it’s a threat, but it
definitely affects what we should be preparing
ourselves for.”

“I need to be equipped to face the world,
not just my country.”

“The companies we visited weren’t
operating there for cheap labour, they
were operating there for talent. That
surprised all of us the most.”

“When I was at Shell I realised
that the reason they’d gone to
Bangalore is because the best
of the best are there: the focus,
the skill. Suddenly, those of us
who are scientists were hit with
‘I’m in a competition I never
knew was there.”

“We need to start thinking differently
about things, with empathy and
understanding. Not through Western
eyes. It’s even our language: First
World, Third World is outdated.”

“It’s a good message to know the world is becoming more
globalised. So to remain competitive we need to realise that
these aren’t just developing countries, they’re coming to the
position where we’re all at the same standard. We should
acknowledge that.”

“We’re living in the past. We still have this
perception that we’re best at so many things.
Globalisation’s going to change our perception on
that, I think.”

“They know they’re competing
on a world stage. We don’t.”

“It showed me: don’t look at yourself as
only a young person in the UK. Look at
yourself as a young person in the whole of
the world.”



Tapping into talent for competitiveness
Tomorrow’s Global Talent offers a new perspective on how talent must be developed
and managed around the world. It sets out clearly that talent matters – to building
strong companies and a sustainable society in all countries.

That presents a challenge to the UK. How well are our business leaders and our
companies equipped to thrive against that new global backdrop? In the UK, people
are our one natural resource for the future – and our economic prosperity will
therefore be, above all, dependent on how successfully we tap into, develop and
apply that talent.

Many companies today already take talent development very seriously, as the
Tomorrow’s Global Talent report shows. But the Talent Manager’s role – where there
is one – is still often exclusively focused on the top leadership group. Where senior
management is the focus, the question for the Talent Manager now has to be
whether that capability is world-class. Will your company’s leadership pass muster
in the new global economy? Is it fit for the demands of tomorrow or, in reality, only
equipped to meet yesterday’s challenges?

Yet perhaps the bigger issue is to shift the culture of talent management in
companies to encompass all employees. Too many UK employees still have a
basic skills problem and carry that through their working lives. Progression and
taking on new skills throughout your working life remains an alien concept to most
employees, in spite of the evidence is that people work best in companies that
value their talents and what they have to offer. In this time of fierce recession,
the requirement for re-skilling is pressing – and the economic cost and social
consequence of wasted talent and potential should concern us all. So we will
need to embrace in the UK a much more rounded view of talent and skill than
we have ever had before.

We know that in a global market place Britain’s competitiveness will rely on high-
value-added skills, talent and creativity. Retaining a leadership position in the
creative industries, success in the science and technology sectors, and the
reconstruction of financial services have that in common. So we not only have
to find that talent within ourselves, we have to learn to apply it: to innovate, to
invent, to dream up new opportunities.

So a commitment to developing talent comes from understanding the innate
capabilities and creative potential employees have and provide the skills to make
those valuable. Even – or, indeed, especially – in this recession, leading companies
are recognising that they need to keep up their investment in skills. The influential
employer organisations putting their names to ‘The time is now’ campaign in the
British newspapers demonstrate their sense of urgency about this imperative. 

Yet the greatest challenge, which crosses all industries, is that the new world will
demand not only new products but new ideas and new rules. To create sustainable
companies, to respond to climate change and to compete and collaborate on a
global stage challenges us to be imaginative and creative in a way which will require
the best of us. The starting point for that is keeping an open mind about where we
look for talent, taking a fresh look at how we enable it to flourish and how we apply
it. Tomorrow’s Global Talent sets the global context for the UK’s response to that.

The Taskforce, set up in 2007, is based at Department for Children, Schools
and Families and reports through to the Talent and Enterprise Sub-Committee,
chaired by the Prime Minister. It was established against the backdrop of a fast
changing world, in which Britain is facing unprecedented global competition.
Our future prosperity and individuals’ opportunities will depend, above all, on
our determination to ensure that each of us can develop our talent and skills to
their full potential. The overarching goal of the Taskforce is to make the ‘talent
agenda’ a priority in this country.

Lucy Parker
Chair of The Talent & Enterprise Task Force



In talking with senior leaders around the world as they respond to challenging times,
there is a growing sense that the next leap in business performance will require a
profoundly different approach to the way organisations engage talent. The urgency
and importance of this conclusion lies in the combination of intensified globalisation,
and the realisation that we need to create higher value products and services, drawing
on new skills and innovation. People have never been more important. But how can
that leap in performance be achieved? Our initial report on Tomorrow’s Global Talent
argues that tomorrow’s company will be operating in an era and a new business
environment in which value creation depends on environmental and social issues as
much as on economic ones – what we call the ‘triple context’. More than ever,
companies will need to think in terms of their own sustainability and that of the
ecosystems and communities in which they operate. 

We believe this means that companies should think afresh about what they mean
by ‘talent’. At present most companies reserve the word ‘talent’ for high fliers who are
destined to become top executives or high-level specialists. This is too narrow a view
for a world with multiple challenges, needing people with a wide range of capabilities.
Talent, we argue, is all around us waiting to be unleashed. Contrary to popular belief
and practice we argue that ‘talent’ should not be seen as a rare quality, but a diverse,
multifaceted one that exists in everyone; it is abundant. It is a nice quirk of the English
language that talent is an anagram of latent; underlining our view that much talent
remains hidden and undiscovered.

If companies agree that talent is abundant, then their major task is to discover it,
internally or externally. And instead of looking for people who correspond to some
narrowly defined notion of talent, talent becomes something companies must define
in their own terms, according to their own circumstances and is something their
recruitment and development processes should be able to uncover in unexpected
places. Smart companies that are alive to the demands of sustainability know that they
need to look outside the perimeter fence, not just to traditional suppliers and
contractors, but to all the talent in their corporate ecosystems, including partners and
customers. As well as finding the appropriate talent, creating value through people
means engaging them in pursuing the company’s goals. This can be achieved by only
identifying what people care about – uniquely and individually – and then developing
the overlap between individual and corporate priorities. In all of these areas, leadership
is critical. But leadership also has to change. Tomorrow’s leaders will lead with
sustainability at the front of their mind and they will lead in new ways.

We argue that the CEO needs to be the ‘Chief Talent Officer’ – putting talent at the top
of the corporate agenda and devoting significant amounts of time and energy
to understanding talent-related issues. Successful leaders will also be mindful that
they are simply looking after the business for a stage of its journey – as stewards of
the company and its people. We have ten questions for the CEO which can be
downloaded at www.tomorrrowsglobaltalent.com

Once we move away from old mindsets and start to see talent as abundant then
we will start to do what is needed to ensure the survival and sustainability of our
companies as well as the economy, environment and society of which they are a part.
This means thinking about the new kinds of talent that will be needed, defining it in
new ways, finding it in new places and from new generations. Tomorrow’s companies
will be good at discovering, engaging and leading every ounce of individual and
collective capability in people. For Tomorrow’s global company this will be their route
to world-class performance. 

To join the conversation visit www.tomorrrowsglobaltalent.com, hosted on
www.forceforgood.com

To order a copy of the Tomorrow’s Global Talent report please visit:
http://www.tomorrowscompany.com/publications.aspx

Tomorrow’s Global Talent – 
How will leading global companies
create value through people?



Our new vision for leading tomorrow’s
talent in the UK
I’ve been struck by what Tomorrow’s Global Talent means for us in the UK.

The most fundamental question for me is really basic – what are we going to do to as a country and a
people to pay our way? 

What are we going to do to earn a living, much less fund us in (ever later) retirement, pay for public
services and ensure that Great Britain really is a great place to live, work, grow up in, raise children
and grow old in?

If you read Tomorrow’s Global Talent, this matters because we argue that talent comes alive when it is
clear what it is for, and people are excited by the answer.

It also matters because our report confirms what others have said – that we are entering a new
economic era, the Age of Sustainability, an age in which recognising economic, social and
environmental impacts is every bit as important to secure business success as it is to ensure
sustainability outcomes.

This frames a tremendously exciting agenda for talent. In the developing world the imperative for
young people to escape from poverty, as much as their own personal ambition drives the demand for
education and acquiring new skills. In the developed world, this is not a sufficient driver. 

Young people in the UK have grown up, for the most part, enjoying a level of material prosperity, and
have grown up experiencing a level of wealth – as have their parents – that means that, even in the
current recession, the drive to escape poverty will not shape behaviour.

In recent years, our assumption as a nation has all too often seemed to be that financial services alone
and the celebrity culture of ‘cool britannia’ will be sufficient to pay our way.

So what then will inspire young people here and elsewhere – indeed people of all ages – not just
to learn new skills, but to develop and apply their full potential for the benefit of themselves, their
business, their community and the society of which they are part.

We believe it will be creating the clear line of sight between what people do, can do and aspire to
do, to create value through high value innovation in developing the new products and processes
which will enable 9 billion to live together on one planet – and for the UK to be a centre of excellence,
learning about and ‘imagineering’ these new and sustainable forms of value. Skills in engineering and
related disciplines will be essential to creating new products and processes for the green economy
and will form the next frontier for cool jobs, doing iconic work.

Tomorrow’s Global Talent suggests a very different view of talent from the traditional corporate
emphasis on top talent alone. One that is far more inclusive, recognising that we all have talent.
One that is holistic, recognising that tomorrow’s talent requires an integration of many old and new
‘skills’, that credentials alone cannot hope to capture.

And it calls for a new kind of leadership – servant leadership, comfortable with difference, working
within and across organisational boundaries, using social media and at home across the globe.

This vision of tomorrow’s talent is reinforced by the views of some of tomorrow’s young talent, the
Global Fellows, aware of globalisation, confident in the opportunities it will bring, demanding of
business and determined to play their part in shaping the next generation of what business does.

This is the new talent agenda for the UK – with a new vision of our country as a centre for sustainable
excellence, able to pay our way and contribute globally. It is an agenda for everyone. For in
tomorrow’s world, we all have talent – and will need every bit of our talent to live long and prosper.

To join the discussion please contact us on tomorrowsglobaltalent@tomorrowscompany.com

Tony Manwaring
Chief Executive
Tomorrow’s Company

This report is the result of a unique collaboration. Our thanks to Heidrick & Struggles, true strategic
partners throughout, as well as BT, Career Innovation and the Talent & Enterprise Task Force.
Together, they made this report possible.
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