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Abstract 
 
The ongoing Covid-19 pandemic has brought terrifying effects for labour markets all 

around the world. Just as we witness rapid changes in terms of the ways of working 

(working from home), we are also observing an increase in unemployment. The ways 

in which major corporations with international operations process their global talent 

management (GTM) already represents a challenge in relatively stable times and 

clearly, in a period of such great and sustained turbulence as current experienced, this 

task becomes still more difficult. Hence, our research aims to study the impact of GTM 

on the international performance of major companies during the COVID-19 pandemic 

period. To this end, we surveyed a sample of 59 large companies that act in external 

markets. 

Through recourse to multiple linear regressions, we conclude that GTM practices return 

positive impacts on levels of international performance. Our research returns theoretical 

implications in terms of the application of integrated GTM models and with the results 

of significant relevance to corporations operating internationally, enabling them to 



better understand which strategic human resource management policies will return the 

best GTM results. 
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1. Introduction  
 

Research into talent management began in the 1990s with the consultancy McKinsey 

coining the expression "the war for talent" to reflect the core importance of employees 

to the sustained success of any company (Michaels et al, 2001). However, only in the 

early 21st century did the theme of talent management achieve recognition by the 

mainstream professional management community as a key activity within the scope of 

organisational management (Scullion et al, 2010). Thus, talent management has gained 

widespread recognition as one of the core priorities for CEOs all around the world with 

due recognition that they spend an average of around 20% of their time on talent 

management (Economist Intelligence Unit, 2006). According to Groysberg and 

Connolly (2015), given the global operations prevailing in contemporary markets, 

talent management remains very much a key priority for CEOs. Within this framework, 

we may expect the major multinationals to have developed highly efficient and 

effective talent management systems, which significantly contribute towards their 

sustainable organisational performance (Collings, 2016; de Frutos-Belizón et al, 2020). 

Global talent management (GTM) includes all the organisational activities undertaken 

with the objective of attracting, selecting, developing and retaining the best employees 

in the most strategic roles on a global scale (Scullion et al, 2010; Tarique & Schuler, 

2010; Collings et al, 2019). Such is the perceived importance of GTM that some studies 

identify the lack of a pipeline of talent as a restriction on the company’s capacity for 

growth and achieving its strategic priorities (Beechler & Woodward, 2009; PwC 2016; 

Pananond & Giroud, 2016). Hence, international management studies of human 

resources have focused their attention on the difference in large companies that act in 

external markets across different aspects of their internationalisation, strategies and 

international experiences as well as the prevailing economic and institutional 

conditions in their countries of origin (Shen & Edwards, 2013; Pananond & Giroud, 



2016; Cooke et al., 2018; Jackson & Horwitz, 2018;  Cooke, et al., 2019) and alongside 

what these differences imply in terms of the difficulties in attracting global talent 

(Glassdoor, 2018; Cooke et al., 2018;  Huang et al. 2020; Froese et al, 2020). Thus, the 

advance of globalisation has generated major opportunities and challenges for 

companies seeking to act in external markets (Froese et al, 2020). However, the single 

greatest challenge faced by these companies is how to manage an increasingly 

diversified, educated and globally mobile workforce (Khilji et al, 2015; Froese et al, 

2020). Were such challenges not sufficient in themselves, the Covid-19 (Coronavirus, 

SARS-CoV-2) pandemic has produced, at least since October 2020, a massive impact 

on the level of employment and the ways in which people work (Koch et al, 2021). At 

the global level, this foresees Gross Domestic Product shrinking by 3%, far worse than 

during the 2008-9 financial crisis (International Monetary Fund, 2020). The 

International Labour Organization (ILO) estimates that almost one-half of the global 

workforce is at risk of losing its means of subsistence with hundreds of thousands of 

companies facing bankruptcy (ILO, 2020). Another alteration brought about by the 

pandemic stems from the surge in the numbers working from home (Waizenegger et 

al., 2020, Venkatesh, 2020), consequently leading organisations to react to the Covid-

19 pandemic through investing in information technology (IT) (Iivari et al., 2020; 

Dwivedi et al., 2020; He et al., 2021). All of these changes have resulted in many 

challenges both for employees, who have had to adapt to these new circumstances, and 

for organisations that technically had to enable their staff to work remotely. However, 

these same circumstances have led to the cancellation of various different recruitment 

activities (Bartik et al., 2020, Montenovo et al., 2020; Gerards et al, 2020 ). 

We may thus conclude that while GTM was already a complex process prior to COVID-

19, the pandemic has only rendered still greater the challenges facing major companies 

operating in international markets in terms of their GTM processes. To this end, our 

research aims to answer the following question: what is the impact of GTM on the 

international performance of large companies acting in external markets throughout 

the COVID-19 pandemic? 

In order to evaluate the GTM impact on the international performance of large 

companies with international business operations, we applied the integrated talent 

management model of Jayaraman et al. (2018), made up of four constructs: identifying 

critical positions, competence training, development and reward management. We 

made recourse to a sample of 59 large companies that do business in external markets 



and deployed multiple linear regressions. We thus verified that the constructs 

identifying critical positions, development and reward management return positive 

effects on the international performance of such large companies with international 

operations. 

Through our research study, we aim to contribute to a better understanding of the debate 

around convergence and divergence in the international management of human 

resources through studying the GTM of large companies that operate in external 

markets (Budhwar et al., 2016; Farndale et al., 2017). This study also contributes 

through its testing of the effect of GTM on international performance over the durations 

of the Covid-19 pandemic, demonstrating that GTM steps in to play an important role 

whenever companies face challenges or more adverse circumstances. 

After the introduction, we present the literature review, development of the hypotheses 

under study and the conceptual model. In point 3 we present the methodology, then the 

results and in point 5 we present the implications. Finally, we present the final 

considerations limitations and future lines of research.  

 
2. Literature review  
 
 
One of the core challenges facing talent management essentially involves establishing 

the intellectual boundaries and academic merits of the concept. According to Lewis and 

Heckman (2006), there is a disturbing lack of clarity in relation to the definition and 

general objectives of talent management. Lewis and Heckman (2006) identify three 

strands to the thinking around talent management: i) the talent management label 

merely replacing that of human resource management (very often limiting its focus to 

specific human resource practices); ii) developing pools of talent in keeping with the 

needs of employees and managing their progression across different positions and 

responsibilities; and iii) managing talented persons. Collings and Mellahi (2009) 

identify another current in the thinking that emphasises the identification of key 

positions that have the potential for impacting directly and positively on the competitive 

advantage of companies.  

According to Scullion et al., (2010), the great variations in terms of the definitions 

attributed to talent management deepens two main challenges that apply equally to 

GTM. The first stems from how researchers in this field need to obtain clarity and 

consensus on the meaning of GTM spanning its different practical, conceptual and 



theoretical dimensions. The second challenge derives from the need to differentiate 

global talent management from international human resource management. This does 

not mean that GTM may not draw upon the field of international human resource 

management (Tarique & Schuler, 2009) but that the field does need to differentiate its 

scope and establish its own positioning among the interests of researchers and 

managers. 

Stahl et al. (2007) define GTM as arising from the efforts an organisation makes in 

order to attract, select, develop and retain talented staff on a global scale. Hence, a 

fundamental facet of this definition is its focus on a core group of employees within 

large companies and corporations engaged in external markets (Becker et al, 2009; 

Collings & Mellahi, 2009). We may thus account for how GTM throws a spotlight on 

the international perspective in addition to highlighting the role of the internal systems 

of multinational corporations in guaranteeing the capacity to attract, retain and make 

best usage of strategically deployed employees within the scope of meeting the strategic 

needs of the organisation (Huselid et al., 2005; Boudreau & Ramstad, 2007; Scullion 

et al., 2010).  

GTM thus emerges as a multidisciplinary field of research while above all representing 

a strategic issue for internationalised companies for a series of different reasons: i) there 

is growing recognition of the critical role performed by globally competent 

management whose talents ensure the success of the international operations of 

companies and corporations, reflecting the intensification of global competition and the 

greater need for learning and innovation in the multinational corporate sector (Bartlett 

& Ghoshal, 1989); ii) the competition among employers for such talent has changed 

whether approached at the national, regional or even global level (Sparrow et al., 2004; 

Ready & Conger, 2007; Stahl et al., 2007); iii) the scarcity of management resources 

and professional talent emerges as the main challenge for the majority of large 

companies that engage in external markets (Bjoërkman & Lervik, 2007); and iv) the 

success or failure of international strategies directly interrelate with GTM (Cohn et al, 

2005; Stahl et al., 2007).  

The emphasis on human resource practices under the auspices of GTM therefore 

incorporates the deepening of motivation, commitment and the development of staff 

holding leading positions. The main objective behind implementing a GTM system in 

an organisation targets improving the core abilities and essential capabilities of 

members of staff in senior positions and recognising and rewarding those who 



contribute towards valuing and building the competitive advantage of an organisation 

(Collings & Mellahi, 2009). Correspondingly, Jayaraman et al. (2018) identify how 

GTM involves: identifying critical positions, competence training, development and 

reward management 

In summary, despite the rhetoric insisting on maximising the individual talent of 

members of staff as an essential source of the competitive advantages of major 

companies engaged in international business dealings, this also acknowledges the 

difficulties in effectively managing talent on a global scale (Scullion & Collings, 2006). 

Collings et al. (2007) convey how major internationalised companies are frequently 

unable to identify their most talented staff both within their home market and elsewhere 

around the world. The management of global talent is thus critical as companies are not 

able to leverage a specific asset when unable to identify their possession of it (Scullion 

et al, 2010).  

 

2.1. Hypotheses  

Identifying Critical Positions (ICPs) 
 

ICPs constitutes a fundamental facet to any GTM system (Jayaraman et al. 2018). In 

this perspective, approaching the deployment of staff is crucial to GTM with the 

identification and development of talented individuals the first stage in any GTM 

process (Collings & Mellahi, 2009). Organisations do recognise the need for 

differentiating functions, hence, and as defended by Becker et al., (2009), large 

corporations with international operations need to understand who makes the greatest 

contributions to their international performance results. This therefore identifies 

“alpha” members of staff and develops company practices for their training, 

development and retention (Jayaraman et al. 2018). Alternatively expressed, there is a 

crucial need to identify the key positions with the potential to directly impact on the 

international performance and drive the competitive advantage of large-scale 

companies engaged in external markets (Boudreau & Ramstad, 2007). We may 

therefore conclude that internal training and talent development represent important 

facets for such organisations as they strive to improve their international performances 

(Lepak & Snell, 2002).  

We now arrive at our first research hypothesis:  

 



H1: Identifying Critical Positions generates a positive impact on international 

performance.  

 

Competence Training (CT) 
 

Penrose (1959) defends the essential need for companies to develop their internal 

human capital resources as exploratory tools for the knowledge and innovation that 

provide the means to add value and enhance their strategic positioning. This thereby 

strengthens growth and the acceptance of internal resources as sources of competitive 

advantage while simultaneously validating the position adopted by various human 

resource researchers; that people are strategically important to organisational success 

(Gronroos, 2004; Luo & Tung, 2007). When the knowledge base of employees 

becomes a key factor of differentiation and a source of competitive advantage, 

organisations need to steadily and sustainably invest in the training and development 

of the specific abilities of these staff members so as return better levels of international 

performance (Becker et al, 2009; Collings & Mellahi, 2009). In this context, there is a 

fundamental need to verify the impact of competence training on the international 

performance of major companies engaged in international operations. We may thus 

propose our second research hypothesis: 

 

H2: Competence training generates a positive impact on international performance.  

 

Development (D) 

 

Talent development reflects an important factor within the overall framework of any 

GTM process (Cappelli, 2009). While CT focuses on improving the abilities for 

undertaking the current positions of employees, the need for development emerges in 

keeping with the future requirements of business environments undergoing constant 

change and the need for organisations to correspondingly adjust and evolve (Jayaraman 

et al. 2018). Garavan et al. (2011) define talent development as concentrating on the 

planning, selection and implementation of development strategies for the entire pool of 

talent in order to guarantee the organisation maintains not only the current but also the 

future supply of talent necessary to meeting its strategic objectives. Therefore, high 



potential talents are able to obtain better results and hence produce a better standard of 

international performance (Ready & Conger, 2007; Iles et al., 2010).  

This leads to our third research hypothesis: 

 

H3: Development generates a positive impact on international performance.  

 

Reward Management (RM) 

 

The study of the impact of employee rewards began with Vroom (1964) putting forward 

his expectation theory. In this theory, Vroom introduces a qualitative approach coupled 

with a quantitative dimension to rewards. Herzberg (1968), in his two-factor theory, 

highlights the intrinsic factors, such as career progression, recognition, responsibility 

and the sense of achievement in undertaking a significant job as more important 

motivators than wages and other similar types of incentives. Within this framework, the 

debate on the impact of intrinsic and extrinsic factors and the ways in which these 

motivate individual performance and their impacts on organisational performance 

(Jayaraman et al. 2018) dates back to the middle of the last century. Hence, any RM 

system consists of the policies, practices, processes and procedures (Armstrong, 2001). 

Both the intrinsic and the extrinsic means of rewards hold importance to the motivations 

of individuals committed to their work (Cox, 2005). We thereby conclude that the 

nature of the relationship between the intrinsic and extrinsic factors of motivation are 

mutually complementary and drive better performances at both the individual and the 

organisation levels (Lepper & Henderlon, 2000; Sansone & Smith 2000). 

We may thus posit our fourth research hypothesis:  

 

H4:  Reward Management generates a positive impact on international performance  

 

Figure 1 presents our conceptual model. 

 



 
 
 
3. Methodology  

3.1. Data and method 

 

This research applies a correlational design to examine the impact of talent management 

on the international performance of large companies/corporations, particularly the 

impact of the dimensions of Talent management, Identifying critical positions, 

Competence training, Development, and Reward management on international 

performance. In order to test these relationships, we drafted a research instrument and 

developed scales of measurement. 

The questionnaire scales of measurement depict the talent management practices. In 

order to define the questionnaire, we made recourse to existing scales, already subject 

to adaptation and adjustment to this context and written in Portuguese. The following 

sections discuss each of these items and their respective variables and measurement 

scales.  

In order to carry out the study, the identified target sample consisted of leaders and 

managers of large companies engaged in international markets. In terms of the sampling 

strategy, the data collection instrument, highlighting the guarantee of anonymity, 

involved prior telephone contact with 200 companies selected randomly from a 



database containing the contacts of 500 leaders/managers at large export companies 

who agreed to participate in the study. We gathered the data between September and 

December 2021, having received a total of 72 valid responses to the questionnaire even 

while only 59 of the answers received remain valid following thorough analysis with 

the questionnaire response rate thus standing at 29.5%.   

Furthermore, and in addition, certain company characteristics (activity and region) 

served to compare the answers received in the months of September and October with 

those delivered in November and December (Chi-squared Test) with this process 

returning no statistically significant differences between the earlier and the later 

respondents.  

This evaluated the distribution of these characteristics in the sample followed the same 

pattern as in the population (Chi-squared Test) and not encountering any statistically 

significant differences. These results provide evidence as to the lack of any 

chronological or non-response biases. 

As regards testing the hypotheses, in order to evaluate the impact of Identifying critical 

positions, Competence training, Development, and Reward management on 

international performance, we applied multiple linear regression.  

We analysed all data according to the IBM-SPSS software version 27.0 (IBM 

Corporation, New York, USA). 

 

 

3.2. Measures  

 

We measured all of the constructs according to Likert type scales with a range of 

between 1 and 7. In total, this included 26 questions in addition to those ascertaining 

the demography of the multinational covering all of the variables included in the 

hypotheses. In order to evaluate the talent management, we applied the Integrated 

Talent Management Scale designed by Jayaraman, Talib, & Khan (2018). This scale 

includes constructs for Identifying critical positions, Competence training, 

Development and Reward management. Cronbach’s alpha served to examine the 

reliability of the respective constructs. 

The Identifying critical positions construct involves establishing a pool of talent, 

identifying the critical responsibilities and positions and differentiating them based on 

their contribution to the success of the organisation (Jayaraman et al., 2018). This four 



item construct returned a Cronbach’s Alpha result of 0.934 conveying the existing of 

very high levels of reliability. In order to calculate the score for this construct, we 

applied the measurement of the four items that compose the construct. 

The Competence Training construct includes the continuous investment of time and 

money in talents in order to empower them to acquire specific competences for their 

current and future jobs and tasks (Jayaraman et al., 2018), and contains a total of six 

items. This construct produced a Cronbach’s Alpha of 0.918, equally reporting a very 

high level of reliability with the calculation of this score resulting from the average of 

the six items making up the construct. 

As regards the Development construct, the five items incorporate information on 

feedback, the existence of clear career paths that take into account the expectations of 

the talents identified in accordance with their capabilities and performance. In turn, this 

construct attained an acceptable Cronbach’s Alpha result (0.722) following the 

calculation of the average for the five items included within the scope of this construct. 

Reward management includes eleven items conveying details about the intrinsic and 

extrinsic rewards in effect with the former involving learning, growth in career, feelings 

of self-esteem, interesting and challenging work and a supportive working environment 

(Jayaraman et al., 2018). In turn, the extrinsic rewards feature competitive levels of 

payment, wage increases, productivity bonuses, variable remunerations and the social 

climate (Jayaraman et al., 2018). This construct returned an extremely high level of 

reliability (Alpha = 0.922) following the calculation of the construct in accordance with 

the average of the eleven items making up the construct. 

In order to measure the international performance, we adopted the variable reflecting 

the percentage of business turnover resulting from international activities. 

The demographic characteristics gathered from participating companies included the 

sector of economic activity, the company’s longevity, location and whether part of a 

group. The items included in the data collection and measurement process feature in 

the Appendix (Table A.1). 

 

3.3. Common method bias 

 

As the questionnaire employed to gather the data was self-response in structure and 

distributed at the same time to the same participants, common method variance might 

represent a problem. This question arises due to the independent variables deriving 



from the perceptions of respondents, the application of the same type of scale 

throughout the questionnaire and the different constructs undergoing simultaneous 

measurement by the same questionnaire.  

As some of the procedures applied in this study may trigger the existence of common 

method variance, we applied Harman’s single factor test and a common latent factor 

test.  

Following the Harman test, a single factor accounts for 15.7% of the explained variance 

with five factors present returning results in excess of 1 and explaining 65.4% of total 

variation. The results of these analytical procedures demonstrate that common method 

variance is not present and correspondingly does not influence the results. 

 

4. Results 

4.1. Sample characterization 

 

Table 1 sets out the characteristics of the 59 companies included in the study. In terms 

of their sectors of activity, 44.1% belong to the transformative industries, 32.2% are 

service providers and 23.7% engage in agricultural activities. The location of the largest 

number of companies is in the Norte Region (35.6%), ahead of the Greater Lisbon 

(30.5%) and Centro (22.0%) regions. The average longevity of sample companies stood 

at 23.7 years. 

 

Table 1 – Sample characterization 
 N % 

Economic Activity  

Agriculture 14 23.7% 

Transformative Industry 26 44.1% 

Services 19 32.2% 

Average company longevity (years), Mean (Range) 23.7 (12 - 77) 

Region 

Alentejo 3 5.1% 

Algarve 4 6.8% 

Centro 13 22.0% 

Greater Lisbon  18 30.5% 

Norte 21 35.6% 

 

 

4.2. Testing of hypotheses 
 



To testing the research hypothesis we used multiple linear regressions. The first 

equation explaining the effects of the control variables (region, activity, longevity) for 

international performance and the second including, in addition to the control variables, 

the four constructs interconnected with talent management: Identifying critical 

positions, Competence training, Development and Reward management. Table 2 

presents the respective results. 

 

 

 

 

 

 

 

 

Table 2 – Regression Models: Dependent variable – International Performance. 
Variable coefficients (Standard Error) 
 

  Model 1 Model 2 

Company longevity  0.34 (0.25) 0.27 (0.14) 

Activity=Transformative Industry  23.66 (12.5) 10.79 (6.64) 

Activity =Services -8.71 (11.99)* -9.77 (6.71) 

Region=Greater Lisbon  0.87 (10.25) -0.48 (5.41) 

Region=Norte 16.9 (14.8) -1.24 (7.96) 

Identifying critical positions  12.94 (6.01)* 

Competence training  -6.82 (5.91) 

Development  18.32 (4.79)*** 

Reward management  11.72 (4.04)** 

R Squared 13.9% 68.8% 

Adjusted R Squared 5.7% 64.9% 

F  1.708 20.234*** 

* p < 0.05, *** p < 0.01, *** p < 0.001, F – F Statistics  
 

 



As regards the effect of the control variables for international performance, Model 1 

details how service companies on average register 8.7% less of their turnover as 

deriving from international activities (B = - 8.71; p < 0.05).  

As regards talent management, we may confirm Identifying critical positions (B = 

12.96; p < 0.05) and thereby providing support to H1: Identifying Critical Positions 

generates a positive impact on international performance. We thus demonstrate how 

ICP constitutes a fundamental factor for any GTM system (Jayaraman et al. 2018). The 

identification of “alpha” members of staff, their development and the implementation 

of practices that ensure their training, development and retention generates a positive 

impact on international performance (Collings & Mellahi, 2009). As regards 

Development (B = 18.32; p < 0.001), our results do underpin H3 Development 

generates a positive impact on international performance. We thereby align with other 

authors who maintain that the development of talents not only represents an extremely 

important component for any GTM process but also to the international performance 

standards of large companies engaged in international operations (Cappelli, 2009; 

Jayaraman et al. 2018). As regards Reward management (B = 11.72; p < 0.01), our 

results also enable us to confirm H4: Reward Management generates a positive impact 

on international performance. Hence, we may state that companies running RM 

systems consisting of politics, practices, processes and procedures returns a positive 

impact on the international operations of large companies (Armstrong, 2001). Hence, 

there is a complementary relationship ongoing between the intrinsic and extrinsic 

factors of motivation that drive better levels of international performance (Lepper & 

Henderlon, 2000; Sansone & Smith 2000). 

Our results however do not provide support for H2: Competence training generates a 

positive impact on international performance. Thus, our sample does not justify the 

conclusion that the training and development of specific abilities of staff generates a 

positive impact on the international performance (Becker et al, 2009; Collings & 

Mellahi, 2009). 

Finally, we evaluated which of the talent management dimensions generates the 

greatest impact on the international performance through the betas estimated for the 

already calculated model 2. Figure 2 displays the respective results that show how the 

Development (β = 0.762) construct holds the greatest impact on the international 

performance followed by the construct for Identifying critical positions (β = 0.471).  

 



Figure 2 - Beta coefficients and hypothesis validated  

 

 
 
 
5. Implications  
5.1. Theoretical implications 
 

The main theoretical implication of our research stems from its application of the 

integrated talent management model proposed by Jayaraman et al., (2018) for the 

analysis of GTM and the consequent impacts on international performance. Following 

such application, our results hold relevant implications, especially in terms of the 

importance of identifying critical positions (Collings & Mellahi, 2009); competence 

training (Gronroos, 2004; Luo & Tung, 2007); development (Cappelli, 2009; Clark et 

al, 2020) and reward management (Cox, 2005). Organisations implementing talent 

management strategies may deploy our results in the planning of their GTM practices. 

The availability of this integrated model enables researchers to measure GTM and its 

impacts on company performance while simultaneously also allowing for study of the 

effectiveness of the GTM strategies of large firms doing business in different markets. 

Another theoretical implication of our research stems from the clear demonstration of 

the fact that GTM did enable companies to achieve better financial performances during 

the COVID-19 pandemic. Thus, we may verify how the implementation of strategic 

orientations across every level, and in this specific case the management of human 



resources, enables companies not only to generate competitive advantages but also to 

return high levels of performance. 

 
5.2. Management implications 
 
This article also contains significant practical implications for major companies with 

substantial international operations, which are currently experiencing significant 

adversities brought about by the COVID-19 pandemic and as well as difficulties in 

attracting, motivating and retaining global talent. We identify how human resource 

management practices, such as identifying critical positions, development and reward 

management, are fundamental tools for companies striving to boost their international 

performance standards. We may also report that companies with organisational cultures 

focused on development and deploying talent motivational policies for their staff obtain 

high levels of international performance (Davies & Froese, 2019; Froese, 2020). For 

multinationals to really become global businesses and be able to ensure appropriate 

levels of GTM, they may well need to rethink their organisational cultures and 

modernise their internal practices. Large companies with international scale operations 

therefore require organisational cultures and systems that foster welcoming 

environments so as to enable the better integration of expatriate staff (Glover & 

Wilkinson, 2007). This need for change causes considerable implications for 

international staff and for their training prior to departure as well as their orientation 

and development when working outside their home markets. Hence, whenever major 

companies undertaking operations in external markets lack experience in implementing 

change, they may consider contracting external specialists to help in organisational 

change processes and thereby obtain the very best level of international performance. 

 
6. Final considerations, limitations and future lines of research  
 
Arriving here, it seems important to make a final allusion to the title that inspired us: 

“Global talent management during the covid-19 pandemic? The Gods must be crazy!”. 

In fact, managing a company with internationalization activities in times of pandemic 

is already a challenge more than enough, managing talent at an international level can 

only seem like madness from the Gods! From here we go to our research question: what 

is the impact of GTM on the international performance of large companies with 

operations in external markets during the COVID-19 pandemic? At this stage, we may 

indeed conclude that, in accordance with the integrated talent management model put 



forward by Jayaraman et al., (2018), the application of GTM has had positive impacts 

on the performance levels of large companies with substantial international operations 

during the COVID-19 pandemic. 

Our approach is furthermore consistent with that of differentiating the workforce 

through identifying the most critical positions (Collings & Mellahi, 2009). Our 

approach also echoes the results of various authors (Applebaum et al., 2009; Jayaraman 

et al, 2018) who affirm that employee performance levels emerge as a function of 

capability, motivation and opportunity. Similar to Lepak & Snell (1999), our research 

also adopts a human capital based approach consistent with a differentiated architecture 

for human resources and specifically with the organisational implementation of talent 

management practices. RM represents an important factor in GTM with this facet 

aligning with the theory of social exchange, which depicts a relationship of exchange 

between individuals and organisations.  

Irrespective of the contributions made, the implications and considerations of our 

research, this study does contain certain limitations. The first derives from how the 

study focused on a small research sample of large corporations with operations outside 

of Portugal. Therefore, future studies need to apply this model in large samples and 

other countries to see whether the approach returns different conclusions. Another 

limitation arises from not having tested each one of the variables constituting each of 

the constructs but rather calculating them collectively. The verification of the 

differences existing among the variables contained within each of the four constructs 

composing the integrated talent management model represents a fundamental step for 

the literature. 

Correspondingly, new lines of research based on GTM and its impact on international 

levels of performance would render greater clarity, for example, applying Vroom’s 

theory of expectations might assist in explaining core research issues inherent to GTM 

and its impacts on international performance.  

A future study might adopt a longitudinal approach to enable deeper insights to our 

results (for example, whether the effect of GTM changes in keeping with the economic 

situation and thus studying the ongoing effects of the pandemic as this evolves both 

positively and negatively) and thereby potentially enabling understandings of the causal 

relationships driving the strategic orientations of large companies engaged in 

international operations.  



In summary, we would suggest continuing to develop efforts within the scope of 

attempting to foster discussion and debates to broaden and deepen the theories about 

internationalisation and the strategic management of human resources designed to 

stimulate and explain the behaviours of “alpha” members of staff and so as to advance 

this field of research.  

 

 

 

 
 
 
 
Bibliography 
 
Appelbaum, E., Bailey, T., Berg, P., & Kalleberg, A. (2000). Manufacturing 
advantage: Why high-performance work systems pay off. New York: Cornell 
University Press. 
 
Armstrong, M. (2001). A handbook of management techniques: The best-selling guide 
to modern management methods (3rd ed.). UK: Kogan Page Publishers 
 
Bartik, A., Cullen, Z., Glaeser, E., Luca, M., & Stanton, C. (2020). What Jobs are Being 
Done at Home During the Covid-19 Crisis? Evidence from Firm-Level Surveys. 
Cambridge, MA: National Bureau of Economic Research 
 
Bartlett, C. A., & Ghoshal, S. (1989). Managing across borders: The transnational 
solution. Boston: Harvard Business School Press. 
 
Becker, B. E., Huselid, M. E., & Beatty, R. W. (2009). The differentiated workforce: 
Transforming talent into strategic impact. Boston: Harvard Business School Press. 
Beechler, S., & Woodward, I. C. (2009). The global ‘war for talent’. Journal of 
International Management 10.1016/j.intman.2009.01.002. 
 
Beechler, S., & Woodward, I. C. (2009). The global ‘war for talent’. Journal of 
International Management 10.1016/j.intman.2009.01.002 
 
Bjorkman, I., & Lervik, J. E. (2007). Transferring HR practices within multinational 
corporations. Human Resource Management Journal, 17: 320–335. 
 
Boudreau, J. W., & Ramstad, P. M. (2007). Beyond HR: The new science of human 
capital. Boston, MA: Harvard Business School Press. 
 
Budhwar, P., Varma, A., & Patel, C. (2016). Convergence-divergence of HRM in the 
Asia-Pacific: Context-specific analysis and future research agenda. Human Resource 
Management Review, 26(4), 311–326. 
 



Boudreau, J. W., & Ramstad, P. M. (2007). Beyond HR: The new science of human 
capital. Boston, MA: Harvard Business School Press. 
 
Cappelli, P. (2009). Talent on demand–managing talent in an age of uncertainty. 
Strategic Direction, 25(3). 
 

Clark, C., Davila, A., Regis, M., & Kraus, S. (2020). Predictors of COVID-19 voluntary 
compliance behaviors: An international investigation. Global transitions, 2, 76-82. 
 
Cohn, J. M., Khurana, R., & Reeves, L. (2005). Growing talent as if your business 
depended on it. Harvard Business Review, 83(10): 62–70. 
 
Collings, D. G., & Mellahi, K. (2009). Strategic talent management: What is it and how 
does it matter? Human Resource Management Review, 19: 304–313. 
 
Collings, D. G., Scullion, H., & Morley, M. J. (2007). Changing Patterns of Global 
Staffing in the Multinational Enterprise: Challenges to the Conventional Expatriate 
Assignment and Emerging Alternatives. Journal of World Business, 42(2): 198–213. 
 
Collings, D (2016). The Global Talent Management Challenge. The European Business 
Review. Available at https://www.europeanbusinessreview.com/the-global-talent-
management-challenge/ 
 
Collings, D. G., Mellahi, K., & Cascio, W. F. (2019). Global talent management and 
performance in multinational enterprises: A multilevel perspective. Journal of 
Management, 45(2), 540–566 
 
Cooke, F. L., Wu, G., Zhou, J., Zhong, C., & Wang, J. (2018). Acquiring global 
footprints: Internationalization strategy of Chinese multinational enterprises and human 
resource implications. Journal of Business Research, 93, 184–201. 
 
Cooke, F. L., Wood, G., Wang, M., & Veen, A. (2019). How far has international HRM 
travelled? A systematic review of literature on multinational corporations (2000–2014). 
Human Resource Management Review, 29(1), 59–75. 
 
Cox, A. (2005). The outcomes of variable pay systems: Tales of multiple costs and 
unforeseen consequences. The International Journal of Human Resource Management, 
16, 1475-1497. 
 
Davies, S., & Froese, F. J. (2019). Expatriates in Korea: Live to work or work to live? 
In F. J. Froese (Ed.). Doing business in Korea (pp. 170–187). London: Routledge. 
 
de Frutos-Belizón, J., Martín-Alcázar, F. & Sánchez-Gardey, G. The research–practice 
gap in the field of HRM: a qualitative study from the academic side of the gap. Rev 
Manag Sci (2020). https://doi.org/10.1007/s11846-020-00397-x 
 
Dwivedi, Y. K., Hughes, D. L., Coombs, C., Constantiou, I., Duan, Y., Edwards, J. S., 
Gupta, B., Lal, B., Misra, S., Prashant, P., Raman, R., Rana, N. P., Sharma, S. K., & 
Upadhyay, N. (2020). Impact of COVID-19 pandemic on information management 



research and practice: Transforming education, work and life. International Journal of 
Information Management, 55, Article 102211. 10.1016/j.ijinfomgt.2020.102211 
 
Economist Intelligence Unit (2006). The CEO’s role in talent management: How top 
executives from ten countries are nurturing the leaders of tomorrow. London, The 
Economist. 
 
Farndale, E., Brewster, C., Ligthart, P., & Poutsma, E. (2017). The effects of market 
economy type and foreign MNE subsidiaries on the convergence and divergence of 
HRM. Journal of International Business Studies, 48(9), 1065–1086. 
 
Froese, F. J., Shen, J., Sekiguchi, T., & Davies, S. (2020). Liability of Asianness? 
Global talent management challenges of Chinese, Japanese, and Korean multinationals. 
Human Resource Management Review, 100776. doi:10.1016/j.hrmr.2020.100776  
 
Garavan, T. N., Carbery, R., & Rock, A. (2012). Mapping talent development: 
Definition, scope and architecture. European Journal of Training and Development, 
36(1), 5-24. 
 
Gerards, R., van Wetten, S. & van Sambeek, C. New ways of working and 
intrapreneurial behaviour: the mediating role of transformational leadership and social 
interaction. Rev Manag Sci (2020). https://doi.org/10.1007/s11846-020-00412 
 
 
 
Glassdoor (2018). 2018 Best places to work. https://www.glassdoor.com/Award/Best-
Places-to-Work-LST_KQ0,19.htm 
 
Glover, L., & Wilkinson, A. (2007). Worlds colliding: The translation of modern 
management practices within a UK based subsidiary of a Korean-owned MNC. 
International Journal of Human Resource Management, 18(8), 1437–1455 
 
Groysberg, B and Connolly, K (2015) The three things CEOs worry about the 
most. Harvard Business Review, available at https://hbr.org/2015/03/the-3-things-
ceos-worry-about-the-most 
 
Gronroos, C. (2004). The relationship marketing process: communication, interaction, 
dialogue, value. Journal of Business and Industrial Marketing, Vol. 19 No. 2, pp. 99-
113. 
 
He, W., Zhang, J., & Li, W. (2021). Information Technology Solutions, Challenges, 
and Suggestions for Tackling the COVID-19 Pandemic. International Journal of 
Information Management, 57, Article 102287. 10.1016/j.ijinfomgt.2020.102287. 
 
Herzberg, F. (1968). One more time: How do you motivate employees? Boston, MA: 
Harvard Business Review 
 
Huang, L., Yang, Y., & Sekiguchi, T. (2020). Attractiveness of Japanese firms to 
international job applicants: The effects of belongingness, uniqueness, and employment 
patterns. Asian Business & Management, 19(1), 1–27. 



 
Huselid, M. A., Beatty, R. W., & Becker, B. E. (2005). ‘A Players’ or ‘A Positions’? 
The strategic logic of workforce management. Harvard Business Review, December: 
110– 117. 
 
Iles, P., Chuai, X., & Preece, D. (2010). Talent management and HRM in multinational 
companies in Beijing: Definitions, differences and drivers. Journal of World Business, 
45(2), 179- 189 
 
International Labour Organization (2020). COVID-19 and the world of work, third 
edition: Updated estimates and analysis, 3rd ed., Geneva, Switzerland, 
 
International Monetary Fund (2020), World Economic Outlook: Chapter 1 The Great 
Lockdown, 2020 
 
Jackson, T., & Horwitz, F. M. (2018). Expatriation in Chinese MNEs in Africa: An 
agenda for research. International Journal of Human Resource Management, 29(11), 
1856–1878 
 
Jayaraman, S., Talib, P., & Khan, A. F. (2018). Integrated Talent Management Scale: 
Construction and Initial Validation. SAGE Open, 8(3), 
215824401878096. doi:10.1177/2158244018780965  
  
Khilji, S. E., Tarique, I., & Schuler, R. S. (2015). Incorporating the macro view in 
global talent management. Human Resource Management Review, 25(3), 236–248 
 
Kocha, J; Plattfaut, R; Kregel, I. (2021). Looking for Talent in Times of Crisis – The 
Impact of the Covid-19 Pandemic on Public Sector Job Openings  International Journal 
of Information Management Data Insights 1 (2021) 100014  
 
Lepak, D. P., & Snell, S. A. (2002). Examining the human resource architecture: The 
relationships among human capital, employment, and human resource configurations. 
Journal of Management, 28(4), 517-543. 
 
Lepper, M. R., & Henderlong, J. (2000). Turning “play” into “work” and “work” into 
“play”: 25 years of research on intrinsic versus extrinsic motivation. In Intrinsic and 
extrinsic motivation (pp. 257-307). 
 
Lewis, R. E., & Heckman, R. J. (2006). Talent management: A critical review. Human 
Resource Management Review, 16: 139–154. 
 
Luo, Y. and Tung, R.L. (2007), “International expansion of emerging market 
enterprises: a springboard perspective”, Journal of International Business Studies, 
38(4), 481-498 
 
Iivari, N., Sharma, S., & Ventä-Olkkonen, L. (2020). Digital transformation of 
everyday life - How COVID-19 pandemic transformed the basic education of the young 
generation and why information management research should care? International 
Journal of Information Management, 55, Article 102183. 
10.1016/j.ijinfomgt.2020.102183 



 
Michaels, E., Hanfield-Jones, H., & Axelrod, B. (2001). War for talent. Boston: 
Harvard Business School Press 
 
Montenovo, L., Jiang, X., Rojas, F. L., Schmutte, I., Simon, K., Weinberg, B., & Wing, 
C. (2020). Determinants of Disparities in Covid-19 Job Losses. Cambridge, MA: 
National Bureau of Economic Research. 
 
Pananond, P., & Giroud, A. (2016). Asian emerging multinationals and the dynamics 
of institutions and networks. Asian Business & Management, 15(4), 255–263 
 
Penrose, E. (1959). The Theory of the Growth of the Firm. Basil Blackwell, London. 
 
PwC (2016) Annual Global CEO Survey 2016. London, PwC 
 
Ready, D. A., & Conger, J. A. (2007). Making your company a talent factory. Harvard 
Business Review, 85(6): 68–77. 
 
Sansone, C., & Smith, J. L. (2000). The “how” of goal pursuit: Interest and self-
regulation. Psychological Inquiry, 11(4), 306- 309. 
 
Shen, J., & Edwards, V. (2013). International human resource Management in Chinese 
Multinationals. New York, NY: Routledge 
 
Scullion, H., & Collings, D. G. (2006). International talent management. In H. Scullion 
& D. G. Collings (Eds.), Global staffing (pp. 88–116). London: Routledge. 
 
Scullion, H; Collings, D.; Caligiuri, P. (2010). Global Talent Management. Journal of 
World Business 45, 105–108 
 
Sparrow, P., Brewster, C., & Harris, H. (2004). Globalizing human resource 
management. London: Routledge 
 
Stahl, G. K., Bjorkman, I., Farndale, E., Morris, S. S., Paauwe, J., & Stiles, P., et al. 
(2007). Global talent management: How leading multinational build and sustain their 
talent pipeline. INSEAD faculty and research working papers, 2007/24/OB. 
 
Tarique, I., & Schuler, R. S. (2009). Global talent management: Literature review, 
integrative framework, and suggestions for further research. Journal of World Business 
10.1016/j.jwb.2009.09.019. 
 
Venkatesh, V. (2020). Impacts of COVID-19: A research agenda to support people in 
their fight. International Journal of Information Management, 55, Article 102197. 
10.1016/j.ijinfomgt.2020.102197. 
 
Vroom, V. H. (1964). Work and motivation. New York, NY: Wiley 
 
Waizenegger, L., McKenna, B., Cai, W., & Bendz, T. (2020). An affordance 
perspective of team collaboration and enforced working from home during COVID-19. 



European Journal of Information Systems, 29, 429–442. 
10.1080/0960085X.2020.1800417. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



 
Appendix   
Table A.1 - Integrated Talent Management Scale 

Questions 

Identifying critical positions 
My company identifies the critical positions aligned with business strategies. 
My company builds up talent pool in the organization. 
My company differentiates the identified talent based on their contribution levels. 
My company identifies the talent that makes maximum impact on organization success. 

Competence training 
The training activities for the identified talent are focused on required competencies. 
The training activities for identified talent are implemented continuously. 
The content of the training activities for the identified talent are based on job performance. 
The training activities for the identified talent require time and extensive financial resources. 
The training activities for the identified talent are designed to develop firm-specific skills/knowledge. 
Training activities for the identified talent are in line with assigned critical tasks. 
Identified talent have many opportunities for upward mobility. 

Development 
Development needs are identified for talent 
Talents have clear career paths in this organization. 
Talents have more than one avenue for promotion. 
Developmental activities include feedback on developmental growth agenda for the identified talents. 

Reward management 
My company provides recognition, e.g., financial recognition such as cash, paid travel, incentive bonus/variable pay, etc. 
My supervisor discusses and provides meaningful and helpful feedback on job performance. 
My company values my work and contribution. 
I believe that my company has a fair and just system of rewarding employees. 
My company sets challenging targets in my job. 
I have supportive and likeminded colleagues. 
My company supports a balanced lifestyle (between my work and personal life). 
My company encourages and organizes team building or other social networking activities among employees. 
My company provides a competitive pay package (i.e., basic salary plus benefits, allowances or variable pay). 
My company provides medical aid, retirement, and pension benefits. 



My company provides recognition via nonfinancial means, e.g., certificates of recognition. 

 
 


