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Background

Talent management (TM) is the process used by
organizations to nurture and maintain a skilled
workforce [1]. Unfortunately, there is little
rigorous, peer-reviewed research examining TM
in the information technology (IT) sector. The
research that does exist is broad, so many
strategies for attracting and retaining
employees have only been studied once. Much
of the research has also been conducted
internationally, and there is reason to suspect
that national culture might moderate turnover
intentions among employees. These factors
make it hard to accumulate knowledge and
truly define “what works” in various IT contexts.

Multiple data points confirm that attracting and
retaining talent is difficult in the field of IT.
According to the Bureau of Labor Statistics,
employment in computer and information
technology occupations is expected to grow
11% from 2019 — 2029 [2], much faster than the
3.7% average for all occupations [3]. Yet, the
number of skilled employees eligible to take on
these positions has not previously kept up with
demand. Skill shortages have driven high
employee turnover [4]. Employment statistics
indicate that in 2019, employees in computer
and mathematical occupations had an average
tenure of only 3.9 years — lower than the 4.1
average for all occupations [5].

Turnover comes with steep direct and indirect
costs. Directly, the University of California,
Berkeley estimates that it costs about $4,000,
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on average, beyond salary and benefits, to hire
a new employee [6]. This number grows for
more senior-level positions. Indirectly, it
decreases efficiency and human capital.
Departing employees take with them valuable
knowledge about the company and its
customers [7]. This gives rise to two important
questions:

1) How can employers attract skilled
employees that are worth retaining?

2) What strategies can employers use to
improve talent retention?

Attracting Talent

When working to improve the quality of
candidate pools, it is important to have a long-
term focus. Strategies to improve talent
attraction primarily address company culture:

e Focus on employer branding. Be known as
a great place to work by having fair
policies, interesting/challenging projects,
and opportunities for growth [8].

e When a candidate demonstrates a lack of
skill during the interview process, consider
changing your “no” to a “not yet.” This is
done by providing the candidate with a list
of resources or coursework they could use
to bolster their skills. If they can come
back having gained them, they are fast-
tracked in the interview process for future
positions [9]. This demonstrates growth as
a company value and increases the
likelihood of finding a good candidate in
the future.



e Plan for a talent pipeline. That is, promote
from within whenever possible. While
hiring externally is sometimes necessary,
hiring internally reassures employees that
there is job security in exchange for their
loyalty and growing skill set [8].

Retaining Talent

When examining the research on talent
retention, nearly all of the successful strategies
address job satisfaction. Research links job
satisfaction to the Theory of Self-Determination
[1], which postulates that all humans need
three psychological needs filled in order to feel
motivated and satisfied: autonomy,
competence, and relatedness [10].

Elements that generally correlate with high job
satisfaction in IT include:

e Good relationships with coworkers [4]

e Quality professional development [11]

e Flexible work hours/location [12]

e Challenging projects [13]

e Supportive leadership [12]

e Consistent feedback and recognition [13]
e Competitive salary/benefits package [12]

While all of the factors are important, the last
factor, a competitive salary/benefits package,
warrants more explanation. Salary is arguably
one of the first things employers consider when
drafting retention policies. However, according
to the Motivation-Hygiene Theory, salary is
considered a “hygiene factor.” This is in contrast
to the other elements that are considered
“motivational factors.” A hygiene factor cannot
make people feel satisfied, but it can help
prevent dissatisfaction [14].

Author Daniel Pink explains the implication this
way: “People must be paid well and be able to
take care of their families... but once a company
meets this baseline, dollars and cents don’t
much affect performance and motivation [15].”
As long as people are paid an equitable, fair

f.:’ Ingham ISD

amount, more money does not typically
increase satisfaction, so focus efforts on the
other “motivational factors” that increase
autonomy, competence, and relatedness —
factors more likely to increase job satisfaction.

What does this look like in the workplace?

e Link work to a meaningful purpose [1],
and design jobs that involve interactions
with users/clients [16].

o Offer employees regular feedback and
celebrate accomplishments [13].

e Promote a positive work-life balance [1].

o Offer development opportunities that
help employees grow in their careers and
obtain certifications [11].

e In times of economic stress, reassure
employees of their value. Even when an
employer does not plan to make cuts, fear
of job loss can amplify turnover [11].

Final Thoughts

There is a positive relationship between policies
that attract and retain employees. When hiring
new employees, ensure their needs and
expectations align with those of the company.
Then, enhance the employee experience by
developing and nurturing the attracted talent.
By nurturing and developing employees,
engagement increases. An engaged employee is
more likely to deliver excellent customer
service. These employees also tend to stay
longer and help to build a relational, connected
workforce, which, in turn, builds the employer
brand, making it easier to attract qualified
applicants in the future [8].

Remember that needs change with time,
position, and life stage, so hiring and retention
strategies should be regularly reviewed and,
when possible, individualized. Assess not just
the present but also the future needs of
employees so that the organization can be one
they see as a “fit” for years to come [17].



Resources

(1]

(2]

(3]

(4]

(5]

(6]

(7]

(8]

(9]

(10]

(11]

(12]

(13]

(14]
[15]
[16]

(17]

f.:’ Ingham ISD

D. A. Sachau, “Resurrecting the Motivation-Hygiene Theory: Herzberg and the positive psychology
movement,” Hum. Resour. Dev. Rev., vol. 6, no. 4, pp. 377-393, Dec. 2007, doi:
10.1177/1534484307307546.

U.S. Bureau of Labor Statistics, “Occupational outlook handbook: Computer and information
technology occupations.” https://www.bls.gov/ooh/computer-and-information-
technology/home.htm (accessed Sep. 21, 2020).

U.S. Bureau of Labor Statistics, “Employment projections: 2019-2020,” U.S Department of Labor,
USDL-20-1646, Sep. 2020.

R. Korsakiené, A. Stankeviciené, A. Simelyté, and M. Talackiené, “Factors driving turnover and
retention of information technology professionals,” J. Bus. Econ. Manag., vol. 16, no. 1, Dec. 2014,
doi: 10.3846/16111699.2015.984492.

U.S. Bureau of Labor Statistics, “Employee tenure in 2020,” USDL-20-1791, Sep. 2020.

A. Dube, E. Freeman, and M. Reich, “Employee replacement costs,” Institute for Research on Labor
and Employment, University of California, Berkeley, 201—-10, Mar. 2010. Accessed: Oct. 05, 2020.
[Online]. Available: https://irle.berkeley.edu/files/2010/Employee-Replacement-Costs.pdf.

T. R. Mitchell, B. C. Holtom, and T. W. Lee, “How to keep your best employees: Developing an
effective retention policy,” Acad. Manag. Exec., vol. 15, no. 4, pp. 96—108, Nov. 2001.

D. Pandita and S. Ray, “Talent management and employee engagement — a meta-analysis of their
impact on talent retention,” Ind. Commer. Train., vol. 50, no. 4, pp. 185-199, Jan. 2018, doi:
10.1108/1CT-09-2017-0073.

K. Bauman, “A twenty-first-century social contract between employers and job candidates,”
Employ. Relat. Today, vol. 44, no. 2, pp. 13-19, 2017, doi: 10.1002/ert.21620.

R. M. Ryan and E. L. Deci, Self-Determination Theory: Basic psychological needs in motivation,
development, and wellness. Guilford Publications, 2018.

J. Quan and H. Cha, “IT certifications, outsourcing and information systems personnel turnover,”
Inf. Technol. People, vol. 23, no. 4, pp. 330-351, Nov. 2010, doi: 10.1108/09593841011087798.

M. Zaharee, T. Lipkie, S. K. Mehlman, and S. K. Neylon, “Recruitment and retention of early-career
technical talent: What young employees want from employers,” Res.-Technol. Manag., vol. 61, no.
5, pp. 51-61, Sep. 2018, doi: 10.1080/08956308.2018.1495966.

M. Craig, “Cost effectiveness of retaining top internal talent in contrast to recruiting top talent,”
vol. 13, p. 8, 2015.

F. Herzberg, Motivation to work. Routledge, 2017.
D. H. Pink, Drive: The surprising truth about what motivates us. New York: Riverhead Books, 2011.

D. Joseph, K.-Y. Ng, C. Koh, and S. Ang, “Turnover of information technology professionals: A
narrative review, meta-analytic structural equation modeling, and model development,” MIS Q.,
vol. 31, no. 3, p. 547, 2007, doi: 10.2307/25148807.

S. J. Thakur and J. Bhatnagar, “Mediator analysis of job embeddedness: Relationship between
work-life balance practices and turnover intentions,” Empl. Relat., vol. 39, no. 5, pp. 718-731, Jan.
2017, doi: 10.1108/ER-11-2016-0223.



	Background
	Attracting Talent
	Retaining Talent
	Final Thoughts
	Resources



