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Fortune 1  Perspect ive: Talent  Flow ™ 
 
 
I nt roduct ion 

Several m onths ago I  read a business art icle that  said:    
 
After  the product  or service idea that  your organizat ion was founded to provide, the 
people you ent rust  with building the dream  are your m ost  im portant  asset .  
 
This is bet ter said as:    
 
The people you ent rust  with building your dream  – the product  or  serv ice idea that  your 
organizat ion was founded to provide – are your m ost  im portant  asset . 
 
There is no denying that  talent  and the search for people with the proper experience is 
increasingly the num ber one business st rategy.  Talent  is a com pany’s only t ruly 
sustainable com pet it ive advantage and it  is the com panies that  invest  in talent  
developm ent  and m anagem ent  that  will win the growing talent  war in the long run.  
Com panies succeed based on the talent  they have on the front line, and the knowledge, 
m ot ivat ion, and networks of these people.   
 
The biggest  problem  growing com panies suffer  from  is sim ply finding high-end talent  to 
m eet  the com pany’s needs to keep the com pany growing.  Today’s hot  word in recruit ing 
is inventory m anagem ent , and the press is r ife with the need to develop talent  pools.  
The argum ent  being, the com pany can tap into this pool of talent  when the need arises.  
There is a lot  to be said for candidate pool developm ent  and inventory  m anagem ent .  
However, significant  caut ion is advised.  The very nature of pools is they becom e 
stagnant , and despite a com pany’s best  effor ts there is no guarantee that  som eone, 
whom  the com pany has gone to great  effort  and expense to stay connected with, will 
accept  a job offer when the com pany’s need finally arises.  Pooling talent  and holding 
their sustained interest  without  a day- to-day connect ion is unlikely and is im pract ical.  
The only real talent  pool a com pany has is it s current  em ployees.  This is the pool of 
t alent  with which the com pany has an invested relat ionship and the greatest  chance of 
occupying their heart s and m inds. 
 
St icking with the water m etaphor, talent  developm ent  and m anagem ent  is m ore like a 
r iver or  m ult iple t r ibutaries com ing together – channels that  feed a flow of talent  in front  
of the com pany.  Likely these people take only fleet ing glances at  t he organizat ion and 
either their interest  is seized or they cont inue to flow by.  Talent  Flow ™ is about  1)  
creat ing this flow and generat ing a significant  num ber of fleet ing glances, 2)  m aking the 
com pany a player in the new talent  m arket  and 3)  spreading a select ive net  to pull in the 
top talent  the com pany requires. 
 
 
The Talent  Market  

There is a loom ing labor shortage in the U.S. and in Europe.  Research points to drast ic 
problem s in finding qualified talent  to fill new jobs.  This generat ional labor shortage is 
very real.  Econom ic expansion is intersect ing with a labor shortage that  will wreak 
havoc with com panies’ growth plans for  years.   Despite the recent  econom ic downturn, 
t he long- term  t rend is sim ple:  There are not  enough qualified people to fill the needs of 
businesses.  Talent  gurus predict  that  by 2010 the dem and for workers of all kinds will 
exceed the labor supply by as m uch as 10 m illion. Whether it  will reach the state of 
em ergency som e warn about  st ill rem ains to be seen.  Regardless, there is a very real 
war for talent  that  com panies have only scraped the surface of thus far .  
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The growing needs are for high-skilled workers, who are the key to expansion and 
com pet it ive advantage.  The talent  now being sought  is m ore skilled and m ore educated 
than ever.  For exam ple, increasing globalizat ion creates a huge dem and for  
internat ional skills, and the ubiquity of technology m eans I T talent  will rem ain a gaping 
hole in m ost  com panies’ talent  bases for  a long t im e to com e.  Skill set s required by 
com panies cont inue to grow, yet  the pool of such people is running dry. 
 
Beginning in 2003, baby boom ers will be leaving the workforce faster  than ent ry- level 
workers will be entering it . According to Fortune m agazine, by 2003 for t he first  t im e 
ever, there will be m ore workers over 40 years than under.  And according to the Bureau 
of Labor Stat ist ics, a worker turns 50 every eight  seconds, a t rend that  will cont inue for  
t he next  10 years.  I t  is predicted that  businesses will fold not  because their products or  
services are bad, but  because they cannot  recruit  and retain talent . 
 
The current  econom ic downturn and the sudden relaxing of the availabilit y of labor, is 
t he eye of the storm .  The current  increase in the num ber of available workers is 
t em porary.  An unem ploym ent  rate of just  6%  m eans the top perform ers are st ill 
em ployed.  The real labor shortage has just  begun, and will not  peak unt il around 2010. 
 
Now, think of what  is about  to com e:  Generat ion Y;  Also called Net -Gen or the Millenials.  
Depending on how one m easures Generat ion Y, this group began entering the world 
som ewhere around the late 1970s or early 1980s.  I f we st ick to the 20 year definit ion of 
a “generat ion” , 1981 – 2000 is an accurate t imefram e in which to think of Generat ion Y.  
This group is roughly 70 -  75 m illion people in size.  The oldest  of which are just  
beginning to enter the workforce.  I f Boom ers or Generat ion X were “ Me-cultures,”  
consider Generat ion Y has been raised in a 3D interact ive world, with increasing am ounts 
of user-centered products and services.  This new group of workers is fiercely 
independent , brutally honest ,  and com fortable pushing in all direct ions, especially 
upward.  Expectat ions in term s of what  a com pany provides to them  and specifically how  
t hey are m anaged, will reach all t im e levels of newness and m e-ness. 
 
Here is what  Generat ion Y wants:  
 

• Skill developm ent  

• A good place to work 

• Challenge 

• Wealth creat ion 

• Acknowledgem ent  of their t im e and value 
 
The m ant ra am ong Generat ion Y em ployees will be:  “ I  am  going to live m y life, and work 
m y work around it .”    
 
Think of it  this way, if the custom er focused world says:  
 

• The custom er is the organizat ion’s biggest  asset  

• The custom er pays all salaries and dividends 

• The custom er will go where he gets the best  at tent ion and greatest  value 

• Com panies m ust  be the custom ers’ best  choice 
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The new talent  m arket  says:  
 

• Great  talent  is the only way to build a profitable custom er base 

• I  will go where I  get  the m ost  at tent ion to m y needs 

• You [ the com pany]  m ust  be m y best  choice, or  I ’ ll go elsewhere    
 
 
Recruit ing 

Com panies spend about  $18 billion a year on recruit ing. Recruitm ent  advert ising and job 
post ing fees alone are an est im ated $8 billion, and this is expected to double over the 
next  three years.  Approxim ately $1 billion of this is being spent  online at  places like 
Monster.com .  Although in general internet  advert ising is significant ly reduced, online 
recruitm ent -m arket ing is very posit ive and is expected to grow by m ore than 30%  -  40%  
per year due to the accelerat ing talent  needs of em ployers. 
 
The problem  with recruit ing is it  is built  to fill j obs.  Every t radit ional recruit ing channel is 
focused on filling j obs and generat ing fees.  Fit , m ot ivat ion, and retent ion are all touted 
about , but  in the end recruit ing only fills jobs.  This is increasingly short  sighted in the 
m idst  of the developing labor shortage and the level of Generat ion Y’s expectat ions.  
People, increasingly do not  just  want  a job or just  a good paycheck, or just  a cool place 
work.  I ncreasingly, com panies m ust  focus on being creat ive and being an at t ract ive 
em ployer in term s of good m anagem ent , great  tools, and interest ing and valuable work. 
 
Moving forward, recruit ing m ust  create sustained excitem ent  about  an ent ire com pany, 
not  just  single job opportunit ies.  Recruit ing needs to develop m ore toward the 
m arket ing and selling of a com pany’s overall career proposit ion – the packaging, pricing, 
placem ent , and prom ot ion of a com pany’s culture, m arket , learning and wealth creat ion 
opportunit ies.  A com pany’s appeal is driven by it s unique culture, it s indust ry and 
m arket , and its alignment  with each person’s own individual m ission.  Com panies m ust  
m ake them selves stand out  in the noise, by talking about  where and how talent  fit s in 
t erm s of the overall business.  People want  to work where their t im e and at tent ion are 
appreciated and valued.  However, today, recruit ing does not  even consider this in its 
equat ion of f illing j obs and generat ing fees. 
 
JWT Specialized Com m unicat ions, a Los Angeles based advert ising and m arket ing firm , 
has developed a tool called “Voltage” to m easure a brand’s abilit y to inspire loyalty in 
custom ers.  Voltage also t ranslates direct ly to the percept ions people have of a com pany 
as an em ployer.  There is no doubt  that  brand power – Voltage – is a big factor in 
recruitm ent . There is a com binat ion of Voltage +  Com pany Reputat ion ( in a given 
funct ion, m arket , or indust ry)  that  m akes recruit ing easier for som e com panies.  For 
exam ple, General Elect ric, General Motors, and som e other top high-power brands 
probably have Voltage enough to be m ore relaxed about  talent  shortages.   Voltage is a 
way of understanding how m uch difficulty a firm  will have in at t ract ing talent .   The 
difference in com panies’ Voltage t ranslates into their respect ive ability to at t ract  talent  
and m inim ize recruit ing costs.  I t  stands to reason that  com panies with lower Voltage 
will have a tougher t im e finding good talent , and will experience subsequent  higher costs 
in their recruit ing and retent ion efforts.1  Sm all com panies are presented with an even 
greater challenge, because they are below the radar  of t radit ional job search and 
recruit ing channels, so beyond their city lim its or local indust ry councils, sm all 
com panies are often com plete unknowns in t he m inds of talent . 
 

                                                 
1 This discussion about  Voltage is t aken from an ar t icle featured in t he Elect ronic Recruit ing News:  
www.interbiznet .com. 
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Meanwhile, beyond the m arket ing and sales side of recruit ing, the operat ing aspects of 
recruitm ent  are often abysm al.  There are four prim ary m et rics by which to m eansure 
talent  developm ent :  
 

• Lead Tim e 

• Cost  

• Qualit y of Process (QoP)  

• Qualit y of Match ( QoM)  
 
A com pany ’s recruit ing success depends on Tim e- to-m atch, Cost - to- m atch, Quality-of-
m atch, and Quality-of-Process ( the recruit ing process itself) .  More im portant ly, the 
qualit y of the recruit ing process affects not  j ust  t he com pany, but  also how the candidate 
feels as he m oves through the assessm ent , and when he ult im ately receives a job offer .   
I t  is telling to note that  the general t rends in the indust ry, despite the efforts of m ajor 
headhunt ing firm s like Korn/ Ferry , Heidrick & St ruggles, and Managem ent  Recruiters, 
and the advent  of t he large j ob boards like Monster.com  and HotJobs.com , these four 
crit ical success factors are m oving in the opposite direct ion from  where both talent  and 
com panies would like them  to go.  Unfortunately, as the labor shortage grows this t rend 
will cont inue. 
 
Lead t im e Æ Up 
Com panies want  t o drive recruit ing lead t im e down.  However, with the labor shortage, 
despite the internet  and autom at ion, lead t im e, which today averages 3-6 m onths for an 
execut ive posit ion, will likely head north.   
 
Cost  Æ Up  
Costs will cont inue to go up – recruit ing, t raining, and retent ion costs will all increase. 
 
QoP Æ Up    
This will be the defining success factor in the years to com e.  Expectat ions from  
Generat ion Y will indeed force service levels up.  Recruiters and com panies who do not  
pay significant  at tent ion to increasing the process qualit y will f ind them selves sorely 
lacking in talent .  
 
QoM Æ Dow n  
Despite the prom ises of job- to-candidate m atching algorit hm s and culture- fit  and skill- fit  
m ethodologies, com panies will be forced t o com prom ise due to labor shortages. 
 
 

Lead Tim e Cost  QoP QoM 

Com panies’ Goal Down Down Up Up 

I ndust ry Trend Up Up Up Down 

 
 
 
Following are the prim ary t radit ional talent  search and fee m ethodologies:  
 
Retained Search –  33%  of f irst  year com pensat ion plus expenses, t ypically paid in 3 
installm ents. 
 
Cont ingency –  33%  of f irst  year com pensat ion, paid at  t im e of hire. 
 

Table 1  
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Cont ingency/ Ret ained Hybrid –  Usually consists of a sm all retainer, $5,000 -  
$10,000, and the rem aining balance of 33%  of first  year com pensat ion at  t im e of hire. 
 
Search Research –  Search researchers charge hourly, usually $150 to $250 per hour, 
for finding, screening, and interviewing.  This approach is the least  expensive averaging 
10%  -  30%  of first  year com pensat ion. 
 
Table 2 illust rates the cross- sect ion of search m ethodologies and types of searches. 
 

 Retained Cont ingency Hybrid Research 

Board Level X   X 

Execut ive Level X   X 

Mid- Level/  
Funct ional  X X X 

I ndust ry Specific X X X X 

Contract  
Professionals X    

 
 
 
Table 3 below illust rates the cross-sect ion of recruiter segm ents and types of searches. 
 

 Tradit ional 
Search E- recruiter  Job Board Com pany    

e- Career Site 

Board Level X    

Execut ive Level X X X X 

Mid- Level/  
Funct ional X X X X 

I ndust ry Specific X X X X 

Contract  
Professionals X X   

 
 
 
Each recruit ing channel has its good and bad points.  Tradit ional search m ethodologies 
are usually well connected and are good at  pulling passive j ob seekers into new 
posit ions.  E- recruiters and job boards are the fastest  growing segm ent  of the indust ry, 
and there are lit erally m illions of resum es com panies can plug into by using these 
services.  Som ewhat  surprisingly, the Career sect ions of com panies’ websites are st ill 
under ut ilized.  This is paradoxical, because the Career area of a com pany’s website has 
the st rongest  chance of generat ing a connect ion with som eone who is turned on by the 
com pany,  not  just  a job.  Yet , not  all com panies have Career sect ions on their websites, 
and those that  do have done lit t le to m ake it  an excit ing area that  cranks up the 
com pany’s Voltage. 
 

Table 2  

Table 3  
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The problem  with t radit ional recruit ing channels is they are react ive – they fill j obs and 
generate fees.  Recruit ing services and job boards are often unprofessional, t im e 
consum ing, cost ly,  and they offer no real guarantee whatsoever of qualit y-of-m atch.  
Today, com panies need to create channels t hrough which they m arket  and deliver a 
unique career proposit ion to as m any high qualit y people as possible. Com panies that  
focus only on filling j obs will fail.  Com panies need to build act ive flowing channels of 
t alent .   Without  them , com panies will not  generate enough interest , and talent  will flow 
elsewhere.  
  
Finally, an im portant  footnote in t he recruit ing m ix is the prom ised panacea of 
autom ated algorithmic m atching of talent  to posit ions and com pany cultures.  I n the 
assessm ent  phase, talent  different iators require the proverbial “ah hah” that  com es only 
from  personal assessm ent .  I t  is t rue that  resum e screening can be autom ated, but  even 
then m istakes are m ade.  To the degree that  personalit y assessm ents such as Myers-
Briggs and the Jung Typology Test  have been updated into elect ronic versions, these can 
be excellent  determ inants of personalit y, but  st ill have lim ited capabilit y to produce the 
highly sought  after  fit .   This is because a m atch between a person and a com pany 
ult im ately com es down to chem ist ry.  I t  is m ore art  than science.  Matching algorithm s is 
form  over funct ion.  I t  is a great  idea.  I t  sounds cool.  However,  avoid them .  Frankly, 
t he best  approach, albeit  certainly not  perfect , is to use current  staff to help evaluate 
how well each potent ial candidate m atches the organizat ion.   
 
 
Talent  Flow ™ 

Talent  Flow™ concent rates on increasing the num ber of people that  “see” or  in som e 
way experience the com pany;  t he flow of talent  that  crosses paths with the com pany.  
Com panies need to focus on finding talent  that  is turned-on by their com pany, not  j ust  
by a part icular job. When a com pany focuses on filling a part icular open posit ion, the 
result  is tunnel vision –  talent  m yopia. Talent  flow is about  get t ing people excited about  
t he com pany, and then pulling the best  talent  into it . This approach helps to lower lead 
t im e and cost ,  while increasing the qualit y of both process and m atch.  
 
I n the 21st  Century talent  m arket  the individual is everything and com panies m ust  be 
seen to deliver value in the eyes of the best  potent ial talent .  Top talent  is not  
unem ployed, but  it  is open to bet ter  opportunit ies and bet ter places to work.  Where is 
t his top talent? They are working at  com pet it ors, or other stand out  com panies.  They 
are already t rained and already top perform ers. Com panies have to create channels to 
cont inuously tap into this talent  and pull these people into the com pany.  
 
Determ ining Minim um  Talent  Flow  
Talent  flow starts and ends with sim ple pract ical m ethods.  First  and forem ost , a 
com pany m ust  assess its talent  needs:  
 

• Current  and future growth rates 

• Expansion plans (new m arkets, new products, internat ional sales, et c.)  

• People leaving (planned)  

• Fallout  (unplanned)  

• Talent  found ( top perform ers uncovered in the process)  
 
A com pany needs to generate a flow of talent  whereby enough potent ial people are 
drawn into the sphere of the com pany to ensure the appropriate num ber of offers are 
m ade and accepted, in order to m ove the com pany forward.  Of course, qualit y of the 
talent  flow is param ount .  Talent  channels need to generate candidates with the skills, 
experience, and work ethic the com pany needs.  Unfortunately, m ost  com panies only 
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hire 1 out  of 30 people interviewed.  This is a funct ion of unqualified people, people who 
do not  f it  the com pany, and people who receive an offer but  decline the opportunity to 
work for the com pany.  I f a com pany is only able to hire one out  of every 30 people it  
interviews, it s hit  rate of 1: 30, unequivocally shows that  the com pany is spending a 
great  deal of t im e and m oney weeding through, …well, the weeds. 
 
The qualit y of talent  flow and the at t ract iveness of the com pany [ in the eyes of talent ]  
as an em ployer are the two m ost  crit ical com ponents.  I f only 3%  -  4%  of the flow 
brings the skills needed, or has what  it  takes to succeed in the com pany, then the 
qualit y of flow is far below what  it  needs to be. Com panies need to dr ive toward a 1: 4 
rat io in term s of f low and offers accepted. Ult im ately, the disqualifiers should not  be 
incredibly obvious.  There should be sm all differences from  which the 1 out  of 4 people 
are selected. 
 
Minim um  talent  flow can be thought  of as a sim ple equat ion:  
 
 
 
 
 
The factor of 4 is the target  num ber.  As said, the m ajority of com panies work from  a 
factor of 30, so j ust  to drive this to 10 is a m ajor accom plishm ent .  This factor  inherent ly 
depends on how the com pany m anages its talent  flow.  Following here, base weight ing is 
applied, which com panies can use as the beginning point  to determ ine what  t heir factor  
for  m inim um  talent  flow is. 
 

• Qualit y of talent  flow  (10)  

• Screening  (5)  

• Assessm ent   (8)  

• At t ract iveness as an em ployer ( com pared to other em ployers)   (10)  

• Abilit y to com m unicate (sell)  this at t ract iveness  (7)  
 
The weight ing adds to a total of 40.  This factor of 40 is decreased by the weight  t hat  the 
com pany assigns itself as to how well it  perform s each com ponent .  I n theory, if a 
com pany has great  talent  flow (8 out  of 10, but  is horrendous in all other respects, 
m inimum  talent  flow factor is 40 – 8 =  3 2 .  I f,  for exam ple, a com pany’s flow qualit y is 
rated 5 (out  of 10) , it s screening is rated 3 (out  of 5) , it s assessm ent  is rated 6 ( out  of 
8) , it s at t ract iveness as an em ployer is rated 7 (out  of 10) , and its abilit y to 
com m unicate this at t ract iveness is 3 (out  of 7) .  Then the equat ions in the box on page 
8 determ ine the com pany’s required m inim um  talent  flow. 
 
Obviously, in theory, the flow factor can be reduced to 0;  however, pract ically speaking 
com panies require a m inimum  flow factor of 4.  So, even if a com pany were able to 
perfect  all com ponents of the weight ing, the required flow factor is st ill a m inim um  of 4.  
This ensures the com pany is consistent ly at t ract ing talent ,  assessing talent , and get t ing 
talent  interested in the com pany. 

Minim um  Talent  Flow  =  4  x ( Needs +  Fallout  +  Talent  Found)  
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Building Talent  Flow ™ is not  unlike building sales channels.  I n term s of talent , 
com panies are selling the them selves as a place to work, as opposed to a place to buy 
products or services.  This m eans disciplines such as new product  developm ent  (new 
posit ion creat ion or new organizat ional st ructure)  and custom er service are very 
applicable to talent  developm ent  and m anagem ent , m ore so now than ever. 
 
St rong and loyal talent  is a rare and expensive asset  for any com pany, let  alone the 
challenge of building a cont inuous st ream  of talent .  However, building a r iver from  
which the com pany can cont inuously pull talent  is exact ly what  com panies, sm all 
com panies especially,  need to focus on developing, because the war for talent  requires 
com panies build sustainable sources of, and increase their, talent  asset s in general.   
 
Rem em ber, high-end talent  does not  grow on t rees, and m ost  are not  lurking on job 
boards.   From  an overall organizat ional – st rategic – perspect ive com panies m ust  build 
t he following into their t alent  developm ent :  
 
TALENT FLOW  STRATEGY:  Know  w hat  the new  talent  m arket  w ants 

 
• Skill developm ent  

• A good place to work 

• Challenge 

• Wealth creat ion 

• Acknowledgem ent  of their t im e and value 
 

After an offer has been accepted, in the once- on-board phase of talent  flow, com panies 
need to becom e m ore v igilant  in get t ing r id of m anagers who sap m ot ivat ion, and 
replace them  with m anagers who know and understand the value of people’s t im e, and 
who lead by doing.  Ult im ately it  is a person’s chem ist ry with t heir imm ediate boss and 
colleagues that  m ost  determ ines their m ot ivat ion and sense of worth in a com pany.  
Moving forward, com panies are bet ter advised to concent rate on the skills of m anagers 
and the way in which em ployee’s t im e is used – tools provided, required m eet ings, 
learning opportunit ies, et c.  No at tem pt  at  building talent  f low will m ake up for a 
com pany’s lack of organizing around the needs and desires of the new talent  m arket . 
 
TALENT FLOW  STRATEGY:  Adjust  to the new  talent  m arket ’s point  view  
 

• Great  talent  is your only way to building a profitable custom er base 

CALCULATI NG MI N I MUM TALENT FLOW  

Qualit y of talent  flow:         10 – 5 =  5 

Qualit y of screening:              5 – 3 =  2 

Qualit y of assessm ent :           8 – 6 =  2 

Em ployer at t ract iveness:         10 – 7 =  3 

Abilit y to com m unicate at t ract iveness:           7 – 3 =  4 

This result s in:            5 +  2+  2+  3 +  4 =  16 

And then in:                  4 0  – 1 6  =  2 4  

The end equat ion being:    
  
Minim um  Talent  Flow  =  2 4  x ( Needs +  Fallout  +  Talent  Found)  
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• I  will go where I  get  the m ost  at tent ion to m y needs 

• You [ the em ployer]  m ust  be m y best  choice, or  I ’ l l go elsewhere   
  

TALENT FLOW  STRATEGY:  Manage talent  f low  using perform ance m etr ics 
 
• Lead Tim e 

• Cost  

• Qualit y of Process 

• Qualit y of Match 
 
Com panies and their leaders need to get  far m ore aggressive in the way they think of 
t alent .   After all,  talent  is the m ost  st rategic elem ent  of any com pany, and hence should 
be m anaged with the sam e eye toward innovat ion, com pet it ive advantage, and results 
as any other part  of the business.   I ncluded in this is seriously set t ing goals, organizing, 
and m easuring talent  flow st rategy and results. 
 
Talent  flow is rooted in obvious fundam entals that  all com panies, for bet ter or worse, are 
already perform ing to som e degree.  Operat ionally,  on a day- to-day basis com panies 
m ust  focus on the act ions described here. Form  should follow funct ion here, and the best  
advice is to just  get  on with it . 
 
TALENT FLOW  ACTI ON:  Ensure a high quality fundam ental process 
 

• Create interest  Æ 

• Create resum e flow Æ 

• Screen resum es Æ 

• Phone screen Æ 

• I n person Interview Æ 

• Assessm ent  Æ 

• What ’s it  going take? Æ 

• Em ploym ent  offer 
 

Com panies m ust  stand out  in their indust ries and m arkets to have any hope of 
com pet ing in the talent  war, and at t ract ing top talent .  People m ust  be m ot ivated to 
express their interest  in a com pany, and they m ust  com e through the process really  
want ing to work for the com pany. The basic fundam ental interviews and assessm ent  
process m ust  be well polished and organized to get  people excited about  the com pany.   
 
From  a candidate’s standpoint , good advice when interv iewing for any posit ion is:  “Get  
t he offer .”   Even if the person does not  want  the job or like the com pany, the person 
should st r ive to get  t he offer from  the com pany.  This way the candidate always has the 
opt ion to turn the offer  down, but  with the offer in hand the person’s opt ions increase;  
t hey can accept  a great  new job and likely m ore m oney, or they can return to their 
current  j ob with the sat isfact ion that  they are a m arketable piece of talent  that  other 
com panies will likely want .  I n the new talent  m arket ,  this sam e logic works for  
com panies.  Com panies should st r ive to m ake EVERY candidate that  looks at  the 
com pany or passes through the doors for  an interview to WANT to be a part  of the 
com pany – to feel excited and turned on by the com pany. 
 
The idea of st ress interviews is long past .  However, this does not  m ean a com pany 
should pull out  the red carpet  for even the worst  candidates.  A good talent  flow process 
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needs to cut  or m ove people forward as their suit abilit y is determ ined.  The point  is 
regardless of when this happens the candidate should want  to work for the com pany.  
Candidates m ust  be cut  loose or be hired thinking, “…this is a great  com pany, and I  want  
t o work here.” 
 
The fundam entals, from  how a com pany Creates I nterest  Æ Making an Offer,  m ust  be at  
least  as professional and service oriented as the com pany is in it s sales and m arket ing  
of it s other products.  Com panies need to sell them selves to talent ,  and m ust  create an 
atm osphere and work content  that  talent  wants to buy- into.  Professionalism , service, 
and speed are core requirem ents of the process.  Com panies m ust  pick up the phone to 
st roke candidates and let  them  know how interested they are.  Form al let ters or j ust  
sim ple em ails from  the CEO are great  touches that  com m and people’s interest .   Tim ing is 
also crit ical.  The longer a hir ing process takes, the less likely the person will ult im ately 
accept  the offer .  A process that  st ret ches into three or four weeks will leave com panies 
shaking their heads at  the energy that  went  into the process only to have the talent  say 
“No.”  The basic process should ideally be a week, from  first  interview to offer.   
Com panies who are able to crunch the t im e line down will have a significant  advantage. 
 
TALENT FLOW  ACTI ON:  I ncrease talent  channels 
There are thousands of players in the talent  m arket .  Hum an Capital Managem ent  (HCM)  
is a huge and growing indust ry.  There are literally  tens of thousands of players.  Table 4 
sum m arizes the t radit ional recruit ing channels, their average cost  level,  and their 
effect iveness in term s of Lead Tim e, Cost , Quality of Match, and Quality of Process. 
 

Channel Lead Tim e Cost  QoM QoP 

Advert ising  $ $ $  Q Ì 
Job Boards  $ $  Q Ì 

I nternal Referrals   $  QQ ÌÌÌ 

Tem p to Perm /  
Contract  Professionals  $ $  QQQ ÌÌ 

Headhunters  $ $ $  QQ ÌÌ 

Search Research  $ $  QQQ ÌÌÌ 

Career Fairs  $ $  QQ Ì 

Universit ies  $  QQQ ÌÌ 

Friends and Fam ily  $  QQ ÌÌ 

Freelance Consult ant s  $ $ $  QQQ ÌÌ 

Com pany W ebsite  $  QQQ ÌÌ 

 
 
Com panies m ust  f ine- tune their t radit ional recruit ing channels and partnerships.  I t  is 
not  so m uch that  the channels will change, but  it  is how effect ively a com pany uses 
these channels.  Som e com panies throw m ud at  the wall and what  st icks, st icks.  This is 
not  a good way to create and m anage talent  flow.  Moreover, com panies m ust  develop 
new creat ive approaches to driving people into their com pany’s flow of t alent .  
 
Com panies who are not  fam iliar with search research should look into it .   Search 
research saves m oney, gives the com pany m ore flexibilit y,  and decreases the t im e it  

Table 4  
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t akes to create talent  flow.  I t  also adds a m ore personal touch, than the big 
headhunters.  A retained or cont ingency headhunter is paid $20,000 to $40,000 plus-
plus for their services, which in effect  double up on a job som eone in HR is already 
perform ing.  On a cost -per-hire basis using a search firm  is two to four t im es m ore 
expensive than using search research.  Search researchers are professional recruiters, 
but  they are the backroom  people who actually do the leg work in the large headhunt ing 
firm s.  Today, there are an increasing num ber of independent  search researchers who 
offer their services independent  from  the big headhunt ing firm s.  Using search research 
requires the com pany to do a lit t le m ore hands-on m anagem ent  of the process than 
when working with a big headhunt ing firm , but  this helps bring the com pany closer to 
t he flow of talent .  Researches are m ore a t rue extension of the HR Departm ent  and tend 
to be good at  partnering with the com pany, and helping to create talent  flow not  just  fill 
j obs and generate fees.  
 
I n 1999, online job hunt ing becam e the dom inant  first  step for people who are looking 
for work.  Today, the m ost  popular internet  recruit ing m odel is the large j ob board (e.g. 
Monster.com ) .  Although this m ethod for ident ifying and harvest ing talent  is noisy and 
inefficient , com panies are seriously rem iss not  to tap into these sources.  They are a 
boom ing talent  channel,  and even m ost  t radit ional recruit ing com panies have developed 
internet  m odels.  However, taking out  a regular list ing on a m ajor j ob board can be 
expensive. Monster.com , the internet ’s leading j ob database, charges $275 to list  a 
single posit ion for 60 days;  and HotJobs.com  charges com panies $700 per m onth to list  
up to 20 openings.  These services are m uch less expensive than em ploym ent  
advert ising in m ajor newspapers, but  list ing m ult iple posit ions can st ill add up.  
Com panies should choose j ob board channels select ively, corporate discounts should be 
negot iated, and they should never be a com pany’s sole channel.   Com panies will also 
need to develop a m ethod for wading through the sheer num ber of resum es these 
services generate, or  they run the r isk of decreasing the qualit y of talent  f low. 
 
As m ent ioned above, com panies need to bet ter develop their own online Career sect ions 
of their websites.  This should be m ore than an em ail address for  sending resum es, 
although it  does not  need to require tens of thousands of dollars for candidate t racking 
software.  The point  is a com pany m ust  m ake its website’s Career sect ion m ore than j ust  
a list  of jobs.  Com panies need to create a flow of intelligent  passionate people not  j ust  
hired guns.  A website’s career sect ion m ust  get  people excited about  the com pany.  This 
is not  done by sim ply post ing the com pany’s m ission statem ent .  Com panies need to 
exploit  the internet  m edium , and Generat ion Y’s com fort  level with technology by adding 
such things as “chat  with the CEO,” virt ual career fairs, and other interact ive features. 
 
Finally, the m ost  im portant  talent  channel for any com pany is it s exist ing people.  Every 
com pany should offer  recruit ing bonuses to em ployees who bring people into the 
com pany, and they should be substant ial bonuses.  This is an absolute im perat ive talent  
channel that  every com pany should have working. 
 
I n addit ion to carefully select ing and organizing talent  channels, com panies m ust  get  
com fortable with ranking their people.  The war for talent  will becom e com pet it ive 
enough that  com panies 1)  m ust  reward their top talent  with recognit ion and 2)  cannot  
afford to hand-hold sub-standard em ployees when bet ter talent  can be had.  Fortune 1’s 
Perspect ive:  Building An Organizat ion Of Rainm akers and World Beaters sum m arizes the 
process for creat ing a m eritocracy within a com pany.  Jack Welch ranked all GE people 
as A, B, or C.  C’s are rem oved, they hurt  the organizat ion.  B’s are pushed to A’s or re-
classified as C’s and m oved out .  To som e this sounds draconian, but  this is natural.  We 
all, consciously or slight ly less so, classify things as exceeding, m eet ing, or not  m eet ing 
our expectat ions.  Every com pany should be just  this pract ical.  I t  all com es down to 
recognizing the value of a top perform er versus an average perform er. The difference 
t ranslates into real bot tom - line profit s for the com pany, and goes a long way in keeping 
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t op people m ot ivated.  As with m ost  things the BCG m at rix can also be used to rate a 
com pany’s talent :  Cash Cows, Stars, Dogs, and Quest ions Marks;  which is j ust  another 
way of ranking talent  as A, B, C, and Too-Soon- to-Know.   
 
TALENT FLOW  ACTI ON:  Be creat ive and increase com pany at t ract iveness 
 

• Voltage 

• Create a m essage to top talent  about  the com pany 

• Em ployee and work policies 

• Qualit y of Managem ent  

Not  only will t radit ionally channels be im portant , but  innovat ion in talent  developm ent 
and m anagem ent  will evolve. The war for talent  will result  in som e of the newest  and 
best  channels being developed.  The best  ones will be candidate cent r ic and focus on the 
qualit y of the process.  For exam ple, the full potent ial of the internet  is j ust  barely being 
realized.  I t  is not  sim ply a tool, and in term s of talent  flow its effect s will be far 
reaching.  Rem em ber, Generat ion Y is fantast ically net  savvy;  they are com fortable with 
t echnology, and know how to use it  to t heir advantage.  The internet  is growing into an 
ent irely new social context .  I t  is increasingly com m onplace not  only to conduct  
business, but  to have m eaningful personal relat ionships elect ronically.  This is only j ust  
beginning to be explored in term s of linking com panies up with great  talent . 
 
Com panies that  re- think t radit ional ideas about  how to organize work, com pensat ion, 
benefits, bonuses, and how they use people’s t im e will be in the best  posit ion to find and 
keep the m ost  desirable talent .  Som e exam ples of creat ive talent  channels and ways to 
increase a com pany’s at t ract iveness include:  
 

• Create Apprent ice Professional Program s (APP)  

• Talent  opt ions 

• Create dream  jobs 

• Develop a Life-Rhythm  Rat io (LRR)  approach to organizing people’s work 

• “We need people like you” cards 

• Leave the door open 
 
A great  real life exam ple of get t ing creat ive in term s of talent  flow is IBM’s Ext rem e Blue 
“academ ic incubator” program .  Ext rem e Blue is designed to provide IT and MBA 
students with an unforget table internship experience. Drawing from  a wealth of 
resources within IBM, this challenging internship program  com bines com pet it ive 
com pensat ion, unparalleled technical experience and a leading-edge work and living 
environm ent .  The best  of the best  are chosen for the eleven week program .  MBA 
students chair team s of technical students.  The internees are m entored by I BM 
execut ives, and supposedly even have access to Lou Gerstner.  The eleven week proj ects 
are paid for by IBM business units seeking innovat ive breakthroughs. 
 
The Apprent ice Professional Program  ( APP)  is another exam ple of a talent  flow 
channel, in the sam e vein as IBM’s Ext rem e Blue.  Fortune 1 created APP several years 
ago for a large chem icals m anufacturer;  and was targeted at  low- incom e youth who 
showed academ ic prom ise.  Upon graduat ion, or near graduat ion, from  high school, low-
incom e students were em ployed in the m anufacturing plant  at  a discounted wage.  
During this t im e, the apprent ice professionals com pleted their high school requirem ents 
or at tended college, paid for by the com pany.  The apprent ice professionals could choose 
professional or technical t racks, but  the com pany dictated which degree program s it  
would pay for based on its talent  needs;  ensuring the com pany did not  just  sponsor 
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educat ion only to ult im ately lose the people.  Each sum m er, the apprent ice professionals 
were rotated into eight  week internships in professional departm ents of t he com pany.  
Upon graduat ion, these people received j ob offers from  the com pany in their respect ive 
new fields.  The com pany had a good source of m anufacturing labor at  a discounted 
wage, and ult im ately had factory- floor t rained professionals working in the com pany.  
Crit ical com ponents of the program  included partnerships with local high schools and 
universit ies, and full t ime m anagem ent  of t he program . 
 
At  the height  of the internet  bubble the idea of talent  auct ions was floated around.  This 
is not  a good idea,  nor is it  an at t ract ive one to m ost  com panies.  However, as the war 
for  talent  grows fierce, ta lent  opt ions will likely evolve.  Com panies will pay opt ion fees 
to have first - r ights to a select  few top perform ers.  Talent  opt ions will help keep a 
com pany connected with top talent .  Creat ing dream  j obs is one version of a talent  
opt ion.  A fam ous exam ple of a talent  opt ion is when NBC cont racted Jerry Seinfeld in 
1989.  At  the t im e there was no definit ive need, nor show developed with Seinfeld in 
m ind, but  NBC wanted to lock-up Seinfeld to prevent  another network from  cont ract ing 
him .  Originally,  Seinfeld showed lit t le prom ise and the show’s pilot  was highly 
quest ionable, but  NBC execut ives stuck with their decision, and of course later Seinfeld 
m ade history as the m ost  successful sitcom  ever.  Another great  exam ple of a com pany 
using talent  opt ions is Charles Schwab, who in cut t ing back its em ployees in 2000 and 
2001, offered a $7,500 hire back bonus to anyone hired back into the com pany within 18 
m onths.  As well,  Accenture recent ly offered half-pay sabbat icals to alm ost  1,000 
em ployees.    
 
I ncreasingly com panies will need to be flexible and hire top talent  when they find it .  This 
includes creat ing dream  jobs for these people.  Building high qualit y talent  flow requires 
taking som ebody with a great  job and giving them  a bet ter offer – a “Dream  Job.” 
Com panies create dream  j obs by finding out  what  top perform ers really  want  in their j ob 
and giving it  to them . Dream  jobs are absolutely essent ial to recruit ing and retaining top 
talent .   Too m any com panies throw open all the doors only after a talented em ployee 
has given not ice they are leaving;  suddenly the com pany jum ps through hoops to keep 
them .  This is no way to m anage top talent , and it  is dam aging and de-m ot ivat ing to the 
rest  of the organizat ion.  I t  sends the m essage that  the com pany rewards people when 
they interview with the com pet it ion and/ or threaten to leave.  By creat ing dream  jobs for  
t he best  talent , com panies reward their best  talent  and help them  achieve what  they 
desire. 
 
One interest ing exam ple of how com panies can creat ively build jobs and organize work is 
v ia a Life Rhythm  Rat io ( LRR)  perspect ive.  Briefly, all people spend their lim ited t im e 
in three spheres:  1)  Personal, 2)  Fam ily, and 3)  Work.  LRR classifies people according to 
High/ Medium / Low in term s of t im e spent  in the three spheres;  result ing in nine different  
t ypes ranging from  High Work/ Medium  Fam ily/ Low Personal, to High 
Fam ily/ Medium Work/ Low Personal.  By determ ining how a person organizes their life, 
and what  spheres are m ost  im portant  to them , com panies can organize work according 
to a person’s Life Rhythm .  I ncreasingly, com panies will need to m eet  the life schedules 
of t op talent .  
 
Another great  exam ple that  a few creat ive m anagers use is W e need people like you  
business cards.  These are business cards that  com pany execut ives hand out  t o any 
person who im presses them  with except ional effort . Possibly this is a salesm an or even a 
waiter in a restaurant , or anyone else the execut ive com es into contact  with that  through 
service or knowledge goes the ext ra m ile.  The cards are typically printed on both sides, 
one with the standard com pany and execut ive’s inform at ion, and the other side is 
printed:   “We need people like you, please contact  < Com pany Nam e>  for an interview.”   
Talk about  get t ing people excited about  the com pany.  With a sim ple card, the person 
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feels valued and excited that  their efforts are recognized.  The im portant  part  of this is to 
be sure execut ives are very select ive in who they hand these cards to.  
 
Another im portant  part  of creat ing talent  flow is to leave the door open when st rong 
perform ers leave the com pany.  Com panies who refuse to allow previously good workers 
back are very short  sighted.  Com panies should tell top talent  they are WANTED back, 
and that  the door is ALWAYS open.  Com panies want  m ot ivated am bit ious people.  
Mot ivated am bit ious people look at  new opportunit ies.  This is a fact  of today’s 
em ploym ent  and career environm ent .  I t  is an inevit able occurrence that  people leave. 
Com panies invest  a lot  of t im e and energy in hiring and retaining talent ;  creat ing great  
j obs and flexibilit y.  Hence, it  pays to be nice in this frust rat ing situat ion. Com panies 
should leave the door open and m ake the departure posit ive. An open door policy is one 
of the best  sources for pre- t rained talent  that  a com pany can have.  As well, the stories 
these returning em ployees share with other em ployees – that  the grass is not  always 
greener – act  as im portant  retent ion tools for other talent  inside the com pany. 
 
The successful com panies in the new talent  market  will know how to tailor their value 
proposit ions to the best  people. These com panies will develop flexible reward system s to 
m eet  different  people’s differing priorit ies. The fact  is com panies need to create an 
environm ent  that  at t racts people and m akes them  want  to stay. Moreover, com panies 
cannot  sim ply think in term s of flex t im e and stock opt ions.  These t ypes of program s 
are now 10 – 20 years old.  They were for the last  generat ion.  Today, com panies need 
to ask and listen to individuals and give them  access to things that  work for them , that  
m ake the work environm ent  their  kind of place. For exam ple, cafeteria com pensat ion 
plans (not  just  benefits)  are already being used by som e com panies.  Generat ion Y will 
not  accept  poor tools, poor m anagem ent , nor poor work environm ents.  The best  
com panies will focus on im proving how they value people and use their t im e. 
 
 
Conclusion  

The foundat ional staff of any growing com pany m ust  be st rong, very st rong.  Growth 
and perform ance excellence is far  easier when com panies hire top perform ers to begin 
with, rather than constant ly pushing and pulling sub-standard perform ers along.  More 
than ever before, com panies m ust  connect  with talent  inside and outside the com pany 
and build a flow of high-qualit y talent . 
 
Com panies need broad skills sets – people who can m ake decisions across various 
com petencies.  Growing com panies, especially, need people with broad skill sets who 
have the work ethic, passion, and fire- in- the-belly required in fast  m oving environm ents.  
Com panies need bet ter  internat ional skills, and m ore sophist icated I T skills.  Added to 
this, m aturity and wisdom  are good things too.  But  t here is a very real shortage of 
t hese talent  assets.  And since there is a bigger dem and for staff than there is supply, 
com panies need to give talent  a reason to choose the com pany over som e other 
organizat ion.  Therefore, com panies m ust  m ove beyond j ust  t radit ional recruit ing 
channels, and think in term s of building talent  flow.   
 
Talent  flow is intended to build a targeted, r ifle-shot  approach to talent  developm ent  and 
m anagem ent .  This is both m ore efficient ,  less cost ly,  and results in bet ter fit .  
Com panies need to develop talent  flow, not  from  the low hanging fruit  – those people 
who need j obs – but  from  those people who are seeking new opportunit ies and 
challenges in their lives and careers.  Those people who will consider new opportunit ies 
when they see a special com pany – one that  values them  and their t im e. 
 
Com panies m ust  look carefully at  the tools and atm osphere they provide to their people.  
The new talent  m arket  is far less forgiving of bad tools, bad m anagem ent , and t im e 
wast ing pract ices. I n any talent  m arket  the best  perform ers can go where they want .  I n 
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t he new talent  m arket  even average perform ers can easily find other opportunit ies.  
Tim e is everyone’s m ost  valuable possession, and intelligent  act ive people are concerned 
about  their t im e being wasted.  Com panies m ust  respect  talent ’s t ime and provide the 
best  tools and the best  m anagem ent , or  the best  talent  will sim ply go elsewhere – where 
their t im e and cont r ibut ion is m ore highly valued by a bet ter com pany.  
 
Unfortunately, m ost  com panies lag woefully in term s of talent  developm ent  and 
m anagem ent .  However, every indust ry is now being driven toward perform ance in 
t erm s of recruit ing and retaining top notch talent .  The labor shortage and the increasing 
expectat ions of Generat ion Y will see to this.  Com panies who do not  recognize these 
t rends and organize them selves accordingly will not  be com pet it ive in the new talent  
m arket  and subsequent ly will not  be com pet it ive in their product  and custom er m arkets. 
 
Bill Jensen, author of Work 2.0:  Rewrit ing The Cont ract , says that  sm art  com panies will 
f ight  the war for  talent  with an am azingly sim ple idea:  Im prove business results and 
create a great  place to work by im proving how em ployees’ t im e and energy is used.2 
Jensen includes an excellent  t able early in his book called:  W orkforce: Jum ping the 
Chasm , it  is adapted here as a sum m ary on how to understand the new talent  m arket . 
 

The New  Talent  Market 3 

Before Future 

Companies create the implied work cont ract  
w ith em ployees.  

Talent  develops their cont ract  w it h the 
com pany.  

Get t ing perm ission;  Selling up in the company. Driven by passion, with lots of room  to 
im plem ent  ideas, or talent  leaves the com pany.  

Aligning employees’ needs and career goals 
with company’s st rategy and object ives 

Talent  walks away from  com panies who are not  
aligned or inat tent ive to their  personal pr ior it ies 
and goals. 

Finding or making t im e Talent  walks away from  t im e wasters – poor 
m anagem ent, poor tools, and bad organizat ion. 

How the em ployee is t reated. How talent  and their skills, networks, and 
knowledge assets are t reated.  

 
 
To sum m arize the st rategies and act ions of Talent  Flow™, com panies m ust :  
 

• Create work environm ents that  acknowledge the changing talent  m arket  

• I ncrease the flow of high-qualit y talent  

• Be flexible enough to pull in st rong talent  when its found  

• Get  creat ive and increase the at t ract iveness of the organizat ion;  I ncrease Voltage 

• Decrease lead t im e and costs;  I ncrease the qualit y of the process and m atch.   
 
Although today, the econom ic downturn is cushioning the large changes in the talent  
m arket , the war for t alent  is real.  Talent  Flow™ is a st rong st rategic and pract ical step 
for  com panies to rem ain com pet it ive as high-skilled and experienced talent  becom es an 
even rarer and m ore expensive asset .  

                                                 
2 and 3  Adapted from Work 2.0:  Rewrit ing The Cont ract ,  Bill Jensen, Perseus Publishing, 2002. 
 


