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ABSTRACT 
This paper looks at the issues and challenges facing organizations and countries with regard to talent and its management, a topic which is particularly relevant at time when the world is facing a `talent crunch’. The document pays particular attention to the acquisition and retention of talent, and whilst it maintains a telecommunications bias, the paper adopts a global sector perspective, given the cross-cutting nature of the talent shortage, and the common behavior and response patterns of organizations and nations to this crisis. This paper recognizes the particular vulnerability of developing countries in the global competition for talent and the attendant dangers of brain drain on the economies of these countries. Brain drain is here defined as the permanent loss of skilled manpower to other countries. However, the paper draws on evidence from the rapidly growing economies of China and India on how there can be a reversal of the brain drain, or even a brain gain. Based on this evidence, the paper seeks to provide some comfort to any sense of fatalism among the developing countries towards the perceived inevitability of the brain drain. It is within the reach of organizations and nations to address the brain drain, by adopting a mix of deliberate policy interventions at national level and new talent management practices at organizational level in order to attract and retain talent at a time it is such a scarce commodity. Without intervention, weaker organizations and nations will continue to have considerable leakage of talent. 
INTRODUCTION 
There is now a consensus in the global business community, that acquiring and retaining talent is the biggest challenge facing organizations. There is also an acknowledgment of a global talent shortage across nations and across sectors, and that the shortage is set to increase. Skills shortage has been found to be the number one challenge in China and South East Asia, number two challenge in Japan and number four challenge in India. Talent management is also one of the most challenging factors facing companies in Europe, according to a 2007 HR Transformation Survey by Mercer Consulting. 
Within the Technology, Media and Telecommunication sector, a recent (2008) survey by Deloitte Consulting made similar findings as shown below: 
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Deloitte further found that having high quality employees emerged top among a series of factors contributing most to growth of companies. 
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The above findings are interesting and reflect a shift in corporate thinking about people, as the quality of employees now ranks higher than such celebrated factors as sound business strategy (44%), proprietary technology (19%) and investment capital (15%). 
The above findings have been corroborated by others from equally internationally renowned institutions. The Harvard Business School for example, identified the ability to spot and develop talent, as the most sought- after attribute among successful CEO's. The Chartered Institute of Personnel and Development (CIPD) UK found “recruiting and retaining best talent” to be in the top five drivers of organizations managing diversity. 
So, the message is clear: Talent has become central to business survival; yet that talent is in short supply, and this shortage is set to get worse. Organizations and even nations will do everything to get that talent from anywhere and everywhere, triggering what amounts to a war for talent. 
The war for talent was predicted as way back as 1998 by McKinsey in its survey report “The War for Talent”. But the scale and intensity of this “war” was probably not foreseen then. 
Reasons for Talent Shortage
The current talent crunch across all sectors is a result of an imbalance between the supply side and the demand for skills in a number of key areas. 
The Demand Side
The Global Economic Growth 
There has been a general improvement in the global economy over the past 15-20 years, unlike in the past where such growth was mainly in the developed markets of Europe, US and Canada. The economies of India and China have led the growth in the emerging markets of the developing world, and have created their own demand. India's IT industry for example has been growing by an average of 30% per annum for the past 10 years and China has witnessed double digit growths for the past two decades. Africa has registered positive economic growth rates since 1994. Each nation is in as much a need for talent as any other, to drive its own growth. 
Technology and Telecommunications Sector Growth 
The technology and telecommunications industry has expanded phenomenally since the sector reforms in the 80's, and the telecommunications sector has been at the centre of that expansion. Advancements in technology have resulted in expansion and diversification of market opportunities. From a single telephony industry two and a half decades ago, telecommunications is now at the centre of multiple converging industries covering telephony, cable, computing, entertainment, to name a few, all creating in their wake, multitudes of opportunities for professionals and entrepreneurs as equipment manufacturers, service providers, software developers and content creators. At the same time, sector reform and restructuring, mergers and acquisition, divestitures and competition have spurred a global market growth that has transformed the industry. 
The Technology Market is expected to grow even further in the coming years. The Technology Market is expected to account for 10% of overall employment and 8% of overall growth by 2012. Growth in the professional categories such as engineers, computer network engineers, systems administrators, programmers and the like is estimated to grow by a staggering 45% between 2004 and 2014. The demand for system engineers is estimated to grow by 55% and that of software publishers by 68% by 2012. 
China and India have seen their technology and telecommunication sectors rising with the growth of their economies. India's telecommunications sector is already contributing 5.5% to GDP and is set to be a US$38bn sector by 2010.The total demand for IT services and software professionals in India will exceed 1.1 million in 2007-2008 and industry skills shortfalls are expected to be about 500,000 IT professionals by 2010, according to the industry body National Association of Software and Service Companies (NASSCOM). The Business Process Outsourcing market in the country, which has been greatly catalyzed by the telecommunications industry, has emerged as one of the key investments markets in India. 
On the other hand, the Chinese telecom sector grew by an annual average rate of 20% between 1997 and 2002. In 1998, it grew by a high 35.8%. The mobile sector has been adding on average 4 to 5million subscribers every month, making China the world's single largest telecom market today. China has also become a strong equipment supplier to networks in many developing countries through Huawei and ZTE. Because of this massive industry growth in China, some companies have to review downwards their business growth strategies on account of insufficient talent to implement them. 
Even Africa, which has not had a glorious past in terms of economic performance, is today the world's fastest mobile growth market, and has occupied this rare pride of place since the turn of the century. This market expansion requires skills to drive and sustain it. 
The Supply Side 
Retirement of Baby Boomers 
The growing demand for skilled manpower referred to above is not matched by an adequate supply side response. In Europe, the US and Canada, the impending retirement of the post war baby boomers is a critical challenge to the industry. The average growth of the 55's and above is estimated to be 4%, and the size of the labor force from the prime age cohort of 25 - 50 is set to decline by 7% up to 2020. 
Declining Student Intakes 
The exit of the baby boomers from the Technology Industry is not being matched by an entry into this market by young people. For example, fewer people are taking computing science majors, and figures recorded for 2005 are half the 2000 count. The number for science engineering graduates has remained the same, despite anticipated industry growth as mentioned earlier. 
As demand exceeds supply, the laws of economics kick in. Not only does talent have a premium placed on its head, but the sourcing methods also become aggressive. In a borderless global economy with free movement of labour, weaker labour markets become hunting grounds for talent by the stronger ones, creating the phenomenon of the brain drain. 
Response to the Talent Crises 
The conventional response to the skills shortage has been to get it elsewhere. The Western economies have tended to hire skills from each other in what is termed “Brain Exchanges” or “Brain Circulation”, as the movement is two-way and usually not permanent. Governments and nations eager to bolster their economies and support their companies in search of talent invest large amounts of time and money in programs and measures to not only nurture their domestic talent, but also to attract talent from other countries. The USA uses the Green Card; the Germans introduced in 2000 their own version of the Green Card to attract IT specialists. Singapore has introduced a work visa system for University graduates from an advanced country, similar to the practice in the UK. The EU has also introduced a Blue Card to ease on granting of visas to persons holding skills they require. All other countries such as Australia, New Zealand, Canada, have some scheme or other, targeted at talents they need to lure at particular points in time. As the global talent squeeze gets worse, it is safe to expect more such programs and instruments to be used to attract more talent from the developing countries. 
The Brain Drain 
Brain Drain or “Lost Human Capital” is the emigration of skilled persons from one country to another. It is synonymous to “Capital Flight”, where capital moves from its country of origin to another. Unlike “brain exchanges” or “brain circulation”, brain drain tends to be one way and permanent. 
Unless it is addressed, brain drain has the potential to harm the countries losing talent. It is estimated that 1 million skilled persons from Least Developed Countries (LDC's) worked and lived in developed countries in 2004. Five LDC's lost more than half their University educated professionals in recent years while seven others lost up to a third (UNCTAD LDC's report 2007). 
Africa has been particularly hard hit by the brain drain, with estimates of over 300,000 highly qualified Africans in the Diaspora, 30,000 of them holding PhD's. On average the continent loses 20,000 doctors, university lecturers, engineers and other professionals annually, costing the continent US $ 4 billion annually to employ some 100,000 experts from the west as expatriates. No wonder Dr Lalla Ben Barka of the Economic Commission for Africa (ECA) remarked in 2000, that: 
“African governments have a great responsibility to ensure that brains remain in the continent; otherwise, in 25 year's time, Africa will be empty of brains.” 
Reversing the Brain Drain 
Increasingly nations are beginning to behave like corporate organizations, and are taking active measures to attract back their lost talent. There is an emerging school of thought that suggests that brain drain is outdated, and that if each organization and each nation nurtures its talent and addresses the personal and professional needs of talented people, then the brain drain can at worst be brain circulation and at best “brain drain reversal” or brain gain. Successes are being registered by China and India, giving hope that the brain drain is not necessarily an inevitable ill-fate of development resulting from the global talent war. The 2007 Global Talent Index by Heidrick & Struggles and the Economist Intelligence Unit shows China and India as countries in the top 10 out of 30 countries in nurturing talent and they will continue to draw talent as they draw foreign investment and build up their economies. 
These countries have common features which need to be met by a country serious about attracting and retaining talent whether it is its own or someone else's. Both countries have growing economies that are creating opportunities for employment. They have also established environments conducive to starting businesses. They have also taken deliberate steps and measures to attract back their talents by offering opportunities to these returnees. The skills shortages are pushing wages up by an average 10 per cent and most are matching wages in the West. There is evidence that these countries are now beginning to attract back talent from countries like the UK and USA in what is touted as brain drain reversal. 
Reversing the Brain Drain: The Case of India 
The Indian economy is among the fastest growing economies in the world. In terms of Purchasing Power Parity, it has the fourth largest GDP in the world. Poverty has been halved in just 20 years, from 51.3 per cent of the population in 1977-78 to 27.5 per cent of the population in 2004-2005. Between 1990 and 2004 adult literacy rate has risen from 50 to 61 per cent. India is the second most culturally, linguistically and genetically diverse geographical entity after the African continent. 
Growth is most marked in the Technology sector, with the IT industry averaging a phenomenal 30 per cent per annum growth for the past 10 years. Bangalore has become to India what the Silicon Valley is to the USA. Business Process Outsourcing (BPO) has emerged as one of the key investment markets in India. It has grown tremendously, catalyzed by the telecommunications market and the trend by mostly American and European MNC's to offshore their none-core activities to talent pools in the developing world where labour costs are relatively cheaper. More than 400 companies now operate within the Indian BPO space. Employment opportunities have far outstripped the available labour. The six top IT companies created more than 100,000 jobs in 2007-2008 alone. College students are employed before they have even finished school. The talent shortage has led to a pressure for wage increases and Indian companies are now offering salaries that are competitive to those paid by multinationals. 
These market opportunities on both the labour and business fronts have been attracting a sizeable number of Indians in the Diaspora to return back home. An article in The Observer of India of 20th April 2008 titled “Brain gain for India as elite return” states that top range salaries tempt back tens of thousands of highly skilled Indians who had moved to the West. The number of returnees is on the increase with a strikingly high figure of 40,000 reported arriving in the IT City of Bangalore in 2007, all Indian professionals arriving back from USA and the UK. Between 1964 and 2001, 35% of India's most promising graduates moved abroad, but after 2002, that number has dropped to 16%. 72% of graduates of the premier IIT institutions see India as holding the most promising future for them and only 17% citing the USA. Ironically, off shoring by USA companies has assisted in brain reversal as some US Indians return home to keep working for their US companies from their home base. 
India's ranking on the Brain Drain Index published annually by the International Institute of Management Development (IMD) of Switzerland, has improved from 3 in 2006, to 6.76, with a score of 10 indicating less danger of brain drain. Clearly things are improving for India. India is also ranked number 10 on the Global Talent Index (GTI) rankings, and is set to maintain that position in 2012. The Index measures not only a country's natural potential for producing talent in social-demographic terms, but also the conditions necessary to realize this potential. Its analysis is based on seven factors in 30 countries, including demographics, quality of public education, quality of universities, qualities to nurture talent, openness of the labor market, trends in foreign investment, and the proclivity to attract talent. India and China are the only two non-European counties in the top 10. 
Reversing the Brain Drain: the Case of China
Measured on a Purchasing Power Parity (PPP) basis, China in 2007 stood as the second-largest economy in the world after the US. China will catch up with the US as an economic power by 2020 with an equivalent GDP of $ 18 trillion. China has been the fastest-growing major nation for the past quarter of a century, with an average annual GDP growth rate above 10%. In 2007 China had a labor force of 803.3 million people. 
China has been unable to generate enough skills and talent required to sustain this growth and shortage of skills ranks as the number one challenge facing the business community. Places like Shanghai will need an estimated 100,000 talented personnel by 2010 just to match its development. Ushering in personnel from abroad has proved to be an effective way to support local economic development. The city itself is eager to receive people from abroad, and adopts policies that try and woo such talents. Salaries in China have also been increasing with some jobs paying salaries competitive to those in the West. 
China has been registering an increase in the number of returnees from abroad, thanks to the growing job opportunities and policies of the government that have been aimed at enticing back senior scientists, engineers and corporate managers to return to China. In the mid to late 90's the average annual increase in the number of returnees was 13%, but since 2000 the rate has increased sharply. Of the 100,000 students estimated to have gone abroad yearly, 20,000 returned in 2003, 25,000 in 2004 and 30,000 in 2005. The City of Shanghai is estimated to receive 2,000 to 3,000 returnees a year. China is ranked 8th on the Global Talent Index, and is set to improve this raking to 6th position by 2012. 
Acquiring and Retaining Talent: The Lessons from China and India
The illustrations above are living proof that it is possible to reverse the trend of skills losses to the developed to the developing world and to dissuade internal skills from wanting to leave. The IIT graduates in India see the “promising future in India” as the reason they do not think of emigrating, and those coming back see the growth in opportunities back home. This is what they were in search of when they left home in the first place. A survey of returnees in China found reasons for returning classified as follows: 
	Reasons 
	% 

	China's rapid economic development 
	58 

	Good government policy 
	47 

	Good opportunity to develop new technology in China 
	42 

	Hard to find good opportunities overseas 
	32 

	Glass ceiling overseas for Chinese 
	31 

	Political stability in China 
	19 


Much as the above factors may appear to be grounded in national policies and politics, a lot also has to do with socio-economics and what corporate companies can do to influence. The companies hiring talent in India and China are private companies, not governments. It is therefore necessary to understand the motivations driving talented people today and try to address them. People with talent want all kinds of freedom: freedom of thought, movement, and association. Restrictive immigration laws, for example, will not attract talented people. People with talent also want challenge, the opportunities to put their skills to use and the space to do so. They do not fit in boxes and are uncomfortable with rigidities. They are happy to work hard, but they want to do so t their own terms, deciding when, where and how to work. Today they are becoming more demanding of a greater work - life balance, and will take a lesser paying job if it provides for a freer and more flexible environment. Younger workers particularly are searching for greater meaning to work, and place challenging experiences at the top of their job search lists. 
The Pay Factor
Many organizations respond to a talent crisis by producing the cheque book and increasing salaries, and the telecommunications sector has been a big culprit in this. Deloitte Consulting LLP, found reliance on financial incentives and other traditional approaches for luring and retaining talent techniques as outmoded for today's talented workers. Competition can always match the pay cheque, starting a wage spiral, which benefits employees including those without skill. But it does not build commitment. China and India are already learning the hard way. High turnover is the result of people hopping from one job to another for more pay, with an average 1.8 years in a job in Shanghai. On the downside are the promotion of mediocrity and the lack of commitment to the company. The salary should be seen as part and parcel of a properly crafted talent management strategy. 
In any case, most organizations in the developing world cannot win in a salaries war with any competitors outside their borders. That means that the source of attraction for talent retention strategy has to be a unique and homegrown proposition. Competitive advantage lies in doing something different from competitors and which they cannot easily copy in the short term. 
The Role of Human Resources in Talent Retention 
Managing talent is deeply anchored within the Human Resources domain, and its growing importance for organizations in the face of the global talent shortage and the resultant talent war, places Human Resources in a unique position of influence within the organization. 
Loss of talent and the general brain drain is never in itself a problem, but a symptom to a problem. Focus has for long been placed on the entry and exit points of the talent management pipeline and a focus on these is tantamount to administering a remedy when it is too late. HR needs to adopt an integrated approach to the management of talent, which entails looking not just at the sourcing and compensation aspect, but at the total talent management value chain. 
HR managers should adopt the talent mindset and be the talent advocates in the organization. This implies creating the talent-friendly environments at the workplace and understanding what talent holders really want and value. HR needs to build an employer brand and ensure that the best people not only remain in the company, but are aggressively developed and trained, role modeled and promoted. These are the areas in which HR can lay claim to value addition and being a true Business Partner. 
It needs to be born in mind that decisions to leave one's country and go and live abroad away from a familiar social and cultural environment and dislodged from the network of family and friends are not decisions taken lightly. It is so much easier to dissuade people not to go simply by attending to issues personal to them. 
The above require that HR start thinking outside the box from the traditional way of practicing Human Resources. HR actions should be guided by the needs of the talent holders and be seen to be responsive to their special circumstances. Sometimes things that look simple, such as hours of work, fixed starting times, flexibility with lunch breaks, can make a huge difference for people in deciding whether to stay with an organization or not. Yet rarely do we visit these standing rules in our organizations to see whether they are conforming to the mood of the times and the interests of the holders of talent. 
CONCLUSION
We cannot talk seriously about capacity building without talking about and addressing the threats posed by the brain rain. Nations invest a lot of their scarce resources in education systems and training institutions, and should put in place measures to retain those skills for nation building. Organizations should invest in keeping all the skills they are able to attract by becoming an employer of choice. 
Attracting and keeping skills threatened by brain drain will require the combined efforts of governments and the business community. They will however look up to the ingenious advice of the Human Resources practitioner. 
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