Emerging Talent

Developing Early Career Employees

offer emerging talent opportunities
for on-the-job learning

say that career
discussions with
emerging talent
are ongoing

AACSB"

Business Education.
Connected.

RESEARCH

d43dVd3ILlIHM




©2018 by ASTD DBA Association for Talent Development (ATD)
All rights reserved.

No part of this publication may be reproduced, distributed, or transmitted in any form or by any
means, including photocopying, recording, or other electronic or mechanical methods, without
the prior written permission of the publisher, except in the case of brief quotations embodied in
critical reviews and certain other noncommercial uses permitted by copyright law. For permission
requests, write to ATD Research, 1640 King Street, Alexandria, VA 22314.

ORDERING INFORMATION
Research reports published by ATD can be purchased by visiting ATD’s website at www.td.org/
research or by calling 800.628.2783 or 703.683.8100.

ATD Product Code: 791814-WP
e-ISBN: 978-1-949036-14-5
Publication Date: December 2018

ATD Editorial Staff

Manager, ATD Research: Maria Ho

Manager, ATD Press: Melissa Jones

Research Analyst: Megan Cole

Junior Research Analyst: Shauna Robinson
Cover and Interior Design: Shirley E.M. Raybuck
Production Manager: Dirk Cassard



A Note From Our Sponsor
AACSB'

Business Education.
Connected.

A Note From AACSB International

Education is evolving at a rapid pace, disruption is everywhere, and retooling the knowledge skill
sets of the global workforce is a continuous, lifelong learning process. Thanks to online learn-
ing, micro and mobile learning, artificial intelligence, and virtual and augmented reality, today’s
classroom is anything but “traditional.” Now, more than ever, we have options—and better oppor-
tunities—to develop the skills needed to succeed in business, making it all the more critical for edu-
cators and businesses to connect, convene, and collaborate on how to effectively leverage these
learning methods and create pathways and credentials to develop the next generation of global
business leaders. Lifelong learning is an important part of any employee’s journey, and AACSB is at
the forefront of that innovation.

Positioned at the intersection of academe and practice, AACSB empowers and inspires deans,
faculty, and corporate learning teams with business education intelligence that offers clear and
actionable insights about the ever-changing education landscape. Today, business schools and or-
ganizations across all industries and sectors have the unique opportunity to collaborate in an effort

to develop talent, co-create ideas, and close the gap between theory and practice.

These collaborations will shape the future of business education, ensuring that the world’s great-
est institutions continue to graduate high potential leaders with the skills needed to build a more
prosperous future. AACSB brings together the best minds in business and business education to
improve the quality of business education worldwide.

About AACSB International

As the largest global business education alliance, AACSB International connects educators, stu-
dents, and business to achieve a common goal: to create the next generation of great leaders.
Working to foster engagement, accelerate innovation, and amplify impact in business education,
AACSB’s Business Education Alliance represents a collective movement to improve the quality
of business education around the world. AACSB’s collective strength encourages and supports
diverse perspectives, a global mindset, and a commitment to making a difference.
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Synonymous with the highest standards of excellence since 1916, AACSB provides quality assur-
ance, business education intelligence, and professional development services to more than 1,600
member organizations and more than 850 accredited business schools worldwide. Our global or-
ganization has offices in Tampa, Florida; Amsterdam, the Netherlands; and Singapore. For more
information, visit www.aacsb.edu.
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Executive Summary

Developing employees isn't easy, and that job can be even harder when it comes to developing
those who have recently entered the workforce. This group—known as emerging talent—can be
tricky to develop because they lack not only work experience, but also experience receiving and

applying training in a workplace setting.

So why is developing emerging talent such an important issue? Rita Murray, CEO of Performance
Consulting, which provides coaching and leadership development, says simply, “Emerging talent

are our future and they will accelerate into leadership faster than ever.”

In Emerging Talent: Developing Early Career Employees (hereafter, the Study), ATD examines how
talent development professionals navigate the challenges associated with emerging talent and of-
fers best practices for doing so. The Study also aims to discover what makes this group unique and
how talent development professionals can better work with them to accomplish their career goals.
For the purposes of this study, the following definition of emerging talent was used:

Emerging talent describes those in the workforce with less than five years of

full-time work experience in any workplace.

To get a better picture of the current employee development landscape, ATD research surveyed
215 participants, asking about the existing skills gaps in emerging talent, the training offered to
close the skills gaps, and training delivery methods. Other questions asked about the occurrence
of career discussions with emerging talent and opportunities for career development—defined as
a planned process of interaction between an organization and an employee that allows the em-
ployee to grow within the organization with an eye toward their long-term goals. Notably, only
20 percent of participants said their

organizations were highly effec- Q

tive at developing specific skills in Q
emerging talent to meet immediate

needs, while just 12 percent indicated o )
that their organizations were highly of participants reported that their

effec‘t]ve at career deve|opment for OrganizathnS were hlghly effeCtlve at career
emerging talent. development for emerging talent.
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Study participants noted that it can be challenging to develop emerging talent, a sentiment also
reflected in their effectiveness ratings. Indeed, a common challenge cited by respondents was a
lack of resources to develop emerging talent. Participants also reported that their organization
lacked metrics to track the success of development. Another issue was that managers often failed

to view developing emerging talent as a top priority.

Combined, these challenges can make it difficult to succeed in developing emerging talent. How-
ever, participants did acknowledge benefits to developing emerging talent. For example, a slight
majority said that a primary organizational benefit associated with developing emerging talent
was improved retention. Just less than half reported that a key benefit was increased engagement
among emerging talent, and slightly fewer indicated increased overall organizational performance
as a top benefit for developing emerging talent. Clearly, when done well, the benefits of develop-
ing emerging talent can outweigh the challenges.

Because of the importance of developing emerging talent and the existence of numerous chal-
lenges, several subject matter experts provided their insights into overcoming these issues, as well
as how to improve the effectiveness of development efforts. They also offered recommendations
to help talent development professionals who may be struggling to successfully develop emerging

talent in their organizations.
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Whitepaper

In Emerging Talent: Developing Early Career Employees, ATD Research sought to examine how
organizations develop the emerging talent in their workforce. Specifically, the Study focused on
the skills emerging talent most need and receive training on, as well as the delivery methods as-
sociated with such training. The Study also examined how today’s emerging talent is different from
groups that entered the workforce before them. Finally, it focused on the career development op-

portunities available to emerging talent.

About the Research

A survey was deployed in summer 2018 to talent development professionals asking about their or-
ganization’s efforts to develop emerging talent. Overall, 215 participants completed the survey. The
respondents represented a range of industries and company sizes: 37 percent of participants were
from organizations with fewer than

1,000 employees in the workforce,

while 29 percent were from compa- Q

nies with more than 10,000 employ- Q
ees. The majority of respondents

were managers or above. Notably,

about 29 percent of the workforces of participating organizations reported that

of organizations Surveyed were con- 50 percent or more Of thelr Workforce was
sidered emerging talent. composed of emerging talent.

Effectiveness of Developing Emerging Talent

Just 20 percent of participants reported that their organization was highly effective at develop-
ing specific skills in emerging talent to meet immediate needs (Figure 1). Instead participants were
much more likely to report that their organization was moderately effective. Four in 10 participants
said their organization was effective to a small extent or not at all.

Next, participants were asked how effective their organization was at career development for
emerging talent. Only 12 percent of respondents indicated that their organization was highly effec-
tive, while 37 percent said their organization was moderately so (Figure 2). Taken together, Figures
1and 2 paint a grim picture of developing emerging talent and highlight the need for significant
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improvement in TD efforts for this group of employees, particularly when one considers that
emerging talent is the future of the workforce.

These two measures were then combined to create a scale—ranging from two to 10—to determine
an organization’s effectiveness score in developing emerging talent. For example, if an organiza-
tion was very highly effective at developing specific skills and providing career development, they
would have a score of 10; if an organization was not at all effective, its score would be two. The av-
erage organizational score in the Study was 5.24, suggesting that, overall, organizations are not very
effective at developing emerging talent. The organization effectiveness score is used throughout

the Study to identify best practices.

FIGURE 1:
Effectiveness at Developing Specific Skills in Emerging Talent

How effective is your current organization at developing specific skills in emerging talent to meet
immediate needs?

2%

M Very highly effective
W Highly effective

I Moderately effective
[l Somewhat effective

Not at all
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FIGURE 2:
Career Development Effectiveness

How effective is your current organization at career development for emerging talent?

2%

M Very highly effective
W Highly effective

I Moderately effective
[ Somewhat effective

" Not at all

Key Findings

Some key findings of this Study are:

e The biggest skills gaps in emerging talent existed in future leader development, mana-
gerial and supervisory skills, process improvement skills, and critical thinking skills.
Although participants identified skills gaps in these areas, the training programs that orga-
nizations offered didn’t always match. Only 28 percent offered future leader development
opportunities to all emerging talent, and about half offered it to some.

e Training for emerging talent occurred in myriad ways. Nearly nine in 10 participants said
their organization provided formal training for emerging talent through live, instructor-led
classroom training, while about three-quarters offered self-paced online learning. Organi-
zations that used live, instructor-led remote delivery were significantly more effective than
those that did not.
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¢ Developing emerging talent has its challenges. In fact, nearly a third of participants in-
dicated that a top challenge was a lack of resources, such as staff and technology. Other
common issues were a lack of metrics to track the success of development and that man-

agers often failed to view developing emerging talent as a priority.

Identifying Statistically Significant Differences

In this report, we often note whether the difference between two groups is significant at a
level of p<0.05or p<0.001. Asignificance of p<0.05 implies a less than 5 percent probabil-
ity that the difference is a result of chance, and one can be 95 percent confident the results
represent a statistically significant relationship. At the level of p < 0.05, it would be very likely
to observe the same results if the research were repeated. A significance of p <0.00Timplies

a less than 0.1 percent probability that the difference is a result of chance.
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Conclusion and
Recommendations

Overall, the Study found that organizations were not particularly effective when it comes to de-
veloping emerging talent. However, addressing this gap is made more difficult by the number of
challenges faced by those who develop emerging talent. For example, nearly a third of participants
reported that their organization faced a lack of resources when it comes to developing emerging
talent; slightly fewer struggled with a lack of metrics to track the success of development or lack of

support from managers who don't view developing emerging talent as a priority.

Taken together, these findings show that organizations need help to improve the experience for

their talent development staff as well as their emerging talent.

Recommendations

Based on the findings of the Study as well as insight from several subject matter experts, ATD Re-

search offers the following recommendations.

Talk Directly to Emerging Talent

Organizations that used interviews with emerging talent to assess their needs were significantly
more effective than those that did not use interviews; no other assessment method was this effec-
tive. Gabrielle Bosché believes emerging talent will respond well to being asked about their needs
and experiences. She says, “They are an incredibly curious group that are more than happy to share

with you what their needs are if you're willing to ask them.”

Interviews with emerging talent could be done formally or informally, and they could also be com-
bined with other methods to ensure you're getting the whole picture. For example, consider col-
lecting data through several sources—known as triangulating data—such as interviews, surveys, and
focus groups. It may take more time and effort, but the data collected will be much richer than if

only a single source were used.
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Consider Your Delivery Methods

Although emerging talent is usually associated with a desire to use technology, Rita Murray warns
that entirely online and self-paced methods may make learners more inclined to “phone itin.” She
explains, “I try to bring relevant e-learning data to the table that demonstrates that even emerging
talent, who we think want a lot of online and self-directed training, may also dial it in, because they
crave interaction and real-time feedback rather than just checking the box.”

Notably, results showed that organizations that used live instructor-led remote delivery were sig-
nificantly more effective than those that did not. Although remote delivery involves technology
that Rita cautions against, the live aspect allows for interactivity that would otherwise be lost. In
Virtual Classrooms Now: Using Technology to Reach Today’s Workforces, ATD Research (2016)
found that organizations are using virtual classrooms for a variety of reasons. In fact, 46 percent of
respondents cited the desire to enable live interactions between instructors and learners, while 33
percent reported improved employee engagement in learning.

To optimize results, TD professionals should consider using live instructor-led remote delivery

methods. They are a great way to meet emerging talent where they are, while still engaging them
by being present to ask and answer questions in real time.

Emerging Talent Whitepaper



References

ATD (Association for Talent Development). 2015. Leaders as Teachers: Engaging Employees in
High-Performance Learning. Alexandria, VA: ATD Press.

——.2016. Virtual Classrooms Now: Using Technology to Reach Today’s Workforces. Alexandria,

VA: ATD Press.

——.2017. Mentoring Matters: Developing Talent With Formal Mentoring Programs. Alexandria,
VA: ATD Press.

McGoldrick, B., and D. Tobey. 2016. Needs Assessment Basics, 2nd edition. Alexandria, VA:
ATD Press.

Emerging Talent Whitepaper

"



Acknowledgments

ATD gratefully acknowledges the contributions of time and professional insight from the follow-

ing subject matter experts:

e Devorah Allen, MBA, CPLP, Consultant, Allen-Solorio Consultancy
e Gabrielle Bosché, President, The Millennial Solution
e Danielle Buscher, CPLP, Senior Learning and Development Specialist, Lumeris

e Rita Murray, PhD, CEO, Performance Consulting

12 Emerging Talent Whitepaper



About the Author and
Contributors

The Association for Talent Development (ATD) is the world’s larg-
Association for est professional membership organization supporting those who
Talent Development  joya|op the knowledge and skills of employees, improve perfor-

mance, and achieve results for the organizations they serve. Originally established in 1943, the as-
sociation was previously known as the American Society for Training & Development (ASTD).

ATD’s members come from more than 120 countries and work in public and private organizations
in every industry sector. ATD supports talent development professionals who gather locally in
volunteer-led U.S. chapters and international member networks, and with international strategic

partners. For more information, visit www.td.org.

ATD’s researchers track trends, inform decisions, and connect research to practice and perfor-
mance. By providing comprehensive data and insightful analyses, ATD’s research products, which
include research reports, briefs, infographics, and webcasts, help business leaders and talent de-
velopment professionals understand and more effectively respond to today’s fast-paced industry.
Megan Cole is the research Melissa Jones is the manager
analyst for ATD and served as the of ATD Press and served as an

author of this report. editor for this report. She edits and

manages the production process
for ATD research reports and books.

Maria Ho is the manager of ATD
research services and served as an

Shirley Raybuck is a designer for
ATD and served as the designer

editor for this report. She provides for this report.

oversight and direction for all of
ATD’s internal and external, industry specific,
and market research services.

Emerging Talent Whitepaper



Appendix:
Survey Overview

Target Survey Population

The target survey population for this Study was talent development professionals from organiza-
tions in various sizes and industries. Overall, 215 unique participants completed the survey.

Survey Instruments

The survey was composed of a total of 28 questions, including those geared toward the demo-

graphics of respondents.

Procedure

ATD Research distributed a link to an online survey to the target population in August 2018. The
survey closed in September 2018. In-depth interviews with subject matter experts were also con-

ducted by phone and email in fall 2018.
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More From ATD Research

Succession Planning

Upskilling and
R(EskillinglsJ

ToringDrption snd Chang ko New Capbiies

Needs

In Succession Planning: Ensuring Continued Excellence, ATD Research found that most
organizationsaren't planningforthe future.Infact,just 35 percent of organizations reported
having a formalized succession planning process in place. With so few organizations
engaging in formal succession planning, they risk disrupting everyday operations when
positions are suddenly vacant. For more information, visit www.td.org/succession.

In Sales Coaching: Building a Successful Sales Force, the Association for Talent Develop-
ment (ATD) found that a majority of organizations (62 percent) used sales coaching. This
report explores how organizations can use sales coaching to develop sales staff and im-

prove performance. For more information, visit www.td.org/salescoachingreport.

Upskilling and Reskilling: Turning Disruption and Change Into New Capabilities identifies
the current trends in organizations’ upskilling and reskilling practices. It also explores the
main drivers behind these initiatives as well as the effectiveness of each program. Included
are insights and recommendations from subject matter experts on how talent develop-
ment professionals can improve their upskilling and reskilling efforts. For more informa-
tion, visit www.td.org/upskilling.

In Needs Assessments: Design and Execution for Success, results show that needs assess-
ments are only used by a slight majority of organizations. In fact, only 56 percent of par-
ticipating organizations use needs assessments. The report defines needs assessment as
the process for determining and addressing gaps between current or desired conditions.
Training and nontraining solutions may close the gaps identified. Training needs assess-
ment, however, is the process of identifying how training can help an organization reach

its goals. For more information, visit www.td.org/needsassessmentreport.

Note: All ATD research reports can be purchased by visiting www.td.org/Store.
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Sponsor and
Partner Benefits

Sponsorship Partnership

Sponsoring ATD Research highlights your organization  Partner with ATD Research to study the organizational
to our global customers and members. We'll feature  performance topic of your interest.

ourbrand and advertise your name across the spectrum
Y ) Y i P The Partner Advantage:
of our research promotion efforts. Benefits include: ) ) ) o
® Your theories synchronize with our objective
® placement of your logo on the report, the )
) ) ] research practices.
whitepaper associated with the report, i
) i ® Your interests are represented throughout the
presentation slides, and the ATD
research cycle.
Research webpage ; o
. ) o ® Your specific research objectives are clearly
® information about your organization placed
) o ; defined and met.
directly within the report, in A Note From Our ) )
e Our analytic efforts support your business
Sponsor )
] ) interests and concerns.
® link to free sponsor offering on ATD ) B
® Our results improve your productivity,
Research webpage ) )
o L efficiency, and/or bottom line.
® webcast citation and participation

® complimentary copies of the report ) i )
) ) ) ) Partnership entitles you to the same promotional
® TD magazine article will mention you as a s )
<bonso benefits as sponsorship. Also, as a partner, you guide

r.
P and we execute the research plan to do the following:

) ) ® Define the topic and objective.
Sponsorship of ATD research reports vastly increases )
. . o ® |dentify data sources.
your visibility, recognition, and reach within the work- ) o
) ) e Deliver collection instrument(s).
place learning and performance industry. i )

® Conductinterviews.
® Analyze data.
® Author report(s).
® Disseminate findings.

e Conduct webcasts.

We promote our products and

sponsors on social media.
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About ATD Research

What We Do

® ATD Research tracks trends, informs decisions, and connects research to performance for
talent development professionals.

® Our research reports offer an empirical foundation for today’s data-driven decision makers.

® ATD Research cares about your success, and our specialized research devoted to talent development
proves it.

2018 ATD Research Topics

e State of the Industry, 2018 e Upskilling

® Adaptive and Personalized Learning ® Change Enablement
® Organizational Performance Improvement e Lifelong Learning

® Needs Assessment ® Sales Coaching

Contact Information

Research reports published by ATD can be purchased by visiting our website at www.td.org/Store, or by calling
800.628.2783 or 703.683.8100.

If you'd like to sponsor or partner with ATD Research, contact ATD Research directly at research@td.org
or call either number listed above.
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