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Digital transformation has become an essential part of most businesses for them to be 

successful in today’s world. Digital strategies and technologies are being implemented 

into most sections of organisations and this is resulting in new ways of working and 

new types of management. With the growing digital environment and new ways of 

working, the effect of digital transformation within talent retention has become 

essential area of research.  

The aim of this thesis is to understand the association between digital transformation 

and talent retention. Furthermore, what are the benefits and drawbacks of executing 

digital transformation focused talent retention within organisations. This area is 

explored using a qualitative methodology by conducting ten interviews within 

Company X. The interviewees are currently in different managerial positions within 

digital transformation, talent management or general leadership. The theoretical 

framework presents two main themes: digital transformation and talent retention, as 

well as how these two themes affect each other.  

The results imply that talent retention can be improved by implementing digital 

solutions and strategies within an organisation. However, there is still some resistance 

from older generations regarding the digital change. Another important aspect for 

talent retention to be successful is that the digital employer branding actually mirrors 

the reality within organisations. Therefore, a goal for organisations should be 

transparency and clear communication from the top management.  
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Sammandrag: 

För att vara ett framgångsrikt företag i dagens värld måste digital transformation få 

vara en viktig del av företaget. Digitala strategier och teknologier implementeras inom 

flera delar av företaget, vilket resulterar i nya arbetssätt och ny typ av ledning. Med en 

växande digital miljö och nya sätt att arbeta, har effekten av digital transformation 

med fokus på talangretention blivit ett väsentligt forskningsområde.  

Syftet med denna avhandling är att förstå förhållandet mellan digital transformation 

och bibehållandet av kompetens inom organisationer. Vidare undersöks även för- och 

nackdelar med att genomföra digital transformation inom talangretention. 

Undersökningen baseras på en kvalitativ metod och datainsamlingen sker genom att 

intervjua tio anställda vid Företag X. Respondenterna har olika ledarroller inom 

digital transformation, strategisk kompetensförsörjning och allmänt ledarskap.  

Den teoretiska referensramen baserar sig på två olika områden: digital transformation 

och strategisk kompetensförsörjning med fokus på talangretention samt hur dessa två 

påverkar varandra.  

Resultatet visar att talangretention kan förbättras med hjälp av digitala lösningar och 

strategier. Dock finns ännu ett motstånd mot digital förändring inom äldre 

generationer. Det är även viktigt att företagets digitala arbetsgivarmarknadsföring 

(digital employer branding) speglar verkligheten inom företaget. Ett mål för företag 

borde vara transparens och klar kommunikation.  

Nyckelord: Digital transformation, Strategisk kompetensförsörjning, Bibehållande 

av talanger, Digitala teknologier, Digitalisering, Digital arbetsgivarmarknadsföring 
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INTRODUCTION 

Digital transformation has become a big part of all organisations in this day and age. 

Govindarajan and Immelt (2019) suggest that digital transformation is no longer 

optional for organisations, but a necessity in order to survive; however, digital 

transformation is a major challenge for any organisation as it forces change in the way 

organisations work and it challenges the current processes (Schuchmann & Seufert, 

2015). Collin, Hiekkanen, Korhonen, Halén, Itälä & Helenius (2015) acknowledge that 

all types of organisations are becoming more digitalised and with that also reorganised 

into new forms of digital organisations. Due to the advancement of digital technologies, 

organisations around the world are being pushed to adapt to this new market, which 

means that organisations are forced to react quickly in order to sustain the competitive 

advantage (Schuler, Jackson & Tarique, 2011). The digital technologies have started to 

take part in all areas of the organisation, which means it has had an impact on talent 

management and the way organisations retain their talent (Bajer, 2017). 

Talent management has become a popular area of academic work within the 

management field in recent years. The concept of talent management can be traced back 

to the 1960: s, but the majority of the research has been done more recently (Collings, 

Scullion & Vaiman, 2015). Talent acquisition, retention and management became a core 

issue in the late 1990s, as organisations encountered a shortage of talent when the 

demand of talent exceeded the supply (Stahl, Björkman, Farndale, Morris, Paauwe, 

Stiles, Trevor & Wright, 2007; Schuler, Jackson & Tarique, 2011). Talent management is 

used in organisations to form talent; from recruiting and developing to retaining and 

removing, talent management helps organisations to deal with the issues relating to their 

key personnel.  

With the introduction and the increasing accessibility of digital tools and processes in 

organisations, there are many examples of advantages to be seen from implementing this 

type of transformation (Vesa, Hamari & Harviainen, 2017). The most basic improvement 

of introducing digital tools and processes is the removal of manual jobs, and repetitive 

tasks (Parviainen, Kääriäinen, Tihinen & Teppola, 2017; Fay & Nardoni, 2009). 

However, research has also shown a change in the organisational structure, for example 

working more flexibly (Vesa et al., 2017), introducing e-HRM platforms (Stone, 

Deadrick, Lukaszewski & Johnson, 2015), and strengthening the organisational culture 

through employer branding (Anlesinya & Amponsah-Tawiah, 2019).   
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Durou, Jaoude and Khalife (2016) argue that during the digital transformation process, 

organisations should offer employees the chance to affect this change. While the complex 

economy demands a strong talent pipeline, this is a good opportunity for organisations 

to develop their talent to fit the transforming market. The digital challenges that the 

organisations are facing requires new skills, expertise and self-development; however, 

this can be seen as an opportunity for the talents to evolve and develop within the 

company, while adding the motivational aspect of career development as a retention 

strategy (Stahl et al., 2007). Moreover, this digital change, which is a big challenge for 

most organisations today, can also be an opportunity to internally develop along the 

transformation. 

1.1 Research Problem 

As digital transformation has grown and become an established area in our society, the 

research in this field has also flourished. However, there is still a gap in the research of 

digital transformation. This is due to the fact that most published work in the area of 

digital transformation relates to digitising information (Parviainen et al., 2017).  

It is essential to understand the importance of having a well implemented talent 

management system in place for organisations. Talent management is a crucial part of 

every step of an employee’s journey in an organisation (Schiemann, 2014). Organisations 

are realising that having a strong retention strategy is becoming increasingly critical, due 

to the shift in generational thinking and the introduction of gig-economies (Karacay, 

2017). As the digital environment is growing, as well as the shift in how people view the 

working structure, the retention strategies need to evolve in order to be relevant. As 

already mentioned, the biggest challenge in this fast-moving market is for organisations 

to secure a strong talent pipeline; both to keep the talent inhouse, but also to secure a 

smoother transition within the organisation (Stahl et al., 2007).  

Talent management has become a well-researched area in business and management 

studies. However, there is still a big gap in the research that combines digital 

transformation and talent management. The research into digital transformation is very 

limited when looking at how it affects organisational practices and processes. Most of the 

research is focused on case studies within specific sectors, such as healthcare and 

transportation. While the scientific research is increasing for digital transformation it is 

still predominately focused on technological aspects rather than organisational ones.  
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With this in mind, it is essential to mention this research gap in the digital 

transformation research, and why these research objectives are important. This thesis 

will expand on the current research by examining the link between talent management 

and digital transformation. This is instrumental for the development of the digital 

transformation of organisational processes such as talent management. I believe this is 

an area which is under-researched and will become a necessity in the evolving business 

world. 

1.2 Aim of the thesis 

The aim of this thesis is to explore how digital transformation can help retain employees 

in an organisation. 

This study intends to answer the principal questions and accomplish the thesis aim based 

on the following research questions: 

• What is the association between Digital Transformation and Talent Retention? 

• What are the consequences of Digital Transformation for Talent Retention? 

• What are the benefits of Digital Transformation focused Talent Retention? 

1.3 Delimitations of the study 

The empirical findings and conclusions in this thesis are based on one single 

organisation, which is a Finnish multinational corporation. This organisation is based in 

Finland but employs tens of thousands of people globally, with multiple subsidiaries in 

other countries. As this is a small case study, the results of digital transformations 

association with talent management are not generalisable. Furthermore, though many 

of the interview candidates have a diverse background and work in different parts of the 

world, most of the respondents are based in Finland. Also, in regard to the respondents’ 

answers; the respondents were asked to express their organisational voice, nevertheless 

from time to time they chose to express their own opinions which the author did not limit 

in order to gather as much data as possible. 

It should also be mentioned that the digital effect on retention strategies can differ based 

on the company, and as this is focused on one case, it might not be applicable in other 

companies. Moreover, it is important to acknowledge that the respondents’ knowledge 
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on digital transformation and talent management can be classified as a limitation, as 

many of the respondents do not see themselves as experts in both fields. 

1.4 Definitions 

Talent Management is a concept that gained popularity in the late 1990s when 

McKinsey & Company published a study called “War for Talent” which describes the 

importance of HR functions and the need to manage the talent of all employees 

(Michaels, Handfield-Jones & Axelrod, 2001; Stahl, Björkman, Farndale, Morris, 

Paauwe, Stiles, Trevor & Wright, 2007). There is a growing consensus of the term talent 

management, however it is often influenced by the context it appears in (Ribeiro & 

Gomes 2017). In this context talent management is defined as “A set of integrated 

processes, programs and cultural norms in an organisation used to attract, develop and 

retain talent to reach strategic objectives” (Silzer & Dowell, 2010). 

  

Retention management is a part of talent management, which was defined in the 

previous paragraph. Many scholars argue that there is a need for talent retention, as it 

helps organisations to keep the key employees and knowledge inside the organisation 

(Schuler, Jackson & Tarique, 2011; Ortlieb & Sieben, 2012; Stahl et al., 2014). Retention 

management is implemented in organisations using retention strategies such as 

incentives (monetary and non-monetary), norms and values and coercion (Ortlieb & 

Sieben, 2012; Veloso, da Silva, Dutra, Fischer & Trevisan, 2014). 

 

Digital Transformation can be defined as a strategic business transformation that 

forces organisational change through the implementation of digital technologies, tools 

and processes (Bloomberg, 2014; Parviainen, Kääriäinen, Tihinen & Teppola, 2017). 

Digital transformation drives oranisations to change their ways of working, as well as the 

roles of the employees (Parviainen et al., 2017). Digital transformation is often used as a 

synonym for digitalisation; however, these concepts are not to be confused as they have 

different meanings (Bloomberg, 2014). In this thesis there is a clear distinction between 

the two concepts, and they will be discussed in more details in the following chapter. 
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1.5 Structure of the thesis 

This thesis is structured in a general manner and contains five chapters which are also 

structured into sub-chapters. This study starts with a general background of academic 

research, mentioning relevant theories and essential information which creates the 

theoretical framework. In the third chapter, the used methodology of the research is 

discussed and explained. After that, the empirical results from the collected data are 

presented and in the final chapter, the final findings and conclusions are presented and 

discussed. 

The second chapter discusses the theoretical framework used for this subject. The 

chapter presents the theories and earlier findings from academic articles and books, 

which are relevant for this thesis. The theoretical framework is based on secondary data, 

such as e-journals, books and business articles found in the existing literature. The 

theoretical framework will focus on two main topics, which are digital transformation 

and talent management, and how the two areas can be linked to each other. The main 

focus within talent management will be on the retention process. 

The following chapter, research methodology, explain the research methods which will 

be used in this thesis. The chapter will describe the research philosophy, design and the 

reasons why the use of these methods are necessary. The methodology will also mention 

the data collection process and validity and reliability of the data. 

The fourth chapter will present the empirical findings of this study. The results will 

include all the new information gathered from the interviews conducted. Furthermore, 

this chapter will also discuss the empirical findings and compare them to the theories 

and concepts mentioned in chapter two, the theoretical framework. In this chapter new 

theories will be developed based on the findings. 

The fifth and final chapter will give a conclusion of this thesis findings, as well as provide 

practical implications and recommendations for the case company.  In addition to this, 

suggestions for further research on digital transformation and talent management will 

be discussed.  
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The figure shown below illustrates the structure of the thesis. 

Figure 1 Structure of the thesis 
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2 UNDERSTANDING DIGITAL TRANSFORMATION AND 
TALENT MANAGEMENT 

The theoretical framework chapter presents the current relevant research on digital 

transformation and talent management. The chapter begins with an introduction to 

digital transformation and its role in organisations. After that the concept of talent 

management is introduced, with a focus on the retention process. In the third sub-

chapter the relation between digital transformation and talent management will be 

presented and discussed. The chapter ends with a summary of the theoretical framework. 

2.1 Digital Transformation 

Digital Transformation has become one of the major trends that has been changing the 

business world. Parviainen, Kääriäinen, Tihinen and Teppola (2017) argue that digital 

transformation is changing society as well as businesses in the long-term future. Several 

researchers agree that the digital transformation era will have a huge impact on our 

society, just like the industrial revolution (Parviainen et al., 2017; The Economist 2012). 

However, the scientific research on this area is very limited, as most studies on digital 

transformation are related to digitising the information itself, and not the transformation 

of an organisation.  

2.1.1 Digitisation, Digitalisation and Digital Transformation 

Digital transformation, or digitalisation, has several definitions. Parviainen et al. (2017) 

use digitalisation as a fundamental change rather than just form of digitising processes. 

According to Bloomberg (2014) the terms ‘digitisation’, ‘digitalisation’ and ‘digital 

transformation’ have distinct meanings. Many confuse these terms with each other 

when, in reality, these concepts are very different from each other. 

Digitisation can be defined as conversion of data into digital form, which implies the 

process of changing data (Bloomberg, 2014; Parviainen et al., 2017). Digitisation is used 

for example in organisations when converting handwritten text into digital form. A 

significant difference from the other concepts is that digitisation only handles 

information. This means that when using the term digitising, the main data is 

information, not processes. (Bloomberg, 2014) 
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Digitalisation is not as easily defined as digitisation. Scholars cannot agree on one 

single definition and therefore digitalisation can be used in many ways (Bloomberg, 

2014). Brennen and Kreiss (2014) define digitalisation as when the use of digital 

technology is increased by an organisation. Digitalisation can also be defined as changing 

the business model in an organisation by using digital technologies, which in turn can 

create new value producing opportunities (Bloomberg, 2014). Muro, Liu, Whiton and 

Kulkarni (2017) describes digitalisation as a process of using digital information and 

tools to actually transform a business. Although the mentioned definitions differ, they all 

define digitalisation as process of transformation in an organisation. Moreover, the key 

phrase in digitalisation should be implementation of technology in an organisation, 

which changes a business process or model. 

Digital Transformation is often used as a synonym of digitalisation. However, 

according to Bloomberg (2014) there is a distinctive difference. Digital transformation is 

not a process that can be implemented into a project but rather a strategic business 

transformation. While digital transformation can include several digitalisation projects, 

it cannot be defined as digitalisation. Digital transformation requires organisational 

change and depends on the previously mentioned concepts. 

As explained in the model below, all these digital concepts are intertwined to a certain 

degree. If an organisation is implementing digital transformation, the processes of 

digitisation and digitalisation will also be implemented. Therefore, we can argue that 

each digital process is necessary, but at different levels of complexity (Bloomberg, 2014). 

Figure 2 Model of digital implementation 
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2.1.2 Digital Transformation in Organisations 

When introducing digital transformation in an organisation, there will be a big change 

in the whole company. The adoption of digital technologies will change ways of working, 

the roles of employees, as well as the products of the organisation. Parviainen et al. 

(2017) argues that there are changes at four different levels, which are: 

• Process Level: Implementing digital tools and processes, which will reduce 

manual steps 

• Organisational level: Offering new services and changing or abandoning 

outdated existing services 

• Business domain level: changing roles and value chains in ecosystems 

• Social level: Changing structures in the society, for example, type of work and 

the means of influencing decision making 

Digital transformation brings along a great deal of potential benefits, such as cost cutting 

through digitising information intensive processes, and the ability to address problems 

at an early stage through real-time digital performance reports (Parviainen et al., 2017). 

However, many organisations often struggle to recognise the importance of digital 

transformation, as well as the benefits it generates. When implementing digital 

transformation in practice, there are many obstacles the organisations need to overcome, 

therefore the benefits might be hard to spot in the beginning.  

Deloitte and MIT Sloan Management Review made a study of how business executives, 

analysts and managers see the digitalisation in their company with 4800 respondents 

from organisations worldwide. The study showed that most respondents had a positive 

view towards digitalisation. For example, 76 % of the respondents thought that digital 

technologies are important in the organisation, and 60 % felt that digital technologies 

could fundamentally transform the organisations’ ways of working (Kane, Palmer, 

Phillips, Kiron & Buckley, 2015). 
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Parviainen et al. (2017) argue that there are three views of an organisation’s digitalisation 

goals: 

• Internal efficiency: Improved way of working through digital tools and reshaping 

internal processes 

• External opportunity: New business opportunities in existing markets by adding 

new services and getting new customers 

• Disruptive change: Digital transformation changes the roles of business 

There are many potential benefits of digitalisation for internal efficiency, for example, 

the consistency, quality and efficiency of business processes can be improved by 

disregarding manual steps. When integrating unstructured and structured data, the real 

time view of processes improves as well. Digitalisation can also automate routine work, 

which may lead to better work satisfaction, as the employees will have more time to 

develop new skills and tackle new challenges. However, the main benefits lie in the 

improvement of data usage, as digitalisation brings the opportunity of integrating data 

and distributing storage, this provides easier managed organisational data as well as 

improvement of compliance and recovery for the organisation. (Parviainen et al., 2017) 

The benefits of digitalisation of external opportunities includes improved ways of doing 

business, for example, better customer service through better response time. By 

implementing new digital tools, the organisation can provide new services and more 

advanced products or services to the customers. (Parviainen et al., 2017) 

Disruptive change is common in the age of digitalisation. This type of change is caused 

by digitalisation and might affect the operating environment in an organisation. In some 

cases, the digitalisation might affect an organisation’s business and make the whole 

business concept outdated. For instance, the business of manual scanning of invoices has 

faced a disruptive change by digitalisation, as the business has mostly been replaced by 

e-invoices. However, digitalisation can then create completely new businesses, such as 

inclusion of an e-invoice operator. (Parviainen et al., 2017)  
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Figure 3 The impact of Digital Transformation 

 

     Source: (Parviainen et al., 2017) 

 

2.2 Talent Management 

Talent management has been around for some time, but the definition of talent 

management is still not agreed upon (Ribeiro & Gomes, 2017). After the publication of 

McKinsey & Company’s study “War for Talent” in the late 1990s, the research area of 

talent management gained some popularity. The study “War for Talent” called out the 

attention needed for the rising demand of talent-intensive skills, and due to the 

widespread of McKinsey & Company’s study, the academic field of talent management 

flourished (Stahl et al., 2007). Another factor to the popularity of talent management is 

the global talent management shortage in the late 1990s. The demand of talented 

employees was far greater than the supply at the time, which led to talent acquisition, 

retention and management becoming a main challenge in the global business. (Schuler, 

Jackson & Tarique, 2011) 

In defining talent management, an important part is understanding what talent is and 

how to define talent. Talent can be defined as a person’s abilities; their knowledge, skills, 

experiences, judgement, character, as well as their ability to learn and grow (Michaels, 

Handfield-Jones & Axelrod, 2001). There are also broader definitions of talent such as 
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seeing talent as a collective of abilities from all forms of labour (employees, outsourced 

labour etc.) which pushes an organisation’s mission forward (Schiemann, 2014).  

Schiemann (2014) defines talent management as a distinctive function which 

coordinates the entirety of the activities and responsibilities related to managing the 

talent lifecycle. The term can also be defined in a broader sense as Cappelli (2008) who 

describes talent management as anticipating the demand for human capital and figuring 

out how to meet that demand. Moreover, Silzer and Dowell (2010) provides a definition 

of talent management, which gives an accurate and broad view on the talent 

management described in this thesis: 

Talent management is an integrated set of processes, programs and cultural norms in an 
organisation designed and implemented to attract, develop, deploy, and retain talent to 
achieve strategic objectives and meet future needs. (Silzer & Dowell, 2010, p. 18) 

Schiemann (2014) describes the talent lifecycle as a main part of how talent management 

works. The talent lifecycle incorporates all the phases of interaction between an 

organisation and its human capital. Schiemann (2014) argues that the talent lifecycle is 

a path which most employees go on with their organisation. The lifecycle includes all the 

steps of talent management; acquiring, onboarding, developing, managing, retaining, 

and recovering talent. Schiemann (2014) states that organisations have an impact on 

people before, during and after they are embedded in the organisation. This implies that 

the success or failure of the organisation lies in how well the organisation manages the 

lifecycle and the people embedded in it. The level of effectiveness of the lifecycle, and the 

talent investments, directly corresponds with the well-being of the organisation. 

However, one of the challenges of today’s global society is optimising talent management 

across country and cultural differences. (Schiemann, 2014) 
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Figure 4 The Talent Lifecycle 

 

Source: (Schiemann, 2014) 

Organisations are currently working in a complex environment that demands 

organisations to have a high level of talent and skills in all parts of the organisation. The 

introduction of globalisation and new technology has led to fundamental changes for 

organisations, which creates big challenges with upholding an effective talent 

management (Stahl et al., 2014). Due to this challenge, new managerial skills are 

required to ensure the reinforcement of the talent management practices. According to 

Stahl et al. (2014) the organisation needs to have an internal, cultural and strategic fit. 

This is to ensure an inimitable system of practices which forms talent management as 

well as encourages organisational learning and knowledge management. The internal fit 

entails internal consistency and emphasis on the practices that attracts, develops and 

retains talent. The cultural fit deems that these practices should be aligned with the 

corporate culture in the organisation, and they then create a connection to the 

organisations business strategy, which forms the strategic fit.  

Another aspect that has been discussed highly among scholars is the different talent 

philosophies and the question of whether talent management should be inclusive or 

exclusive (Meyers & Woerkom, 2014). Some scholars argue that only some employees 

are talented, whereas others believe that every employee in an organisation is talented 
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in some way (Buckingham & Vosburgh, 2011; Meyers & Woerkom, 2014). The exclusive 

approach to talent management has generated criticism throughout the years for only 

targeting a small percentage of the employees, so called high performers or key 

professionals (Stahl et al., 2012; Meyers & Woerkom, 2014). 

The exclusive approach, even called the differentiated approach, tailors the talent 

management around the top talents. This approach consists of high potential employees 

and strategically important people; the organisation will fit their retention strategies 

around these talents. The rest of the employees in the organisation will be given less 

recognition and further incentives. (Stahl et al., 2012) The inclusive approach sees all 

the employees as talents and the talent management is directed at the whole workforce. 

In this approach the talent management will focus on different groups and then have 

separate tactics based on how to best leverage the value of the group (Meyers & 

Woerkom, 2014; Stahl et al. 2012). The exclusive approach is used more frequently in 

organisations; however, many organisations choose to implement both approaches 

which Stahl et al. (2012) call the hybrid approach. Using a hybrid approach is very useful 

as it allows for differentiation as well as fights the criticism of the exclusive approach. 

Meyers and Woerkom (2014) also mention the tension of whether talent is understood 

as stable or developable. People who define talent as personality characteristics or 

cognitive abilities see talent as stable, that is talent cannot be developed but is specific to 

a person. On the other hand, people who define talent as skills, knowledge and abilities 

are likely to see talent as something that can be acquired and developed.   

Meyers and Woerkom (2014) further explain that by combining these two tensions, four 

different talent philosophies appear: exclusive/stable, exclusive/developable, 

inclusive/stable, and inclusive/developable. The first one (exclusive/stable) sees talent 

as a small group of key professionals with certain characteristics. The second philosophy 

(exclusive/developable) also focuses on a small group with for instance high potentials, 

and this philosophy sees talent as developable. The third philosophy (inclusive/stable) 

argue that everyone has talent, although the talent cannot be shaped; thus the 

organisation should identify what the talent is and how they can use it. The last 

philosophy (inclusive/developable) sees talent as something that can be gained by 

anyone, therefore anyone can become a talent through training. These four philosophies 

are illustrated in figure 5 on the following page.   
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Figure 5 Talent philosophies 

(Source: Meyers & Woerkom, 2014) 

2.2.1 Talent Retention 

Talent retention is one of the main areas of talent management, and its focus is how to 

make sure the talent wants to stay within the organisation. According to Stahl et al. 

(2007) retaining talent is a big challenge for organisations across industries and regions, 

which is why organisations need to implement strategic retention processes. 

Furthermore, Ortlieb & Sieben (2012) argue that the most crucial task of an organisation 

is to design and implement retention policies, in order to survive in the twenty-first-

century labour market. Du Plessis & Sukumaran (2015) mention that when organisations 

are facing major change it is highly important that there is collaboration between HR 

managers and line managers, in order to identify talents who need to be retained. 

Organisations with established talent development are often faced with the risk of talent 

poaching, which is why retention strategies should be in place. Most organisations 

monitor attrition rates, but these practices are often insufficient. Veloso, da Silva, Dutra, 

Fischer and Trevisan (2014) argue that the measurement of successful talent 

management is too delayed in most organisations, and rather than having a reactive 

attitude, organisations need to reach a proactive approach; thus, being able to act before 

the talent leaves. 

Ohlmer, Dries and Dysvik (2019) explore the relationship between talent turnover and 

talent retention and found that although they are inversely related to each other, they are 
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in fact conceptual opposites. Talent turnover mainly focuses on why talents choose to 

leave an organisation, while talent retention investigates why the talents choose to stay. 

While these two concepts seem similar, it is important to distinguish the difference 

between the them. Organisations need to realise that there are significant differences 

between trying to increase retention as opposed to trying to reduce turnover (Cardy & 

Lengnick-Hall, 2011; Ohlmer, Dries & Dysvik, 2019). 

According to Stahl et al. (2014) there is a growing understanding that talent retention 

requires a multi-layered approach. While many organisations believe that competitive 

compensation is essential in retaining talent, this is only one of the elements required to 

retain talent in an organisation (Stahl et al., 2014; Pfeffer & Sutton, 2006). Although 

there is a consensus of the need to use multiple retention elements, the elements differ 

depending on the scholar. Tarique and Schuler (2010) mention elements such as 

reduction of repatriation turnover and increasing employee engagement, while Stahl et 

al. (2014) focus on tangible and intangible elements such as an appealing culture and 

career advancement. Pfeffer and Sutton (2006) argue that while the financial element 

should be satisfactory, the organisation should also focus on benefits such as an inspiring 

purpose as well as learning and growth opportunities. 

While the retention elements seem to change depending on the scholar, Ohlmer, Dries 

and Dysvik (2019) try to separate an organisation’s intent of decreasing talent turnover 

and the intent of increasing talent retention. According to the scholars, the organisations’ 

investments in talent retention are usually proactive and focuses on the needs of the 

employees, while talent turnover is in turn motivated by more negative elements and are 

reactive. Accordingly, while these two are inversely related, the factors that prevent 

turnover might not be the same that motivate talents to stay.  

According to du Plessis and Sukumaran (2015), when organisations are facing disruptive 

change, most organisations rely on monetary incentives to retain their top talent. 

However, research shows that in these organisational disruptive environments, many of 

these recipients do not need retaining. Therefore, should organisations tailor their 

retention strategies to the motivations and mindsets of specific talents. (du Plessis & 

Sukumaran, 2015) 

Ortlieb and Sieben (2012) argue that there are five retention strategies that an 

organisation can use for retaining talent: incentives, norms and values, coercion, 
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recruitment of new professional and managers, and knowledge management. In the table 

below, these retention strategies are described.  

Table 1 Descriptions of retention strategies 

Source: (Ortlieb & Sieben, 2012) 

The first strategy, incentives, has a focus on both monetary and non-monetary 

motivations. Ortlieb and Sieben (2012) state that retention can be established through 

economic motivations, incentives such as retirement funds, salary increases and stock 

options. They also describe incentives for outside the job; childcare facilities, sabbatical 

or tickets to a sport event. It is important to offer the right kind of incentives, as they will 

only be effective if the employees see the incentive as a suitable compensation for their 

skills and performance (Ortlieb & Sieben, 2012). However, De Vos and Meganck (2008) 

found financial rewards and absent career development to be the biggest motives for 

employees to voluntarily leave an organisation. Rubenstein, Eberly, Lee & Mitchell 

(2017) also found that monetary rewards only have an average effect on the retention, 

whereas factors such as job satisfaction and role clarity were more useful. 

The second strategy, norms and values, is connected to the organisational culture and 

the organisational brand. Ortlieb and Sieben (2012) describes this as giving the employee 

a sense of belonging. Organisations can implement this strategy through events that 



18 
 

encourage identification with business objects or with frequent feedback 

communication. The norms and values will also work if there is a strong organisational 

culture; this can be achieved through hosting company parties, or events. The benefit of 

using norms and values is that the motivation and dedication increases, and that may 

improve the employees’ attachments to the organisation (Ortlieb & Sieben, 2012). 

Furthermore, Kerr-Philips and Thomas (2009) found that talent development, the 

working culture, and mentorship programs are seen as highly useful in retention 

purposes. 

The third strategy is retention through coercion, which has been proven to be the least 

effective strategy (Ortlieb & Sieben, 2012; Veloso et al., 2014). The coercion strategy is 

mostly used if the resources are so critical that the organisation needs an assurance to 

retain them. Coercion includes sanctions and employment contract regulations, for 

example, in case of early job leaving. According to Ortlieb and Sieben (2012) this strategy 

is useful if the resources an organisation risks losing is very costly or hard to replace. 

Recruitment of new professionals and managers is the strategy of recruiting new talents 

in order to lessen the dependence on specific employees. Turnover, at least to a certain 

degree, is inevitable in every organisation and a result of that is losses of competence. 

Therefore, when the organisation recruits more talent, the losses will be reduced. The 

recruitment process can both be internal and external; however, a focus on internal 

recruitment might spark motivation and dedication for younger employees as the 

organisation provides attractive career options. Moreover, this strategy is very practical 

when it comes to replacing skills. (Ortlieb & Sieben, 2012) 

The last strategy, knowledge management, focuses on storing the knowledge and 

company-specific information in an organisation by using knowledge management 

systems. This reduces the risk of competent losses as the knowledge will not be tied to an 

employee, but rather to a system. The implementation of knowledge management is not 

an easy task as it places a big responsibility on key employees to share their knowledge 

and transfer their skills. However, knowledge management cannot be used to induce 

motivation or dedication, as these resources are linked to an individual. (Ortlieb & 

Sieben, 2012) 

Both Ortlieb and Sieben (2012) as well as Veloso et al. (2014) found that the strategy 

‘norms and values’ was regarded as the most appropriate retention strategy, and 

incentives were seen as a positive practice. Ortlieb and Sieben (2012) also found that 
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none of the research organisations were using only one strategy, but different forms of 

bundles of the retention strategies. Veloso et al. (2014) also researched the relationship 

between retention strategies and factors. As a result, they found that factors within the 

norms and values strategy were considered as the most valuable retention factors. These 

factors were; organisational prestige, job satisfaction, organisational commitment, and 

organisational justice. (Veloso et al., 2014) 

The retention of talent can also be linked to Herzberg’s (1974) two factor theory of 

hygiene and motivational factors. Herzberg (1974) explain that the hygiene factors act as 

basic needs of employees; these factors can be salary, status and working conditions. The 

motivational factors are more connected to the job satisfaction and can be classified as 

motivational needs. This category includes job achievements, growth, more 

responsibility and recognition. If we compare Herzberg’s (1974) two factor theory and 

Ortlieb and Sieben’s (2012) first two retention strategies, we can differentiate the basic 

needs and the motivational factors. This is represented in the figure below. 

Figure 6 Retention strategies compared to Herzberg’s two factor theory 

 

            Source: (Ortlieb & Sieben, 2012; Herzberg, 1974) 

The retention strategy of using incentives can be categorised as both hygiene factors and 

motivational factors, where the monetary incentives are placed as hygiene factors, and 

non-monetary incentives are placed as motivational factors. While it is still important to 

maintain the hygiene factors, these are more related to job dissatisfaction (i.e., talent 

turnover) than job satisfaction (i.e., talent retention).  Thus, when an organisation needs 

to minimise the job dissatisfaction, monetary rewards are a good type of retention 

strategy; However, these only work to some extent (Ohlmer, Dries & Dysvik, 2019). The 

motivational factors, norms and values, as well as non-monetary incentives, are then 

used to motivate the talents to stay. Furthermore, in order to have a well-working talent 
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retention in an organisation, the retention strategy needs to have a mix of both hygienic 

and motivational factors for it to be successful; the hygiene factors working as the 

foundation and the motivational factors used to increase the job satisfaction itself.  

2.3 Digital Transformation’s impact on Talent Management 

The research on digital transformation in association with talent management is limited. 

However, many scholars have researched the impact of digital tools and processes used 

in organisations and the benefits they may bring to an organisation. Vesa, Hamari and 

Harviainen (2017) discuss the introduction of digital learning and digital tools in 

organisations. As these tools and processes continue to become more accessible in 

organisations, the benefits of emerging technology used in organisations become clearer. 

While digital transformation and its impact in the different areas of an organisation 

continue to flourish, we can see a change in the way talent management is used in 

organisations. One of the primary changes to talent management is the digitalisation of 

administrative processes such as performance evaluations and talent development 

processes. As digitalisation helps to automate communication, decrease the time and 

effort in managing talent performance, and controlling performance quality, the 

performance evaluation processes in organisations can be modernised (Fay & Nardoni, 

2009).  

With the use of digitalisation, organisations can shape their talent management to 

become more personal and interactive, for example, through using internal social media 

and crowdsourcing. This can be used to develop more effective rewards systems in an 

organisation by recognising diverse reward preferences of talents (Khoreva, Vaiman, 

Bondarouk & Salojärvi, 2019; Fay & Nardoni, 2009).  

2.3.1 Employer branding 

Employer branding can be defined as a strategy for encouraging employees to 

incorporate the brand into their everyday work-life, and through that an organisation 

can appear attractive to its current and future employees (Mihalcea, 2017). There are two 

dimensions in which organisations can use digital solutions to generate engagement and 

new experiences for the employees. These dimensions are: Creating a relationship 

between employer brand, talent management programs and engagement; and providing 

digital skills for managers and employees. The first dimension assumes that talent 

management is a strategic component of an organisation’s business model which creates 

employee retention and engagement, as well as new innovation and value for consumers. 
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The second dimension has a focus on the development of new skills to enhance 

organisational performance. (Mihalcea, 2017) As we move forward in the digital age, the 

way organisations recruit, develop skills and retain are changing. According to Deloitte 

(2016) organisations should be working on creating shared cultures, constructing new 

models of leadership and designing new work engaging environments for the employees, 

using digital technologies (Durou, Jaoude & Kalife, 2016). 

Brand associations and brand loyalty are two of the main assets that are created by 

employer branding. Brand associations relates to the employer image and how attractive 

the organisation seems to potential employees, therefore having a major impact on the 

recruitment of new talent to an organisation. Brand loyalty relates to the organisational 

culture and the brand identity, thus impacting the current employees in the organisation 

and the retention of the said employees. The concept of employer branding also includes 

the tangible and intangible rewards that an organisation offers its employees to create 

an employment experience. (Mihalcea, 2017) 

2.3.2 Talent Development 

Talent development is a part of talent management which focuses on the development 

and learning resources offered to talents of an organisation. This can be seen as part of 

the retention strategy; as Pfeffer and Sutton (2006) explain learning and growth 

opportunities can motivate an employee and this can be seen as a non-monetary 

incentive to stay within the organisation.  

According to O’Shea and Puente (2017) the digitalisation in organisations has had a great 

impact on training and development. The technology provides new platforms for e-

learning and this has resulted in an increase of learning and development opportunities 

for employees. Not only does technology increase a program’s reach but it also changes 

the whole experience of the learning process. Face-to-face learning has become a thing 

of the past, while e-learnings, skype training sessions and quizzes have become the norm 

in the way organisations develop their employees (O’Shea & Puente, 2017; Vesa et al., 

2017). Organisations have implemented a variety of different technologies in order to 

more successfully manage the training and development process in the organisation. By 

using e-learning or e-training, the organisation provides more flexibility and 

convenience for the employees, as well as decreasing costs for the organisation itself 

(Stone, Deadrick Lukaszewski & Johnson, 2015). 
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One of the benefits of using technology in the learning and development process is that 

it gives the employee a sense of control. How, when and where the training takes place is 

completely up to the user, which might result in a more positive process (O’Shea & 

Puente, 2017). Another advantage of using technology in the learning process is the 

increased customisation of the training material and training platform (Stone et al., 

2015).  

While technology brings a great deal of new benefits to the learning process, it still brings 

a number of challenges. E-learning still faces the issues of not being able bring the same 

learning environment as in the traditional in-person trainings. The engagement of the 

user might falter and there is often no chance to ask questions and give feedback (O’Shea 

& Puente, 2017; Stone et al., 2015).  Stone et al. (2015) argue that while the use of 

technologies bring many advantages such as flexibility and convenience, they can be less 

effective than face-to-face learning as it isolates the employees engaging in the training. 

The lonesome training environment with the lack of communication might result in 

employee dissatisfaction. As a solution to this, researchers believe that organisations 

should focus on blended learning methods, which means that organisations should use 

both digital and traditional means in the learning process. This way the employees would 

still have the digital advantages (e.g., flexibility and learner control) while also 

experiencing the advantages of face-to-face learning (e.g., social environment), which in 

turn would increase the level of motivation. (Stone et al., 2015; Johnson, Hornik & Salas, 

2008; Benbunan-fich & Hiltz, 2003) 

 

 

 

 

 

 

 



23 
 

2.4 Summary 

The introduction of digital transformation has caused organisations to adopt new 

technologies and it has forced the business operations to evolve into new forms 

(Parviainen et al., 2017). The digital transformation can be categorised into three forms, 

with digitisation being the most basic form involving digitisation of analogue data. The 

second concept is digitalisation, which affects business models by introducing new 

technologies. The last form is digital transformation, which is the most advanced form 

and can be explained as a strategic business transformation (Bloomberg, 2014).  The 

implementation of digital transformation can bring many benefits to an organisation, 

such as cost cutting through digitising information intensive processes (Parviainen et al., 

2017); However, many organisations still fail to understand the importance of 

implementing digital transformation (Govindarajan and Immelt, 2019).  

Talent management is well-research area and can be defined in many ways. Schiemann 

(2014) defines talent management as a distinctive function which coordinates the 

entirety of the activities and responsibilities related to managing the talent lifecycle. In 

other words, talent management follows an employee through the whole organisational 

journey; from hiring to ultimately leaving the organisation. While there is not a 

widespread consensus on the definition on who can be classified as talent, many scholars 

agree that talent relates to  the skills, character, knowledge and experience of an 

employee (Michaels, Handfield-Jones & Axelrod, 2001; Schiemann, 2014; Schuler, 

Jackson & Tarique, 2011).  

The area of talent management, which is studied in this thesis, is talent retention. Talent 

retention focuses on how to make sure that the talent wants to stay within an 

organisation (Stahl et al., 2007). This is done by implementing retention strategies in the 

organisation. Ortlieb and Sieben (2012) argue that there are five retention strategies that 

an organisation can use for retaining talent: incentives, norms and values, coercion, 

recruitment of new professional and managers, and knowledge management. While 

these strategies give a good insight to what organisations can do to retain their talent, 

there is a growing understanding that there needs to be a mix of different strategies in 

place (Stahl et al., 2014; Pfeffer & Sutton, 2006; Tarique & Schuler, 2010). For example, 

Ohlmer, Dries and Dysvik (2019) argue that there needs to be a foundation of basic 

incentives as well as further motivational factors.  
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When an organisation implements digital transformation, naturally it will affect many 

business processes and strategies. How digital transformation affects talent 

management can be seen in the introduction of digital platforms and tools used to 

communicate, develop talent and reduce manual tasks (Vesa, Hamari & Harviainen, 

2017; Fay & Nardoni, 2009). It is also apparent in the development of more effective 

reward systems, and e-HRM (Khoreva et al., 2019; Fay & Nardoni, 2009). Employer 

branding and talent development are also two areas where the digital transformation is 

visible. In terms of employer branding, the digital solutions have created a new platform 

for the organisation to announce the shared culture, as well as to engage employees 

(Mihalcea, 2017). As for talent development, the digital aspect has enabled more 

flexibility and possibilities for talent to learn and grow (O’Shea & Puente, 2017; Stone et 

al., 2015).  
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3 RESEARCH METHODOLOGY 

This chapter will explain the research process and the methodology of the thesis. Firstly, 

the research philosophy and the research approach will be discussed. This will be 

followed by an outline of the research timeline, which is based on the research 

philosophy and design. Next, the data collection method is explained as well as 

accounting the data analysis and how it has been conducted. Finally, there is a critical 

discussion of the research process along with an ethical discussion.  

The figure below, also known as the “research onion” shows the different methodological 

layers that will be presented in this chapter. Saunders, Lewis and Thornhill’s (2016) 

research onion gives a good overview of all the sub-chapters of the methodology in this 

thesis. We will look at the research onion in the end of the chapter as well, where the 

chosen methods will be presented in the onion. 

Figure 7  The Research Onion 

 

Source: (Saunders, Lewis & Thornhill, 2016: 124) 
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3.1 Research Philosophy 

In this sub-chapter I will discuss the research philosophy of the thesis. The research 

philosophy is important to discuss in order to understand the underlying mentality of 

the research. To fully explain the research philosophy, I will discuss the epistemology 

and the ontology of this study. 

Research philosophy relates to the knowledge and assumptions of the researcher when 

conducting a study. The assumptions and beliefs of how the knowledge is developed will 

impact how the study is conducted and which methods are used, whether the researcher 

is consciously aware or not of making them (Saunders, Lewis & Thornhill, 2016: 124).  

Epistemology relates to knowledge and the assumptions about what constitutes valid 

knowledge. One of the key issues in epistemology is the question of; should the social 

world be studied in the same way as natural sciences? (Bryman & Bell, 2015: 26; 

Saunders et al., 2016: 127). There are two central epistemologies discussed in most 

research: positivism, which is focused on a natural science approach, and interpretivism, 

also called heuristic inquiry, which has a more social scientific approach (Bryman & Bell, 

2015:27-32). Positivism follows a natural science approach, which means that the science 

is seen as objective even though it is applied to the study of social reality. The conclusions 

and facts gathered in a study are seen as “law” and the objective truth. The latter 

epistemological position, interpretivism, is more critical to applying the natural science 

methods when studying the social world. Interpretivism argues that social sciences are 

fundamentally different from natural sciences and the subject matter should therefore 

not be seen as the same.  Bryman and Bell (2015) explain that the positivist position’s 

focus lies in finding an explanation of human behaviour, whereas the interpretivist 

position emphasises understanding human behaviour (Bryman & Bell, 2015: 28). The 

choice of epistemological position is largely based on the researcher’s own personal 

position and opinion and therefore outlines the basis of the study (Saunders et al., 2016). 

This thesis aims at understanding the relationship between the digital transformation 

and the talent management of a company, with the focus on the talent retention. Since 

the study does not intend to produce the absolute truth, but rather focus on a problem, I 

believe the suitable epistemological position of this thesis is interpretivism. 
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Ontology can seem as a very abstract concept, but it is important to mention as it relates 

to assumptions on the nature of reality (Saunders et al., 2016:127). Ontological 

assumptions shape a researcher’s way of studying the research objects and generally 

there are two ontological positions: Objectivism and Constructionism. (Saunders et al., 

2016:127; Bryman & Bell, 2015: 32). Objectivism, as an ontological position, assumes 

that social phenomena is independent from social actors. This means that, for example, 

organisations are seen as tangible objects and have an independent existence beyond our 

reach or influence. Constructionism challenges the suggestion of social phenomena 

being independent from social actors by assuming that their meanings are continually 

being influenced by social actors. This position argues that social phenomena is not only 

subject to change, but they are also in a constant state of revision (Bryman & Bell, 2015: 

32-33). 

This thesis’ essential social ontology can be seen as constructionism. As the aim of this 

study is to understand the link between digital transformation and talent retention, and 

how managers and leaders in the case company understands and sees these concepts, 

constructionism is a suitable ontology. As constructionism allows for different views of a 

social phenomenon to create a shared reality, constructionism is an appropriate social 

ontology for this study. (Patton, 2015: 121-122)  

3.2 Research Approach 

There are three essential research approaches that can be used when conducting a study: 

inductive, deductive and abductive. The research approach clarifies the relationship 

between the theoretical framework and the research (Saunders et al., 2016: 144; Bryman 

& Bell, 2015:23). The inductive approach starts with data collection and observations in 

order to draw some generalisable outcomes which can be seen as theory. In other words, 

in the induction approach the theory is the outcome of research (Bryman & Bell, 2015: 

24). The deductive approach is the more common approach and is technically the 

opposite of the inductive approach. This approach start with a theoretical basis and 

hypotheses are made based on what is known. These hypotheses are then tested in the 

empirical study. The third and final approach is the abductive approach, which can be 

seen as a combination of the two earlier approaches. The abductive approach includes a 

back-and-forth engagement between the theoretical and empirical framework. 

(Saunders et al., 2016; Bryman & Bell, 2015: 23-27) 



28 
 

This study is based on an abductive approach, as the theoretical framework and the data 

analysis has been simultaneously updated and considered. The foundation of this thesis 

is not based on a specific theory but rather a general phenomenon which explores the 

patterns and themes. As I have mentioned, digital transformation is an under-researched 

subject, especially when linked to general organisational work. When digital 

transformation is explored against talent retention the theoretical archive becomes even 

smaller, and therefore the best possible option is to use an abductive approach to study 

the phenomena of the relationship between these two concepts. As the research of these 

two concepts is almost non-existent, the abductive approach helps to generate new 

theory or modify the current theories. (Saunders et al., 2016:144-145) 

3.3 Research Design 

The research design is an important aspect of the methodology and it can be based on a 

quantitative or qualitative design. The research design refers to how you choose to 

analyse and process the information from the data collection. In the quantitative design 

measurements and statistical processing methods are usually used, whereas the 

qualitative design has a focus on “soft” methods; i.e., interviews, observations and 

interpretive analyses (Saunders et al., 2016; Patel & Davidson, 2012).  

This thesis uses a qualitative research design, which is based on the underlying research 

philosophy and approach. An interpretivist philosophy is often used in qualitative 

research designs, as the researcher needs to interpret the subjective opinions and social 

environments of the phenomena that is being studied. Also having an interpretivist 

philosophy, combined with the constructionism helps to understand the research subject 

as well as convey trust and participation to the research partakers. (Saunders et al., 2016) 

Consequently, a qualitative research design is suitable for this thesis. In order to fully 

understand the relationship between digital transformation and talent management in 

organisations, a qualitative design helps to explore the relationship on a deeper level.  

3.3.1 Research Strategy 

The research strategy links the research philosophy with the choice of how to collect and 

analyse the data and outlines how the research questions will be answered. There are 

several types of strategies a researcher can use to collect data, for instance; Surveys, case 

studies, archive search. The research strategy can be based on a single data collection 

technique, for example conducting interviews, or it can be based on a number of data 

collection techniques. The former technique is called a mono method study, and the 
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latter is called a multi method study (Saunders et al., 2016). This thesis will use a mono 

method qualitative study in the form of conducting interviews. The choice of only using 

one form of data collection techniques is due to the limitations of the case company as 

well as the time restraint on the data collection. 

The research strategy for this thesis is in the form of a case study. Yin (2014) describes 

this research strategy as an in-depth analysis of a phenomenon in the natural 

environment. Case studies can focus on different subjects, such as a person, a group, an 

organisation; and the case is ultimately studied to understand the dynamics of the 

phenomenon. By using a case study strategy, it is possible to get intensive and profound 

data, which can lead to a deep understanding of the phenomenon in its real-life setting. 

The case study strategy has been criticised for its inability to produce generalisable 

findings, as well as its reliability factors. This type of criticism is usually directed toward 

qualitative studies because of the small sample size. While this type of research strategy 

cannot build universal theories, it will instead get an in-depth dive into the studied 

phenomenon. (Patton, 2015) 

Yin (2014) mentions four different types of case study strategies: 

• A single case vs multiple cases 

• A holistic case vs an embedded case 

The choice of using a single case or multiple cases is often based on the phenomena that 

is studied. A single case study is used when the case is critical or seen as a unique case. 

Students also often use single cases when studying a phenomenon. The most important 

aspect to consider is that the approach is suitable for the research questions and 

objectives (Yin, 2014; Patton, 2015). The second dimension discusses the unit of analysis 

of the case study. If the case study is examining different departments and teams in an 

organisation, it is called an embedded case. However, if the researcher studies the 

organisation as a whole, rather than focusing on certain parts of the organisation, it is 

called a holistic case (Yin, 2014; Patton, 2015). This thesis is using a single case with a 

holistic view. The choice of using one case is largely due to wanting to deep dive into one 

organisation, as well as the time constraints of the study. As digital transformation and 

talent management is looked at from an organisational perspective, and how the 

relationship between these two concepts are perceived in the whole organisation, the 

case study can be described as holistic. 
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Finally, the research strategy can be based on a cross-sectional or a longitudinal study, 

which relates to the timeframe of the study. A cross-sectional study is a research project 

that is done during a shorter period of time. This type study is more common, especially 

when it regards academic research projects. The longitudinal study requires more time 

and the research objects are studied for a longer period of time (Patton, 2015:200). As 

already mentioned, this thesis has faced some time constraints which has led to this 

being a cross-sectional study. The data for this study has been collected in the timeframe 

of about three months. The next sub-chapter will describe this even further. 

3.4 Data Collection Method 

In this qualitative case study, one type of qualitative research method was used to collect 

data: Semi-structured interviews. As mentioned in the earlier sub-chapter, the data 

collection is based on a mono method study. The data collection process for this thesis 

began in November 2019, when the case company was chosen and contacted. However, 

due to some delays the first interviews were conducted in March 2020. All of the 

interviews took place between March and June of 2020. 

3.4.1 Interviews 

Interviews are often used when the research questions require data that can’t be gathered 

from observations or surveys, but inclines deeper thoughts, opinions and values. 

Interviews can provide valid and reliable data to answer the research objectives, as well 

as refine objectives that are not yet fully formed. (Saunders et al., 2016; Patton, 2015) 

A researcher can choose between two approaches when using interviews as a data 

collection technique: an objective approach and a subjective approach. The objective 

approach uses interviews as a method to obtain answers that are seen as factually true. 

This approach is however problematic as it is often seen as a method to get answers 

rather than understanding the interview candidates.  

The subjective approach acknowledges the subjectivity in the interviews by recognising 

the environmental factors as well as the influenced interpretations by both the interview 

candidate and the researcher. These approaches are again linked to the research 

philosophy of the study. This thesis uses a subjective approach which aligns with the 

interpretative research philosophy of the study.  
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Saunders et al. (2016) mention three types of interviews, in how the interviews are 

formed: structured, semi-structured, and unstructured. These different types of 

interviews are usually used for different purposes, for example, structured interviews are 

often used in quantitative research. The structured interviews use standardised 

questions, and this is mostly used in order to get generalisable results. Both the semi-

structured interviews and the unstructured interview are more open and allows the 

conversation to move more freely into different areas and topic. The unstructured 

interviews are often used in inductive studies, where the open conversation is sought 

after. Finally, in the semi-structured interviews an interview guide is often used to lead 

the conversation into certain topics and areas, but still allows for the researcher to add 

follow-up questions. This gives the interview a flexible structure, where some sections 

can be structured and others unstructured. (Bryman & Bell, 2015; Patton, 2014; 

Saunders et al., 2016) 

This thesis will use semi-structured interviews with the help of an interview guide. This 

type of interview is chosen to allow free discussion while still staying within the key areas 

of the thesis. This thesis’ interview guide can be found in Appendix 1 and is structured 

based on the two central themes of the thesis: digital transformation and talent 

management. The interview guide is divided into four section: digital transformation, 

talent management, the relationship between these two concepts, and the future. The 

questions have been formed to minimise the nuisance of predetermined answers. 

Following the semi-structured interview approach, additional questions were added 

during the interviews. 

The first section of the interview is used as an ‘ice-breaker’ to warm up the interview 

candidates, as well as to get a general background of interview candidate’s career. The 

interview guide follows the theoretical framework; thus, the first section of questions was 

focused on digital transformation and how this concept can be seen in the case company. 

The interview candidates were asked to answer the questions regarding the 

organisational view as well as their personal view of the topic. The following section had 

talent management related questions, both general and with the focus on retention. The 

third section focused on the relationship between these two concepts, for instance how 

the technologies can be linked to talent retention, and why digital transformation might 

have an impact on talent management. The respondents were constantly reminded that 

the questions related to talent retention; nevertheless, due to human nature many of the 

respondents expressed their opinions on employee retention as well.  The third section 
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can be considered as the main part of the interview guide and had therefore the most 

questions. To wrap up, the last section concentrated on the future of these two concepts. 

A simple version of the interview guide was sent out the interview candidates before the 

interview in order to introduce the themes of the thesis, as well as to give the respondents 

a view of what the interview would look like.  

Before each interview the theme of the thesis was explained as well as a short 

introduction to the research questions and objectives. Each respondent was also sent a 

consent form, describing how the data will be handled. The consent form was discussed 

and explained in the beginning of the interview as well. It was also clearly stated that the 

case company would be confidential, and the interview candidates would be 100 % 

anonymous. Furthermore, every interview candidate gave their permission for the 

interview to be recorded and transcribed, while being reinsured that the only person to 

read the transcription would be the researcher and the interview candidate themselves. 

Moreover, the interview candidates were given the possibility to comment on the 

transcription of the interview, to ensure that the gathered data was acceptable to use in 

the thesis.  

3.4.2 Interview Samples 

Patton (2015) mentions purposeful sampling as one of the main ways to sample 

qualitative inquiries. Qualitative studies are usually quite small compared to quantitative 

research, due to the depth of the qualitative research. Patton (2015) argues that in these 

cases, purposeful sampling is a good way to select information-rich cases to study. By 

selecting these types of cases to study in-depth, researchers can learn a great deal about 

central objectives. When using purposeful sampling, the researcher can focus on a 

smaller sample while still get a deep understanding of the objectives of the inquire. This 

type of sampling concentrates on choosing a small number of relevant information-rich 

cases, rather than focusing on a random sample portraying the general population. One 

approach to purposeful sampling is the snowball sampling. This is a good approach for 

locating valuable informants by asking people who are relevant to the research topic for 

suggestions of relevant informants. When asking a number of people, this creates a 

snowball effect, which means that the snowball gets bigger and bigger and ultimately 

resulting in a number of valuable informants. (Patton, 2015: 237-238; Bryman & Bell, 

2015: 193) Another sampling approach is the generic purposive sampling, which focuses 

on choosing interview candidates with relevant qualities or criteria.  The criteria can be 
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that the informant possesses a relevant information or its position in the organisation 

(Bryman & Bell, 2015; Patton, 2015). 

In this thesis, purposeful sampling is used to gather interview candidates. As this study 

will focus on a small sample size but an in-depth inquiry, the purposeful sampling 

method works well. The first interview candidates, who were suggested by the HR 

department of case company, were picked because of their role in the organisation and 

their knowledge on the thesis subject. In other words, these were chosen using the 

generic purposive sampling. These interview candidates were asked about relevant 

people who would be suitable to interview, which created a snowball effect of other 

interview candidates, thus these candidates were chosen using snowball sampling. 

However, the interview candidates were not chosen because of their opinions or believes 

of the digital transformation and talent management of the case company; rather it was 

merely based on their knowledge of how these concepts are used in the company. 

The sample size was not decided on beforehand, but a general plan was to interview ten 

to fifteen people. The sample size would be determined by the relevant data that was 

gathered in addition to the time constraint. All in all, there were 10 interviews. All the 

interviews were held by using Microsoft Teams video calls. This was partly due to the 

interview candidates’ location as well as the unfortunate pandemic outburst of COVID-

19, which limited the option of having face-to-face interviews. The interviews lasted 

between 40 and 60 minutes, with the mean of 51 minutes.  

Out of all the interview candidates there were 7 women and 3 men. This factor was not 

something that was considered as a key characteristic for the interview candidates. The 

age of the respondents varied between late-twenties to mid-fifties. The age factor was not 

either seen as a key characteristic, however, it was considered in order to get a more well-

rounded sample of informants. All the interview candidates are currently holding a 

managerial position in diverse departments of the case company. This was one of the key 

factors considered when choosing who to interview. This factor was important due to 

their ability to give a good insight to the case company’s decisions and strategies, as well 

as their understanding of how the talent management and the digital transformation 

process works within the company. The interview candidates’ working area can be 

characterised into three groups: Digital Transformation, Talent Management, General 

Leadership. This implies that the interview candidate’s work was connected to either one 

or many of these areas. It is important to note that although all the interview candidates 

had general knowledge on both central themes of the thesis, either digital transformation 
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or talent management was the area of their expertise. The interview candidates were 

selected from diverse teams within these three areas, in order to produce a more 

comprehensive foundation to the empirical data. 

The table below gives a general description of the interview candidates and their 

interviews. It specifies their gender, type of position within the company, which area they 

belong to, the interviews duration, as well as the date when the interview was held. A 

specified managerial position was first added, but after consideration this column was 

removed to ensure the anonymity of the respondents. Therefore, the position of the 

respondents has been described either as Top Management or Management, where the 

former relates to higher managerial positions such as director, chief x officer, and the 

latter relates to lower managerial positions. 

Table 2 General information on the respondents 

 Gender Position Area Interview 
Duration 

Date 

1 Male Top 
Management 

Digital Transformation 48:29 4.3.2020 

2 Female Top 
Management 

Talent Management 48:41 9.3.2020 

3 Male Management General Leadership 52:42 17.3.2020 

4 Female Top 
Management 

Talent Management 57:54 20.3.2020 

5 Female Management Digital Transformation 53:29 25.3.2020 

6 Male Management Digital Transformation 59:51 1.4.2020 

7 Female Management Talent Management 40:14 7.4.2020 

8 Female Management Digital Transformation 50:58 8.4.2020 

9 Female Management General Leadership 50:01 21.4.2020 

10 Female Management General Leadership 53:22 3.6.2020 

 

Regarding the area split, there were four interview candidates from the digital 

transformation specialism, three from talent management and finally three from general 

leadership, ensuring that the split is relatively even. 
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3.5 Data Analysis 

In this sub-chapter, the data analysis method used in the thesis will be explained. The 

data analysis method should be in congruence with the research philosophy of the study. 

With qualitative studies there is no direct formula to follow when analysing the data and 

due to the often-massive amounts of data, the data analysis process can require a great 

deal of effort. (Patton, 2015) 

As mentioned earlier, all of the interviews were held online using Microsoft Teams. The 

interviews were all recorded and by using Microsoft Stream the audio could be played 

back and the speed could be adjusted. This eased the process of transcribing the 

interviews. All in all, the transcriptions added up to 101 pages of data. 

One of the most common data analysis methods used in qualitative studies is thematic 

analysis. This analysis method is based on finding common themes in transcriptions or 

fieldnotes. For instance, by checking the frequency of certain words or phrases being 

used. (Bryman & Bell, 2015: 624) Thematic analysis is also somewhat unclear, as most 

researchers identify themes in different ways the criteria for what should be identified as 

a theme can be very unclear (Bryman & Burgess, 1994: 224). However, Ryan and Bernard 

(2003) try to clear up some of the confusion by introducing techniques on how to identify 

themes. They emphasise that the analysis process contains several stages: discovering 

themes, narrowing down the scope, building a hierarchy of the themes, and connecting 

the themes with the theoretical framework.  

Ryan and Bernard (2003) further identify eight different markers to look for when 

analysing text and looking for themes. These markers have been explained in Table 3 

below. 
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Table 3 Ryan and Bernard’s (2003) eight approaches to thematic analysis 

 

 

The thematic analysis approach was used in this thesis by manually coding the 

transcriptions of the interviews. The transcriptions were already divided into the three 

main themes of the thesis; however, these themes were disregarded when manually 

coding each row of the transcriptions. After adding colour codes to the transcriptions, 

certain parts of the interviews were added to three different excel tables representing 

each main theme of the thesis.  
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Ryan and Bernard’s (2003) markers where also used when analysing the data. Every 

marker was taken into account, except for the linguistic connectors. This marker did not 

seem relevant as most of the interview candidates were not speaking their first language.  

3.6 Summary and Ethical Implications 

In this sub-chapter, the research methodology chosen for this thesis is summarised, and 

the research onion is reintroduced with the final methodological choices. Furthermore, 

the reliability and validity of the study will be discussed. 

As seen below in figure 7, the research onion, which was introduced in the beginning of 

the chapter (Saunders et al., 2016), has been filled out with the methodological choices 

of the study.  

Figure 8 Completed Research Onion 

The complete research onion summarises the five layers of methods used in the thesis. 

These layers of the methodology have all be carefully analysed and explained in the 

chapter. 
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3.6.1 Reliability and Validity 

Reliability and validity are important criterium when conducting quantitative research 

in order to determine the quality of the research. They are often associated to questions 

regarding quantitative measurements, which is why they are seen as less important 

within qualitative inquiries. Reliability refers to the consistency and replication of the 

study, which means that if the reliability is high, researchers should be able to achieve 

the same findings by replicating the research methods. Validity checks whether the 

measurements used are appropriate for the study and can provide an accurate analysis. 

(Saunders et al., 2016; Bryman & Bell, 2015) 

Qualitative research methods often receive criticism for not being generalisable, 

therefore it is also hard to provide high reliability. As this study’s research methodology 

is based on an interpretivist epistemology, i.e. a socially constructed distinctive situation 

that has been studied; it is nearly impossible to achieve the same results by replicating 

the research methods. Hence, the results of this study are not very generalisable.  

As the validity looks at the accuracy of the empirical analysis as well as the research 

methods used to retrieve the data, it is more applicable to use within qualitative research 

(Saunders et al., 2016) The methodological choices for this thesis have been discussed 

and analysed thoroughly in this chapter and is therefore allowing the readers to assess 

the quality of the research process as well as the findings. 

Saunders et al. (2016) also mention participant validation as a part of the validation 

process. Participation collaboration is the process of sharing the research data with the 

participants in order to validate the accuracy of the documented data. When interviewing 

the respondents for this thesis, both a consent form and a copy of the transcription was 

discussed. All the respondents were presented a consent form which stipulated the use 

of the data gathered from the interview. The respondents were also asked if they wanted 

a copy of the transcribed interview in order to confirm its accuracy.   
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4 EMPIRICAL ANALYSIS 

This chapter presents the empirical findings from the data gathered in the interviews. 

Ten interviews were conducted to get in-depth knowledge of how digital transformation 

and talent retention is perceived in the case company, and if there is a connection 

between the digital transformation aspect and the retention of talents within the 

company. The chapter will be divided into three different sections to match the main 

themes of the thesis, as well as to follow the interview guide which was used during the 

interviews. 

4.1 Digital Transformation within Company X 

The first part of the interviews related to the digital transformation within the case 

company. The questions were linked to how the respondents define the concept, if it is 

visible in the company, as well as, if there are advantages or disadvantages related to 

digital transformation. 

4.1.1 Definition of Digital Transformation 

Digital transformation is a fragmented concept with many different definitions. When 

the respondents were asked to define digital transformation, the main theme was the use 

of digital or technological tools, which according to the theoretical framework is more 

towards the definition of digitalisation (Muro, Liu, Whiton & Kulkarni, 2017; Brennen & 

Kreiss). Some of the respondents also mentioned digital transformation being a shift or 

a transformation of strategy and culture, which correlates with Bloomberg’s (2014) 

definition of digital transformation. 

For me, the main part of when we say digital is not necessarily the technology side, but it’s more 

about what can we learn from companies which operate mainly in the digital domain, and so for 

instance, I’m thinking of companies like amazon, google, right? There are a number of aspects 

that we can really see standing out from these companies, for instance, the way they use data, the 

way they care about the customer, the way people learn and interact and collaborate, the way the 

organise themselves. […] So, it’s more about, how do you use technology to do these to do these 

things, rather than the technology perspective. (Respondent 1) 

A theme that appeared when discussing the definition was also that this is a fairly new 

concept or idea within organisations. Respondent 5 described the concept as a fashion, 

whereas Respondent 4 used the words “next big shift” to describe it. The novelty of the 

concept seems to derive, however, from the word “digital”, as transformation within 

organisations is no new thing. 
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As respondent 6 described it: 

So, I know that everybody goes back to this, but if you look back to when cars first came out, you had all of 

these manufacturers and all of these ecosystems that supported horses. So, for instance, you had a bunch of 
companies that made saddles and reigns for the horse. Then the car comes along and everybody thinks all 
that's just a fad. It's never going to last. You had some of those leather companies that said “it's never going 
to last. We're going to continue making saddles. This is what we've done for hundreds of years, it will always 
be here”. Then you had other companies that said, “you know we do make saddles now, but saddles aren't 
our core competence. Our core competence is making leather into things. Let's make leather into other things 
like I don't know jackets or couches or seats for cars or whatever”, so they took the same skill set that they 
had, and they adjusted it in a different way. That is the same thing for me as digital transformation. It's just 

the tools are different. (Respondent 6) 

The key words for digital transformation can therefore be seen as technological change. 

Table 4 gives a short summary of each of the respondents’ definitions of digital 

transformation.  

Table 4 Respondents’ definitions of Digital Transformation. 
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As seen from the table, the respondents’ definitions were all different, but the main 

understanding of the concept was to introduce digital tools in order to implement change 

in some way within an organisation. Moreover, all the definitions correspond with the 

definition of digitalisation set by Muro et al. (2017); that is, using digital tools and 

information to transform business. However, some of the definitions also went even 

further to the actual digital transformation definition, which requires organisation 

change and strategic business transformation (Bloomberg, 2014). 

Many believe that digitalisation and digital transformation are the same, and 

consequently, many of the respondents saw these concepts as synonyms. 

4.1.2 The Importance of Digital Transformation 

When discussing the importance of digital transformation within organisations, all 

respondents agreed that this is something important that every organisation has to deal 

with. There were varied responses to why digital transformation is important to have in 

organisations. Many of the respondents argued that speed and time are essential in why 

digital transformation is important. For example, respondent 5 agreed with Schuler, 

Jackson and Tarique’s (2011) statement that as everything is moving faster in the 

surrounding business environment, it is highly important to keep up and digitise so to 

not fall behind. Respondents 3 and 4 both pointed out the importance of being able to 

make more data informed decisions, and without unlocking those processes a lot of 

potential would go unused.  

While respondent 6 agreed that digital transformation is important to have in 

organisations, they emphasised that the digital transformation is not what is important 

but insisting that change is inevitable to the cultural mindset. They also added that: 

It [Digital Transformation] has become critically important because of the time, not because of 

the technology itself. (Respondent 6) 

Both respondent 8 and 10 also suggested that without digital transformation an 

organisation could easily be left behind: 

I think that companies who don't deal with the reality of how people want to interact with them 

at the company as well as how people want to have processes work in the workplace are going to 

get left behind, and also you just won't be able to keep up. I think if you're trying to operate as a 

business in 2020 and you don't have a lot of your processes digitised, you're really not sort of 

doing things in the most efficient, cost effective way possible. So yeah, I do think it's very 

important. (Respondent 8) 
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If the entire world is moving forward or moving into one direction, and you're not following, then 

it's going to be hard for you to stay in line with those and if we think from a business perspective. 

If your competitors are becoming automated and digitised even more […] it's going to be hard 

for you to keep up with your competitors. (Respondent 10) 

At the same time, both respondents acknowledged the difficulty of digitally transforming 

an organisation. For instance, respondent 10 believed that most people are reluctant to 

change and, therefore, change needs to be pushed and forced to be successful. As Collin 

et al. (2015) acknowledge, all types of organisations are becoming more digitalised and 

with that also reorganised into new forms of digital organisations. 

Govindarajan and Immelt (2019) states that digital transformation within organisations 

is needed in order for them to survive. This was discussed with all the respondents, and 

everyone agreed that this type of transformation is inevitable for nearly all organisation 

in today’s business world.  

Respondent 2 agreed that in order to survive organisations have to transform digitally. 

However, the respondent also emphasised that the media has influenced this and the 

importance of the concept. 

I think of course media has a lot to do with it. So, if there is a hype then you know it trickles down 

into the different areas, and you see that with a lot of stuff. You even see that nowadays with 

what is happening in the world. So, you know, media has, I think, a lot to do with it, and how 

things are being described. (Respondent 2) 

Other respondents also mentioned that the importance of digital transformation can also 

differ depending on which industry an organisation belongs to; some industries are 

further digitalised than others. At the same time, the respondents believed that the 

industry of Company X was getting more and more exposed to digital transformation, 

and without implementing the change, they would get left behind. 

I mean Company X is a digital, I mean, it’s a technology company […] if we don’t do it [transform 
digitally] nobody will want to use our products, if we don’t have smart technologies and digital 

products involved as part of our portfolio. (Respondent 5) 

Moreover, the importance of digital transformation was something that every 

respondent saw as very high within the case company. Although the transformation in 

itself was not a new concept and has always been a necessity, because of the digital 

involvement and the speed, it can be seen more clearly now.  
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4.1.3 The Visibility of Digital Transformation within Company X 

In order to determine the visibility of digital transformation in the case company the 

respondents were asked to describe if they have seen a change in the company since 

adopting technological processes and tools. All of the respondents had noticed some sort 

of shift within the organisation. 

The changes mentioned by the respondents can be categorised into Parviainen et al.’s 

(2017) four levels of organisational change. 

Process Level 

Parviainen et al. (2017) describe the process level as implementing digital tools and 

processes in order to reduce manual work and tedious tasks. Respondent 2 argued that 

the digital transformation is very visible in the changing of tools and continuous 

evolvement of functionalities. Respondents 1 and 7 mentioned the change in 

communication as a result of digital transformation; the digital tools provide teams with 

better communication platforms. Respondent 8 also agreed with this statement and 

added that the digital tools help the efficacy in teams, especially international teams, as 

it gives them a platform to collaborate.  Also, the transformation of ordinary tasks 

enabled by technology is a visible change. 

So, what I have seen in the last 10-12 years is really deep transformation, constant transformation, 

in the way we are doing the same things in a constantly different way enabled by technology. So, 

it has been a continuous improvement path. (Respondent 3) 

Thus, the digital transformation is partly visible in Company X through the 

implementation of new tools and platforms, which in turn enhances the work. 

Organisational Level 

The organisational level focus lies on offering new services, changing or abandoning 

outdated existing services (Parviainen et al., 2017). This type of digital transformation is 

evident through, for instance, the development of new products. Respondent 2 

mentioned the visibility of digital transformation from the evolvement of R&D within the 

organisation, as well as a new way of co-operating with the customers. Many of the 

respondents mentioned the introduction of new business models and offering new digital 

solutions to customers as examples of how digital transformation is visible on the 

organisational level. 
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Business Domain Level 

The focus of this level is the change of roles and value chain in ecosystems (Parviainen et 

al., 2017). Here, the implementation of digital transformation teams and managers is a 

visible change. Respondent 5 mentioned that change in the value chain of Company X 

was visible when they decided to introduce a team to lead the digital transformation. On 

the other hand, respondent 4 described the visibility of digital transformation through 

how teams are led: 

As a manager, leading my team has changed over the past five years quite a bit and of course, then you 
know in 10 years even more, but I would say that the whole thinking of like “How do I ensure that my team 
also stays relevant individually, not just as a team. How do we handle this change and how do how does it 

affect our day-to-day work? But also, how do I help my team stay relevant, develop them to towards certain 
functional areas, or push them to learn a little bit of something that perhaps even slightly unknown today. 
You know and be more proactive and since we are a development team. (Respondent 4) 

As respondent 4 mentioned, the speed of digital transformation has also led to aspects 

of the future being more unknown than ever before. This has also led organisations to 

make long-term actions with very short-term vision. Organisational change on this level 

is also the focus on simplifying operations and sharing the process of organisational 

changes more openly, thus creating more transparency.  

Social Level 

The last level relates to the changing structures in the society (Parviainen, 2017). This 

type of visible change can be seen from the introduction of new jobs and automation of 

old tasks. Respondent 4 mentioned that while automation and robotics brings benefits 

in the process level, it takes away some jobs. However, it also creates new types of jobs 

within the organisation. Respondent 6 believed that this type of visible change has only 

happened at individual level so far.  

At an institutional level, there's a lot of resistance. Partly because people don't understand the technology. 
[…] “Let's do whatever is possible to make it better. If we don't have to do it this way for legal reasons. And 

it's not the most efficient. Let's change it. If we have to do it this way because of legal reasons, fine, then 
we're not allowed to change it. If it's the most efficient possible, why would we change it? But if both of 
those are no’s, let's change it. Let's find the better way to do it.” Yeah, and there's very few groups inside of 
Company X, large groups, that have that mindset yet. (Respondent 6) 

The visibility of digital transformation is also visible on a social level through how the 

platforms are changing the structure of transparency. According to respondent 9, digital 

transformation gives people on all levels a say through the use of internal communication 

platforms and which then also creates more transparent sharing of knowledge within the 

organisation. 
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The theoretical framework also looked at Parviainen et al.’s (2017) three views of an 

organisation’s digitalisation goals: internal efficiency, external opportunities and 

disruptive change. The visible changes mentioned earlier also correlate to these three 

views. This is illustrated in figure 8, which is based on Parviainen et al.’s figure used in 

the theoretical framework (Figure 2).  

Figure 9 The Impact of Digital Transformation at Company X 

As illustrated in the figure above, the visible changes caused by digital transformation in 

Company X can be categorised into three views of digital transformational goals. 

The respondents were also asked if they think that their way of working has changed with 

the introduction of digital tools; all respondents except one agreed. Respondent 1 stated 

that as the whole business model has changed, the way of working has also changed for 

most people. A few of the respondents mentioned that their way of working has changed 

in the way that they communicate and collaborate both internally and externally. 
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Respondent 5 explained that while new digital tools can bring lots of benefits like 

reduction of manual work and better collaboration, at the same time there are so many 

different digital tools used in the company that it causes problems. Due to the size of the 

case company, different divisions use, for instance, different project management tools, 

which makes it a challenge to get everyone to use the same solution or tool. 

The visibility of digital transformation in Company X is clear in many ways; for example, 

the introduction of new digital tools and processes, new business models, and evolving 

technologically in all departments. Each respondent has noticed changed in the business 

as well as their own work and teams. Therefore, it is evident that digital transformation 

is present at the case company. 

4.1.4 Advantages of Digital Transformation 

The advantages of digital transformation go largely hand in hand with the visibility of 

digital transformation. Many of the respondents answered similarly to the advantages of 

digital transformation as when asked about the visibility of the transformation. After 

analysing the advantages mentioned by the respondents, various levels of advantages 

appear. The advantages can be divided into individual and organisational advantages, 

with the latter level being split into internal and external. The figure below illustrates the 

levels. 

Figure 10 Levels of Digital Transformation Advantages at Company X 
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Individual Level 

On the individual level you can find advantages linked to an employee’s work, that is 

effects of digital transformation in the company that helps an individual’s work or adds 

general benefits to the everyday employee. These advantages have a direct link to the 

work of the employees in an organisation.  

The most common advantage mentioned by the respondents was automation of manual 

tasks. Through the implementation of robotics and artificial intelligence many daily 

manual tasks can be reduced in organisations. This is an advantage for the employees, 

as it allows them to work on more advanced problems and tasks. 

Well the very first trivial advantage is literally to, as you said, to reduce, for instance, tedious 

tasks, repetitive work, in order to free up time and capacity for people to focus on the more adding 

value, meaningful tasks, right? Which involve creativity, problem solving, stakeholder’s 

management, people relationships and so on. (Respondent 1) 

The other highly mentioned advantage was the improvement of communication and 

collaboration within teams. As new digital tools and platforms are introduced to the 

organisation, the opportunities to communicate and collaborate increase, especially for 

international teams which is becoming more and more normal within bigger 

organisations. Some of the respondents also stated how digital tools can help them to be 

more organised in their work and at the same time keeping all the data in one place. 

I think, generally the tools that people are bringing in during digital transformation projects are 

intended to help keep things more organised or to simplify things or just make it easier in general 

to do your work. So, I think that Salesforce, for instance, can make people’s lives a lot easier. 
Instead of, you know, using spreadsheets and your own personal cell phone to track what's going 

on, you actually can track where your customers are and what was your last interaction, and if 

people would actually do that, it would make their lives a lot simpler. (Respondent 8) 

As shown from the advantages mentioned in this level, the individual level is more 

related to advantages of digitalisation; introduction of new digital tools and platforms to 

transform the organisation on a smaller level (Brennen and Kreiss, 2014). However, 

these advantages can lead to bigger change within an organisation by creating greater 

advantages on an organisational level. 
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Organisational Level 

The advantages on this level can either derive from changes on the individual level which 

in turn have created new advantages on an organisational level, or directly by adding 

digital solutions or changes to business models or strategies. This level can also be split 

into two sublevels: internal and external. 

The advantages we can find on the organisational level internally are positive 

organisational transformations deriving from digital change. For example, increased 

transparency within the organisational structure.  

Yeah. In many ways I think we do get advantages. When it's an established way of working. It's 

kind of a pain to go through, bigger pain for some smaller pain for some, to go through the 

learning process of starting to use a new tool or sort of digitising things that haven't always been 

digitised. So, but at the same time, once you then learned them it takes less time, and it might 

increase transparency in the company. Let's say you have a project management tool that people 

can access, and once you've learned to use that “fluently”, if you can say, It might be easier for 

people to jump in and jump out and be transparent in what where we are or what's going on. 

Instead of doing that, just sort of on pen and paper. (Respondent 10) 

A few respondents spoke about the change in the way of working on a bigger level, not 

only individually but rather on an organisational level. For example, adding new digital 

tools which has an impact on the whole business model within the organisation.  

On the other hand, there are advantages which have a positive impact on the external 

side of an organisation; these advantages mostly relating to an organisation’s 

relationship with customers. A commonly mentioned advantage stemming from digital 

transformation within an organisation was the change in interactions with customers. 

Most of the respondents saw this as one of the main advantages of digital transformation.  

The second advantage is, really creating, more value for the customers, which in turn really 

creates a positive spiral, because if you create more value for the customer, if you are really able 

to address their problems, their needs, if you help them improve their business, you know, that 

will come back in benefits for the company. […] And you can absolutely create totally new values 

for the customers, that were not thinkable before, because maybe you didn’t collaborate with 

partners and customers and start-ups, and so on. But now that we are opening up the mindset, 

now that we are using technologies in a different way, we can actually really create entirely new 

value propositions for the customers, again, for the benefit of everyone. (Respondent 1) 

The interaction with customers is one of the advantages closely related to the individual 

level. With the reduction of employees’ manual tasks, they are presented with more time 

to be creative and add value, which in turn has an effect on the organisation’s external 

relationships, such as the relationship with customers. Therefore, the first level 
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(individual advantages) gives a base of smaller changes which influences the 

organisational level. 

Through the implementation of digital transformation Company X has also been able to 

offer new digital products to customers, which affects the organisational level as well as 

the external services.  

By implementing digital transformation organisations can improve on both an individual 

level and an organisational level. However, these two levels are highly interconnected, 

and the organisational benefits will most likely not appear unless there is a base of 

smaller changes on the individual level.  

4.1.5 Disadvantages of Digital Transfromation 

While digital transformation brings many advantages and improvements to the 

organisational work and structure, there are also disadvantages linked to the 

transformation. 

Most of the respondents did see disadvantages within the case company connected to the 

digital transformation. However, respondent 1 highlighted that the risks and 

disadvantages usually linked to digital transformation is nothing new for people. 

Disadvantages, such as feeling isolated and problems with cyber security, are also 

happening in our personal lives, therefore it is nothing new if it comes up in an 

organisational context.  

Both respondents 2 and 6 mentioned the improvement of communication as a 

disadvantage of digital transformation. Respondent 2 argued that with increasing ways 

to communication it is often hard to switch away from working matters even after 

working hours. They also pointed out that while the speed of communication is 

increasing, our multitasking ability is still the same, thus slowing our work when new 

communication platforms are introduced. Respondent 6 also believed that the digital 

communication has negative aspects: 

I think email is the best example of that. […] Because of the digital tools, everybody relies on 

them being easy and what they've done is they've taken away so much of the communication 

that's inherent in our nature. So, I'll send 15 emails to a customer about 1 issue trying back and 

forth to resolve it before I pick up the phone and talk to him. Really, just because you can type 

1000 words does not mean you're doing it in a better way. Sometimes you have to adjust, and the 

technology is made it too easy for people not to have to. And especially avoiding conflict. 

(Respondent 6) 
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Respondent 5 also pointed out that when communication through email or text, it can 

lead to mixed messages. 

Respondent 6 also stated that if digital transformation is not enforced the way it should, 

it brings many negative effects. The organisational communication of the 

implementation of digital transformation is very important for it to have a smoother 

transition.  

Yeah, I wouldn't say it's in bringing digital transformation itself. I would say that it probably has 

more to do it organisational communication. So, if your organisation isn't all on the same page 

with using the same processes with using the same technologies, I think that it can be very 

divisive. […] So, I think there are definitely instances where digital transformation becomes more 

work than its worth. And but I think at the same time, if you can all get on the same page with 

what you want to use, why you won't use it and getting people to actually adopt technology, then 

I think in general digital transformation is positive. (Respondent 8) 

A common theme within the section of digital transformation was that change in 

organisations is always hard and especially when it comes to digital change. Many 

respondents argued that the resistance or the dislike to the change can be a generational 

effect. 

4.2 Talent Management within Company X 

The second part of the interview guide related to Talent Management and the 

respondents’ views of talent management in general, as well as how they perceive the 

talent management processes at Company X. As this study’s main focus lies on the 

retention aspect of talent management, the question only revolved around talent 

management as a whole and the retention process. 

4.2.1 Definition of Talent Management 

There is little to no consensus among scholars on the definition of talent management 

(Ribeiro & Gomes, 2017). This could also be seen from the respondents’ own definitions 

of Talent Management. All respondents agreed that the key aspects of talent 

management relate to the human capital in organisations, however many of the 

definitions focused on different aspects of talent management. For example, respondent 

8 pointed out that talent management is understanding your team, whereas respondent 

6 argued that the focus lies on knowledge and skills. 
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I would say talent management is understanding what members on your team can do things well 

and understanding basically what their goals are. So if you have somebody on your team that's 

very good at certain things and maybe they are very happy in their current role and we don't want 

to, you know, run the company someday, then making sure that you understand their needs and 

what they, you know, are trying to accomplish and what makes them happy. I think that goes into 

talent management and then it's also just, you know, catering to different people’s workloads and 

abilities and goals I think are the things that you would want to consider when thinking about 

talent management. (Respondent 8) 

From an organisational standpoint, I would say talent management is trying to instil in your 

people desire for knowledge and giving them the opportunities to increase their skill sets to help 
the organisation itself. So, if I have a janitor and the janitor everyday sweeps the floor. And he 

comes to me and he says, “hey Mr. CEO”, and no, I'm not the CEO. “Mr CEO, I have noticed 

this problem and I think that I could save time and money if I had this different broom that was 

longer or a different type or whatever”. That person having the mindset of I want to make it better 

and I want to save time. That is the talent management we need to instil and it's something that 

too few companies instil. (Respondent 6) 

Many of the respondents thought that talent management is implemented in the whole 

lifecycle of employees, much like Schiemann (2014) describes the talent lifecycle. Talent 

management is present when an employee starts at an organisation, throughout the 

employment and ends when the employee leaves the organisation.  

I think it has everything to do with the whole, let’s say, the lifecycle of people coming into the 

organisation, people leaving again and what happens in between and how you manage that how 

you make sure that you create an employee experience that is really positive. It has everything to 

do with how you onboard them, how you develop them, how you reward them and recognise 

them and how you lead them, how you make them feel like they are part of the team and act as a 

team member. And then at a certain point, you know, when they leave, how that is being handled. 

To me it’s like, relating to handling the whole lifecycle of an employee. (Respondent 2) 

Respondent 1 stated that talent management is highly linked to the future of an 

organisation, especially if an organisation is in a period of transition. This is due to 

several reasons, one being that during periods of transitions, for example digital 

transformation, new skills are needed and should be implemented into the workforce. In 

order to transition a large base of pre-digital people into the future, a well-rounded talent 

management strategy needs to be in place. Secondly, for every new generation entering 

the workforce, new ways of working, requirements and competences will be introduced. 

This is a challenge for organisations and therefore talent management is needed to 

handle the transition. Finally, with the introduction of technology and digital 

advancements, the speed of transition has escalated, which means no one is certain of 

what kind of skills are needed in the future. If organisations have a good talent 

management system on hand, this challenge might be less disrupting. Moreover, talent 

management is very valuable for organisation because of these complex challenges. 
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The respondents were also asked what their definition of talent is; should talent 

management be inclusive or exclusive? As Meyers and Woerkom (2014) state these 

questions are important in defining the talent philosophies. Nearly every respondent 

started their definition of talent with stating that in their view every employee has talent; 

however, more than half of respondents eventually described talent as high performers 

or key professionals, therefore implying talent being exclusive. Although, these 

respondents also pointed out that most people are talented in a certain area but to be 

considered talented in the organisation, an employee should have industry specific 

talent. As for the question of talent being stable or developable, only three of the 

respondents saw talent being stable; a personal characteristic or cognitive ability (Stahl 

et al., 2012). These statistics can be seen from the pie charts below.  

Figure 11 Respondents’ Opinions of Talent Philosophies. 

 

One respondent felt that a hybrid approach would be the best way forward. The company 

wants to keep the talent management open for all employees; everyone is considered 

talented in the company and the talent management applies to all employees. However, 

there should also be a process of exclusive talent management, especially used for 

succession planning.  

Most of the respondents thought that an exclusive and developable talent philosophy is 

the best option for organisations. Hence, talent management should focus on developing 

talented individuals, with industry specific talent. Moreover, due to restrictions, the case 
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company could not share their talent management philosophies with the author and is 

therefore not discussed. 

4.2.2 Retention Strategies within Company X 

This section will focus on the retention of talent at Company X. The respondents were 

asked to share their opinions on the five retention strategies stated by Ortlieb and Sieben 

(2012), as well as if these retention strategies are used at Company X to retain their 

talent. 

4.2.2.1 Incentives 

Incentives as a retention strategy are being used to retain talents at Company X but not 

in the most efficient way. Nine out of ten respondents believed that this strategy is good 

have in place in an organisation but does not work as a retention strategy alone. 

Respondent 4 compared incentives to Herzberg’s (1974) hygienic factors. 

I do think that they [incentives] are effective, but you need to understand where to use them and, 

what I would like to mention here is that. None other retention strategy is probably going to be 
effective if these things that you just mentioned are not at a, you know, acceptable level. So, these 

are like the hygienic factors. (Respondent 4) 

Most of the respondents did think incentives are important but not when it comes to 

long-term strategies and motivational aspects. Respondent 1 highlighted that retention 

strategies are vastly dependent on the person and therefore could work as a retention 

strategy on some but not all. 

Some will be motivated, some are motivated, some are not. What I can probably add is, going 

forward I see these less and less motivating right? Because we see people having much more 

interest towards having a meaningful, a purposeful job and you know, feeling that they can 

contribute to a bigger cause, a bigger purpose and so on. So, I see a shift there. (Respondent 1) 

 Other respondents also revealed that they have noticed a change in the general opinion 

of incentives; people are nowadays more interested in the culture and ethics of an 

organisation than the monetary incentives that are in place. Respondent 2 stated that the 

case company uses “pay for performance” as kind of a monetary incentive, which they 

thought was better than rewarding employees just to retain them.  

We have this pay for performance and that is what I believe in. I don’t think in using incentives 

just to sort of “you have a bonus because we want you to stay”, I don’t believe in that. I think you 

do need to do something, you need to perform and yeah, sort of, adhere to our value system, 

adhere to believe in our purpose and do your work the best you can, and then I think, yes you do 

deserve then also to be paid for that. So, the paid for performance is something that we really 

believe in. (Respondent 2) 
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There was one respondent who thought monetary incentives, like bonus schemes and 

annual raises, were highly effective. This might be linked to cultural differences, as many 

of the respondents stated that the incentives and retention strategies differ depending 

on the country or general location. For example, in the Americas area incentives, both 

monetary and non-monetary, were considered to be way more effective than in the 

European area. For instance, in the US, the case company offers educational incentives, 

such as sponsored MBA: s, whereas in many European countries the cost of a master’s 

degree is very low; which is why it does not work as well as an incentive in the European 

area. Thus, making the location a factor in which retention strategies are used. 

Incentives as a strategy at Company X can be compared to Ohlmer, Dries and Dysvik’s 

(2019) theory of retention strategies being seen as either a hygienic or a motivational 

factor. In this case incentives being a hygienic factor; it will work as a base and people 

expect to get paid but will not fully motivate an employee to stay and work.  

4.2.2.2 Norms and Values 

Alexander the Great had two ways to motivate his people. The most effective he found was if at 

all possible, back them up to a cliff, his army, so that the only way they had to go was over the 

cliff and dead and they would fight like madmen and they would always win no matter how many 

people were in front of them because their only option was death. Yeah, the other way to 

incentivise people is to give them rewards and in general we don't have the rewards and we can't 
do the death version. So, what do you do? You have to make them feel included. You have to 

make them feel valued. You have to build that culture, so they want to push themselves further. 

(Respondent 6) 

Using norms and values to retain talent is a retention strategy that has become 

increasingly more important within organisations. All respondents mentioned this as key 

factor in retaining employees. Respondent 2 argued that the retention practices of an 

organisation are connected to the whole lifecycles of the employees. 

We really put a lot effort nowadays on the employee experience and making that as good as 

possible. So, basically the retention practices have to do again with the whole lifecycle. So, it 
starts with the onboarding, giving people a really good experience there already sets the scene for 

people wanting to stay. (Respondent 2) 

By ensuring a good employee experience the employees will appreciate the organisation 

from the start. Therefore, if the company culture and values align it will create a 

motivational retention strategy. However, this retention strategy can be hard to build or 

cultivate as norms and values along with the company culture is “in the eye of the 

beholder”; that is, the norms and values must be shared by the workforce. Respondent 3 

states that this strategy should to be done at a global level but needs to be sustained 

locally.  
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Having a successful retention strategy by using norms and values is a good way to 

motivate employees. Respondent 5 mentioned frequent feedback as one way to 

implement the strategy. Although, the form of this strategy varies depending on the 

country or culture. The respondent had experience of working at different locations 

within the case company and for example, frequent feedback is very common in the home 

country, whereas in other locations no feedback was considered good feedback. Still, the 

respondent still saw this strategy as the best way to retain talent. 

I mean like norms and values is maybe one of the most important incentives to have people really 

working for because if you really feel that your job is meaningful and actually you are 

contributing to the company. You will want to do things for the company, like save money for 

the company, because you think really, it's like your own money. If you're engaged with the 

company and you have a connection like more in the value sense, closer to your heart kind of 

thing. (Respondent 5) 

Company X uses this retention strategy by trying to create the right environment for 

people to stay. To do that they offer annual or biannual development discussions for all 

employees to discuss development opportunities and by providing training through 

courses and different platforms. Mentoring is also a part of this strategy. However, one 

of the respondents points out that the work-life balance is a factor that is being under-

utilised in the company and should be improved.  

4.2.2.3 Coercion 

Coercion was only acknowledged as a useful retention strategy by a few respondents. The 

majority of the respondents argued that this strategy would not be very successful in 

retaining talents long-term. Respondent 7 believed that this strategy would only lower 

the motivation, which would then also lower the results of an organisation; hence, the 

strategy would have a negative effect on the employees, the employers, and the results. 

Respondent 2 highlighted that many forms of coercion, such as contract regulations and 

penalties are not legally possible in many countries, so this form of retention strategy 

would depend on the legislation in each location. 

Many of the respondents stated that they have not seen coercion used at all in the case 

company; positive forms of retention are used more frequently. Respondent 5 argued 

that this type of retention might get people to stay within an organisation, however, it 

will not motivate them to “go the extra mile”.  
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It's maybe a way to retain people, but it will work for a while, I mean. Then it might only work 
against the company, because if people are doing things because they are really pushed to do them 
and because otherwise you will get a fine or you will get, well it depends on the laws in each country 
and so on, but like if you are all the time living on by a threat, you will do your work, but you will 
never go the extra mile. You will only have to do what you have to do, or you will even try to do 
something that will jeopardise the company or like you don't care. […] So, for sure it might be a 
way to get things done, but I don't think it works in the benefit of the company. (Respondent 5) 

Some of the respondents highlighted that coercion might depend largely on the country 

and working culture; this was very noticeable from the way respondents outside of the 

European area replied. For example, one of the respondents, who is located in the 

Americas area, admitted that coercion was used on a regular basis. Therefore, the use of 

coercion can be highly dependent on location. 

4.2.2.4 Recruitment of New Professionals or Managers 

Recruitment of new professional or managers is used as a retention strategy by 

organisations partly to retain employees but also to retain the knowledge and experience 

by recruiting new talents (Ortlieb & Sieben, 2012). The respondents agree that turnover 

is inevitable and most often a great deal of knowledge and skills will be lost when an 

employee leaves the organisation. Whether the recruitment should be internal or 

external is a question that is relevant for most open positions. Respondent 2 emphasises 

that this is largely dependent on the position and the situation.  

I think you really need to have a look at the whole situation and if we have the talent in house 

and we can develop them for something new then and they are applying for that position, that can 

be an option. Sometimes there's no time to develop, in terms of the continuation of the business, 

we need to hire someone with a certain expertise really soon. So, if then if there's no one available 

inhouse, then you need to go externally. So, it's about, what is the business requiring at the 

continued continuity of the business needs to be covered? And of course, if there is an opportunity 
to hire internally and that's also our policy, we do that. If we cannot find the right people 

internally, we go externally. (Respondent 2) 

Respondent 3 agrees that Company X uses this strategy and that it does spark motivation 

if the recruitment is done internally, as Ortlieb and Sieben (2012) describes. Many of the 

respondents agree with the statement that recruitment can be used to lessen the 

dependence of specific employees, however, for this to work a good knowledge 

management system needs to be in place. According to Respondent 6, many people are 

against sharing knowledge as they think holding the knowledge will make them 

irreplaceable. 

Inside [the case company], what has happened is people hoard that knowledge. They keep it like 

toilet paper during the coronavirus. They don't want to let it go because they think that is job 

security. I've always been of the opinion that if I share my knowledge. I am showing my value 

because I'm bringing everybody up around me. (Respondent 6) 
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Some of the respondents mention that this is changing with new generations coming into 

the workforce. Respondent 5 also emphasises the older generation are more inclined to 

keep knowledge to themselves in order to secure their job. Many of the respondents do 

point out that through recruitment the organisation can retain skills but also get fresh 

ideas and different perspectives.  

A few respondents mention that it is good to have so called “backups” to lessen the 

dependence on one employee and this can be done by cross sharing information, skills 

and knowledge within teams. Respondent 8 points out that the organisation should not 

let it get to the point where the organisation is too reliant on one person that if the 

employee leaves irreplaceable knowledge is lost.  

4.2.2.5 Knowledge Management 

This retention strategy goes hand in hand with the previous strategy; if the knowledge 

management is working well in an organisation, the recruitment of new professionals 

and managers should be easier to implement. Some of the respondents felt that 

knowledge management is becoming increasingly more important, especially when an 

organisation is in a transition period. Respondent 1 mentioned that there is so much 

collective wisdom in an organisation and it is a challenge to tap into that wisdom and 

actually leverage it. 

All the respondents mentioned that Company X has several knowledge management 

systems and platforms in place in order to store and share the internal knowledge. As a 

result of the implementation of digital tools and platforms some of the knowledge is 

easier stored and shared. Respondents 3 and 5 both believe that the organisation has 

good knowledge management tools in place. The tools used at in the organisations are 

CRM (Customer Relationship Management) systems, social networking platforms as 

well as internal knowledge sharing and learning platforms.  

[…] There is so much knowledge transfer in there [social networking service]. We have, I think, 

15,000 people on a regular basis that go in there some way and everybody is sharing through 

there. So, the institutional knowledge is being kept in the company even when these people leave. 

(Respondent 6) 

Respondent 2 mentioned one challenge of knowledge management is sharing tacit 

knowledge, which is most often not necessarily shared and also very difficult to share as 

it often relates to the sort of knowledge that is not easily translated into words. Therefore, 

an important part of knowledge management is to also focus on sharing knowledge as 

part of the learning solutions. 
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Another challenge of knowledge management is the time required to transfer the 

knowledge either to a person or onto a knowledge management system. If the transfer is 

not implemented into the way of working, knowledge sharing can require time and effort. 

Especially if the knowledge transfer is done as to reduce the dependence of an employee, 

as in the previous retention strategy. 

It's just making sure that the knowledge transfer actually occurs because sometimes, when you 

are super dependent on employment, like a specific employee. They are so busy that they don't 

even have time to transfer all their knowledge before they decide to jump ship. So for an effective 

strategy, you need to start it early and you need to make sure that you're taking things off of 

whoever you're totally stressing out and so that they have time to transfer that knowledge and 

they're actually doing it and it depends on that employee. (Respondent 8) 

Knowledge management can therefore be determined as an important retention 

strategy, especially for retaining the knowledge and skills inhouse regardless of whether 

the talent stays or leaves the organisation. Having a comprehensive knowledge 

management system in place will not only retain the knowledge but also improve the 

skills and knowhow of the workforce through knowledge sharing platforms.  

4.3 The Association Between Talent Retention and Digital 
Transformation at Company X 

This section of the chapter will discuss if there is a connection between talent retention 

and digital transformation. In this part of the interview the respondents were asked 

questions relating to retention and digital transformation. The section was divided into 

a general part, focus on employer branding and talent development; and lastly, the future 

of the two concepts. 

First, the respondents were asked if they think digital transformation can help talents 

stay in an organisation; seven out of ten respondents agreed. Many of the respondents 

argued that digital transformation creates more possibilities for talents within the 

organisation. Like Fay and Nardoni (2009) respondent 7 emphasised the improved way 

of working as a benefit that would help retain talent. By implementing digital tools and 

processes the talents will experience a more improved way of working through easier 

communication, better solutions and the ability to learn and develop. Respondent 3 also 

mentioned the possibility to reach a bigger audience for sharing knowledge can be a 

factor in retaining talent. The introduction of new digital platforms also allows talents to 

develop new products and solutions, which makes for a unique working environment. 

The digital platforms were mentioned by many of the respondents as a motivating factor 

for talents. Respondent 6 highlighted that through the digital transformation within the 
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case company, a new digital platform has been developed that allows people to suggest 

ideas, improvements, new products, or anything that can be cultivated within the 

company. By introducing this type of platform, the whole workforce can communicate, 

collaborate and give feedback on the thoughts and ideas, which results in a new sense of 

culture and belonging. The respondent believed that platforms like these make talents 

feel valuable through the interaction and creative environment, which ultimately results 

in increased talent retention.  

Respondent 8 suggested that digital transformation creates stronger working conditions 

in an organisation, which is highly connected to wanting to stay within an organisation: 

Yes, I think it can. I think digital transformation, the primary goal is to make the organisation 

stronger and more efficient and more organised. So, if your organisation is really, highly 

organised and highly efficient. That should lead to very strong working conditions and I think 

that if it's good to work at your company, you're going to have talented people want to work there 

and want to stay. So, I definitely see those two things going hand in hand. (Respondent 8) 

A few of the respondents also believed that whether digital transformation helps talents 

to stay depends on the talents’ desires and personality. Respondent 2 pointed out that if 

talents are tech savvy and interested in technology the transformation would probably 

retain them; however, it could also be the opposite.  

You know, if people are really tech savvy and they really enjoy that, of course. If you work in a 

company that uses a lot of new tools and spends a lot of time in trying to develop even more new 

tools. You kind of feel happy, right? I mean, because that's sort of what you like. In itself, I'm not 

sure if it would help people to stay in a company. It has a lot to do with what you desire and what 

you aim for as an employee and what you believe in […] but it can also be for people who have 

been working in a company for a long time, have gotten used to a certain way of working. New 

tools can actually be very daunting. It can be, um, very difficult for them to learn, especially if 

they’re not so tech savvy. You know, then trying to learn new tools is really difficult and you 

kind of feel like the tools are not really helping you. But there always there blocking you for 

doing certain things, so it just really depends on the individual, and I really think that’s just that 

component in itself. (Respondent 2) 

Therefore, whether the digital transformation has a positive or negative effect on talent 

retention can be dependent on what type of person an organisation is trying to retain. 

Respondent 1 added that factor in this is also what kind of role the talent has in the 

transformation. The respondent believed that employees must start taking a much more 

proactive role in the change to have a positive mindset.  

The respondents were also asked if they think that the digital transformation affects the 

feeling of belonging to an organisation. Here, the personality of the talent was a seen as 

an important factor. Respondent 1 related back to that a talent’s role in the 

transformation will be a deciding factor; if a talent takes an active role in the digital 
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change, they are more likely to feel a sense of belonging. Another factor that was 

mentioned by some of the respondents was the generational aspect. Respondent 3 

believed that the older generation would be less likely to embrace the change due to the 

comfortableness of the old ways of working. Respondent 5 also believed that there might 

be a generational factor in whether they feel like they still belong: 

Yeah, I do think it affect them, especially for example in companies like ours, in that sense that, 

still, there are many people who has been the company for 20, 25, 30 years. So, of course, when 

they see all these changes, some of them are adapting maybe, but I don't think it's the majority of 

them, especially of this old generation. And they feel threatened of course […]  It could threaten 

also that some of them start looking for other more conventional jobs for companies which are 

maybe still not transforming that much in that sense. (Respondent 5) 

Respondent 6 stated that the unwillingness to adapt to change is a problem within 

organisations and the fact remains that if people are unable to adapt, they will not have 

a good working experience as change is inevitable.  

The respondents also mentioned the generational issue being a factor in whether digital 

transformation affects the retention strategies stated by Ortlieb and Sieben (2012). Most 

of the respondents did believe that digital transformation has or can affect the retention 

of talent. Respondent 2 said that digital tools and processes allow for more flexibility in 

terms of how we work and from where we work, which can be seen as advantage (Vesa 

et al., 2017). The respondent added that the increased flexibility is generally more 

appreciated by the younger generation.  

[…] but I definitely think that it allows for more flexibility. So, then it can affect retention. I 
would say there's definitely of course in the younger generation who would like to be more 

flexible and yeah want to decide on their own when they work and where they work. Yeah then 

of course having these digital tools where you connect from. (Respondent 2) 

Respondent 5 stated that the retention strategies are affected by the digital 

transformation, especially the retention of younger generations. 

I think it does for some people. I don't know the age range of the people in our company, but I 

would think for people who are still maybe in generation X and millennials it does. Because then 

you feel that you have all these possibilities and maybe especially if you are millennials, you have 

grown up with technology, with phones in your hands, you know. […] Yeah, so just having more 

tools to help do your job and make it easier. I think to many of these people it’s just motivating 

people and helping them. And also, like learning to do new things and maybe learning for 

example robotics and how to facilitate jobs instead of doing a lot of operational and manual work. 

(Respondent 5) 

In general, many of the respondents believed that digital transformation allows for more 

non-monetary incentives and better norms and values, for example through the 

development of new learning opportunities and better development practices. 
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Respondent 3 claimed that by implementation of digital transformation people can do 

things more autonomously, for instance through e-learnings and being able to develop 

things as side projects. The respondent believed that these factors would be very 

motivational for talents. Respondent 8 considered successfully implementing CRM 

systems as having an impact on the norms and values in an organisation. By digitalising 

these systems or platforms it affects the retention strategies and the sense of belonging 

(Ortlieb & Sieben, 2012).  

[…] if everybody is successfully using this one platform and we've all sort of come together to 

do things in a certain way and it's working well, I think that that definitely impacts all of those 

things. And if your organisation is sort of left behind and you feel like your company basically 

isn't keeping up. I think that that's extremely negative, so absolutely, I think that there's a big 

impact. (Respondent 8) 

Currently many organisations are facing digital transformation which will affect most 

processes and strategies in some way (Bajer, 2017). Respondent 4 believed that with any 

societal change or transformation the retention strategies in organisations will be 

affected.  

It's more about like what is the flavour coming from the transformation that we're currently going 

through to those retention strategies, and also, I think probably the possibilities in terms of like, 

and this is more about the technology, I think, but like how do we organise and arrange certain 

things that have to do with these different strategies. So, for example, how do we systemically 

make sure that the knowledge is being shared? How do we, you know, what kind of targets do 

we set to incentives?  Like bonus schemes and stuff. Do we understand what are the motivational 

drivers for people you know, for example, in terms of benefits like some people would like to 

have very different kinds of benefits than others? And if we're just offering the same for everyone, 

it might, you know, be useful for 70% of people, but what about the 30%? (Respondent 4) 

In terms of incentives, a few of the respondents thought that e-HRM is a digital asset that 

should be utilised within organisation to improve the retention. Stone, Deadrick, 

Lukaszewski and Johnson (2015) argue that e-HRM, that is using digital platforms to 

make for instance incentives more personal, can have a positive effect on how well the 

incentives are met by the workforce. According to the respondents, e-HRM is not 

currently used at the case company, however, with the further implementation of digital 

platforms and tools, this would be a good addition to the retention strategies. For 

instance, respondent 4 thought that organisations should take the individual perspective 

of incentives more into consideration; therefore, introduce a personalised incentive 

scheme rather than the “one size fits all” approach. Respondent 2 believed that a 

personalised approach would also create better employee experience. 
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Based on a you know where people are in their careers, their personal situation, and I do believe 

we need to move more into that's where we look at different sort of segments of people and have 

more, let's say, choices available. Like you could for instance think about benefits. You know 

some people might prefer to have flexible hours, some might not, […] but you can think of, let's 

say, a benefits package that people can pick and choose from us. So, depending on their life 

situation, depending on what they prefer that they can make choices, and I think yes this can be 

very much retention strategy because then you make it more personalised and create a better 

employee experience. (Respondent 2) 

Respondent 9 also mentioned that organisations should pay a lot more attention to the 

employee experience as a whole. As digital tools are becoming a part of the employees’ 

personality, modern organisation should offer personalised tools to support that.  

4.3.1 Employer Branding 

Mihalcea (2017) defines employer branding as a strategy for encouraging employees to 

incorporate the brand into their everyday work-life, and through that an organisation 

can appear attractive to its current and future employees. Digital tools and platforms 

have become increasingly more important in the development of employer branding 

within organisations. Most of the respondents believe that digital tools play a vital part 

in the employer branding processes within organisations.  

Firstly, by the help of digital tools employer branding can affect the recruitment for an 

organisation. Respondent 1 mentioned that by utilising all digital channels and possible 

technologies organisations can brand themselves in new ways thanks to the digital 

transformation. Respondent 3 also agreed with this and stated: 

Employer branding is affected by digital transformation because digital transformation is one of 

the strong topics there and its very attractive for who is looking for a new company to work with 

and [Company X] in that is doing well. Also, the information published by [Company X] is 

considered a really good level […] so yeah, I think that there is a strong connection between 

digital transformation and employer branding. (Respondent 3) 

Social media has become a big part of many organisations marketing processes. 

Respondent 10 argues that social media is becoming increasingly more important and 

having a presence in social media is vital.  

Social media is so big nowadays and anytime you're posting something about your company, 

you're representing that company and that of course will or is part of the digital transformation. 

Because I mean social media is becoming more important and having a positive social presence 

in social media is also important. People are finding companies through, for instance LinkedIn, 

and I think it's really important. Anything you do externally is in a way employer branding, but 

also then you of course have more specific employer branding. (Respondent 10) 
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Employer branding also helps to set expectations, if it is done right. This relates both to 

the recruitment and retention aspect of talent management. Respondent 2 mentioned 

that if organisations are using employer branding correctly new recruits will already have 

some sort of an image of the organisation and if the expectation matches with the reality 

there will be a sense of fulfilment; therefore, creating a good employer experience from 

the start, which will then also have an effect on the retention of the employees. 

Mihalcea (2017) describes two dimensions of digital employer branding; the first one 

being to create a relationship between employer brand, talent management programs 

and engagement. One aspect of this dimension is to create a shared culture and to design 

an engaging environment using digital tools (Dorou, Jaoude & Kalife, 2016). Respondent 

7 mentioned that by using digital tool organisations can involve the employees even more 

with employer branding. By involving employees in these aspects, it might spur 

motivation, create togetherness and strengthen the common values; hence, improving 

the shared culture. Respondent 9 also stated that it is easier to stay loyal to an 

organisation with great values and a good brand. 

Respondent 8 also believed that through involvement in the employer branding, 

employees become more a part of the organisational brand which can make them feel 

very connected to the organisations. Respondents 8 and 10 both gave examples of how 

the case company has taken an initiative to involve more employees in the digital 

employer branding of the organisation. This has been done through employees sharing 

their stories on the company’s different social media platforms. Respondent 8 believed 

that this creates a stronger bond between the employee and the organisation.  

I also again feel like it's partly about being heard and being seen as an employee and being valued. 

I think for a lot of people they feel really good about. I know that we have ongoing like [social 

media platform] takeovers. Employees […] being able to post their own stories and such. I feel 

like that's also them being heard, especially when you're not just picking, you know, the leaders 
within the company, but it's people from around the world and people who do very different 

things in the company. And I think that increases their positive state of mind towards the 

company. (Respondent 10) 

However, respondent 5 emphasised that employer branding needs to be done very clearly 

or else the employees might get a feeling of disconnection from the organisation; if the 

employer branding does not match the reality. Respondent 6 also added that there has 

to be substance behind the branding or else it will not create a shared culture but rather 

create discontent.  

 



64 
 

I think one of the things with social media, it’s a two-edged sword. You can entice them in and get 
them into the company, but then you actually have to have substance. […] there's one famous one 
that puts on makeup and it looks like it's a 45-minute ordeal putting on makeup to look totally 
different. But that is the Instagram model, not the reality over here. And that's one thing that 
companies think social media will get them in. “Hey, look at me, I'm this great Instagram model.” 
But then when you get in here, you see the reality. If there's no substance here, they're going to 
leave. So, I think it might. To your question, get them in the door, but it will not keep them at all. 
There has to be real substance to it. (Respondent 6) 

Therefore, digital employer branding can have a great effect on talent recruitment and 

retention but in order for it to last, the branding must match the reality of the 

organisation. If it is done correctly, then it can create the first dimension of Mihalcea’s 

(2017) employer branding definition. 

The second dimension of Mihalcea’s (2017) employer branding is providing digital skills 

for managers and employees. For this dimension the focus is on the development of new 

skills to enhance organisational performance. This will be discussed in the next sub-

chapter along with the talent development. 

4.3.2 Talent Development 

Pfeffer and Sutton (2006) argue that learning and growth can help motivate employees 

in organisations; meaning that talent development can be classified as a non-monetary 

incentive for talents.  

4.3.2.1 Benefits of Digitalised Talent Development 

The digital transformation has affected how organisations use and advance the talent 

development practices (Vesa et al., 2017; O’Shea & Puente, 2017). This is something that 

the respondents highly agree with. Respondent 6 argued that digital transformation has 

contributed important opportunities in the learning and development practices within 

organisations; for instance, remote learning and more flexibility. Though the 

introduction of these practices many of the individuals within organisations have not yet 

adapted to the change. However, the respondents highlighted many benefits of digital 

implementation into the learning and development department. 

1. It has provided more flexibility and ease to the learning process (O’Shea & 

Puente, 2017) 

Before the introduction of digital tools and platforms the learning and development 

activities were done mostly in classroom settings. Through the digitalisation of these 

practices, organisations can now offer a lot more flexibility in where and how people 

learn. Respondent 3 pointed out that the flexibility applies to both the learner and the 
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teacher; nowadays there is more flexibility for who is able to upload content. The step 

towards actually executing a learning process is a lot smaller these days as employees can 

do it from the comfort of their home (remote workplaces) at any given time. Respondent 

10 explained that through the digital transformation within the case company, new 

platforms have been created to share knowledge. 

For instance, I mean part of the digital transformation within our company as well, is developing 

an entire app meant for sharing knowledge. And having different learning paths to learn more 

about what's going on inside the company and not necessarily just the company […] but also 

developing capabilities in other ways and there are so many online learning platforms and ways 

of developing yourselves, whether that is in text form, video form or if it's an actual like full on 
integrated sort of solution where you do quizzes and you do polls and you have to make decisions 

and a more holistic way of learning things and covering all the hearing, seeing doing. All at once. 

So, there are different levels of learning, but I absolutely think that technology it has a positive 

effect on development. (Respondent 10) 

The aspect of learning and developing has therefore become much easier in organisations 

with the integration of technology.  

2. The development opportunities reach wider audiences (Stone et al., 2017) 

The implementation of digital learning platforms has made it possible for organisations 

to share the development and learning opportunities to wider audiences. Respondent 3 

mentioned this as one of the main benefits of implementing digital technologies within 

talent development. By launching digital learning platforms multinational companies 

can offer a variety of classes, seminars and other learning possibilities to all locations and 

therefore providing global coverage of the development practices. As an effect of having 

online learning the courses and learning material can be adjusted depending on the 

location; providing the material in different languages and localise the learning material. 

Therefore, by using technology in the learning processes organisations can increase the 

customisation of the training material (Stone et al. 2017). 

3. Variety of development practices (O’Shea & Puente, 2017; Vesa et al., 2017) 

In addition to making the development practices more flexible and reach wider 

audiences, the respondents mentioned the variety of development practices and 

platforms as an improvement when digitalising the learning and development. 

Organisations can now provide an assortment of different learning platforms and 

development practices. Many organisations use for instance e-learnings, skype training 

sessions and quizzes as a base for the talent development (O’Shea & Puente, 2017; Vesa 

et al., 2017). Many of the respondents felt that many of the internal platforms developed 
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as part of the digital transformation were very useful to the talent development practices 

in the case company. Respondent 7 highlighted the visual learning introduced on the 

learning platforms make them more interesting and user friendly. 

Most of the respondents believed that the digital advancements had affected the talent 

development in a positive way, making it easier and more efficient to carry out the 

learning within the case company. 

4.3.2.2 Drawbacks of Digitalised Talent Development 

Although there was a general acceptance of digitalising talent development among the 

respondents, some drawbacks of the change were also highlighted. One of these were the 

lack of engagement during online learning. Respondent 8 stated that though digital 

learning creates more flexibility, it can also be less effective. For certain types of learners 

face-to-face learning is much more efficient.  

I think that it's great that its skills are available to be learned digitally, because it makes them a 

lot easier to access. But at the same time, I think it's much less effective, especially for certain 
types of learners. For me, to be engaged, I need constant stimulation and so if there's another 

person there that I will disappoint by not paying attention, I will try hard to pay attention. So, I 

think that it's positive for certain types of learners, but overall, I think that the ease of access has 

almost made it worse, like it's, you know that it's there and that we can access it whenever we 

really need it. But then people just don't feel the need to pay attention in a real way.  

(Respondent 8) 

Therefore, easier access can take some of the value away from the learning opportunities. 

As a way of solving this problem, many organisations have blended learning methods in 

place. Most of the respondents felt that blended learning is good to use, especially 

depending on the objectives of the learning. Respondent 2 added that blended learning 

has been used in the case company already many years and it can be very useful for 

different learning purposes. Respondent 5 also pointed out that it is very much 

dependent of what the objectives are of the learning opportunity. 

I do think, I mean, there are things that are better to learn in a team, even for like the training 

activities that, for example, in a leadership course. Of course you can learn the leadership through 

a digital course, but I think it will have better results if you do it with a group and you can already 
practice some exercises about leadership and like see examples in real life with other people 

sharing experiences and ways of thinking. (Respondent 5) 

As a result, by implementing blended learning the development practices can be partly 

digital and partly classroom based, giving the participants a better learning experience. 

Another aspect that was mentioned as a drawback within the case company was the cost 

of learning and development practices. Respondent 6 argued that the learning 
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opportunities the organisations are offer should be free for the employees to use. 

Although many organisations provide digital learning opportunities, many of the e-

learnings and courses can be costly. Therefore, if organisation value the development of 

their employees, more learning opportunities should be free. 

4.3.2.3 Talent Development and Retention 

The respondents were also asked if they believe learning and development can retain and 

motivate talents; most respondents agreed. Respondent 5 said that the possibility of 

being able to develop and grow within an organisation can be seen as a motivating factor 

and therefore retain talents.  

By offering development opportunities to employees creates advantages both for the 

workforce and for the organisation. Not only from the retention aspect but also to 

develop and educate the workforce, which creates a win-win situation for organisations. 

I think that it would make a lot of difference because the company is investing in your 

development and it's also fun and then you get to go meet people. and I also think not only 
learning something that usually when you go to those kinds of conferences, they're very 

inspirational. And so, I think people come back from those kinds of experiences, ready to not 

only bring their learning and share it with their co-workers, but also, they come back with some 

ideas and energised generally. And so, I think that that's a huge retention play. (Respondent 8) 

Respondent 2 highlighted that there needs to be a purpose for learning, or it will not be 

useful for either the talent or the organisation. If organisations develop talent only to 

motivate them, it will not be successful; however, if the development is done in a 

structured way it will give better results.  

Sometimes what people do is they send people to a training because it motivates them. I think 
there needs to be a purpose for learning. So, you need to be able to use it afterwards, because then 

you really get the true satisfaction of you will have learned something and you’re able to apply it 

and you retain that knowledge because you apply it. So, I don’t believe in learning being a 

motivational, let’s say, element in that sense […]. But I do believe in a, that’s a purposeful 

discussion around how people want to develop related to their current role, related to maybe some 

future aspirations. And then really make a plan for it and also go through the whole learning 

process in a structured way. So, line managers need to support them. They need to identify what 

are the objectives for the learnings. They go through the program they need to reflect on it. They 

need to identify how they can now really apply the learnings and they also need to have an aspect 

of how they can share the learnings. I think then you make the full use of developments and I 

think then it can also be extremely beneficial for an individual to really see how they grow 

themselves. If you don’t have all these things in place, it’s difficult to see for yourself that you’re 
growing, even if you go through many learning programs. But if you don’t apply it, if you don’t 

share it, if you don’t have discussions around it and expectation management with your line 

manager, there’s no growth. (Respondent 2) 
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Respondents 7 and 10 also regarded talent development as a factor in talent retention. 

Respondent 10 believed that learning can be a motivator and incentive for talents, as 

getting the opportunity to develop themselves and the capabilities is valuable. Getting 

the time needed to develop skills or capabilities can give talent a more grateful feeling 

towards the company which can then also result in loyalty and desire to stay as the talents 

know that development is valued within the organisation.  

Talent development can hence be perceived as a way to retain talent within 

organisations. When talent development practices are carried out in a correct manner 

within organisations, it can lead to talents feeling motivated and valued. Also having an 

assortment of learning and development practices within organisations might affect the 

sharing and learning culture, thus impacting the norms and values of an organisation. 

4.3.3 Future of Digital Transformation and Talent Retention 

The future of digital transformation and talent retention is still very much unclear. Due 

to the speed of technology it can be hard for organisations to know what skills and 

knowledge will be needed in the future. The respondents were asked what else 

organisations can do, in terms of digital transformation, to make sure talents stay in the 

company and there were three clear factors.  

Firstly, organisations need to have better communication and oversight of the digital 

transformation internally. The implementation of digital transformation can be very 

unclear if not communicated correctly within the organisation, as new procedures and 

tools are introduced people can get overwhelmed and fear the change. Respondent 5 

argued that the top management needs to push the implementation of the change in 

order for it to be internalised; only then will it be accepted and embraced. Respondent 8 

also commented that by pushing digital transformation there might be initial increased 

turnover for potentially better long-term retention.  

I think there needs to be better oversight from a corporate level. […] Basically, organisations are 

left to make big decisions on their own and there should be consensus. […] I think that any digital 

transformation activities could lead to initial increased turnover, and potentially better long-term 

employee retention. (Respondent 8) 

Secondly, the change of generations in the workforce will have a huge impact on how the 

digital transformation is viewed and received. Respondent 6 emphasises that with new 

generations coming into the workforce and older generations leave, the general view of 

development transformation and digital transformations will change; more people will 
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be more technologically advanced. Therefore, the digital aspects of talent retention will 

also most likely be regarded in another way than as of right now. 

Finally, and most importantly, organisations need to realise people’s needs and utilise 

the digital assets to transform the retention practices into a more personalised approach. 

Respondent 1 highlights that organisations must address people’s fears and concerns 

towards the digital transformation to really understand their needs. It needs to be a 

collective engagement from the organisation’s side and improve and evolve step by step 

together. More than half of the respondents pointed out that organisations should take a 

step towards making the retention more personalised. 

In terms of personalising. You know how can we find ways of working that are fit for purpose, 

but at the same time caters to people's individual needs? I think that if we can make both different 

needs meet, if we can make sure that our, you know, our retention measures are personalised to 

meet the person's individual needs. I think that's where we are finding the sweet spot in a way. 

And since we understand that everyone has slightly different preferences, then we would need to 

use a little bit of, you know, analytics to understand first like: What would be the organisational 

needs? Also look at the company perspective so, but that's a bit easier to get. Like, what are the 

needs that the company has? But then also kind of involve the organisation. What do you want? 

What do you need? And then bring these together. I think that would actually make a lot of sense. 

And bringing some focus there. (Respondent 4) 

Respondent 2 disregarded digital transformation as the key in improving talent retention 

and instead emphasising that the employee experience is crucial; however, the digital 

tools can be a factor. 

I just mentioned a few examples of how we can use the ideas around digital tools even more, but 

I think the employee experience is the key, and maybe more even self-service type of possibilities 

and having more choices. So, having a more flexible approach in terms of benefits and maybe 

even also in development, even a more flexible approach. Yeah, there's still some stuff that we 
can think about. Yeah, the digital transformation. I think we should really try to avoid that. That 

sort of the key word. It's really about the employee organisation. What do you want to achieve? 

What is your purpose? What are the business goals? How can you match these? How can you 

match the people with the business? And how can you make the employee experience the best 

experience possible? And then you start thinking about what tools or technology fit with best 

with that. (Respondent 2) 

Respondent 3 and 10 also underlined that organisations need to continuously stay in line 

with the new needs people have in terms of working environments, motivational factors 

and in being content. Therefore, organisations need to understand that this is a 

continuous development and should be kept up to date for successfully keeping talents 

within the organisation.  
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5 CONCLUSIONS 

The last chapter of this thesis will provide a discussion and conclusion of the key findings 

of the study. Furthermore, practical implications for the case company will be mentioned 

and finally recommendations for further research.  

5.1 Conclusions 

The purpose of this thesis was to examine whether there is an association between digital 

transformation and talent retention. Furthermore, both the presence and execution of 

digital transformation and talent retention in the case company was discussed and 

explored. Ten interviews were with conducted with employees within different 

managerial positions in order to get a broader understanding of the main themes of the 

thesis.  

According to the findings discussed in the previous chapter, it can be established that 

digital transformation can affect talent retention within organisations. As organisations 

implement digital transformation, most areas of the organisation will face some sort of 

change; whether it is new ways of working or cultural change. It became evident that the 

digital transformation at Company X has altered most sections of the organisation and 

thus has also had an impact on how the talent retention is managed in the organisation. 

At the same time, it was mentioned that this type of change is imperative for 

organisations and therefore the evolution of digital transformation should not only be 

accepted but encouraged within organisations.  

The biggest change within talent retention was apparent from the implementation of new 

digital strategies and tools; for instance, by introducing and creating new social 

networking platforms and digital communication. There can be many benefits for 

organisation by executing a digital transformation focused talent retention; For instance, 

digital transformation creates more possibilities for talents as the use of digital tools 

provides an improved way of working. Moreover, through the introduction of more 

development options and better solutions, a new unique working environment is created 

which in turn improves the norms and values in organisations.  

Finally, organisations have the opportunity to develop their retention strategies through 

the use of digital solutions. This can be done directly by adding incentives such as flexible 

working arrangements and better development practices; or indirectly by creating a 

strong digital employer branding strategy to impact the norms and values within the 
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organisation. The bottom line is that organisations have the option to affect the talent 

retention practices by the way they shape and use the digital transformation within the 

organisation.  

5.2 Practical Implications for Company X 

When conducting the interviews and reviewing the collected data, a few interesting 

subjects were discovered which could improve the talent retention at Company X. This 

section will provide some suggestions for the management at Company X on how to 

further advance and improve the digital transformation focused talent retention in the 

company.  

First and foremost, the subject of digital transformation focused employer branding has 

a big impact on both the recruitment and retention of talents. As social media and digital 

networking platforms are becoming highly significant for both organisations’ marketing 

processes as well as talent management, it is crucial for the company to brand themselves 

correctly. As many of the respondents mentioned, if there is no substance behind the 

employer branding, not only will new recruits feel out of place when entering the 

workforce, but also the current employees and talents will feel disconnected from the 

company. Therefore, a vital step for employer branding to work as a retention factor is 

transparency and accurate branding.  

Secondly, another point of improvement could be the introduction of more personalised 

retention strategies. With the introduction of digital technology within HRM there is a 

possibility to create more personalised incentives for talents. This is a factor that most of 

the respondents highlighted as an area of improvement. Company X should utilise the 

use of digital means to advance the current retention strategies to a more personalised 

manner, for instance by introducing some type of e-HRM. This would mean that the 

company could more easily tailor the retention strategy to the individual rather than 

enforcing a “one size fits all” strategy, which is currently applied. Furthermore, by 

applying a digitalised approach Company X could customise the strategy on both a global 

and local level. 

Finally, it is important for the case company to have clear directives regarding the 

changes and transformations happening within the company in order to create a better 

company culture; here, transparency is also key. Top management needs to 

communicate clearly and address the fears and troubles that appear during 

transformational periods. 
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5.3 Recommendations for Further Research 

This thesis has examined the association of digital transformation and talent retention 

within a case company. As the research area of digital transformation within 

organisations is still under-researched, especially its connection to talent management 

practices, further exploration of this research area is needed.  

As this study was based on one Finnish case company, further research could be done 

with a longitudinal study to really capture digital transformations effect on the talent 

management processes. That way the study could follow one or a few subjects for longer 

period of time to really capture the transformation. 

Another aspect that could be researched is geographical differences of digitalised talent 

retention. It was evident when collecting data for this thesis that what kind of retention 

strategies are used, as well as how they are perceived it very much dependent on the 

geographical area of the respondent. Thus, to further expand on how digital 

transformation can improve talent retention, the geographical differences should be 

explored.  

Both the digital transformation process and the talent retention process can differ greatly 

depending on the size of the company. For further research, this could be additionally 

studied. Other factors to consider are also the industries and cultures of the companies.  

Furthermore, an interesting subject to divulge is the association between digital 

transformation and talent retention with the main focus on the various talent 

philosophies. Will the exclusive, inclusive and hybrid talent management approaches be 

affected differently by digital transformation? 
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APPENDIX 1 INTERVIEW GUIDE 

Information on the interview length, audio recording, transcription, data handling, 
confidentiality will be discussed in the beginning of each interview. 

GENERAL 

• How would you describe your role at Company X? 

• How long have you worked in a managerial role? 

DIGITAL TRANSFORMATION 

• What is digital transformation? 

• Do you think digital transformation is important? Why? 

• In what way have you seen digital transformation in the company? 

• Do you think the company’s adopted digital technologies have changed the 

WoW? 

• What kind of advantages/disadvantages does DT bring to the company? 

TALENT MANAGEMENT 

• What is Talent Management? 

• How would you define talent? 

• What are the benefits of implementing Talent Management? Are there any 

disadvantages? 

• What kind of retention practices does Company X use? 

• What do you think of these retention strategies? 

o Incentives 

o Norms and Values 

o Coercion 
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o Recruitment of new professionals and managers 

o Knowledge management 

DIGITAL TRANSFORMATION AND TALENT MANAGEMENT 

• Does digital transformation help talents to stay in the company? 

• Do they still feel like they belong in the company? 

• How does DT affect the retention of talents? 

• Do you think DT affects the retention strategies? How so? 

• Do you have any examples of how digital tools and processes affect the retention 

process? 

Employer Branding 

Employer branding can be defined as a strategy for encouraging employees to 

incorporate the brand into their everyday work-life, and through that an organisation 

can appear attractive to its current and future employees. (Mihalcea, 2017) 

• What is your opinion on Employer Branding and Brand Loyalty? 

• Does it help talents feel a part of the company? 

• Does employer branding help the retention process? 

Talent Development 

Talent development is a part of talent management which focuses on the development 

and learning resources offered to talents of an organisation. 

• How does DT affect talent development? 

• Do you think technology has contributed to important improvements in learning 

and development processes? 

• What is your opinion of the company’s talent development practices? 

• Do you think talent development helps talents stay in the company? 
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• What else can be done in terms of technology to improve development 

FUTURE DIGITAL TRANSFORMATION 

• What else do you think the company can do, in terms of digital transformation, 

to make sure talents stay in the company? 

• What should the company continue with digital tools and processes to help 

talents want to remain in the company?  


