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This report is a study of talent management theory i a new approach to HRM to retain and
maxi mi ze empl oy eeating praotices endttd whht sextend it is applied in
Japan and South Korea. To better explain why the implementation of talent retention
theory may vary from Western countries or the US, a brief look into East (Confucian) Asian
culture was taken, as culture plays a decisive role in human behavior and partly
determines the archetypical retention requirements of different characteristic groups. Both
Japan and Korea portrait traits of a Confucian culture: the emphasis on education
background (which c¢can ev e randdhe practceé & rote leaning,
work ethic that glorifies diligence and over efficiency, various and sturdy social hierarchies,
and interpersonal relationships at workplace that are more than just professional. While
experiencing different historical paths and possessing distinguish cultural features, the
region is not completely foreign to a management approach that focuses on employee
relations and talent. Japan is well-known for its management style that includes lifetime
employment, seniority wage system, etc. and concepts that are based on or similar to
Western theoriesthatar e i ncor porate in modern popul
to sacrifice for communal progress during hard times and the highly egalitarian, the culture
of diligence and resistance to change are also what hindering the country from globalizing
its working environment. Meanwhile, the rest of the region has been less, if not at all,
known for management success, but is reaching fast for a more modernized approach to
talent management, i.e. Korea has a more standardized recruitment process. Both
countries in concern are reported to exercise excessively long working hours that lead to
several social problems, even casualty; t hei r student sbé a caedop-n
knot, however the practicality level of such education is questionable when fresh graduates
still require on-the-job training. As the situation is for the whole region, there is growing, but
still deficient recognition for the importance of talent planning and talent management;
several other issues are also widely coined by the public but receive neither
acknowledgement nor satisfactory solution. Employing a totally universalist approach to
management talents in Japan and Korea would not be effective. Instead, a locally
customized retention package (even better if tailored to individual needs) that promote fair
working environment, career progress and gender wise, and work-life balance, combined
with special policies to tackle social issues relating to workplace would be advised.
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1 Talent, talent management and talent retention

11 6Talentd in human r es oandtlensmanagemang(EMyient ( HRM)

AAt the end of the day, we bet on
(Larry Bossidy i CEO of AlliedSignal)

A consistent and effective business strategy is what drives organizations toward

success; and such plan is compiled after vigorous marketing, with a vision from

founders which is shared by all staffs. But all that is made possible only if the human

aspect of the organization is capable and stays close-knit. That is a prosaic way to
understand how human resource/capital management is most likely the core of all

business strategies, something that most people in management positions nowadays
acknowledge. As defined by one of the prominent authors in human resource

management studies i Gary Dessler,itisfit he process of acquiring,
appraising, and compensating employees, and of attending to their labor relations,
health and safety, (2003} Rdcagnitiomfe thesimportance @ r n s 0
such aspect in business first emerged in the 1980s (Ashdown, 2014); while its

definition and core functions remained the same, approaches and theories around the

subject have since extend and evolve a great deal.

"In the 21% century, the education and skills of the workforce will
end up being the dominant competitive weapon." (Lester
Thurow, Head to Head, 1992)
There has been an emerging concept in HRM whose definition and importance are still
not commonly agreed, acknowledged and used among all HRM professionals, which is

talent management. In short, talent management (TM) share many traits with HRM, but

the major difference that set it aside from HRM is how people are regarded as. While
HRM theories consider people or employees as individuals, entities; TM consider
people through the set of skills they possess, or in other words, their worth and

contribution for the organization.

ATal ent manag e roeanted andsintegréitesl prgcesa
of planning, recruiting, developing, managing, and compensating
employeesodo (Dessler, 2013)

Talent management in an inclusive sense as Dries et al (2014, p.16) quote from

Buckingham and Vosburgh (2001, p.22) is it he art of recogni zi



empl oyeebds area of diiguing ouahow to éndlpeeath erpiogee an
develop the job-specific skills and knowledge to turn those talents into real
performance [ .. .] el evating each person6s p
given the individual 6s natural talentso. Thi
contributors of the Harvard Business Sc h o o | 0 sRetairsng Yaur Best People

(20086).

1.2 Talent retention, relating concepts and practical applications

1.2.1  Definition
Talent retention by definitionistheabi | i ty t o maintain company®o:
level, keeping key talents and maximizing their contribution to the organization. Rather
than defining what is talent and the scope of talent management i which is still in
debate to certain extend (Dries et al, 2014), Gary Dessler (2013) provided an
comprehensive approach to employee retention i that it consists of selection,
professional growth and career development assistance, meaningful work and
ownership of goals (engagement), recognition and award (the most basic and perhaps
first measure people can think of to help retaining human capital), promote work-life
balance and acknowledge achievement. Other authors might also mention
performance appraisal, employee relation i engagement i commitment, exit

management in a way that is close to the functions and purposes of talent retention.

A relating concept to employee engagement would be affective commitment, which
could be explained as the psychological and emotional attachment to and identification
with an organization. Meyer et al (2002: 20-52) introduced this concept along other two
types of commitment, which is continuance (attachment due to the perceived costs of
leaving the organization) and normative (attachment due to the perceived obligation to
stay). As the study goes, it is pointed out that affective commitment is arguably the
most positively correlative with organization-relevant outcomes, such as attendance,
performance, organizational citizenship behavior; moreover, the concept aligns with the

spirit of talent retention, which is to intrinsically keep talents with the firm.

In practice, talent retention differs itself from, an in which sense be a part of talent
management not because of what activities it includes, but rather its purpose: to keep
the existing talents within the company, and maximize their potential and contribution
to the organization. Talent management, on the other hand, involves all human capital

managing activities while regard those fdAcap



than headcounts. Most importantly, talent retention must be an integral part of talent
management, which means all these processes must be practiced in order for the
system to sustain and minimize costs (Evans et al, 2011).

1.2.2  Why talent management?

AThe world is changing so fast, it
Thingsaldways wor k. And when they ¢
can fall back on is talent.o

(Edward Michaels i Director at McKinsey & Co.)

Knowledge and technology was the new driving force of economies in the 1980s, and
emerged with it the term knowledge economy (savoir-faire). Technology advancements
also diminish the demand for low-skilled workforce and instead increases need for
high-skilled ones (Dobbs et al, 2012). Knowledge being placed as the core element of
the economy urges organizations to start perceiving their personnel not as headcounts
anymore but with what skills they possess, because headcount numbers can no longer
assure adequate performance. As Edward Michaels i a director of McKinsey & Co. i
and his colleagues observed and pointed out in their publication War for Talent (1998)
and relating articles, there is increasing needs for talented people in high-tech
businesses and surprisingly even more in traditional ones; and the competition is ever
fiercer as some youths now prefer working for start-ups to earn a sense of involvement
in company decisions and aim for significant rewards. Furthermore, in order to retain
these talents/ people, the conventional approach of compensation, reward and more
generally organizational culture do not work anymore. Being placed at a dwelling
environment, employees are growing to be more and more aware of their rights, not
seeking for solely monetary rewards anymore as living standard has been raised and

people start paying more attention to other welfare aspects.

0 As hsamagk involved only mechanical skill, higher bonuses
led to better performance. But for tasks that required even basic
cognitive skill, higher bonuses actually led to poor performance -
The upsi de o friely,20l@viaiPeG al i t yo (

As mentioned before, most authors in TM theories including Dessler (2013), Meisinger
et al (2005), Evans et al (2011) among others suggest 1 in one way or another i that
besides monetary rewards, nowadays it is becoming more and more crucial, as well as

evident, that good working environment and strong, progressive organizational culture

also play important roles in engaging employees and building the sense of loyalty in

them. Monetary reward is essential, but not always exclusive and effective, not to say



counter effective in some cases (Prewitt, 2006). For instance, when the CEO and co-
founder of Gravity Payments announced he was going to make base annual salary in
his company a hefty amount of USD70 000, recruitment department was flooded with
applications. But on the other hand many employees left the company saying it was not
fair for the higher performers, who in their opinion were supposed to be paid
distinctively more due to their contribution proportion. Most importantly, a one-size fits-
all package will not likely to appeal to each and every employee in one organization
(Cosack et al, 2010), much to say in a international environment or across branches of
a multinational company (MNC); so it is fundamental to know who the employee are, to
find out what matters to them and what they expect from their employer/working
environment. The result will be retention packages that actually make employees stays,
which should be continuously improved and adjusted (Cosack et al, 2010).
Quantitatively, turnover rate is the most common indicator/measurement for managers
to keep up with the situation, while exit interview with employees who have decided to
leave to find out their rationales is the gqualitative method to get feedback on what is not

working well (Beardwell et al, 2014).

1.2.3  Application
Who are the subjects of talent retention? Should managers pay attention to the needs
of top performers (exclusive sense) or all employees (inclusive sense) T including the
ordinary and underachievers, who are in the end also crucial parts of the operation
(Paul et al, 2011)? Prewitt (2006) brings up this discussion in a slightly different
direction: should we focus on fytohapeeetyane so at
improve and/or utilize their hidden potentials? Or there is a hybrid form of those
exclusive and inclusive senses, in which any employee or role that is pivotal to a
companyds performance and success(Beaslweldie f oc
al, 2014). It perhaps depends on the cultural context and organizational culture of each
and every case that one of these perspectives is employed; for instance Frank Brown,
global leader for Assurance and Business Advisory for PwC on creating a culture of
retention: i The r eal trick i s dusiaincalelat e mmlwbjuel etsuor e

meansPwCuse the inclusive sense to regard Ot al

Among other tools and compartments of talent planning and retention, knowledge
management (especially tacit knowledge, which is unique to each and every
organization, and can hardly be taught theoretically or recorded in written forms) is

unquestionably an essential part. To minimize the risk of knowledge loss when a key



performer leaves suddenly, it is vital for organizations to build trust culture within itself
as an enhancer to knowledge regulation.

Al nterpersonal trust is consi
stimulate satisfaction and commitment of members and enhance
organi zat i on alSixantl $oege,2008) e nes s o

As trust is prosaically the psychological state when one accept his/her being vulnerable
to the actions of another (the trustee) believing and expecting that the latter will do no
harm, or even benefit him or herself. The trustee hence will establish a mutually
advantageous relationship with the trustor, and is expected to not betray the other (Six
and Sorge, 2008). A high trust enables its member to believe in the positive-sum
outcome of sharing knowledge, hence facilitating a knowledge-sharing culture and
transparent working environment. Such culture would in turn mollify negative
competition among employees, motivate less-experienced ones or low-performers to
strive for more and establish a positive image for the firm as a good place to work at
(Hatch and Cunliffe, 2013).

There is a vast range of different talent retention relating policies, such as talent
pipeline and succession planning, remuneration, welfare, working environment related,
career development, recruitment related, etc. ldeally, healthcare insurance and other
types of support should not be limited to the employees themselves but also their
family members, especially their children and parents. A company identity and
coherent organizational culture should be established, indoctrinated and reinforced to
make employees feel that they are all part of something, working for a common goal
and sharing one exclusive identity. As proved later on, it is particularly among highly
educated youths that support for further education, coaching and fair promotion
opportunity is a priority when it comes to seeking for the right employer. A desirable
working environment and condition may consist of some (and better if all) of the
following: transparency, absence of all kinds of harassment and discrimination, flexible

working hours and not-to-high hierarchy.

Succession planning is both to ensure the company has a range of choice to choose
the best from and assuring shareholders, which should be done early and extensively.
A good talent/succession plan, which estimate and suggest measures to ensure an

adequate talent pipeline for the organization, requires understanding and

der ed

(



predetermination of the product/problem and what resources and skills would be
needed to produce/solve it, desired company image, possible layoff/retirement,
companydés goals and objectives and key
companyo6s situat industrial patoepspetcy, and hast but not least its
competitors (Stringer and Rueff, 2006). Also, when it is time to recruit, a clear

recruitment message and employer image would definitely ensure a productive

mi

campaign. They <can be i @Gerfgrivande hcompamye lotsvaefn n e r
, bi
advance rapidly), ASave the worldo (inspiri

promotion opportunity, etc.), ABi g risk

ALIi festyled (off eteiretated benefiiskx(Mibhaelsi1098). and |

AThe best time to plant a tree i
prov

time is nowo (Ancient Chinese

Recruitment was never a one-time or overnight business, hence HR managers should

i fest

S

C

build and maintain for theiror gani zati on a At al ent communi t

candidates are sustained even though they are not hired at the time or are only
interested in the company and not looking for a position yet (Stringer and Rueff, 2006).
Beside turnover rate and how much talents are wrongly hired and placed in the
organization, a lot can be concluded from the recruitment process could as well be
utilized to improve talent retention quality. Indicators such as response rate of
candidates (both the suitable and unsuitable, by position, set of skills, level; by
tactics/channels), how long it takes for them to be recruited, how to graciously decline
the undesirables, etc. tells managers whether they are investing and relying on the

right method and what could be improved.

Besides indicators and long-term measures above, there are also various ways to
improve and actuate a more appealing and agile working environment. In their 16"
issue (2015), Deloitte Review dedicated their CFO Insight part for down-to-earth
suggestions to increase employee engagement i a growing problem as they address
in the earlier part of the article. Thepr oposed Airresistible

offers meaningful work (the right task for the right people) for small, empowered teams
with trust-worthy and transparent leadership (clear, simple and realistic goals) in a
supporting and positive environment (coaching culture). Making meetings less painful

and pro forma by rotating the meeting leading role among employees, not the leader,

wor k

give them more fAair timeo can be one way t

(0]



are not of low priority. Frank and specific questions indicate you really want feedback

and it is safe for your subordinates to disagree withy ou (i . e. AWhat did
AiDo you think thi s Dplatte tlsoimentiohes thaticdmpagi€sd aet c . ) .
many of them still do, unfortunatelyi need t o stop thinking that
symptom of disengagement; in fact, theycan possi bly be the staffod:
the organization so ardent he/she can risk his/her career to stand out and go against

popul ar opinion, i ncl u8oma gourdesd puggesiagiaadgup me nt 0
meeting, which is also another way to discreetly promote agility and healthy life style at

work place, and set a regular time for office exercises. One Seattle-based CEO i Dan

Price of Gravity Payments i combines both, making his mostly young staffs plank in

the whole duration of meetings to encourage everyone to speak quickly. This
eventually makes meetings less painful and more productive all the while letting

employees exercise together in an interesting, non-conventional or pro forma way.

2 Culture and its influence on talent management

2.1 Culture in workplace
The most popular school of thoughts that systematically measures, depicts and
categorizes cultural differences among nations to business students is probably the
cultural dimensions by Gerard Hendrik (Geert) Hofstede, and further on by Alfonsus
(Fons) Trompenaars. The five dimensions of culture, most of which appears in
everyday business situation (rules or relationships), that Trompenaars classified were
team work or individuality, how emotions or opinions are expressed, the range of
involvement and how status is accorded and regarded. Such studies and theoretical
frames have helped a lot of professionals and students in analyzing and preparing to
work within different cultural environment. They also elaborate why the study of culture
would prove itself useful in doing business; for instance Hofstede (2005) called culture
the mental programming or software of the mind that each and everyone carry, which is
the pattern of thinking, acting, feeling that has been learned and accumulated
throughout o n &wers tholgh fvariationsm eare bound to occur, general
sentiments and values such as national identity, sense of humor and tolerance i for i.e.
humor and tardiness, moral values and work ethics, etc. are hardly not archetypal in
people coming from one collective cultural background. However there seemed to be
little mention, not to say description and conception, of Asian countries in these works;
index and ratings of these countries still occasionally come up, but no further

explanation or analysis was given. Even with such limited information 7 in form of



scores i those studies offered, it is noticeable that the concerned (Asian) countries in
this report, or Asian nations in general, are different as Asia is a continent of diverse

cultures and religions.

In 1978, Robinson, R. D., on discussing comparative management i the comparisons
of organizations and general aspects of management from different countries and
cultures (Chen, M., 1995: 1-2), stated that there are three approaches to the subject.
The universalist approach insists that there is almost no difference across cultures and
social backgrounds, hence management theories and practices are easily transferred.

From the economic cluster point of view economic features of nations/group of nations

are believed to dictate/constitute management basics. Meanwhile the cultural cluster

means that Aatti t udi nalral diffenced arhoagy cuttures determine
ma n a g e me n .tWhichaosekisanore prominent and provedtobee f f ect i ve i n t
world? Are we heading from economic and cultural cluster approach towards
universalist one due to advanced communication technology and increasing cultural
exchange? Those are the concerns of managers of multinational corporations and
expatriates; as for this thesis, it would mostly stand from the cultural cluster point of

view to examine the influence of culture in professional working context.

CULTURE

VALUES

BEHAVIOR

ATTITUIE

Figure 2.1.1. Adl er 6s il |l ustr at i behaviar.fSounce:®heg (@993)ur e af f e

Comparing management styles of different countries Adler (1991) observes that in high
uncertainty avoiding cultures (i.e. Japan and China) employees expect managers to
lead and prefer job security over self-actualization/recognition as motivation. A strong
desire for social harmony results in Japanese employees finding promotion
Adetri mental o since it would datmeeganettehdkei r r e
Meanwhile, decision making process and achievement acknowledgement in i.e.
American managers and Confucian Asian ones are also distinct: the former believe in

their own efforts while the latter depend on a slight chance of good luck or fate. Data



gathering for Westerners means using their five senses to gather information and facts
around them, Asians tend to refer to past and future, etc. Child (1981) concludes that
while researchers divide opinions on whether management systems are growing in
similarity or not; management styles seem to gradually unify on macro level (structure
and technology, etc.) but remain idiosyncratic in alignment with their own cultural

characteristics on a micro level (i.e. behavior) (Chen, 1995).

2.2 The East Asia cultural context

East Asia in this report consists of China, Hong Kong, Taiwan, Japan and South Korea

due to their distinguishing economic characteristics rather than their political or
geographical status. The region is home to more than 1.6 billion residents (Wikipedia,

last updated 2011), with Japan being listed as developed while the rest as developing
economically (United Nations, 2016), South Korea and China as emerging economic

forces with almost dissimilar strengths, Hong Kong and Taiwan not as entirely
independent entities but still are worth-recognizing economies. Given their varied level

of economic development and history as well as natural resources, each country has

their own distinguish cultural traits: the Chinese with their prevalent and influential
philosophies of Confucianism, Daoism, Lacism, et c. and At he worl dos
the country of invention pattern licensing, the icon of economic miracles and comeback

and exclusiveness, South Korean being on their way earning international
acknowledgement, etc. Togethertheycan be prosaically grouped
I emphasize are put on devotion/work ethic, gender role differentiation, hierarchy,

family, education and way of learning (Tung, 2014).

It is essential to mention Confucianism in this report because of its undeniable
influence on the cultural establishment and hence behavior pattern of both Japan and
South Korea. Confucianism as a code of conduct (Redding, 2014) covers not only
governmental ideals but also suggests social system (with different classes), how
human to human relationships are categorized and how should they be, what should
matter when evaluating an individual, etc. These may vary a bit from country to
country, but the core principles would be the same. Take the instance of the essentials
in Korean Confucianism, which emphasize on four values: hierarchy (including loyalty
to senior individuals), filial duties to parents (respect, obedience, etc.), emphasis of
education and diligence, trust between friends and colleagues (or more generally
people who share common background) (Hemmert, 2014). Values such as these

innately determine the behavior pattern of an individual in daily activities and working
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environment, what one prioritize and highly appreciate, and eventually what motivate or

discourage them from being productive at work.

Among East Asian countries, some exert more influence on others than they mutually
and equally; the rest being more susceptible to cultural influence of not only the former
but also countries outside the region. China, for instance, possesses such vigorous and
seasoned culture of some thousand years and an everlasting desire to explore and
expand that it has left their traces on all surrounding countries; some of which were at
one point even part of it. Such cultural impact is evident even in countries not sharing
border with China, i.e. Thailand. Adding to said extension of the Chinese dominance,
Hong Kong and Taiwan i due to their specific history of annexation and position in the
two World Wars T also bear several resemblances of their most significant colonizers
during the late 19" and 20" centuries, which are the British and the Japanese
respectively. Regardless of the prominently negative aspects of colonization, it is also
undeniable that said colonizers have introduced new concepts and be leverage to
Chinese influence in East Asia. Management style and perspective on talent retention
in these countries, hence, may be generalized as one on a certain level, but because of
such cultural distinction they definitely differ from country to country. In addition, the
face of labor situation in all of them are changing altogether with the entrance of a new
generation in the workforce, many of whom having received education or being
influenced by popular organization theories, including those subjected to examination

in this report.

Due to the favorably close proximity between the two and the Japanese annexation of
Korea from 1910 until the end of World War I, cultural 7 especially educational i
exchange was carried out enough for these two nations to bear resemblances in
several ways. Belonging to the same Confucian part of Asia, both are known to be
extremely hierarchical (Redding and Tung, 2014), even higher than the originate nation
of the philosophy itself, which is China. The Korean society employs Confucian ideals
and social structure and the outcome of Japanese way of education, as many Korean
managers during the early days of industrialization have been sent to the latter for
educational purpose. Hierarchies in both nations are mentioned in plural form, meaning
there is not only seniority system in professional environment, but also other forms of
social structure such as work tenure, age, etc.; which explains why most if not all

people in top positions are of senior age (Hemmert, 2014). Such social orders are so
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deeply ingrained they are even expressed in the languages. In Japanese there is
sempai-kohai (senior and junior) relationship, and there are different honorifics to
address people of senior or junior age or higher/lower social status (-chan, -kun, -san, -
sama). The Korean counterparts of these are relatively seonbae-hoobae and i ya/-ah, i
yang/-goon, -shi, -nim; not to mention different words to address people as uncle, aunt,
(big) brother or sister, etc. that are all replaced by you in a daily conversation in English
or ni in Chinese, and the starkly different styles of speech in a formal or informal

context.

Contradicting to all those similarities, the social classes in Korea is much more
prominent then in Japan; with the chaebol (Samsung, Hyundai, LG and the emerging
Lotte) families implicitly emerge as the new ruling and desirable class in society instead
of the yangban (aristocrats) of the old days. The chaebols are similar to the zaibatsu-
keiretsu system of Japan in term of contribution to economy, but are different in how
components of such system are selected. Korean chaebol class are established and
maintained through marriage and family ties i marriage usually for business reasons
as well) while zaibatsu and keiretsu are simply networks of banks and companies,
which are closely connected through business benefits but not necessarily marriage or
family ties. In regards of this aspect, it is fair to say that while Korea and Japan remain
the conservative Asia, China has turned out to be more hierarchically flat and
deliberate despite being the origin nation of Confucianism; apart from one exception
that the Chinese do practice in-house succession planning (family members of the
founder usually take over management tasks) just as the Korean, but that is gradually

diminishing as well.

Same as in Japan, the Koreans generally are group-oriented, share the desire to blend
in in public and are sometimes susceptible to mob mentality as in some other Asian
cultures; however their work values remain individualistic (Hemmert, 2014). In addition,
Koreans express extreme national pride (Redding, 2014) and a tendency to expand
network horizontally (with people of same age, position, alma mater, hometown, etc.)
(Hemmert, 2014). Surprisingly enough, the Korean society is also considered low trust,
as there is a deep mistrust between management and labor representative, citizens

and institutions (legal apparatus, government, large corporations, etc.).

Al n J alp afmpeopldbelieve that they know someone they
could rely on in a time of need, more than the OECD average of
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8 8 . [ é] Concerning the public sp
sense of community and high level of civic participation in Korea,

where 76% of people believe that they know someone they could

rely on in time of need, less than the OECD average of 88%, and

one of the | owest {ThegQECxBetter Life t he
Index)

To compensate for that , Ainterpersonal tro
institut i D peadle tend ta sustanore in others from the same background,
alma mater, etc. This means that if trust is established on personal level, subordinates
may follow a senior manager who is leaving the company solely because of the trust

and relationship they have with that person (Hemmert, 2014).

To highlight how Confucianism in Japan and Korea take on separate course from the
original Confucian society 1T China, while still sharing the general values, an
examination of how they maintain and expand social network would bring good
example. The Chinese i especially overseas Chinese i are stereotyped as bearing
entrepreneurial mindset and are almost always willing to cooperate and trust the
people of their own ethnicity or origin. China still relatively deploys Confucianism as its
social code of conduct i emphasizing on hierarchy, family and company identity; hence
the preference of ownership and connection over performance-based merit and the
tendency to not t dounsttshare the sameé lhekgreund/ndt m ahe
same organization/social group (Redding, 2014). The highlight of Chinese ideal of
building a close-knit community means that each ffamilyd0 ( meani ng any c¢com
social stratum) takes care of its own members who are expected to carry out his/her
rights and duty to the family/other members in return. The company is one united family

with collective interest.

Team building sections in East Asia generally do not stop at meetings and team
building trips, but what is most common among Asian cultures i and also among things
outsiders may find challenging or hard to understand i is the practice of after-work get-
togethers, which usually involves alcohol consumption. Social drinking is so essential in
Korea that they even have a drinking culture of their own, with particular etiquettes and
different meanings for drinking in various social events; and a compound word in for
company get-togethers i hoesik, which is the combination of hoesa (company) and
siksa (meal). Drinking is not only to bond with your colleagues and supervisors, it is in

general a tool to path your way into society, or in other words, how one really gets to
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know anyone else. Expanding your social network while maintaining friendly
relationship with your co-workers and supervisors in Confucian Asia go to a more
personal l evel , where getting to know the pe
etc. may be considered the basic of a long lasting and worthy connection. This has
been mentioned, emphasized even, in almost every handbook about working in Asia,
especially the Eastern, Confucian part. Affective commitment as result is a
considerably easier to achieve in East Asian countries. However commitment is not the
only desirable outcome in talent management; the ultimate goal is to utilize and make
the best of peoplebds ability and potentials

and intervention to assign jobs effectively.

There are now plenty of handbooks on living in, negotiating and doing business with, or
even starting up and managing in Asian countries, especially East Asian ones.
Situation examples are usually given along with general description to depict a typical
native employee in his or her native professional environment. Japanese white-collars
for example bear the ster eot ypeetingdforthemhie qui e
not a chance for discussion and constructive comments, but rather a
indoctrinating/inaugurating events for strategies and ideas from managers, so all they
are expected to do are take notes and say yes (Bramble, 2008). That mostly comes
from the emphasis on hierarchy and social harmony and is the outcome of
conventional one-way teaching and training, or rote learning as some authors may

have put, in Asian societies.

3 Management perspectives from Asia
When speaking of Asian philosophies, the most well-known and perhaps influential
would be Confucianism, whose traces still stay deep-rooted and be seen even today.
Even though not directly addressing corporate management or talent management in
particular, these philosophies impose great effect on behavior and daily life in Asia in
general, much to say in economics and workplaces. La o Tz u 06 sachievihgde o f
(virtue) while exercising wu-wei (no-action) was lent to (or at the very least share
similarities with) French physiocrats and termed laissez-faire 7 t o il et it b
describing a system where transactions between private entities are free from
government 6s intervention through t h®uchf or m
influence even extent to the rule of invisible hand by Adam Smith, explaining how, in a

free market, self-interested individuals naturally and unknowingly benefit society by
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operating together with interdependence. Confucius on the other hand believed in
achieving eventual virtue through direct effort and control, hence led to the
development of managed economy (Witzel, 2003). Furthermore, their ideology on
social rankings, classes, hierarchy and relationships (among family members, between
supervisor and subordinate, between the young and the old, or between humans in
general) are deep-rooted in Asian, especially East Asia. These schools of thoughts and
both be related to modern time economics and management theories and referred to in
order to understand behavior both in and outside workplace, as well as possible
intrinsic rewards that will work in East Asia context. However, it must be note that these
ideologies, despite their omnipresent and enduring potency in Asia, do not apply to
each and every case; particularly for the younger generations of Asia who have been

more exposed and hence become open to diverse, modern views.

More recent management or management related views can mostly, if not only, be
noted from Japan, not China in general or South Korea. The initial success of
Japanese companies with one common and unigue management viewpoint earned
them théapandse fimanag aVha rsat susht vielw epart from its
Western counterpart is that the Japanese consider firms as social entities and focus on
corporate social responsibility (CSRs) rather than seeing them as profit-making tools
for their stakeholders i which is quite common a concept in industrialized societies in
Europe and the America. Companies are there to provide jobs and contribute to the
economy and s onelfare;t ywlsor di nat es 6 trust i n
responsibility is palpable (Redding, 2014), as security is what they prioritize out of their
being employed, not the monetary payment itself.



Table C.1 Comparison of Western and East Asian management styles

Western

East Asian

Hierarchical, egalitarian command,
segmented concern

Free-form command, roles loosely
defined, holistic concern

15

2. Professional managers, position Social leaders often with

related to function high-sounding titles for low-ranking
jobs

3. Paniculari_sm, specialized career Non-specialized career paths, slow
path possibly with rapid evaluation  evaluation, regimented promotion,
and promotion, individually socially orientated
orientated

4. Decentralization of power Centralization of power

5. Mobility Stability

6. Diversity Unity

7. Direct approach Indirect approach

8. Systematic analysis, Ambiguity, reaction, adaptation

standardization, categorization,
classification, conceptualization,
precision

9. Long-term set planning Often lack of formal set planning,

high flexibility in adjustment
10. Explicit control mechanisms Implicit control mechanisms

11 Or:ganizations and systems adapt to  Leaders/managers adapt to change
change

Source: Waters, 1991, p. 106.

Table 3.1. A comparison of Western and eastern management styles (Source: Chen, 1995)

One contemporary organizational behavior/human resources management theory that
is considered the exact Japanese management style is Theory Z by Dr. William Ouchi,
whose main point is to forge employee commitment/loyalty by offering an assured
lifetime employment and focus on their all round welfare i in other words, the
company/organization is a family, there is no bad employee, just those who have not
received the right treatment yet. Such theory was build based on the Maslowd s
hierarchy of needs; which makes it more approachable and relatable to those familiar
with the Western In the 1980s, both Ouchi and Akio Morita i co-founder of Sony i
promoted the Japanese way of bonding within corporations in a time when there was

t he 6softo

debate between two O6hardd and app

workforce in terms of number or to focus on the human relations aspect.

f or me was €evdn for his reformation of the

t o jurodorangersenti Ig then@97Qs hieand |

Pehr Gyllenhammar i Volvob s
companyds approach
company faced a situation when there was high demand for simple task workers, which
means jobs are easy to find while the nature of the job was repetitive and dull; in such

condition both employee engagement and quality control (casualties can happen and
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be missed amidst thousands of similar components) . It was no longer enough raising
salary to keep the workers motivated; and so Gy | | enhammar 6s sdadhuti on
from traditional assembly line model to the quality circles model. Defined by Kaoru
Ishikawa, quality circles is a model where workers are organized into teams, each
responsible for the whole manufacturing process of certain end product(s). This allows
room for job rotation and exploration of potential/untouched skills, cross check 7 quality
monitoring since it is easier to spot faults in final product. The workers can see the end
result of what they have made and therefore bear a sense of achievement; they get to
do different tasks so assembling motors is not so boring anymore. Such model can still
be seen in various companies nowadays and whose application is no longer limited to

industrial production.

AfJapanese and American management
and differs on all/l i mportant respe
(Takeo Fujisawa i co-founder of Honda Motor Corporation)

Parts of East Asia that have been in contact with Western culture during the colonial
era and the two World Wars may have adopted some cultural feats and perhaps
business management. Japan is an early case of opening to Western contacts, hence
the consequential industrialization and birth of various relating industries. However it is
quite interesting how the nation manage to adopt technological and scientific advances
of the Western world but still stay culturally secluded to the point of remaining
unscathed. It can be said that some Japanese management philosophy was borrowed
by or coincided with those of Western management thought leaders and became part
of the mentioned popular management theories. In that sense, rather than stating that
the so-called popular management theories are being imported to Asia, it may be safe
to say that these two presumably polarized styles have long ago intertwined, and as a
result, managers coming from the Asian viewpoint can actually relate with foreign,

contemporary management theories to a point.

While classic Japanese management concepts and style after World War Il have been
the subject of fascination and study of American and European researchers and
managers, the rest of Confucian Asia seems to be the promise land for them to explore
and exploit. Perhaps because this part of East Asia has not prove themselves right
about management with economic success, when it comes to this region the so-called

Western managers only think of how to compromise and make deals rather than learn
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and adapt. In such sense Japan has definitely set a good example in taking on new
perspectives, as they have been keeping their gates open to trading with Westerners,
and hence learning not only cultural feats but also their science and technology
advancements. While being arguably the first country in Asia to industrialize and even
economically significant enough to play an important part in World War II; the
advancement of Japanese economy, or the Japanese miracle as other may have put it,
seems to have ceased an eventually facing a crisis. What the nation once took pride in
as the core of its management philosophy and driving force behind its economic
recovery i the collective mindset and job security, prosaically trust i seem to be
somehow out of fashion in the time when job-hopping is the norm, even in a loyalty-
emphasizing society such as Confucian Asia. As mentioned in the previous section,
some similarities do not and cannot solve the math of managing talents, particularly
talent retention, in the modern East Asia context, as time changes and there are still

cultural diversity and uneven economic development to take into consideration.

4 Talent retention in East Asial a comparison of Japan and South Korea

4.1 Overall situation

Academics studies and textbooks may not be as up to date as other sources, but they

1 if from reliable author i offer a more academic insight and usually come with detailed

correlation with theoretical concepts, hence are considerable sources of information for

this thesis as well. The quality of talents in East Asia, in other words the quality of the
regionés education systems, i n alignment w
generally discerned as improving but still inadequate. Both China and South Korea

suffer from lack of technical-trained human capital, while Japan has been long
acknowledge for its bloom in innovative activities and invention patterning, which

supports the statement that the development in each Asian/East Asian country varies

(Tung, 2014). Taiwan and Hong Kong i having been under the influence and with the

legacy of the Japanese and the British Empire are bearing resemblance in culture

norms, technology development and business system/management style with their

once occupiers. Japan and South Korea are among high performance countries in

terms of training outcomes, but they and China as well do not have a strongly

supported and widely implemented vocational training system (Witt, 2013). The
stereotyped Asian way of education that exert e xcessi ve emphasi ze
rehearsing and test taking rather than on p

seems to be the reason why some Asian countries (among those Japan and South
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Korea) earn their place at the top of international rankings such as PISA (Programme
for International Student Assessment) (Witt, 2013).

Another education and training issue in China and relating regions as well as South
Korea is the ongoing brain drain they are suffering from. While many a student of these
nations were sent abroad with the purpose of getting new perspectives and bringing
back technology advancements from the Western world, many of these students did
not return, or did return but only to move back to more developed countries i which
was not the case for Japan after the two World Wars. In most cases, it was because
the social conditions and technical infrastructure of their home country would not allow
them to make the best of what they had learnt. Fortunately, these nations have not
better understand the underlying rationale of the brain drain, therefore starting to offer
career progression opportunities and family/accommodation related benefits for these
student-turn-immigrants and scientists instead of just monetary reward. To further
sustain this talent flow, these governments has also made effort to contact and keep in
touch with their high-skill expatriates, ensuring their availability and dedication in time
of need (Song, 2003). These efforts are ebworntkirmgd paol
with room for further improvement; to make these expatriate talents feel their role in
their home country development and help them exercise that right without forfeiting the

career they have built elsewhere.

But even when workforce quality is assured and the talent pipeline is sufficient in
number, the concerned regions also experience short-term average employment
tenure. Local new hires in Asia tend to leave the organization within an
unprecedentedly brief period, which does hinder on-the-job training i an important part
of career development and loyalty building. Japan apparently fare the best among East
Asian nations as it is famous for the prevailing practice of lifetime employment (at least
in the old times); new hires training is systematic and established, and most
i mportantly, strikes are rare occurrences si
underlying rationale and participate in decision making processes. The last one is an
important point to make, since employees ident i f yi ng wi t h company ¢
underlying rationale and general sense engagement being reinforced means that they
are intrinsically motivated to work and stay loyal to their firm. On the other hand, weak
bonding with the firm is typical in China and South Korea: labor unions are only pro

forma i they either side with the company and is branch of Communist Party (China) or
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are all too notorious for their militancy (South Korea). Identification with firm in both
cases is weaker than that in Japan because managers are believed to treat
subordinates unfairly and the decision making structure is much centralized (Witt,
2013).

It is safe to say that even though awareness of the importance of talent management
has been raised in East Asia these recent years, managers there still have a lot to
improve on the subject. When searching for reports and academic writings on talent
retention in East Asian countries, most results are written in such manner that imply
career development, which is a constituent of talent management, is still mistaken by
many Asian managers as promotion. Only recently have companies and governments
pay attention to utilizing more intrinsic rewards such as re-accommodating support and
flexible working hours beside monetary offers to induce commitment and productivity in
their employees. Even when talent development is taken as it is defined by popular TM
theories, these reports and studies only mention managers, manager-to-be and highly
intellectual individuals (such as academic researchers, scientists and engineers of
highly sought-after expertise) as subjects of such concept. This means that only a part

of TMds scope has been r ec dghereisditle ta mode

t ouc

di scussion of studying and exploiting empl oy

and department wise) of those who do not seem to fit in well. Instead, the extent of
talent retention to the mind of East Asian managers as of now is commonly the practice
of maintaining headcount at a sustainable number and trying their best to solicit top

performers.

OA study conducted by the Corporat

the employees who are most committed to their organisations
give 57 percent more effort and are 87 percent less likely to
resign than employees who consider themselves disengaged.
[...] the Asia-Pacific median resignation rate is 15.2 percent. This
compares with 7.0 percent in the United States and 6.6 percent

i n West er itPwE Baratogap . 0

Besides corporate sustainability and/or annual reports of multinational/international
companies in Asia T which is most likely the first source of information that comes to
mind when speaking of HRM practices in reality, another way to find out what the
situation really is in East Asia for these companies is through market researches and
case studies. While the former may sometimes be quite subjective or intentionally

vague, the latter is more expansive and accurate for the most part. For a preliminary
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level of research, popular names as popped up from the quest: Deloitte Consulting and
the Human capital Leadership Institute and PricewaterhouseCoopers (PwC) Saratoga
Asia-Pacific Centre in Singapore for instances both have reports on the labor market

situation across various industries and countries.

Some graphs and figures extracted from those reports that reflect and compare the

situation on organizational and national scale:

Digging Deeper:
“Talent challenges

felt by all”
Overall Our research suggests that talent
Talen; f;armty challenges are equally faced
(+]
/ Talent by both local and multinational

/Attraction
Talent e 81%
Retention
83%

corporations (MNCs), whether in
terms of talent scarcity, attraction
or retention.

Figure 4.1.1. Talent landscape i Asia (Source: Deloitte)

71 percent of the interviewed CEOs across Asia admitted that there is an overall
scarcity for talents in their organizations, among 3 subcategories (talent identification i
including the recognition of needs for talents, attraction and retention) the one they
found the hardest was talent retention. The same sentiment are echoed by CEOs in
China (see figure 4.1.2); so even though identifying and recruiting new talents who
match their requirements, what worries these CEOs is how to keep the existing ones
happy and productive. The situation is almost the same in China, though talent

identification is perceived as less challenging.
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Rising competition and cost pressures
have led to challenges on the talent
management front as well. Across the
talent cycle, of the three stages, talent
Overall retention appears to pose challenges for
Talent Scarcity the greatest majority of the responding
60% Talent organisations (83%). This is followed
/Attraction by talent attraction (80%), whilst talent

Talent " 80% identification appears to present a
Retention challenge for just over half of respondent
83%

organisations (53%).

Figure 4.1.2. Talent landscape i China (Source: Deloitte)

While Deloitte6 s report (2012) f ownlslandscaperof Asianpabou r i n g

mar ket then goes speciPwCctoakiohthie perspective of CEHDe
I mostly anonymously i on how HRM is being handled in their own organizations and

how they think it should be improved.

As there are numerous talent retention and talent management related company
policies as well as practices, the focus on which may vary by countries and regions;
this thesis will concentrate on a limited list of aspects across two nations of concern as
well as the region they locate in. Those include salary levels, talent planning and the
awareness about such concept, turnover rate, development programs if any, the
prospect of having such thing in and awareness and about their benefits for the
company, hierarchy and related issues of working environment/atmosphere/conditions,
welfare of employees (official paid day-offs, maternity and paternity leaves, healthcare

programs and insurance), how often is overtime pay and the pay rate, etc.

nat



Asia-Pacific resignations are approximately twice as high as West

Figure 4
Resignation Rate (%)

APAC
(overall) 15.2%

APAC
(advanced) 15.0%

APAC
amenging 15.8%

United
States

Western
e

Source: PwC Saratoga analysis

Figure 4.1.3. Resignation rate (%) i Asia Pacific, the US and Western Europe

(Source: PwWC Saratoga)

Asia-Pacific high performer turnover is also significantly higher
than the West

Figure 5
High Performer Turnover Rate (%)

APAC
e

United
States

Western
festem

Source: PwC Saratoga analysis

Figure 4.1.4. High performer turnover rate (%) i Asia Pacific, the US and Western Europe

(Source: PwC Saratoga)

Ford experienced the same problem.

22

Voluntary quit and resignation rates seem to be considerably high across Asia,

especially when compared to the situation in the Americas or Europe; both PwC and
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2013 Voluntary Quit Rates (salaried employees)

Americas

vs. | 1+~

Canada 1.2%

Mexico 2.7%
Brazil 2.4%
Europe

cermany [ 0.5%

ve [

Asia Pacific

Figure 4.1.5. Voluntary quit rate in 2013 7 the Americas, Europe and Asia Pacific (Source:
Fordoés Sustainability Report 2013/ 1¢

Same as PwC Saratoga, Ford went as far as making a comparison of the same index
among its branches, among which Asia Pacific, to illustrate how alarming the retention
circumstance is for them. Apparently they will need to adjust the current retention
package or form an entirely customized one for their Asia Pacific branch.

One out of five hires leaves in the first year

Figure 3
Resignation Rate < 1 year (%)

APAC -
e
APAC .
(achanced

APAC ,
(emerging) 18%

United
States

Western
festern

Source: PwC Saratoga analysis

Figure 4.1.6. Resignation rate of employees under 1 year tenure i Asia Pacific, the US and
Western Europe (Source: PwC Saratoga)
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The modern Asian employee may not plan to stay in one company for more than 5
years; especially the millennial who allegedly have higher living standards that includes

intrinsic ones.

How long have you been with your current employer? Across all countries:

27% ‘ 21%\k 3% 14% 5%

Up to From 1to 2 years From 2 to 5§ years From 5 to 10 years From 10 to 20 years
12 months

2%

More than
20 years

Are you actively looking for a new job?

54% ]4%

Figure 4.1.7. Work tenure and loyalty (Source: 2016 Hays Salary Guide)

Asian CEOs are finally realizing that it takes more than monetary rewards and carrot
and stick treatment to retain high performers. It seems that what modern Asian
employees expect from their employers are more than just extrinsic rewards; some of
them 17 especially the millennial i already bear the mindset of job-hoping and flexible
working arrangements in order to balance between work and life rather than looking for

safe, static jobs and lifetime employment as the previous generation would.

0 Fr e gq u éopping jappdars to be endemic to many markets,
at all levels of the organization, in Asia-Pacific. Our findings are
backed up by other market studies. For instance, a 2010 survey
of over 2,200 mid to senior level managers in mainland China
found that two-thirds had received at least one competing job
offer in the last 18 months, and that nearly half (46 percent) had
moved to a new role with a more than 30 percent increase in
compensation.* Employee loyalty to their employer is changing
everywhere. Only 18 percent of millennials (defined as those
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who entered the workforce after 1 July 2000) in a global survey
of new graduates said they intended to stay with their current

e mp | o yie*MRICHina Group Talent Environment Index,
2010. ** Millennials at Work: Re-shaping the workplace (PwC0s s
survey of over 4,300 graduates aged 31 or under (December
2011)).

When do you anticipate you will next move employer?

25% 2l

Within & months

0 12 months

Why are you looking for a new employer?*

4&) 40) 36% 25 16%

Salary or Seeking Lack of The management style Lack of training or
benefit package new challenges career progression & company culture development opportunities
144 14+ % 7%
Poor work-life Work location Concerns about Other
balance job security

Figure 4.1.8. How much are looking for new employer and why (Source: 2016 Hays Salary
Guide)

This survey of Hays in 5 Asian countries, among them China and Japan, asked Asian
employees possible reasons for them to looking for a new workplace; beside salary, it
seemed that the current job was neither exciting/engaging nor beneficial for their career
development. Is the reality now too different from the stereotype that managers held on
T that Asian philosophy emphasizes loyalty and hence the local employee would think
of his or her company as the second family, somewhere hundreds and thousands like
him or her will settle down for the rest of their life? And since the firm bears both
financial and emotional importance, would the employee unconditionally devote his or
her life to it?
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AThe central challenge facing
corporate culture to a more open one. As recently as 10 years
ago, we were intent on recruiting the best talent from around the
entire country. But we experienced some setbacks. We hired
experienced, talented people and gave them large salaries. But
did we r et ai brSunivingbd, Pidsidend, Executive
Director and Chairman of the Strategy & Investment Committee
of Tsingtao Brewery Co Ltd, China (PwC 15™ Annual Global
CEO Survey 2012)

Employees expect faster career progression

Employees expect better rewards W 86%
Employees expect better work-life balance A 80%

Employees expect greater flexibility in working arrangements
Younger employees join the company not expecting fo stay for
more than 3 years

Employees want more responsibilities sooner

Our leaders, managers and supervisors struggle to manage
across generations

We lose talent to organisations in a different indusiry sector

Employees are looking for cross-functional experience rather than
vertical growth within a function

Employees are looking for overseas job assignments

Our competitors have a stronger “employer brand®

Our leaders, managers and supervisors struggle to manage
across cultures

Employees expect a strong commitment to Corporate Social
Responsibility

Employees join the company with unrealistic expectations

TR 35% . Agree

Employees feel they are not leaming enough in their current role [P 30% W Sirongly Agree

Figure 4.1.9. Specific challenges to talent retention i Asia (Source: Deloitte)

Why is turnover and disengagement rate in Asia much higher than in other parts of the
world? Apparently the problem with weak retention outcome in general in Asia first
comes from the insufficient acknowledgement and attention to the matter itself.
According to PwC, Asian CEOs at the time of the survey were either not aware or
previously took talent retention lightly. There was lack of integrated and timely
performance information on the subject, or lack of recognition about it entirely.
Organizations are consequently making effort to learn about and employ talent

retention concepts, but after getting to understand these ideas, the next hurdle they

us
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must jump over is how to customize these to the cultural context they are in, which in

the end can turn out to be complicated as well.

As explained above, the advancement of technology in recent years has led to an
increase in demand for higher skills, which is reflected not only in the Western world
but even more so in Asia. One common problem that HR managers, especially those
who received Western-style education and are accustomed to the office manner of the
US or Finland and similar cultures, often stumble upon is the aftermath of rote teaching
and learning of Confucianism. As part of the Confucian ideology about social system,
the power of teachers and elders in general is near absolute, which means challenging
or qguestioning your teacher 6s opinion

supervisors at work, is considered foul manner. A considerable majority still favors
emphasizing on teaching theories first before, if schools ever manage to, letting
students get hands-on experience; which may become a drawback of employees,

especially in particular professions, i.e. mechanic engineering.

For which areas have you recently found it difficult to recruit?

Entry to Middle Senior Entry to Middle Senior

middle management management middle management

management management
Accountancy & Finance 25% 25% 15% Operations 14% 15% 9%
Banking & Financial Services 4% 6% 3% Production 6% 6% 3%
Distribution 4% 4% 3% Property/Facilities Management 2% 2% 1%
Engineering 13% 16% 9% Procurement 5% 7% 3%
Human Resources 8% 13% 7% Research & Development 6% 10% 6%
IT 13% 17% 9% Sales 20% 21% 1%
Legal 3% 6% 3% Supply Chain 7% 8% 4%
Marketing 8% 15% 9%

Table 4.1.1. Talent shortage by profession (Source: 2016 Hays Salary Guide)

Formal diploma and certificate still generally pave the way for better social status and
provides expert power (in oppose to formal, coercive or referent power). With the
younger generation the situation has been improved, which means they are more
active in voicing opinions, debate both constructively and more enthusiastically; but
some part of Asian is still rather notorious for such custom of negative obedience at
work, for instance Japan. Goldman Sachs for example decided to arrange extra
training scheme i culture dojo with dojo meaning martial arts training halls in Japanese
I for their local staffs in Japan to help them communicate better with Western

colleagues and hone their leadership skills (Nakamoto, 2011). What they identify to be

and
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the first thing needed to be changed for the Japanese is how they speak with too much
modesty and restraint that they appear unconfident and make it hard for Westerners to
read the situation. Another problem shared by many Asian cultures is they lack
speaking and presentation skills in English, which is also supposed to be solved at
least partly through culture dojo. The program is replicated in China and South Korea
and being planned to expand to Bangalore and Singapore as well. Accenture and
General Electric are also custom making training for Japanese employees to help them

become more proactive regarding their own career development and expressing

themselves.
. Nil . Up to 3% From From More
3% to 6% 6% to 10% than 10%
China [ 6 23 50
Hong Kong

Japan R 6 8
Malaysia

Singapore

=t
—
£

Figure 4.1.10. Average percentage of salary increases by country from last review
(Source: 2016 Hays Salary Guide)

Going back to one of the earliest tool for recruitment and retention i salary, which 54
per cent of the respondents in Boston College6 s st udy obabWorkforoee
Roundtable still consider number one among their priorities and 40 per cent of
employers in Hays Salary Guide plan to raise i it seems that China is leading the
Asal ary inflationo r ewcke the lowestAamora,five wliveyed
nations (Hays Salary Guide, 2016).

Gl

Jap:
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China’s senior management pay outstrips Japan, South Korea and Taiwan

As % of comparable US salary

L]
wn
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o
]
=

S

Australia

QR e — T —

Japan

Singapore
South Korea

Taiwan Il Frofessiona
Senior Management

Il Top Management

China
India
ndonesia
Malaysia

Philippines

Thailand

Source: Towers Watson
Figure 4.1.11. Salary comparisons of some Asian nations as percentage of comparable US

salary (Source: Towers Watson)

A study by Towers Watson in 2015 shows that among East Asia country, China rises
as the nation with highest pay for management of senior level (Kynge, 2016). With the
illustration above, it is easy to see the gap in payment for different positions in one firm,
even among higher-paid ones. Japan apparently is one of those with smaller a gap, the
reason for which would be explained later. What came as more of a surprise is the gap
in South Korea, which is even smaller than that of Japan. In other emerging markets of
Asia such as India, China and even Hong Kong, bureaucratic hierarchy is surely shown
in how professionals (engineers and other high skills employees) are paid way lesser
than senior and top management, which is perhaps one of the contributors to the on-
going brain drain in Asia. As stated before, salary is not the sole and absolute retention
tool, but such substantial pay gap indicates the lack of appreciation for talents and their

input for organizations.
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If increased, by how much per week:

-} [ ' 38« ’ 21

5 hours or less 5 to 10 hours More than 10 hours

Are employees paid for these additional hours?

444 39

Paid

Figure 4.1.12. Overtime (Source: 2016 Hays Salary Guide)

If there is any raising topic that is HRM related nowadays in Asia, it would most
probably be either overtime/overworking or gender discrimination. Some countries do
not even include overtime payment rate in their Labor Legislation, leaving that to
negotiation between employers and employees. Some, such as Japan, do have such
legislation, but instead the pressure on staffs to voluntarily work overtime is informal,
and companies still manage to mitigate compensation to almost none, which will be

explained in more details later.

What percentage of women do you have in management positions?

299

Acraoss all countries

By country:
37% ' 32% ' 28% 27% 19+
Malaysia China Hong Kong Singapore Japan

Figure 4.1.13. Women in management (Source: 2016 Hays Salary Guide)

Other than gender ratio in one company i which may seem deceivingly balanced, it is
also important to see whether these women get promotion and position offer fairly as
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their male counterparts. Most of them 1 unfortunately i are just doing the dull,
background, clerical jobs while the later get all the opportunities and training. The

discrimination appears to be most severe in Japan, among the 5 subjected nations.

What percentage of foreign employees do you have in your organisation?

16%

Across all countries

By country:
28% ‘ 18« 15% 9 8%
Singapore Hong Kong Malaysia Japan China

Figure 4.1.14. Workplace diversity by nationality (Source: 2016 Hays Salary Guide)

Another type of favoritism that is sometimes overlooked but is no less important to
workplace diversity is nationality. Known to be the mystic continent due to their
persevering closed-door policy; some Asian nations up to today still hold certain
resistance against the employment of foreigners, among them China and Japan. This
can partly be used to elaborate on how Japan manages to (and now struggles to
integrate with the rest of the world because of) preserve their culture and maintain their
unigueness.
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Figure 4.1.15. Top additional benefits offered by companies in China, Hong Kong, Japan,
Malaysia and Singapore (Source: 2016 Hays Salary Guide)

The other half of C&B, a part of HRM existing in all companies, beside
salary/compensation, is benefit. Among possible benefits to offer, companies in China,
Hong Kong, Japan, Malaysia and Singapore prefer health related ones, and less so of
other daily expenses of their employees (2016 Hays Salary Guide).

In 2007, the Boston College examined flexible work arrangements in Asia, and found
out that even though many of the surveyed workers did find a need for flexible work
arrangements (i.e. starting work later to take care of their small children, working from
home, etc.) i particularly in Japan i they are less familiar with, or even hesitant about
the idea of asking for it. Such demand for flexible arrangements is refused to be
acknowledged by most surveyed South Korean managers, and admitted by Japanese
(strongly) and Korean (more moderately) employees with reluctance. This is a result of
the deeply ingrained Confucian ideology, which emphasizes harmony (collective
thinking, not standing out or be a fiburden
interaction (subordinates prefer working i n office so they <can f

reactions and earn a sense of diligence).



