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Abstract 

The purpose of this paper is to investigate the talent development antecedents in 

Malaysian Government Linked Companies (GLCs) Universities. There were four 

constructs elicited from the literature which are namely, talent identification, talent 

culture, competencies and talent development. Design/methodology/approach – The 

paper takes the form of a literature review, from which the authors identified four 

constructs: talent identification, talent development, talent culture and competencies. 

The data required for this research were collected by means of a survey and as well as 

online surveys sent to the 3 Universities below. A questionnaire was developed with 

26 items adapted from previously validated scales. A non-probabilistic sampling 

procedure, i.e. convenience sampling, was adopted owing to the unavailability of a 

satisfactory sampling frame. Academics from three GLCs namely Universiti Tenaga 

Malaysia (Uniten), Universiti Petronas Malaysia (UPM) and Multimedia University 

of Malaysia (MMU) were provided with the questionnaires. A total of 300 

questionnaires were submitted to the three GLC universities, from which 168 survey 

questionnaires were completed and were useable for data processing.The research 

findings revealed that overall competencies play a significant mediating role for talent 

identification and talent culture that is crucial for talent development in retaining 

competent academics in Malaysian GLCs Universities. Among the competencies 

construct, the study found that leadership and motivational factors were relatively 

high contributors, denoted by indicators in the measurement model. The findings also 

suggest that for talent development to attract and retain competent academics; GLC 

Universities should institute formal career development opportunities and career 

orientated strategic plans. Finally, public policy makers should incorporate key 

indicators of talent identification and talent culture, which constitute equitable 

performance rating systems and the rewarding of exemplary contributions so as to 

stimulate overall talent development.GLC Universities could cultivate a Talent 

Management culture to enhance competencies and thereby upskill academics and 

retain quality academic staff. This research implies that there is need to highlight 

aspects of potential benefits in cultivating Talent Management Culture. The results of 

this study will certainly benefit the GLC Universities specifically and other 
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educational institutions in general to identify, develop and retain competent 

academics. This is one of the very few studies which uses partial least squares to 

address a complex situation associated with the talent management competencies in 

government linked companies Universities.  

 

Keywords :Talent Management, Government Linked Companies Universities, 

Academics retention, Partial least squares, Talent Identification, Talent Culture, 

Competencies, Talent Development. 

 

Introduction 

The 1980s and 1990s witnessed intensive competitiveness of nations for high 

economic growth that demanded a talented workforce to gain and sustain the global 

competitive advantage (Bryan, 2010;Porter,1990).  Confronted with this challenge to 

retain talented workforce is also the risk of global talent shortage (Randall, Jackson 

and Tarique, 2010;Chambers, Foulon, Handfield-Jones, Hank- lin, and Michaels, 

1998; Michaels, Handfield-Jones, and Axelrod, 2001). Encountered with this 

magnitude issue of global talent acquisition and retention, Human Resource 

Management to sought solutions for the talent management.  Contemporary 

researchers on talent management (Guthridge, Komm, and Lawson, 2008; Beechler 

and Woodward, 2009; Scullion, Collings, and Caliguri, 2010; Scullion and Collings 

(2010), have made significant contributions towards the strategic talent management. 

Increasingly, research works focussed on competitive advantage of talented 

manpower management and challenges of mobilising these talented and competency 

globally (Ready, Hill and Conger, 2008; Jorek, Gott, and Battat, 2009, Guthridge, 

2008; Lohr, 2010; Schuler, Jackson, and Tarique, 2011). The findings of this study 

will therefore benefit several stakeholders, especially the Malaysian Government 

Linked Companies Universities in particular and other educational institutions in 

general in addressing their TD aspirations. 

 

Literature review  

Lewis (2006) reported that there was huge interest in Talent Management (internet 

yielded over 8 million hits) though there was a lack of clarity regarding the definition, 

scope and goals of TM, three perspectives were concluded. The first perspective was 

TM as a collection of human resource cycle of functions (Byham, 2001; Chowanec 

and Newstrom, 1991; Heinen and O'Neill, 2004; Hilton, 2000; Mercer, 2005; Olsen, 

2000); the second perspective focusses on the development of talent centre (a 

reflection of succession planning (Jackson and Schuler,1990; Rothwell,1994; 

Kesler,2002; Pascal; 2004). The third perspective focusses on talent generic structured 

on competency (Buckingham and Vosburgh, 2001; Walker and Larocco, 2002). 

Competent performers and highly sought potential talent (with competent skills and 

knowledge) are differentially rewarded. Advocates of this approach classify 

employees by performance level to denote top, competent, and bottom performers, 

respectively (Axelrod, Handfield-Jones, and Michaels, 2002; Michaels, Handfield-

Jones, and Axelrod, 2001) or “topgrading (Smart, 2005). Undoubtedly, TM is high 

value to organizations both from the demographic and business trends (Gandossy and 
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Kao, 2004; Romans and Lardner, 2005; Tucker, Kao, and Verma, 2005). Thus, the 

terms in the TM debate – which specifically focuses on the effective management of 

employee talent – are not clear and confuses further the outcomes with processes and 

with decision alternatives. Nevertheless, Ashton and Morton note, “good TM is of 

strategic importance” (p. 28). 

 

The literature discussed also lays out evidently the three prerequisites for TM. Firstly, 

to recognising and identify key talents required for survival and success of the 

organisation.  Next, developing the talented workforce and finally, motivate and retain 

the competent and talented workforce to readily move into strategic and significant 

roles and positions (Jantan et al. 2009; Baum,2005; CIPD 2012; Davies and Davies 

2010 ). Researchers have placed emphasis on TM as a critical factor for developing 

successful organizations besides a strategic priority for businesses (CIPD, 2012; 

Tarique, 2010; Davies and Davies, 2010). A systematic strategic plan to identify and 

attract and next, to develop the right talents that incorporates retention schemes of 

these high value workforce (Armstrong and Baron, 2007, CIPD, 2012; Davies and 

Davies, 2010). Using the arguments set forth by TM researches and the literature, a 

TM model developed by Davies and Davies, 2010 would be examined.  

 

The literature drawn from Davies and Davies,(2010); Tripathi et al. (2010); Tarique 

and Schular,(2010), were used to posit four constructs namely, talent identification, 

talent culture, competency, and talent development.  

 

Davies’s model  

From the perspective of Davies and Davies, (2010), talent management is defined as a 

systematic and dynamic process of discovering, developing and sustaining talent. 

What works depends on the context and the way the organisation implements 

practices. Davies model is based on three elements of talent practice. These are 

namely, talent identification, talent development, and talent culture. 

Talent identification (ti) 

Talent identification (TI) is the process and activities to define and discover the 

sources of talent. Attracting talent is to attract the right people, who will be 

enthusiastic, highly capable and loyal to the values, beliefs and mission of the 

organisation (Davies and Davies, 2010, p.420). In talent identification, management 

for example will search for the talented and competent academicians who would best 

benefit for academia‟s future performance. Organisations to be “truly successful need 

to stay ahead of the game and predict who will be the key drivers of their future 

success” (Hay Group, 2005, cited in Davies and Davies, 2010, p 420). So the best 

organisations are future focused and predict what skills, attitudes and behaviours they 

will need from their talented individuals (Davies and Davies, 2010,p.421; Hay Group 

2008). TI in the model is factored  upon the key fundamentals of the  institution to 

discover the source and be aware of team members performance, uses performance 

management systems, addresses performance issues (makes connections), and takes 

appropriate managerial decisions using assessment tools to identify talents who are 

future focussed.  Indeed, talent identification is imperative to identifying key positions 

which contribute to the organization‟s sustainable competitive advantage.  
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Talent culture (tc) 

Talent culture (TC) enables loyalty, commitment and retention cannot be guaranteed 

but in the process of developing people to “step up”, organisation should consider 

whether it encourages people not to “stay on board” (Davies and Davies, 2010, 

p.424). Davies (et.al, 2010) argued that talented people need to feel valued and their 

contribution is making a difference - affirmative is powerful; feeling appreciated, 

recognised and valued is motivational. Recognition of their exemplary work as fair 

and equitable will encourage talent culture and motivates the employee to be aligned 

to the organisation (Davies and Davies, 2010; Cheese et. Al, 2008). 

Competencies (c) 

Increasingly, talent management has been competency focused, stretching employees 

to the fullest potential where they are likely to experience and retain their expertise 

and skills (Davis 2007; Davies, 2010, p.425). The key competencies would be skills, 

creative and knowledge, action oriented, leadership, interpersonal skills and 

functionality. These competencies can be demonstrated by employees profiled by the  

talent diagnostic tool namely, the employee‟s creativeness, and ability to provide 

novel solutions to problems; achieves above standards; use of management time and 

materials to produce the best outcomes; leadership and motivational qualities; possess 

interpersonal skills and takes  ownership and responsibilities (Davies, 2010; Davis, 

2007; Kaur et al, 2013). Cheese et al, (2008) express the view that motivation, 

commitment, trust, empathy and inspiration, are critical employee competence 

credentials to align their own interest with the organisation.  Furthermore, it is even 

more crucial to develop employee competencies, and  the availability of continuous 

learning that sustain excellent performance. Davies further argues that a sophisticated 

knowledge assessment using a talent diagnostic tool, the results of which a profile of 

employee competency of the best performers can be framed (Davis, 2007). 

Securing a sustainable talented workforce is essential to the success and competitive 

advantage of organisations (Ingham, 2006). Organizations using core competencies 

enjoy greater profitability, customer satisfaction levels, and customer retention than 

other organizations (Aberdeen, 2013). The competency management consistently 

binds and integrates TM processes and competencies itself acts as a common 

denominator (Andy, 2011).Using the competency based TM strategies, TM gaps can 

be reduced while competency identification contributes to talent development. Further  

the identification and development of  competencies forms critical „planks‟  for all 

HR activities besides enhancing processes consistency and  alignment between HR 

and the organization‟s broader strategic goals(Human Resource Systems Group, 

2014). Moti (2012) argues that this best practices of competency management needs 

to be incorporate competencies into Training and Development programs.  

Undoubtedly the application of competency based TM strategy will contribute to the 

initiatives for organization transformation and change strategies. 

Talent development (td) 

In talent development (TD), learning and skills development is an associated factor 

for talent-focused organisation, effectively connected with processes such as a 

performance management (Davies and Davies, 2010). The variety of integrated 

learning practices should be purposeful and link with strategic intents and have an 

impact (Davies and Davies, 2010, p.422). Talent development involves developing 

leaders through the processes such as coaching, feedback, mentoring, and challenging 



49 

 

employees (Evans, Pucik, and Barsoux, 2002; Ibeh and Debrah, 2011). Developed in 

alignment with motivation and talent development (Dweck, 2006; Pink, 2009; Colvin, 

2008; Ericsson, Charness, 1994), it provides what is simple (improvement in attitude; 

improvement in effort; improvement towards your designed goal) and memorable 

(defining the attitude and effort anchors in concrete, observable terms. This was re-

emphasised by Davidson (et al, 2011). Other researchers have suggested TD must fit 

the organisation‟s stage of development (Baird and Meshoulam, 1988; Srivastava and 

Bhatnagar, 2008). While opportunities for training and development have significant 

(perceived) ability to retain talented people (Hiltrop, 1999) and in line with the new 

psychological contract, high performers often perceive development as a benefit to 

which they are entitled. Davies (2010, p. 422) suggests that the institution needs to 

foster the learning and development of employees, create development opportunities 

with a formal career plan for talent development;  and  the  incumbent needs to bring 

to a position in order to perform its tasks and functions with competence.  

It is important for the organization to take proactive role in identifying and cultivating 

their workforce (Jane et al.2006; Bhatnagar,J, 2008), who have capability and 

potential. One industry currently facing this dilemma is the education industry in 

Malaysia, in particular the private education providers, Government Linked 

Companies‟ Universities (GLCs Universities). 

Government linked companies’ universities (glcs universities)   

Currently the global market share of Malaysian private education (internationally 

recognised), stands at approximately 3% of total internationally mobile students and 

by 2015, Malaysia aims to attract 150,000 international students. Its gross output of 

the private education alone has increased from $3 billion (2005) to $ 7 billion in 2008 

(10
th
 Malaysia Plan, p.130). Sustaining a huge education sector with 20 public 

universities, and 20 private universities (under large Government Linked Companies 

or GLC universities), and foreign universities has become a challenge (Malaysian 

Ministry of Education, 2013). One of the primary challenges is the attraction and 

retention of qualified and competent academic staff more so for GLCs. The Education 

Ministry‟s record in 2008 indicates only 1,070 PhD academics and 6,846 master‟s 

academics in service, and does not meet the growing demand for competent educators 

in the education industry (Ministry of Education, Malaysia, website, 2008). Several 

research have found that some universities in Malaysia were losing students because 

of service quality and a lack of competent academics  ( Firdausi, 2006; Latif et al. 

2004; Hassan et al., 2008, Ismailand Abiddin, 2009). Competent academics are 

urgently required with the Malaysian Ministry of Higher Education (MOHE) 

identifying 3 leading GLC universities spearheaded for specialised and strategic 

targets set under the Malaysian Economic Master Plan 2020. They are Universiti 

Tenaga Malaysia (UTM), Universiti Petronas Malaysia (UPM) and Multimedia 

University of Malaysia (MMU). But the challenge remains to attract competent 

academic talent for the 3 institutions.    

Educational excellence is about world class branding, marketable academic 

programmes, research activities and facilities, competent academics in the educational 

institution (Isahak, 2007) to produce highly skilled and employable graduates. 

Contrary to this ideals, several researchers have found that universities are lagging 

behind in meeting the needs of the industries (Hernaut, 2002), whereas the 

competency gap has grown wider between the knowledge, skills and qualities 

possessed by the universities‟ graduates (Kamil, Abdul Hamid, Hashim and Omar, 
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2010). Compounding this relatively small number of highly qualified academics 

discussed above and the quality service delivery, the attrition rate of academics in 

private universities such as the GLCs has become a significant concern. The National 

Higher Education Research Institute (USM), Penang reported that both the Public and 

Private Universities had a rate of 12% of PhD academics and 4.1% non-PhD 

academics left the higher education services for other non- educational sectors (27%); 

and 10 % to public agencies in 2004. High turnover was attributed to offer of better 

salaries, career development opportunities, job insecurity (were on contract or 

sessional appointments), and workload issues. A recent study indicated even an 

undesirable trend of the attrition rate as high as 30 % in the education sector between 

July 2010 and June 2011(Chong, et.al, 2013).This draws the research statement closer 

towards the challenges of retaining talented and  competent academic staff and talent 

development.  

While these 3 GLCs are rapidly growing in terms of broad discipline delivery and 

graduate satisfactory completion annually, the GLCs‟ academic talent up-skilling and 

retention of academic staff has become paramount.  The GLCs itself need to 

accelerate development paths for the academicians. Indeed, talent management 

actually can provide the job security for academics as it has positive and significant 

influence on employee attitudinal outcomes and organizational effectiveness e.g. 

employee work engagement, turnover avoidance, and value addition.  

The objective of GLC Universities to attract and retain academic staff possessing 

excellence and competency in research and delivery of programmes has met a 

„stumbling block‟ with high attrition rates largely due to academic staff burnout from 

heavy workload, relatively lower salaries than counterparts in public universities, a 

lack of opportunities for professional development, unclear promotion perspectives, 

and inadequate resources for lifelong learning (Ariokiasamy, 2009). Undoubtedly, 

with the significantly increasing trend of the attrition rate reported in 2004, and 2013, 

it has become imperative to develop a talent management strategy for the academics.  

Lepak and Snell (2002) suggest that knowledge workers, are those “people who use 

their heads more than their hands to produce value” (Horibe, 1999, p.11).  In this 

context, Universities essentially needs to identify competent and talented academics 

under a strategic talent management program that examines life cycle of talent 

management from acquisition of talent to its retirement (Kamil, Hamid, Hashimand 

Omar, 2010). Jones suggests that individuals could be assessed on the basis of how 

they could contribute to the organization to achieve its vision, mission and strategic 

goals, and highlighting what skills and talents are required (2008). Tactically this 

methodology would work along with talent development and career development 

opportunities that might enhance academic engagement with their work to produce 

maximum returns. The Education Minister has called for the education sector to be 

important drivers to transform Malaysia into a Developed Nation (Economic 

Transformation Programme: A roadmap for Malaysia, 2010). GLCs Universities have 

been identified as key contributors for specialised high quality manpower training and 

development. But this has become a momentous task following the reported attrition 

rate, a lack of competent academic staff to deliver quality education and a talent 

management strategy. Hence a critical talent management strategy is required.  
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Problem statement 

In summary, the problem statement requires an urgent initiative for academic staff 

identification, a promulgation of talent culture, competencies profiling and talent 

development. The authors propose to a possible solution using Davies and Davies 

Model on Talent Management (2010) together with competency concepts developed 

by Tripathi (2010) and Tarique and Schular (2010). The proposed model (Davies and 

Davies Model adapted) with 3 approaches namely, talent identification, talent culture, 

competency and talent development will be examined as the research framework for 

this study on GLCs Universities.   

 

Research framework and hypothesis  

The research framework formulated with Davies and Davies Talent Management, 

firstly, proposes Talent Identification (TI) of academics could be initiated by 

searching for talents among academician of appropriate competencies that the 

educational sector (GLCs). Peters (2005), considers that we need to pursue “mastery” 

where we previously aimed to develop competence. The idea of mastery is interesting 

as a form of internal motivation, as the process of trying to be better “than no-one 

other than yourself” (Davies and Davies, 2010, p. 420). 

Secondly, the Davies Model emphasises the importance of talent culture that is 

recognition of value contribution and in terms of affirmative is powerful; feeling 

appreciated, recognised and valued is motivational. Opportunities will help the 

talented person feel motivated and aligned to the organisation but future opportunities 

and roles will also need to be available to make this happen (Davies and Davies, 

2010, p 419). Cheese (2008) further expressed the value of motivation and 

commitment which inadvertedly strengthens the retention because it is built upon 

strength of relationship. This undoubtedly could create pillars of corporate culture 

values to retain talented workforce. Indeed creating an excellent working culture in 

the university, the academicians will be motivated. Towards promulgating talent 

culture in the university, commitment from all leaders, such is Heads of Department, 

Deans and Human Resources Managers must demonstrate their support for 

implementing a talent cultural environment. Furthermore, university leaders need to 

avail themselves of wide range of leadership characteristics drawing on dimensions of 

both transformational and transactional leadership.  

Thirdly, competencies Tripathi (2010) propounded a PAKS (personality, ability, 

knowledge, skills) based competency approach for the academic institutions using 

four main perspectives namely, knowledge, behavioural, administrative and research. 

Within these the academic output, different parameters and with different thresholds 

such as handling of different subjects in the semester or involvement in 

Interdisciplinary teachings, time of appraisal and assessment are assessed. Tripathi 

design of the behavioural parameters included attendance, reflection, and overall 

planning ability. Competencies also is required in professionally executing research 

and administrative perspectives as they are critical to the knowledge creation and the 

services rendered  for teaching and learning processes. 

Finally, the talent development encompasses all the three approaches. High 

performers have naturally high expectations such as career advancement and 

continuous improvement. Apart from the view of academics, the academician himself 
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needs to put an effort to self-improvement and improvise performance so that, the 

values develop toward academician will help to enhance academy performance and 

productivity.  Various training and workshop will increase the supply of highly skilled 

academicians, enhance the knowledge of academicians and equip them with up-to-

date skills and upgrade the quality and productivity of academicians.  As employees‟ 

knowledge, skills and competencies are an important competitive weapon, hence 

talent needs to be maximized and recognized as one of the discrete source of 

organizational competitive advantage (Collings and Mellahi, 2009).  

In knowledge oriented society human capital is the well-nigh strategic resource in 

attainment of competitive advantage. Furthermore, capabilities that underpin firms‟ 

competitive advantage are directly tied to the capabilities of talented individuals who 

make up the firm‟s human capital pool (Cheese, Thomas and Craig, 2008; Wright, 

McMahan, McCormick, and Sherman 1997). Hence, competency development is 

imperative and this refers to those activities carried out by the organization and the 

employee to maintain or enhance the employee‟s functional, learning and career 

competencies (Forrire and Sels, 2003). In this context, competency development 

refers to how individual employees develop their competencies by actively engaging 

in different types of development activities offered by the organization, i.e., more 

traditional forms of formal learning activities, such as training, as well as informal 

learning and on-the-job learning. Based on the literature review and research problem, 

the following research framework has been developed. The Davies Model will focus 

on the relationship between talent management and competencies towards 

academician. The independent variables are the predictors of talent development 

towards academicians, consists of talent identification, talent culture and dependent 

variables are competency and talent development towards academicians.  

Consistent with the relevant literature and the objective of this paper, this paper 

proposes to test the following hypotheses: 

H1: There is a relationship between Talent Identification (TI) and Talent 

Development (TD). 

H2:  There is a relationship between Talent Culture (TC) and Talent Development 

(TD). 

 H3:  There is a relationship between Talent Identification (TI) and Competencies 

(C). 

H4: There is a relationship between Talent Culture (TC) and Competencies (C). 

H5:  Mediated Competencies (C) positively relates to Talent Development (TD). 

Again, from relevant literature we identified the factors associated with each of the 

four constructs.  Twenty-six items operationalized the factors or attributes, which 

were adapted from validated scales used by previous studies. Figures 1 show the four 

constructs, i.e. talent identification, talent development, talent culture and 

competencies. These constructs and factors directly and indirectly influence 

perceptions of academics and their competencies.  

The background for the hypotheses developed as part of this study is discussed below, 

and these are embodied in Figure 1.  
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The data required for this research was collected by means of a consumer-type survey. 

A questionnaire was developed with 26 items adapted from previously validated 

scales. Respondents were required to indicate the importance rating for each of the 26 

items using a five point Likert-type scale, anchored at 1 (strongly disagree) and 5 

(strongly agree). A non-probabilistic sampling procedure, i.e. convenience sampling 

was adopted owing to the unavailability of a satisfactory sampling frame. Academics 

from three GLCs namely Universiti Tenaga Malaysia (Uniten), Universiti Petronas 

Malaysia (UPM) and Multimedia University of Malaysia (MMU) were provided with 

the questionnaires. An on line survey using the questionnaries was also sent out to 

obtain additional respondents. A total of 300 questionnaires were submitted to the 

three GLC universities from which 168 survey questionnaires were completed and 

were useable for data analysis purposes.  

 

Methodology 

Survey data was collected from 168 academics in Malaysian GLC universities.  There 

was equal representation of both males (49.4%) and females (50.6) in the sample.  

About 64% of the sample ranged between 20 and 40 years, while the rest were over 

41 years to retirement age. About 63 percent of the academics were employed for 

between 5 years to 15 years in their respective universities.   

 

A broad range of variables related to talent development was studied and the main 

tool employed for data analysis was partial least squares which is increasingly being 

used to test hypothesized relationships (Muthaly, 2013).  Therefore, PLS is deemed 

effective for analyses of exploratory models such as ours, where an explanation of the 

construct interrelationship is desired (Ranganathan, et al., 2004).     

After respondents were selected they were contacted by one of the authors who 

personally administered the questionnaire.  While other approaches, such as personal 

interviews, were considered, such techniques can be time consuming and costly in 

comparison to a printed questionnaire (Aaker, Kumar, and Day, 2001) and would 

therefore have limited the number of academics who could be included in the project.   
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The survey instrument was developed after conducting a broad review of the relevant 

literature.  The independent variable factors namely talent identification, and talent 

culture were measured with six survey items each, adapted from Davies and Davies 

(2010); Tarique and Schular (2010); and Cheese (2008), while competencies factors 

were measured using eight survey items adapted from Tripathi (2010); Davies and 

Davies, (2010); and Thomas and Craig, (2008); Wright, McMahan, McCormick, and 

Sherman (1997); Forrire and Sels, (2003). Talent development contruct was measured 

with six survey items adapted from Davies and Davies, 2010; Collings and Mellahi, 

2009).   

 

Questionnaire respondents were assured of anonymity and survey questions were 

close-ended Likert scales (“0” being not applicable, “1” strongly disagree, and “5” 

being strongly agree) were employed.  A pretest was performed to identify any 

problems with the questionnaire contents in regard to respondent understanding of 

wordings and procedures.   

 

The required minimum sample size for analyzing data using PLS is at least (1) ten 

times the largest number of indicators used to measure a construct or (2) ten times the 

largest number of structural paths directed at a particular construct in the structural 

model (Hair, Ringle and Sarstedt 2011; Ringle, Sarstedt and Straub 2012).  The 

largest number of indicators is six, referring to the dimensions forming our “Talent 

Culture” construct.  Therefore, based on the ten-times rule of thumb, the required 

minimum sample size for both criteria is 30 or 60 respectively. However, the sample 

size for this study is 168, which is far greater than the recommended minimum sample 

size required to use PLS for purposes of the overall structured equation model. 

 

As stated above, basic descriptive data was used to obtain a general picture of the 

characteristics of the test variables.  Partial least squares analysis was then conducted 

and the values of different variables were compared. The Statistical Package for 

Social Science (SPSS) software and the Partial Least Squares (PLS) procedure in 

SmartPLS software were applied to the data.   

 

 

Analytical techniques and assessment of the measurement model 

 
The conceptual model was tested with structural equation modelling (SEM) using the 

partial least squares (PLS) procedure (Hulland, 1999; Ranganathan et al., 2004).  PLS 

enables researchers to explain the relationships within a model (Fornell and 

Bookstein, 1982) and thereby enables a simultaneous examination of whether the 

hypothesized relationships at the theoretical level are empirically confirmed (Sarstedt, 

Wilczynski and Melewar, 2013; Khalifa and Liu, 2003). PLS is deemed effective for 

analyses of exploratory models, where an explanation of the intra and inter construct 

interrelationship is desired (Ranganathan, et al., 2004; Sarstedt, Ringle and Henseler, 

2014).  

 

Item Reliability 

For individual item reliability, as demonstrated in Table 1, the loading of the first-

order factors ranged from 0.6230 to 0.8400 (p<0.01), indicating acceptable 

correlations among the first-order factors, because items with a loading of less than 

0.50 were dropped (Bagozzi and Yi, 1994; Hulland, 1999). 
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Convergent Validity 

The traditional reliability measure of Cronbach‟s alpha assumes an equal weight for 

the items measuring the construct and is influenced by the number of items in the 

construct (Ranganathan, et al., 2004).  In PLS, however, composite reliability depends 

on actual reading to compute the factor scores, proving to be a better indicator of 

internal consistency.  Similarly, Fornell and Larcher (1981) argue that composite 

reliability is superior to Cronbach‟s alpha because it uses the items‟ loadings obtained 

within the nomological network or casual model.  As illustrated in Table 1, all 

composite reliability estimates ranged from 0.807 to 0.881 

 

Prior to testing the statistical significance of the paths of the measurement and 

structural models, we examine its validity and reliability.  Table 1 provides loadings 

for the respective constructs along with composite reliability scores (CR) and average 

variance extracted (AVE).  All items are significant at 0.05 levels with high loadings 

(all above 0.60), attesting convergent validity. Composite reliability can also replace 

Cronbach‟s alpha as a measure of reliability, where 0.65 is an adequate measure for 

research (Nunnally, 1978). Table 1 indicates a high level of reliability for alpha values 

of each construct with levels ranging from as low as 0.8070 to as high as 0.8810.  The 

AVE measures the variance captured by the indicators relative to measurement error 

(Fornell and Larcker, 1981). To use a construct, the AVE should be greater than 0.50 

(Barclay, Higgins and Thompson, 1995). 

Table 1: Measurement Indicators of reflective constructs, Composite reliability & Average Variance 

Extracted (AVE) 

Construct  Indicator Loadings Composite 

Reliability 
AVE 

Talent 

Identification 

Use of assessment tools  0.656 0.807 0.513 
        
Addresses performance problems  0.623     
        
Rate performance levels 0.804     
        
Adjust managerial decisions and 
actions  

0.768     
        

Talent culture  

  

  
  

Nomination for excellence awards 0.649 0.87 0.529 
        
Rewards for exemplary    works 

  

0.796 

  
  
  

  
  Recognition for individual 

contribution 

0.806     
        
Allocates fairly for performance. 0.785     
Market rated salaries 0.665     
Celebrates exceptional 
performance  

0.64     

  

        0.651 
        
Motivate others 0.826     
        Ability to delegate 0.746     
    Ownership / responsibility for the 

job 
 0.811     

Talent 
Development   

  
  

Feedback for development 
purposes 

0.761 0.84 0.637 

Create developmental 

opportunities  
0.793     

Formal career planning sessions. 0.839     
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The traditional reliability measure of Cronbach‟s Alpha assumes an equal weight for 

the items measuring the construct and is influenced by the number of items in the 

construct (Ranganathan, et al., 2004).  In PLS, however, composite reliability depends 

on actual reading to compute the factor scores, proving to be a better indicator of 

internal consistency.  

 

Table 2 presents the discriminant validity statistics. Diagonal elements in the 

correlation of constructs matrix are the square root of the average variance extracted. 

For adequate discriminant validity, diagonal elements should be greater than 

corresponding off-diagonal elements.  As it can be seen in the table, our model 

demonstrates discriminant validity among the constructs.  

 

Table 2: Correlations and Average Variance Extracted (AVE) (Diagonal) 

 Competenc

y 

Talent 

Culture 

Talent 

Development 

Talent 

Identification 

Competency 0.807 0 0 0 

Talent Culture 0.469 0.727 0 0 

Talent Development 0.532 0.58 0.798 0 

Talent Identification 0.436 0.614 0.712 0.717 

 

 

Table 3 shows that all items load higher on their respective constructs than on others, 

providing further support for discriminant validity.  Therefore, our model 

demonstrates discriminant and convergent validity (Anderson and Gerbing, 1988), 

showing that measures of the constructs are distinct and that the indicators load on the 

appropriate construct satisfactorily.  

 

Table 3: Cross-Factor Loadings 

  

Talent 

Comp 

Talent 

Cul 

Talent 

Dev 

Talent 

Ident 

Comp5 0.84 0.425 0.496 0.359 

Comp6 0.826 0.368 0.45 0.348 

Comp7 0.746 0.375 0.342 0.407 

Comp8 0.811 0.338 0.414 0.295 

TalentCul1 0.35 0.649 0.277 0.218 

TalentCul2 0.347 0.796 0.512 0.462 

TalentCul3 0.411 0.806 0.384 0.434 

TalentCul4 0.415 0.785 0.532 0.575 

TalentCul5 0.222 0.665 0.38 0.535 

TalentCul6 0.269 0.64 0.393 0.419 

TalentDev4 0.432 0.425 0.761 0.55 

TalentDev5 0.484 0.437 0.793 0.532 

TalentDev6 0.362 0.525 0.839 0.62 

TalentID2 0.246 0.421 0.483 0.656 

TalentID4 0.313 0.437 0.462 0.623 

TalentID5 0.32 0.543 0.541 0.804 

TalentID6 0.363 0.364 0.547 0.768 
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From the above measures of validity and reliability, it is evident that the PLS model 

provides the rigidity and certainty of conformance for further extrapolation for 

discussion of the findings. 
 

 

 

Findings 

 

SmartPLS 2.0 was used to test the structural model and hypotheses. A bootstrapping 

procedure with 500 iterations was performed to examine the statistical significance of 

the loadings of sub-constructs and the path coefficients. As PLS does not generate 

overall goodness of fit indices, the R2 is the primary way to evaluate the explanatory 

power of the model. 

 

Figure 2 depicts the PLS findings in relation to hypotheses H1 to H5 (inclusive). The 

path coefficients of the conceptual model are one-tailed, and the critical ratios 

determined by the bootstrap method are as follows: 1.645 is significant at the .05 

level, 2.326 is significant at the 0.01 level, and 3.090 is significant at the 0.001 level. 

The highly significant critical ratios provide full support for hypotheses H1 to H5 

(inclusive). 

Talent identification contributed the strongest to talent development with β=0.514.  

Talent culture (β=0.154) had a direct effect on talent development, while the presence 

of competency (β=0.235) assisted in mediating the overall relationship of talent 

development.  The total effects of talent identification and talent culture on talent 

developments were 0.570 (t-statistic 7.641) and 0.230 (t-statistic 2.893) respectively. 

Based on the examination of structural model, this study supports the hypotheses 

proposed (H1-H5), and competence has positively assisted in mediating both talent 

identification and talent culture in their positive association to talent development. 

The positive path coefficient of 0.514 confirms the importance of „competency‟ as a 

crucial mediating construct in achieving better „talent development‟. Additionally, the 

combined effects of the mediator „competency‟ and the two constructs, i.e. „talent 

identification‟ and „talent culture‟ has resulted in a significantly positive R
2
 of 0.581. 
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The use of R-squared (R
2
)

 
is important to determine the predictive ability of the 

model. The bigger the R
2
, the more predictive power the model implies. The proposed 

model shows 58.1% of the variance in talent development was explained by talent 

identification and talent culture mediated by competency.  All the path coefficients in 

the inner model were positive and significant at 0.05 levels.  

 

Table 1 summarized the loadings of the indicators for each factor of the constructs in 

relation to „talent development‟.  The significant loadings in order of importance for 

„talent identification‟ are: rate performance levels; adjust managerial decisions and 

actions; use of assessment tools; and addresses performance problems.  The 

significant loadings in order of magnitude for „talent culture‟ are: recognition for 

individual contribution; rewards for exemplary works; allocates fairly for 

performance; market rated salaries; nomination for excellence awards; and celebrates 

exceptional performance. The significant loadings in order of magnitude for 

„competencies‟ leadership; motivate others; ownership / responsibility for the job; and 

ability to delegate. Finally, significant loadings in order of importance for „talent 

development‟ are: formal career planning sessions; create developmental 

opportunities and feedback for development purposes. The overall significant 

indicators demonstrate evidence that the variables adopted in the overall model are 

robust. 

 

Discussion and conclusion 

This study has highlighted the catalytic need for competencies to play a vital role in 

mediating talent identification and talent culture for essential talent development 

amongst Malaysian GLC academics. The most important contributor for 

„competencies‟ is leadership and followed by motivation. It must be reiterated that the 

antecedents for this talent development model has been well exemplified by strong 

variation of close to 52% in its overall representation.  The present competitive 

environment in the tertiary sector precipitates for continuous talent development 

amongst academics.  Formal career planning sessions for academics is one of the key 

indicators for talent development, and as such it is crucial for Universities to 

incorporate such initiatives appropriately.  For optimum leverage for talent 

development in tertiary sector, senior mangers in academia need to ensure that all 

academics incorporate leadership and motivational competencies.  Universities will 

also need to provide academics with formal career planning and authentic feedback 

mechanisms as part of their talent developmental process.  

Although 13% of the participants held leadership roles, and 87% ranged from being 

tutors to senior lecturers, the inferential statistics seems to suggest an over 

dependence of the participants for having rated highly on „leadership‟ and 

“motivational” abilities as the most important elements of competencies towards 

talent development.  This quality for aspiring leadership by junior academics towards 

talent development enriches the uniqueness of our findings (generally senior 

academics would aspire for such initiatives). 

Public policy advocates with long-term talent developmental aspirations would need 

to exploit the tenets of talent identification with stringent measures for rating 

performance in their managerial decisions.  The recognition of academic‟s individual 

contribution in the form rewarding exemplary work has shown to be a strong 
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antecedent for talent culture. As such academician‟s achievements in teaching, 

research and other accomplishments need to be closely monitored for achieving 

higher talent development goals.  With unrelenting needs to have highly competent 

academics and also having to retain them in the tertiary sector, the intermediation role 

of competencies and their tenets in our study of talent development would contribute 

unequivocally to the existing literature and forge ahead new paradigms in the horizon 

of talent management. 
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