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The term Knowledge Worker was first coined by Peter Drucker (1957)

“He suggested "the most 
valuable asset of a 21st-century 
institution, whether business or 
non-business, will be its 
knowledge workers and their 
productivity”
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A knowledge worker is someone 
who is employed because of his or 
her knowledge of a subject matter, 

rather than ability to perform 
manual labor. They perform best 

when empowered to make the most 
of their deepest skills. (Olivier Serrat, 2008)
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Knowledge Management 
&

Talent Management
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Difference between 
Talent Management 

and 
Knowledge 

Management
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Knowledge management is a 
process of identifying, creating 

and distributing knowledge 
among a workforce for the 
betterment of a company.
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Talent Management and Knowledge 
management are two different 
concepts becoming increasingly 
popular in organizations today. They 
look similar because of the use of the 
words talent and knowledge which is 
why people are confused about them.
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Talent management is a set of activities 
designed to identify, attract and hire the 
best available talent and retain the talent 
in an organization as companies believe 
that superior performance is a result of 
superior talent.
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Knowledge workers bring 
benefits to organizations in 
a variety of important 
ways. These include:

Peyman Dayyani, SHRM-SCP, SPHR, GPHR, Assoc. CIPD, MBA, 
14th International Managment Conference, Tehran, Iran

10



• analyzing data to establish relationships
• assessing input in order to evaluate complex or conflicting 

priorities
• identifying and understanding trends
• making connections
• understanding cause and effect
• ability to brainstorm, thinking broadly (divergent thinking)
• ability to drill down, creating more focus (convergent thinking)
• producing a new capability
• creating or modifying a strategy
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• Are highly committed to what they do.

• Create, apply, and distribute knowledge.

• Appear more in some professions.

• Work in an autonomous fashion within fluid leadership structures.

• Are normally ambitious and upwardly mobile, and their key focus is the development of their careers.

• Highly mobile and quick to change jobs.

• Driven by accomplishment.

• Sensitive to peer-group assessment and praise.

• Responsive to being ‘pulled’ rather than being ‘pushed’.

• Part of a network of peers, both inside and outside the organization.

• A knowledge worker’s position requires continuous learning and improving.

• The productivity and quality of a knowledge worker’s work is hard to measure.

• Knowledge workers manage their days. Their positions require creativity, innovation and problem solving 
skills.
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Managing Knowledge Workers

• Knowledge workers may know about the work they do more than 
their managers.

• Tacit knowledge is partly or fully subconscious, even knowledge 
worker may not know about it or may underestimate its importance 
for organization.

• Knowledge workers important for the organization may also work in 
support jobs.

• It is a knowledge worker, who owns the knowledge, not the company.

• When knowledge worker leaves the company, his knowledge leaves 
with him
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Six Tips for Understanding Knowledge Worker 
Needs

1. Contextualize Observation – Observe knowledge workers in their natural environments, for 
example, by accompanying a sales team on customer visits or in sales meetings. Look across 
internal divisions and at organizational and cultural contexts.

2. Observe Across Space and Time – Observe knowledge workers across multiple spaces and 
points of time, looking for differences that may relate to location or time of day.

3. Self- and Auto-Report – Ask knowledge workers to use written or audio-visual diaries to record 
their workflow and log stage gates that cause bottlenecks or stalls. Alternatively, record the use 
of collaboration and analytic tools, to gain insight into individual workflows.

4. Acknowledge Expertise – Neither pretend to know more about the subject matter than the 
knowledge workers do, nor buy in to easy answers, but always ask follow-up questions.

5. Reiterate and Qualify – Repeat what is heard to clarify meaning, but also ask whether these 
are the right questions to ask.

6. Read the Silence – Look for gaps in the knowledge workers’ narrative, and identify variability 
across knowledge worker experiences. In the context of unarticulated needs, what goes unsaid 
may be highly significant
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5 Recruiting Strategies to Find the Best 
Knowledge Workers

1.Understand skills taxonomies: 
Producing detailed job descriptions 
may sound desirable but it can 
significantly reduce the amount of 
people you attract to a job. 
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2- Anticipate emerging “hot skills”: 
To stay ahead of your competitors for talent, 
always ensure you track emerging skills and in-
demand roles. Look at recent venture capital 
investments, and the latest start-ups to see 
what roles they are looking to fill.
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3- Explore new skill and industry 
adjacencies:

While you should be careful not to restrict your 
search for new talent with too many parameters (see 
point 1), it helps to experiment with a few. The pool 
of available talent can be increased (in some cases, 
even doubled) by looking at indirect but highly 
suitable potential recruits from adjacent industries. 
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4- Don’t neglect talent availability in your growth plans:
Across industries, managers at companies hungry for growth will 
look at moving into new markets as quickly as possible, but they 
sometimes focus too much on the potential customers and not 
enough on the source of potential labor.

Intelligent managers consider both current and future talent 
availability, macroeconomic prospects, and geopolitical attributes 
before honing in on a particular location, and will ensure they 
integrate a full talent strategy into any broader discussions about 
future growth.
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5 - Question traditional geographic categories:
Instead of sticking to traditionally defined geographic locations for 
talent, HR managers and recruiters should consider expanding to 
include larger catchment areas. By doing so, companies can increase 
the talent pool by seeking knowledge workers who want flexible 
work arrangements and are willing to commute.

Each major city has a “tipping point” with regards to a catchment 
area and average commute time. For instance, in some cities, 
people are willing to commute up to 30 minutes; in others, 90 
minutes, and so on.
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The Power of the 
Right Person in the 

Right Role
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Pedigree or potential: 
What is more 

important when 
hiring
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The Economic Policy Committee and the European Commission issued a report in 2006 

estimating the working age population in the EU will decrease by 48 
million, a 16% reduction, between 2010 and 2050, while the elderly 

population will increase by 58 million, a gain of 77%.

Europe
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The number of Americans ages 65 and older is projected 

to more than double from 46 million
today to over 98 million by 2060, and 

the 65-and-older age group's share of the total population will rise to 
nearly 24 percent from 15 percent. The older population is becoming 
more racially and ethnically diverse
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“War for Talent”
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• Since the 1998 publication of McKinsey’s “War for Talent” study,
many managers have considered talent management synonymous
with human capital management.

• there were two distinct views on how best to evaluate and manage
talent.
• One group assumed that some employees had more “value” or “potential”

than others, and that, as a result, companies should focus the lion’s share of
corporate attention and resources on them;

• the second group had a more inclusive view, believing that too much
emphasis on the top players could damage morale and hurt opportunities to
achieve broader gains.
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•The differentiated approach. 
(“A players”)
(“B players”)
(“C players”)

•This approach has been popularized by General 
Electric’s “vitality curve,” which differentiates 
between the top 20%, the middle 70% and the 
bottom 10%
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•The inclusive approach. 
• Under an inclusive approach, talent 
management tactics used for different 
groups are based on an assessment of 
how best to leverage the value that each 
group of employees can bring to the 
company.
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•Principle 1: Alignment With Strategy

•Principle 2: Internal Consistency

•Principle 3: Cultural Embeddedness

•Principle 4: Management Involvement

•Principle 5: Balance of Global and Local Needs

•Principle 6: Employer Branding Through 
Differentiation
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The outset  - what defines talent?

THE BUSINESS PERSPECTIVE

Talent delivers the organizational lifting power 
required to win in the market place

THE HR PERSPECTIVE

Talent gives the ability to place the right person, 
in the right job, at the right time

THE INDIVIDUAL PERSPECTIVE

Talent opens up for getting the right 
opportunities at the right time – constantly 

feeling challenged

THE GROUP PERSPECTIVE

Talent is global and independent of gender, 
race, culture, age or sexuality
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The Four Principles of Managing
Talent

1. Avoid Mismatch Costs – Balance “Make and 
Buy”

2. Reduce Risk with Shorter Forecasts and 
Portfolio Approaches

3. Design Development to Ensure Payback

4. Balance Employee Interests in Career Moves
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Breading Vs. Buying   
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Hiring, Costs More but

Reduces Risk
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Nokia Talent 

Management 

Connecting People to

Development 

Opportunities



Sari baldauf

jarmo Ollila
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Olli-Pekka Kallasvuo
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New Finnish book: Microsoft's Elop was no Trojan horse, just a terrible bossPeyman Dayyani, SHRM-SCP, SPHR, GPHR, Assoc. CIPD, MBA, 
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Stephen Elop
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Talent

• All Nokia people

• Engaged

• Performing to their potential

in Nokia
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Talent Management  

Talent Planning
•OD 
•Competency & Resource Planning 

•Talent Review

Talent 
Practices

Identify

On boarding 

Induction

Assess

Recruit

Development

Reward

Exit

Enablers
•Values, Brand  & Communications
•Common Competency Framework
•Infrastructure: Services, tools & Metrics

Strategy

•KEY ROLES
•KEY COMPETENCIES & BEHAVIORS

Planning + Day to Day Practices = Success

Performance 

Management
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Talent

• Strategic Planning for Key Roles for the future
• Strategic Leadership Review

• Leadership Review

• Professional Review 

• Who has interest, ability, mobility & flexibility?

• Actions needed to accelerate readiness
• Stretch experiences (70)

• Supporting relationships (20)

• Learning solutions (10)

Review
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IIP/PDP

Local BU

BU

BG/HG

NokiaEB
(SLR)

JG 8+
(PR)

Fe
ed

b
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k

JG 10+
(LR)

Talent Review Renewal

Key Elements in Place
•Talent Review, Business & Individual planning
• Internal global jobs marketplace
•Career planning & learning. Self nomination
•Global HR organization & infrastructure

Opportunities
•Visibility to talent across organizational silos
•Converting data to actions
•Balance short term & long term performance
•Match talent to diverse opportunities

Starting Point
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Talent Review Renewal 

• 90 day window to address opportunity areas for that year 

• Build a simple prototype framework around external & internal best 
practices 

• Human approach. Engage people emotionally – Story telling + Reflection

• Experiment with different target groups to allow a global model to emerge 

• Create value for all levels Local and Global and for Talent

• Balance emergence and adopting learnings with the need for consistency

• Gain early commitment and grow capability 
• Learning networks, information sessions, cookbooks, intranet
• Enable pilot participants with over the shoulder consulting & action based 

learning
• Ensure business ownership of actions and follow-up plans to develop their 

organization and Key Talent Pools

• Formalize new way of working in global “roll-outs”

Approach 
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Structured Talent Discussions. Actions to Accelerate 
Readiness

1       © 2005  Nokia V1-Filename.ppt /  yyyy-mm-dd / Init ials

Company Confidential

Talent Map

8.High Performer with Potential 

1. Potential Talent

9. High Performer 6. Performer 3. Lower-end Performer

5. Performer with Potential 2. Potential Performer

7. Star Potential4.Performer with High Potential

Name JG

On Target

Performance (60% What/40% How )

Exceptional

Stands
Out 

Clear
Potential

Placed
WellP

o
te

n
ti

a
l

Too Soon to Evaluate
Place Here 

& Review Later

Criticals are 
represented 
by red dots

Improvement
Required

1       © 2005  Nokia V1-Filename.ppt /  yyyy-mm-dd / Init ials

Company Confidential

Key Role Successor Candidate Pool
Note: This is not a Succession Plan

Needed 

for 

Develop-

ment

Successor ReadinessCandidateOrganization

Ready Now

Ext. 

Talent

2-3 

Rotations

Aw ay

1-2 

Rotations

Aw ayPosition

1       © 2005  Nokia V1-Filename.ppt /  yyyy-mm-dd / Init ials

Company Confidential

Talent Priorities to Deliver Business Success Unit Name

What is Needed from  

1) Organization

2) Leadership
•

•

•

Business Goals/Drivers 

& Timeframe
•

•

Talent Priorities

& Key Roles
•

•

•

Current Strengths
•

•

Current Risks
•

•

•Performance 60/40
•Potential
Which Key Role(s)
Readiness
Focus + Actions
Successor

Talent Priorities
+ Key Roles

Calibrate for 
Development

Development Focus to   
Accelerate Readiness

70/20/10 
Actions for PDP

1       © 2005  Nokia V1-Filename.ppt /  yyyy-mm-dd / Init ials

Company Confidential

70/20/10 Plan

TARGET POSITION DEV. ACTIONS

NAME  ROLE JG STRENGTHS FOCUS 70 20 10
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IIP/PDP

Local BU

BU

BG/HB

NokiaEB
(SLR)

JG 8+
(PR)

GEB TR Workshop

Cross BG Functional TR WS

Site, Country
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b
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k
GEB Mthly 

Resourcing Mtg

BG/HG & BU Mthly 
Resourcing Mtgs

Site, Country, Team 
mthly mtgs

JG 10+
(LR)

Nokia Talent Review Model
Global Talent Pools and Opportunities 
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Talent Review Renewal 

• It doesn’t have to be perfect, just good enough to get started

• It’s an experiment. It should be a good experience - simple and fun, not 
scary

• Value is in the eye of the receiver – how will this solve their problem?

• Trust people to do the right thing. Give ownership from the start

• Create a movement: energy, timing, networks, champions, early 
successes 

• Close the circle. Don’t forget the laggers

• Sr. Manager commitment and role modeling is key 

• Keep the focus on concrete actions that translate into day to day practices

• Balance what’s needed today with what’s needed to prepare for the 
future

• Listen, Share, Communicate, Practice. Repeat. Repeat, Repeat!

• Beware of “hidden” cultural norms, “sleeping dogs”, and “after-shocks”

• Keep it fresh. Resist adding bells and whistles

• Be aware of what keeps you motivated and engaged. Bon Courage!

Learnings
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Success

• Metrics
• Readiness for key roles
• Cross organization movement

• Manager Behaviors and Day to day practices
• Taking ownership of the process & development 

of talent pools
• Better focus in talent acquisition, retention, 

development & performance mgt 
• Better balance of long term and short term 

thinking
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Talent 

•Experience based Key Role Success Profiles 
to help match talent to opportunities

•Continue aligning day to day behaviors to 
deliver the strategy

•Replace Talent Review Tool

Next Steps
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SHELL
MANAGING TALENT TO ADDRESS ENERGY CHALLENGES

Peyman Dayyani, SHRM-SCP, SPHR, GPHR, Assoc. CIPD, MBA, 
14th International Managment Conference, Tehran, Iran

56



MANAGING 
POTENTIAL AT 

SHELL
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US regulator clears ex-Shell boss
http://www.telegraph.co.uk/finance/2946462/US-regulator-clears-ex-Shell-boss.html
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Jeroen van der Veer

Malcolm Brinded

Sir Mark Moody-Stuart 
Linda Cook

Peyman Dayyani, SHRM-SCP, SPHR, GPHR, Assoc. CIPD, MBA, 
14th International Managment Conference, Tehran, Iran

59



THE 3 COGS – THE TALENT ‘CYCLE’

INTEGRATED TALENT MANAGEMENT AT SHELL
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WHAT SHELL DO : MANAGING POTENTIAL AT SHELL 

Current Estimated Potential (CEP)
The current realistic estimate of the highest job that an individual will be able to perform
in his or her future career within Shell

CEP is intended to:

• Identify potential leaders;

• Assess the status of the current talent pool

• Support career planning and talent development.

• Ensure a common basis for measurement across Shell

CEP is not intended to:

• Guarantee or limit individual career advancement or 
success in Shell

• Be the sole factor in promotion or selection decisions

• Remain constant throughout an individual’s career. CEP 
ratings can move up or down in future assessments.

What does Shell assess?

The CAR criteria are equally weighted
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ASSESS HEALTH OF 

OUR TALENT PIPELINE

IDENTIFY FUTURE

LEADERS

TARGET DEVELOPMENT
OPPORTUNITIES

INFORM CAREER 
CHOICES FOR STAFF

FEEDBACK TO 
INDIVIDUALS

SUPPORT RECRUITMENT
AND PROGRESSION 
DECISIONS

WHY DO SHELL ASSESS POTENTIAL?
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CHOICES AND CHALLENGES

Scope and Scale 

Cultural Differences

Future Leadership Needs

Potential, Performance and Readiness

Transparency and Predictability

6
3
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“I don’t need 
a drill.
I need a hole 
in my wall.”
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Collaboration is going 

to be at the heart of 

talent acquisition in the 
coming years... 
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Flexible Jobs: 
How the Gig Economy 

Is Impacting Talent 
Acquisition? 
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SME Power: “Research shows that new, 
small companies create almost all 
the new private sector jobs—and 
are disproportionately innovative.”

Source: Superstar fund manager Gervais Williams, The Future Is Small: Why AIM 
[Alternative Investment Market] Will Be the World’s Best Market Beyond the 
Credit Boom.

Tom Peters
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The Sharing Economy is a socio-
economic ecosystem built around the 
sharing of human, physical and 
intellectual resources. It includes the 
shared creation, production, 
distribution, trade and consumption of 
goods and services by different people 
and organizations.
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The Collaborative Economy enables people to 
efficiently get what they need from each other. 
They use powerful technologies that enable 
Crowdfunding, Peer-to-Peer lending, the Maker 
Movement, and the Sharing Economy. If you 
look closely, the crowd is becoming like a 
company: self funding, designing, producing, 
and sharing what they already have.
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Uber had more than 1.1 million active 
drivers across 64 countries as of 
November 2015. But the total global 
workforce was more than 3.3 billion in 
2014. So Uber drivers account for less 
than 0.03% of the global workforce. 

Peyman Dayyani, SHRM-SCP, SPHR, GPHR, Assoc. CIPD, MBA, 
14th International Managment Conference, Tehran, Iran

81



References 

• Ludmila Mládkováa,  Jarmila Zouharováb,  Jindřich Novýc (2015) 
Motivation and Knowledge Workers

• Andrew Horne (2012) Six Tips for Understanding Knowledge Worker Needs, 
https://www.cebglobal.com/blogs/understanding-info-needs/

• Are All Employees Knowledge Workers? https://hbr.org/2010/04/are-all-
employees-knowledge-wo.html

• Cappelli Peter (2008) Talent on Demand: Managing Talent in an Age of 
Uncertainty, Harvard Business Publishing 

• Vaiman, Vlad (2010) Talent Management of Knowledge Workers, Palgrave 
Macmillan

•

Peyman Dayyani, SHRM-SCP, SPHR, GPHR, Assoc. CIPD, MBA, 
14th International Managment Conference, Tehran, Iran

82

https://www.cebglobal.com/blogs/understanding-info-needs/
https://hbr.org/2010/04/are-all-employees-knowledge-wo.html

