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Abstract  

This study examines talent retention in the Information and Communication Technology (ICT) 

sector by focusing on the relationships between human resource management (HRM), 

knowledge management (KM), change management (CM) and employee engagement. In this 

respect, a conceptual framework is proposed to understand the relationships between these 

constructs. The proposed framework highlights the importance of implementing specific talent 

retention practices in knowledge-intensive sectors like ICT, in order for employees to be 

engaged both with their work and their organization.  

Keywords: human resource management, knowledge management, change management, 

employee engagement, turnover intention  

1. Introduction  

In today’s constantly changing and demanding business environment, it is crucial for firms 

to continuously attract and retain talented employees who possess valuable skills, knowledge 

and capabilities (Ambrosius, 2018). Many researchers (e.g., Khilji et al. 2015; Tarique & 

Schuler 2018) argue that talent management contributes significantly to financial performance 

and business survival. In this context, firms spend significant time and resources to design and 

implement talent management practices in order to attract and retain talented workers. Several 

researchers (e.g. McNulty, 2018) support that the overall process involves a distinct strategic 

dimension which provides firms with competitive advantages. According to McDonnell 

(2011), the "war for talent" is extremely important, as human capital is considered to be one 

of the key factors for firms to achieve long-term organizational success (Pandita & Ray, 2018).  
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The definitions for the term “talent” varies. For example, Michaels et al. (2001, p. 12), 

proposes that talent is “the sum of a person's abilities—his or her intrinsic gifts, skills, 

knowledge, experience, intelligence, judgment, attitude, character and drive. It also includes 

his or her ability to learn and grow”. In addition, Silzer & Dowell (2010, p. 14) define talent 

as “An individual's skills and abilities (talents) and what the person is capable of doing or 

contributing to the organization”. In an in-depth literature review regarding the meaning of 

talent, Gallardo-Gallardo et al. (2013) categorized two broad approaches: (1) objective 

approach, which considers talent as distinctive characteristics of people within organizations, 

and further distinguishes talent as natural ability, talent as mastery, talent as commitment and 

talent as fit, and  

(2) subjective approach, which includes the inclusive approach, i.e. organizations consider all 

employees as talents, and the exclusive approach, i.e. organizations consider a distinct group 

of employees as talents who perform exceptionally or have the potential to became high 

performers. As human resources are limited, organizations have to be able to retain their high 

performers in order to achieve the desired organizational outcomes (Hsu, 2008).   

Although previous studies (e.g., Bhatnagar, 2007; Kundu & Lata, 2017) investigated the 

impact of employee engagement on talent retention, further research is needed to examine 

talent retention in ICT sector. In fact, there is limited research regarding talent retention in ICT 

sector, in which the "war for talent" is relentless, as organizations compete to attract and retain 

the most capable employees.  

This study proposes a conceptual framework for examining the relationships between 

human resource management (HRM), knowledge management (KM), change management 

(CM) and employee engagement, and the relationship between employee engagement and 

turnover intention. The conceptual framework will be implemented to the Information and 

Communication Technology (ICT) sector, which is a constantly changing knowledge-

intensive sector. Therefore, the need for properly managing change and knowledge as well as 

human capital is imperative. The present study adopts the exclusive approach and considers 

“high performance talents” as high-skilled knowledge workers who possess valuable skills and 

capabilities.  

The article is divided into three sections. Firstly, the proposed conceptual framework is 

described, secondly, a theoretical support of the proposed framework is provided based on the 

extant literature of the constructs under examination and finally, conclusions are discussed.  

2. The proposed conceptual framework  

 Today’s business environment requires organizations to be more resilient to change and 

constantly create new knowledge if they want to survive. In the ICT sector, which is a 

knowledge-intensive sector, organizations are dealing with rapid technological change and 

intense competition globally (Holm & Østergaard, 2015). In this respect, organizations in the 

ICT sector are called to attract and retain talented employees (Ambrosius, 2018). Due to the 

sector characteristics, the authors consider talented employees as knowledge workers, i.e., 

employees who work in knowledgeintensive sectors and possess valuable skills and  
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capabilities (Drucker, 1989), who they are actively involved in the knowledge management 

process.   

Furthermore, in order for an organization to create a sustainable competitive advantage, lies 

in its ability to manage both human and intellectual capital (Hsu, 2008; Alkhalil et al., 2014). 

The first one stems from the resource-based view (RBV) of the firm which describes an 

organization as a set of tangible and intangible resources and capabilities that distinguish it 

from competitors. The basic assumption of this theory is that sustained competitive advantage 

comes from valuable, rare combinations of resources available to a firm, which are difficult to 

be imitated, acquired and reproduced by its competitors (Barney, 1991; Grant, 1991). The 

latter focuses on the knowledge-based view (KBV) of the firm, which is based on RVB. 

Knowledge-based view considers knowledge as a strategic resource for an organization which 

if managed properly, can lead to the development of sustainable competitive advantages 

(Kogut & Zander, 1992; Wiklund & Shepherd, 2003).  

The following conceptual framework initially examines the relationships between three 

constructs, i.e. human resource management, knowledge management and change 

management, related to the ICT sector, which is a knowledge-intensive sector, characterized 

by constant change, aiming at recruiting and retaining knowledge workers. Furthermore, the 

three mentioned constructs are investigated as antecedents of employee engagement in order 

to identify whether human resource, knowledge and change practices of organizations can lead 

to highly engaged knowledge workers who are attached to both their job and their organization. 

Finally, the relationship between employee engagement and turnover intention is examined 

and it is supported that highly engaged knowledge workers are not intent to leave their work 

voluntarily.  
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Figure 1: Proposed conceptual framework  

  

  

3. Theoretical support of the proposed framework  
The following subsections provide theoretical support for the above proposed conceptual 

framework.  

3.1 Human Resource Management and Change management  

Human resource management (HRM) is responsible for the recruitment and selection of 

employees as well as to support them through the whole process of employment (De Boeck et 

al., 2018). In addition, since organizations are constantly forced to adapt to changing 

conditions, HRM’s challenge is to be able to develop an organizational culture which embraces 

change so that employees will be more receptive to change and better deal with it (Carmeli & 

Spreitzer, 2009; Tummers et al., 2015). Organizational change involves HR professional’s 

efforts, who act as agents of change, to clearly communicate the change process to their 

employees enabling them to be more adaptive towards change (Petrou et al., 2016). According 

to Tummers et al. (2015), HRM practices, such as job autonomy, participation in decision 

making and quality teamwork, can improve employees’ abilities to cope with organizational 

change. Therefore, successful organizational change stems from employees’ active behaviors, 

such as higher levels of proactivity and vitality.  
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3.2 Human Resource Management and Knowledge management  

It is widely accepted that knowledge is one of the most significant resources of 

organizations (e.g., Nonaka & Takeuchi, 1995). Organizations are called to manage their 

knowledge through their employees in order to gain competitive advantages. Knowledge 

management (KM) is generally defined as an organizational process of knowledge creation, 

knowledge acquisition, knowledge capturing, knowledge sharing and knowledge application 

to increase organizational performance and learning capability (Grant, 1996; Spender, 1996; 

Scarbrough et al., 1999; Alavi & Leidner, 2001). KM process is dependent on knowledge 

workers’ skills, capabilities, education and participation as well as on HRM process, which is 

responsible for recruiting, selecting, developing, educating, compensating and rewarding them 

(Carter & Scarbrough, 2001; Oltra, 2005). According to Oltra (2005), people and knowledge 

are two interrelated concepts. Davenport and Prusak (2000, p. 43) argued that knowledge 

workers not only should be urged to create and share knowledge but also they have to be 

rewarded for their efforts (Esterhuizen et al., 2012).  

In this respect, human resources have a vital role in KM process as one of their main 

responsibility is to manage knowledge workers whose most significant asset is knowledge 

(Andreeva & Kianto, 2012). This comes to an agreement with many studies which have 

explored the relationship between HRM and KM. For instance, various studies examined the 

impact of HRM practices on intra-organizational knowledge sharing (e.g., Liu & Liu, 2011; 

Chen et al., 2011), while other studies focused on a broader perspective exploring the 

relationships between different HRM practices with the whole KM process (Jimenez-Jimenez 

& Sanz-Valle, 2013).   

More specifically, Liu & Liu (2011) investigated the relationship between HR practices and 

individual knowledge sharing of R&D professionals in high-tech industries and they found 

that HR practices, like incentive compensation plans face to-face communication and 

performance appraisal systems, facilitate knowledgesharing behavior through the 

enhancement of employees’ perceived self-efficacy and willingness to knowledge sharing. In 

addition, drawing on dynamic capability view (DCV), Turulja & Bajgoric (2018) found that 

HRM capability promotes KM capability and their interaction enhances business success. 

Furthermore, the findings of Jimenez-Jimenez & Sanz-Valle’s (2013) empirical research 

showed that there is a positive relationship between knowledge-oriented HR practices and 

knowledge management processes, such as knowledge acquisition, distribution, interpretation 

and storing.  

3.3 Knowledge management and Change management  

People within an organization, i.e. knowledge workers, create explicit and tacit knowledge 

whether individually or collectively through knowledge sharing (Nonaka, 1994). Knowledge 

management strategies are considered to play a significant role for successful organizational 

change initiatives as they can contribute to communicate information through the change 

process (Hansen et al., 1999; Imran et al., 2016). Additionally, in every phase of organizational 

change process, different types of knowledge are required for the achievement of change 

implementation (Bierly et al., 2000). Imran et al. (2016) found that KM strategies, such as 
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personalization which is based on tacit knowledge and codification which is based on explicit 

knowledge, indirectly influence successful organizational change via organizational learning 

and change readiness.  

3.4 Employee engagement and its relationship with Human Resource Management, 

Change management and Knowledge management  

Employee engagement signifies an organizational perspective for managing the workforce 

which includes the whole working experience of employees’ interaction and involvement with 

their work, team and organization (Truss, 2014; Shuck et al., 2017). In addition, it involves 

three subdimensions: (1) cognitive engagement, which implies employees’ fully attention and 

concentration on their whole working experience, (2) emotional engagement, which denotes 

employees’ eagerness to emotionally involved with their workplace and (3) behavioral 

engagement which constitutes employees’ psychological willingness to work more than the 

expected (Shuck et al., 2017).   

According to Kettler (2008), organizations are looking for ways to enhance employee 

engagement whether through the creation of employee development programs or employee 

surveys to determine their long-term plans. Saks (2006) argued that there are antecedents of 

engagement which can promote the generation of engaged employees. The present study aims 

to explore HRM, CM and KM as antecedents of employee engagement in the ICT sector which 

is considered a dynamic knowledge-intensive sector. Therefore, in this constantly changing 

industry, HR managers are called to deal with attracting, recruiting, developing and retaining 

talented employees whose most valuable resource is knowledge.  

Although this study proposes a direct relationship between HRM and employee 

engagement, we consider that the indirect relationship between HRM and employee 

engagement through CM and KM might be more significant due to the specific characteristics 

of the ICT sector.  

3.4.1 Human Resource Management and Employee engagement   

Several studies (e.g., Juhdi et al., 2013; Vuong & Sid, 2020), which examined the 

relationship between HRM and employee engagement, have concluded that HRM has a pivotal 

role in enhancing the engagement of employees. More specifically, Alfes et al. (2013) argued 

that “employees who have a positive perception of the HRM practices in their organization are 

more engaged with their jobs”. HRM practices constitute a part of HRM activities which are 

concerned with employees’ management and development as well as the relationship among 

them (Vuong & Sid, 2020). Empirical studies have found that different HR practices, such as 

career management, person-job fit, pay satisfaction, performance appraisal, job control, career 

advancement, job security and performance feedback, are positively related to employee 

engagement (Juhdi et al., 2013; Aktar & Pangil, 2017). At the same time, employee 

engagement plays a critical role as a mediator between HR systems and both individual and 

organizational outcomes, such as employees’ innovative behavior, task performance, turnover 

intention and organizational citizenship behavior (Alfes et al., 2013; Shantz et al., 2013).  
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3.4.2 Change management and Employee engagement  

Change management (CM) has rarely been investigated as an antecedent of employee 

engagement (e.g., Sonenshein & Dholakia, 2012). In a fast-moving changing business 

environment, leaders are called to prepare their employees to get ready for change by urging 

them to be more receptive to change and adapt more easily to their working environment 

(Armenakis & Harris, 2002; Matthysen & Harris, 2018). According to Marks (2007), 

organizations which facilitate change practices such as open communication, knowledge 

sharing and participation, urge their employees to be more engaged with their job. Otherwise, 

when organizations fail to manage change, this might have negative effects on organizational 

outcomes as well as on employees’ well-being. As a result, employees will become disengaged 

both with their work and their organization (Marks, 2007; Matthysen & Harris, 2018). 

Therefore, organizations which embrace change practices and communicate them to their 

employees enable them to be involved in the organizational change process (Parent et al., 

2012).   

3.4.3 Knowledge management and Employee engagement  

Knowledge management (KM) has not been sufficiently explored as an antecedent of 

employee engagement. In fact, few studies examined the impact of knowledge management 

processes on employee job satisfaction which is partly related to employee engagement (e.g., 

Kianto et al., 2016; Singh & Sharma, 2011).  

Knowledge workers constitute an integral part of their organizations as they are actively 

involved in the knowledge management process. According to knowledgebased view (KBV) 

of the firm, knowledge is a valuable resource within an organization which contributes to the 

generation of sustainable competitive advantages (Kogut & Zander, 1992; Wiklund & 

Shepherd, 2003). Knowledge workers who possess and share knowledge resources could be 

the enablers of innovation outcomes and business success. In this respect, they might be more 

attached to their organizations as they feel valuable parts in the knowledge creation process. 

Kianto et al. (2016) argue that the implementation of KM processes within an organization can 

create positive attitudes of employees about their work. Therefore, the authors suggest that 

knowledge workers will be more engaged with their jobs and their organizations when they 

experience KM processes in their workplace.  

3.5 Employee engagement and Turnover intention  

As stated previously, employee engagement describes the whole experience of a person’s 

cognitive, emotional and behavioral involvement with his or her work, team, job and 

organization (Shuck et al., 2017). Highly engaged employees are more enthusiastic and 

attached to their work and they have positive feelings towards their organization (Shantz et al., 

2013). On the contrary, employees who are not highly engaged with their work, they would 

be more likely to leave their organization (Shantz et al., 2014).   

According to various studies (e.g., Schaufeli & Bakker, 2004; Albrecht & Marty, 2020), 

employee engagement has a negative effect on turnover intention both directly and indirectly. 

Employee turnover intention is considered as an attitudin al outcome where employees have 

the intention to leave their work voluntarily (Griffeth et al., 2000; Falkenburg & Sachyns 
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2007). In addition, as turnover intention is associated with actual turnover (Van Schalkwyk et 

al., 2010), organizational performance is negatively affected when high skilled and talented 

employees quit their jobs (Bentein et al., 2005). Therefore, high levels of employee 

engagement within an organization could lead to the retention of valuable employees.  

4. Discussion and conclusions  

The present study proposes a conceptual framework with various relationships which is 

suggested to be implemented to the ICT sector. More specifically, the study attempts to 

theoretically support the relationship between HRM, KM and CM as well as their relationship 

with employee engagement. In addition, the relationship between employee engagement and 

turnover intention is examined, focusing on skills, capabilities, attitudes and perceptions of 

knowledge workers. This kind of highskilled employees in the ICT sector are usually 

characterized as talents within the exclusive approach of talent managers which views talents 

as high performers (Gallardo-Gallardo et al., 2013).  

The extant literature showed that HRM, KM and CM are related to each other. Regarding 

the relationships between the three constructs and employee engagement, the review showed 

that HRM has a significant role in advancing the engagement of employees (e.g., Vuong & 

Sid, 2020). Similarly, through KM processes, organizations are able to create positive 

employees’ attitudes so that they will be more engaged with their jobs and their organizations 

(Kianto et al., 2016). Although the empirical investigation of change management as an 

antecedent of employee engagement is rare, Marks (2007) argued that when change practices 

such as open communication, knowledge sharing and participation are facilitated within 

organizations, the employees tend to be more engaged with their work. Additionally, when it 

comes to the relationship between employee engagement and turnover intention, various 

studies (e.g., Schaufeli & Bakker, 2004; Albrecht & Marty, 2020) showed that there is a 

negative relationship between them as employees who are highly engaged both with their work 

and their organization, they are not intend to leave them voluntarily.  

To sum up, this study aims to:  

• Describe the constructs presented in the conceptual model based on the existing literature.  

• Present the various relationships between the constructs under investigation.  

• Discuss the value of the proposed conceptual model in the ICT industry, due to its specific 

characteristics mentioned above.  

Finally, the empirical examination of the proposed conceptual framework is suggested, in any 

knowledge-intensive sector (e.g., knowledge intensive services) which is characterized by 

continuous change and employ high-skilled workers who possess valuable skills and 

capabilities.  
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