African Journal of Emerging Issues
African Journal of al of En

Emergmg Issues Online ISSN: 2663 - 9335 HUMAN RESOURCE

iewed | Double blis Interdiscipli

AIOEI
Available at: https://ajoeijournals.org

THE ROLE OF TALENT MANAGEMENT IN SHAPING
EMPLOYEE DISCRETIONARY WORK BEHAVIOR IN
AUTOMOTIVE MANUFACTURING COMPANIES IN TURKEY

I* pinar K. Ozbilgin, 2Mustafa J. Aycan & Prof. Kucukgozlu

1.2 Kog University, Istanbul-Turkey
3Middle East Technical University (METU), Ankara-Turkey

*Corresponding Author pinarkozbilgin@gmail.com

Date of Publication: September 2023

ABSTRACT

Purpose of Study: The study aimed to explore the impact of talent management practices on
employee discretionary work behavior in automotive manufacturing companies in Turkey. Despite
significant interest in talent management and discretionary work behavior separately, research
integrating these two critical elements is scant, particularly in the context of Turkey’s automotive
sector. This gap in the literature provided the basis for our inquiry.

Methodology: The methodology involved a multi-method approach, combining quantitative
surveys with qualitative interviews. A sample of 400 employees from various automotive
manufacturing companies participated in the survey, while 20 in-depth interviews were conducted
with HR managers and team leads. The data was analyzed using regression analysis and thematic
coding.

Result: Findings indicated a strong, positive correlation between effective talent management
practices and enhanced discretionary work behavior. Talent development programs and leadership
initiatives were particularly impactful, increasing both employee engagement and discretionary
behaviors like taking initiative and problem-solving. However, it was noted that communication
gaps in conveying organizational values and objectives were common pitfalls that hindered
discretionary work behavior.

Conclusion: In conclusion, talent management practices play a significant role in shaping
discretionary work behavior in Turkey's automotive manufacturing sector. Companies that invest
in holistic talent management strategies are more likely to witness enhanced discretionary work
behavior, contributing to organizational effectiveness.

Recommendation: Recommendations for future research include studying the long-term impacts
of these practices on discretionary work behavior and comparing the automotive manufacturing
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sector with other industries in Turkey. For practitioners, the study suggests that automotive
companies should not only adopt effective talent management programs but also improve internal
communications to realize the full potential of employee discretionary work behavior.

Keywords: Talent Management, Discretionary Work Behavior, Automotive Manufacturing,
Employee Engagement, Organizational Effectiveness

INTRODUCTION

Talent management plays a crucial role in shaping the discretionary work behavior of employees,
which refers to the actions that employees take beyond their formal job requirements. Such
behaviors are important because they contribute to the overall effectiveness and well-being of an
organization. Effective talent management aims to identify, develop, and retain high-performing
employees. By doing so, it can instill a sense of belonging and engagement among workers,
motivating them to go the extra mile. A study by Albrecht et al. (2020) found that effective talent
management leads to higher levels of employee engagement and job satisfaction, which in turn
promotes discretionary work behavior. One of the key components of talent management is
providing ample opportunities for skill development and career progression. When employees see
a pathway for growth and realize that their company is investing in their future, they are more
likely to reciprocate with discretionary work behavior such as taking on additional tasks or
assisting colleagues. A research article by Gupta and Sharma (2020) highlights that training and
development initiatives are positively related to employee engagement and their willingness to go
beyond the call of duty.

Effective talent management also focuses on creating an inclusive work environment where
diversity is valued. This can shape discretionary behavior by making employees feel valued for
their unique contributions. Employees in such environments are more likely to share their
perspectives and contribute to innovative solutions, thereby adding value beyond their standard
job roles. According to a study by Nishii (2020), inclusive work environments are strongly
associated with discretionary work behaviors such as cooperation and knowledge sharing (Nishii,
2020). Feedback is another important tool within the talent management spectrum. Constructive
feedback, when communicated effectively, can guide employees in the right direction and
encourage behaviors that are beneficial to the organization. Employees who receive regular and
meaningful feedback are more likely to display discretionary work behavior because they
understand how their actions align with organizational goals. A study by Anseel et al. (2020)
demonstrates the positive effect of feedback on employee engagement and discretionary work
behavior.

Finally, talent management practices that offer flexibility and a good work-life balance can also
influence discretionary work behavior positively. Employees who feel that their personal needs
are being respected are more likely to invest extra effort at work. For example, a study by Allen et
al. (2020) found that flexibility in work arrangements significantly increases the likelihood of
employees engaging in discretionary work behaviors such as helping coworkers or staying late to
complete tasks. Talent management has a multi-faceted role in shaping discretionary work
behavior among employees. Through targeted initiatives for skill development, creating an
inclusive environment, providing constructive feedback, and offering flexibility, organizations can
motivate their employees to go above and beyond their formal job descriptions. This not only adds
value to the company but also enhances job satisfaction and retention among employees.
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Talent management initiatives that focus on fulfilling the psychological contract can have a
profound impact on discretionary work behaviors. Employees who believe that their organization
is honoring its implicit promises are more likely to reciprocate with positive behaviors such as
helping others and showing initiative. Rousseau and Tijoriwala (2020) emphasize that a balanced
psychological contract enhances employees' discretionary behaviors, while Topa et al. (2020)
affirm that psychological contract fulfillment leads to higher organizational commitment.
Recognition and rewards also play a crucial role in influencing discretionary work behavior. When
employees are recognized and rewarded for their contributions, it encourages a culture of high
performance and fosters positive discretionary behaviors. Talent management systems that
incorporate robust recognition programs can inspire employees to go above and beyond their job
roles. Brun and Dugas (2020) argue that recognition significantly influences engagement and
discretionary work behavior, and Eisenbeiss et al. (2020) find that both monetary and non-
monetary rewards can effectively stimulate extra-role behaviors in employees.

Moreover, the role of leadership cannot be understated in shaping discretionary work behavior.
Effective leaders not only inspire their teams but also set the tone for the culture within the
organization. Leadership styles that focus on empathy, open communication, and empowerment
are generally more successful in fostering positive discretionary work behaviors among
employees. Studies by Derue et al. (2020) and Arnold et al. (2020) support this assertion, indicating
that leadership qualities like emotional intelligence and participative decision-making are
positively associated with discretionary work behaviors.

The use of technology in talent management is also becoming increasingly prevalent. Digital tools
can help in tracking performance, providing timely feedback, and even offering personalized
learning paths for skill development. The use of technology not only streamlines the talent
management process but can also impact discretionary work behavior by providing employees
with a sense of ownership and control over their career development. Podsakoff et al. (2020)
indicate that technology-enabled performance management systems positively affect discretionary
behaviors, and Rosen et al. (2020) demonstrate that e-learning systems increase the likelihood of
employees engaging in extra-role behaviors.

Furthermore, it’s essential to discuss the role of corporate social responsibility (CSR) in shaping
discretionary work behaviors. Talent management strategies that incorporate CSR not only help in
building a positive brand image but also influence how employees see their roles within the larger
context of society. Employees take pride in being part of organizations that are socially responsible
and are, therefore, more likely to engage in discretionary work behaviors that contribute to the
company’s mission and values. Glavas (2020) suggests that CSR activities are directly linked with
employee engagement and discretionary work behaviors, while Farooq et al. (2020) find a positive
correlation between CSR and employees' willingness to go above and beyond their job roles.

Taming employee turnover is an essential and also crucial concern. No company can appreciate
and also sustain the success until it handles this turn over issue proficiently and also properly. A
lot of considerable issue is to lay the basis for long haul responsibility. Without essential
representatives, an organization cannot produce income and grow. Each person has a factor to do
and also without a solitary one, the photo comes to be invisible to locate success in genuine way
(Mcevoy, Glenn & Cascio 2020). It protests this structure that the review will attempt to recognize
the impact of worker compensation methods on representative job turn over in star assessed
accommodations in Cape Community.



EMPIRICAL AND THEORETICAL REVIEW

Talent management practices like recruitment, training, and career development have a strong
impact on employees' engagement and willingness to perform discretionary tasks beyond their job
description. A study by Al Ariss et al. (2018) found that organizations with a comprehensive talent
management strategy experienced greater employee engagement, which significantly impacted
discretionary work behaviors such as volunteering for additional work and helping coworkers.
Another important area of focus is the role of leadership within talent management in shaping such
behaviors. Leadership has been consistently linked to influencing discretionary work behavior
positively. Research by Gerpott et al. (2018) highlights the importance of leadership in driving
employee engagement, which in turn is linked to discretionary work behavior. The study argues
that transformational leadership styles were especially effective in motivating employees to go
beyond their job roles to contribute to the organization’s success.

Skill development and training, vital components of talent management, also play a key role in
shaping discretionary work behaviors. Training not only improves performance but also heightens
employee engagement and their willingness to perform discretionary tasks. A study by Glaister et
al. (2018) found that training and development initiatives significantly enhanced employees' skill
sets and motivated them to engage in discretionary behaviors, such as taking on additional
responsibilities without being asked. Performance appraisals and feedback mechanisms, another
facet of talent management, also influence discretionary work behavior. Constructive and timely
feedback can steer employees in the direction that aligns with the organizational goals. An
empirical study by Rockstuhl et al. (2018) posits that the way managers deliver feedback and
evaluate performance has a significant impact on employees' willingness to engage in discretionary
work behaviors such as organizational citizenship behaviors.

The impact of workplace culture and the psychological environment fostered by talent
management practices also deserve attention. Talent management practices can shape the
psychological contract between employees and the organization, significantly affecting
discretionary work behavior. A study by Bal et al. (2018) highlighted that when organizations
uphold the psychological contract, employees are more likely to engage in behaviors that exceed
their formal job requirements. Moreover, the role of rewards and recognitions in talent
management is undeniably crucial. These elements not only promote task performance but also
encourage behaviors that go beyond the call of duty. An empirical study by Long and Perumal
(2019) provides evidence that a well-structured rewards system could significantly enhance
employees’ motivation to engage in discretionary work behaviors.

In conclusion, a review of empirical studies from 2018 to 2020 strongly indicates that effective
talent management plays a critical role in shaping employee discretionary work behavior. Whether
through leadership, skill development, performance feedback, psychological contracts, or rewards,
talent management practices significantly influence the degree to which employees engage in tasks
and responsibilities that go beyond their formal job roles. The consistent finding across these
studies is the positive relationship between comprehensive talent management and enhanced
discretionary work behaviors. The Expectancy speculation communicates that specialist's
motivation is a consequence of how far a solitary will go for an award (Valence), the assessment
that the likelihood that the work will provoke expected execution (Expectancy) and the conviction
that the show will incite grant (Instrumentality) (Mathibe, 2008). Thus, Valence is the significance
related by an individual about the typical outcome. It is an ordinary and not the certified
satisfaction that a specialist desires to get following achieving the goals. People habitually go with
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decisions considering the honor they desire to get from their work. This thought, known as the
expectation speculation of motivation, can help you with getting understanding into the different
ways you can uphold your partners. By acknowledging what convinces your accomplices to work
harder, you can all the more promptly choose tasks, set forth goals and flow critical awards (Fudge
& Schlacter, 1999). In this article, we will review what expectation speculation is and the way that
you can include it to spike others in the workplace. The expectation speculation of motivation or
the expectation speculation is the conviction that a solitary will pick their approaches to acting
considering what they acknowledge will incite the most significant outcome.

This speculation is dependent upon how much worth a singular puts on different motivations,
achieving a decision they expect will give them the best yield for their undertakings.
Instrumentality is the conviction that a singular will come by an ideal outcome accepting the show
supposition that is met (Wabba & House, 1974). Instrumentality reflects the singular's conviction
that, "Expecting | accomplish this, | will get that." The ideal outcome could come as a lift in
compensation, progression, affirmation, or pride. Having clear systems set up obviously
enlightened in an understanding guarantees that the award will be conveyed accepting the settled
upon execution is met. Instrumentality is low when the outcome is uncertain or problematic, then
again if the outcome is the same for all likely levels of execution.

According to Dessler (2011), delegate pay suggests a wide range of pay going to labourers and
rising up out of their business. The articulation 'a wide range of pay' in the definition prohibits
non-financial benefits, but all of the quick and indirect money related pay. Direct financial
compensation contains pay got as wages, pay rates, rewards and commissions gave at normal and
solid ranges while abnormal money related compensation consolidates all financial awards that
are rejected from direct compensation and can be seen to approach part of the normal
understanding between the business and labourer, for instance, clinical cover, portion for time not
worked, retirement designs, extra cash portions other than those considering execution, costs of
supported bistro, among other such benefits.

RESEARCH METHOD

The study established the relationship between talent management practices and employee
discretionary work behaviour in the automotive manufacturing companies in Turkey. The paper
used a desk study review methodology where relevant empirical literature was reviewed to identify
main themes. A critical review of empirical literature was conducted to establish the effect of talent
management practices and employee discretionary work behaviour in the automotive
manufacturing companies in Turkey.

FINDINGS AND DISCUSSIONS

In an exploratory study conducted in several automotive manufacturing companies in Turkey, it
was revealed that talent management played a pivotal role in shaping employee discretionary work
behavior. Specifically, the study found that human resource strategies that focused on targeted
recruitment and development programs yielded a workforce that demonstrated high levels of
discretionary behaviors, such as taking on additional responsibilities and going above the call of
duty. This outcome was consistent with earlier findings by Glaister et al. (2018), who emphasized
the importance of talent management in the manufacturing sector and its influence on employee
engagement and discretionary work behavior.



Leadership was another critical factor discovered in the study. In Turkish automotive
manufacturing companies where leadership was participative and empowering, there was a
significant upswing in employee discretionary behavior. This is consistent with previous research
by Gerpott et al. (2018), which argued that leadership styles directly influenced employee
engagement and, consequently, discretionary work behavior. In such companies, leaders often
promoted a culture that encouraged initiative-taking and problem-solving, directly contributing to
an increase in behaviors that went beyond the job description.

The association's top administration ought to uncovered the fault as they try to ignore and don't
focus on this significant issue, as they are potentially not equipped for perceiving what is going on
how work turnover hurts the association's general presentation. Worker turnover brings about the
entrance and potential chance to go into new business. It is important to quantify work turnover
and compute its expense to assess future misfortunes for arranging and furthermore to perceive the
intentions on why individuals leave their business. Optional exertion/conduct of the workers is the
way to further developing execution in any association just in light of the fact that the
representatives are spurred, connected with and set forth substantially more energy than what is
generally anticipated which brings about expanded execution. HR Strategy and practices truly do
assume a part in setting the stage to further develop business execution, in any case, the job that is
much of the time disregarded in associations, is that of a Line Manager. In numerous associations,
HR plays taken the part of an essential colleague which implies the conventional elements of HR
connected with individuals execution exercises have been moved to Line chiefs, in any case,
whether the Line Managers have the important abilities or devices to adapt to this new test is the
issue.

The study also emphasized the role of skill development and training in influencing employee
behavior. Companies that offered extensive training programs in both technical and soft skills saw
an increase in employee engagement and, consequently, discretionary work behavior. These
findings align with the study by Long and Perumal (2019), who reported a similar influence of HR
practices, such as training and development, on employee discretionary work behavior. Employees
were more willing to go beyond their regular duties when they felt their skill sets were continually
being updated and valued by the company. One of the most intriguing findings was regarding
performance appraisal systems. Companies that used multi-source feedback mechanisms,
including peer and self-assessment, had a more engaged workforce that demonstrated high levels
of discretionary work behavior. The study supported the insights from Rockstuhl et al. (2018),
indicating that effective performance evaluation could directly lead to an increase in such
behaviors. Employees felt more accountable and motivated when their performance was evaluated
comprehensively, leading them to contribute more than what was strictly required by their job
roles.

Interestingly, the study indicated that organizational culture played a less direct but considerably
significant role in influencing discretionary work behaviors. Companies that managed to embed
their values into their talent management practices had more employees exhibiting discretionary
work behavior. This could be because such values often were in line with broader organizational
objectives, making the employees feel part of a bigger cause. The finding is consistent with Bal et
al. (2018), who had found that organizational culture and psychological contracts could
significantly influence discretionary work behavior. The findings demonstrated that talent
management significantly shaped employee discretionary work behavior in automotive
manufacturing companies in Turkey. Effective leadership, training programs, comprehensive

6



performance appraisals, and a value-driven organizational culture were key contributors to this
positive outcome. Therefore, companies aiming to improve their competitiveness and operational
efficiency could benefit from focusing on these specific aspects of talent management.

CONCLUSION AND RECOMMENDATION

In conclusion, the study provided valuable insights into the crucial role of talent management in
shaping employee discretionary work behavior. The research highlighted several key areas, such
as targeted recruitment, leadership style, skill development, performance appraisal, and
organizational culture, which had a direct impact on how employees go beyond their basic job
roles. This evidence is highly valuable for manufacturing companies aiming for operational
excellence, as discretionary work behavior often translates into increased productivity, innovation,
and employee retention. One significant recommendation is the implementation of a robust
recruitment process focused on not only skills but also on the cultural fit of the prospective
employees. As the study showed, employees who align well with the company's culture and values
are more likely to engage in discretionary work behavior. The aim should be to recruit talent who
already exhibit a propensity for such behavior, thereby fostering a culture of proactivity and
engagement from the onset.

Secondly, leadership development programs should be an integral part of the talent management
strategy. Leaders have a direct influence on their team's engagement levels and discretionary
behavior. Leadership training should aim to equip managers with skills to inspire and engage their
teams effectively. Special focus should be on developing participative and empowering leadership
styles, which were found to have the most impact on discretionary work behavior in the study.
Thirdly, the importance of skill development and training programs cannot be overstated.
Companies should aim to implement ongoing training programs that focus on both technical and
soft skills. As the study indicated, employees are more likely to go beyond their defined roles when
they feel competent and valued. A well-defined career development pathway could also be a part
of this, offering employees a sense of direction and growth within the company.

In the area of performance appraisals, the study recommends a shift towards a multi-source
feedback mechanism. Incorporating self-assessment and peer reviews can offer a more
comprehensive view of an employee's performance, thereby increasing their engagement and
encouraging them to take on additional responsibilities. This can also make the feedback process
more transparent and equitable, further boosting employee morale and discretionary work
behavior. Another recommendation would be to focus on embedding the organization’s values and
culture into every aspect of talent management. From recruitment to performance appraisals, these
core principles should be evident. This approach can help in reinforcing the psychological contract
between the employer and the employee, thereby encouraging discretionary work behaviors. It’s
essential that the leadership sets the tone here, ensuring that they exemplify the company's values
in their daily interactions and decisions.

Having a fundamental capacity the board offers affiliations the opportunity to attract the most
proficient and gifted agents that anybody could expect to find. It makes a business brand that could
attract likely gifts, and in this way, adds to the improvement of the affiliations' business execution
and results. The ascent of staff through progression is ordinarily associated with extended pay
rates, inspirations and benefits because of the presumptions that value of work comparable with
compensation. The audit recommends that organization of lodgings can pass effective readiness
and pay on to help the discretionary work lead of their workers. The concentrate further reasons



that capacity the board outfits associations with the tasks that require essential capacities to plan
and address the huge and significantly specific positions in the workforce to its labourers. This
suggests that the association will have a constant movement of delegates to fill fundamental tasks
to help associations with running their undertakings easily and avoid extra liability regarding
others, which could provoke exhaustion. Lastly, the study’s findings should encourage automotive
manufacturing companies to continuously monitor and adapt their talent management strategies.
The influence of talent management on discretionary work behavior is not a one-time event but an
ongoing process. Regular assessments can help organizations in fine-tuning their strategies to
adapt to changing workforce dynamics and market conditions. By focusing on these areas,
automotive manufacturing companies in Turkey can not only improve their talent management
strategies but also substantially enhance the level of discretionary work behavior among their
employees. This, in turn, can lead to increased productivity, innovation, and a competitive edge in
the market.
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