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ARTICLE DETAILS ABSTRACT

Article History: Background: Talent management has been considered as traditional breakthrough toward a good company 
succession planning system in ensuring insignificant effect if the employee (s) is no longer working at the 
company. COVID-19 with its various impact has made various companies to adapt their policies including how 
this talent management system is implemented based on affirmative policy. Purpose: The purpose of the research, 
is to identify how the talent management system can keep running and cascade it with those various constraints 
from government policies therefore it will not affect the succession plan within many branches of the company. 
Design/methodology/approach: This study is a phenomenology study where researcher conducts interviews 
with related parties in the company. Phenomenology interviews were conducted to HR Manager and employees 
who were included in company’s talent pool system. The result of the interviews was deepened with various 
relevant documents. Findings: Result revealed that talent management system can run properly with numerous 
adjustments according to applicable standard named affirmative policy. The training and development program 
is carried out in stages with an online system by prioritizing talent who is included in pool one of the nine 
grade system. Research limitations: This study limited to identify talent management based on employee work 
competency which can be more elaborated on personality’s view next up. Originality/value: This study valued 
comprehensive talent management system by implementing affirmative policy during restriction period enacted 
by government.
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1. INTRODUCTION

Procurement of manpower is intended to obtain the right number 
and type of manpower to ensure manpower needs in order to achieve 
organizational goals. This function involves determining manpower 
needs, recruitment, selection, and placement. In large organizations 
(companies), this manpower procurement function is usually delegated 
to Recruiters who are part of the HR department[1]. 

Recruitment planning must be carried out by taking into account the 
source of manpower, both internal and external to the company. Internal 
sources of labor are considered to make the company’s recruitment 
system more efficient because internal recruitment is a recruitment 
system with relatively cheap financing. The company will also know 
exactly which employees are highly capable and their qualifications to 
fill vacant positions [2].

A previous study by Diana Purba [3] that with the opportunity to recruit 
from internal labor sources, it is possible for workers to have high work 
motivation in working both from the aspect of punctuality, attendance, 
productivity, to loyalty to the company. While the study[4] shows 

that internal recruitment can prevent potential workers from leaving 
the organization or company because of unclear career development 
within the company. The existence of internal recruitment also makes 
employees understand the policies, procedures, provisions, and habits 
of the organization or company.

In human resource management (HRM), the implementation of internal 
recruitment is closely related to talent management. Lewis and Heckman 
[5] define talent management as a whole process from recruitment, 
placement, to development and planning for employee development 
in a better direction. According to Pella and Inayati [6], talent is a 
differentiating factor in organizational performance. Talents are people 
that the company wants to maintain because of their strengths. Talent 
can also be defined as employees who are identified as having the 
potential to become future leaders of the company.

Talent management is also defined as a systematic effort in carrying out 
succession of positions in the company, so that this activity becomes 
an integral part of the succession planning of positions. The succession 
system can also be an effort to increase employee loyalty, employee 
engagement, employee work ethic, focusing on gathering skilled and 
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talented individuals in an organization. Implementation of succession 
planning is not limited to leadership development, employee retention 
in this dynamic organizational change is an important goal for the 
company. That is, succession planning is intended to assist companies in 
managing or retaining talented employees[7].

Referring to the above, without a good succession planning system, 
the company’s recruitment budget swells. Every manager or director 
decides to resign or dies causing the company to open recruitment, 
recruitment advertising costs must be incurred by the company, and 
the HR department needs more energy for hasty recruitment. In terms 
of image, companies that often recruit at the managerial level are 
also considered unable to prepare their internal employees to occupy 
strategic positions.

Regarding the succession system, the company system is certainly not 
the same between a family-based company and a public company (going 
public). In a previous study by Florentino Ariza and Sylvia Diana Purba 
[8] about the effect of career development on succession with the effect 
of corporate mediation on PT. Sumberdaya Sewatama said that the 
career development program affects the ideal succession system as long 
as there is organizational justice, including the compensation & benefit 
system justice. In fact, according to Flippo [9] in his book Principles of 
Personal Management, it is said that the compensation system factor 
is one of the main factors for employee turnover. Turn Over can be 
interpreted as the movement of labor out of the organization. Turnover 
can be in the form of resignation, transfer to outside the organizational 
unit, dismissal, or when the employee dies. From this, resignation 
is considered an unavoidable phenomenon for every organization 
according to the level of employee satisfaction in the organization.

One well-known company with many branches experiencing the 
phenomenon of employee turnover is Tanobelfood (Cleo). Tanobelfood 
is diversified into two main business units namely. PT. Sariguna 
Primatirta and PT. Sentralsari Primasentosa. PT. Sariguna Primatirta is 
a production base business unit, meaning that the main activity in this 
business unit is the production and packaging of Tanobelfood products 
with the main brand Cleo. While PT. Sentralsari Primasentosa focuses 
on distribution base or distributing all products in 144 Tanobelfood 
branches in Indonesia. 

Based on initial observations, employee turnover in 2015-2019, or 
before the Covid-19 pandemic occurred, was quite high, namely 15-37 
employees in 1 year. The employees who left were dominated by the 
distribution division, namely sales, who carried out canvanshing of 
Tanobelfood products throughout Indonesia. Different data shows a 
significant thing where during the Covid-19 pandemic, Tanobelfood was 
forced to rationalize the number of non-organic workers (outsourcing) 
of more than 100 workers throughout Indonesia. However, to 
carry out these unpopular policies, Tanobelfood has established a 
number of specific employment policies which will be analyzed more 
comprehensively through this study has carried out the internal 
recruitment process well with special actions as adjustments.

In the general conception, specific policies or actions that are applied 
to certain groups are referred to as affirmative policies. In general, 
affirmative action policy can be understood as the application of different 
policies or treatments to encourage the achievement of equitable results. 
Efforts to achieve this condition of equity are carried out with the aim 
of directing accelerated actions towards one of the institutional organs 
that are considered not as dynamic as other organs in the institutional 
structure[10].

The study by Sunaryo [10] shows that the affirmative action perspective 
provides the view that in the process of implementing affirmative action 
it is necessary to study the merit system elements established by an 
organization. The merit system is carried out by giving weight to the 
achievement of certain work positions to be able to replace the positions 
above them. While the study on Noach Hendrik [11] stated that the 
implementation of affirmative policies during police selection in Papua 
was not optimal, where at the time of recruitment registration, there 
were more Melanesian race registrants, which was not the case. Whereas 
the Affirmative policy was implemented to ensure the representation 
of the Melanesian race as a state apparatus through the Indonesian 
National Police (POLRI). 

In the domain of bureaucracy, studies of affirmative policies or actions 
have been carried out, whether affirmative policies have a positive 
impact or do not have an impact on a reality under study. As for the 
relationship between affirmative policies with human resource 
development and handling of manpower, not many studies have been 
carried out, especially in this Covid-19 pandemic situation. The study of 
the relationship between these 3 things is interesting to study in order 
to see in more detail the management of the organization to continue 
to survive and compete during the COVID-19 pandemic. This study 
becomes more interesting because it makes Tanobelfood a company 
with multi-branches as the study domain. 

This study discusses how Tanobelfood runs its talent management 
program by implementing affirmative policies so that this multi-branch 
company can still survive in the pandemic situation. This company is 
proven to have been able to maintain productivity without doing a lot 
of external recruitment and the turnover can be overcome with the 
affirmative policy that has been set.

2. LITERATURE REVIEW 

2.1 Talent Management: Definition of Talent in the Company 

Before discussing talent management, it is necessary to first discuss the 
meaning of talent in the company. Literally talent can be interpreted as 
innate talent from birth, but professionally in the company, talent is an 
employee who is selected based on assessment standards to get special 
attention as a candidate for future position success. 

Experts are more specific about Talent. Mc Kinsey in [12] explains that 
talent is a combination of strategic and sharp points of view, competence 
to be a leader, aspects of emotional maturity, effective communication 
skills, to the ability to persuade and become a role model for other 
talented employees, and entrepreneurial instinct, technical ability, and 
the ability to produce something (output). Kock and Burke [13] describe 
talent as individuals who are in positions or needed to fill key strategic 
and strategic positions, and individuals who are considered to have the 
potential to become a leader in an organization. While Fard, et al [14] 
define talent as a meeting point of knowledge, cognitive abilities, skills 
to do something and the potential of a member of the organization, and 
is a combination of high performance and high ability. 

Based on the understanding of talent from these experts, it can be 
concluded that talent in a company is an employee who shows high 
performance and ability at work and has the potential to become a leader 
in the future based on current competencies and potential. This has been 
identified by the company’s HR department in accordance with their 
respective assessment standards with the established method. That is, 
a talent is definitely an employee of a company, while every employee 
in the company does not necessarily want to be in the talent category. 
The variety of understanding of talent in the company is also similar 
to the various definitions of talent management by experts. Kock and 
Burke [13] define Talent Management is the integrated and systematic 
processes of attracting, engaging and retaining key employees and 
potential organizations. Meanwhile, according to Armstrong [12] Talent 
Management is a stage of organizational activities to select, retain, 
motivate, and develop talented people needed by the organization for 
now and in the future. 

According to the Chartered Institute of Personnel and Development 
(CIPD) in [15], and it is stated that the main objectives of companies 
doing talent management are as follows: (1) obtaining and developing 
talented employees, (2) forming prospective senior managers/leaders 
in the future, (3) achieve the organization’s strategic goals, (4) identify 
indicators of company skills needed in the future, (5) recruit key 
employees internally, (6) retain key employees, (7) address employee 
skills shortages, (8) assist planning company resources, (9) transfer of 
staff to other jobs. 

Based on the 9 objectives of implementing talent management, of 
course, each organization/company has a different focus on the talent 
management system. There are organizations that focus on preparing 
the succession of company positions from internal employees because 
they already understand the organizational culture and its systemic 
matters, there are for the purpose of budget efficiency so that there is no 
need to pay new people. Because the general assumption is that training 



Advances In Industrial Engineering And Management (AIEM) 10(1) (2021 ) 22-29

Cite The Article: Mochamad Nasiruddin (2021). Talent Management System: Affirmative Policy in Multi-Branches Company during the Covid-19 Restriction Period 
(Fenomenology Study at Tanobelfood – Cleo). Advances In Industrial Engineering And Management, 10(1): 22-29.

[6] are as follows: (1) Development Midset, meaning that the company 
in its various policies must prioritize the midset that employees must 
develop with the established training & development program. (2) 
Implementation of Performance Culture, namely the company must 
prioritize high company performance with clear indicators so that it 
will become a habit for employees to continue to perform high with 
appropriate compensation. (3) Having Executive Sponsorship, company 
leaders need to spend their time in providing guidance, education, and 
empowerment to employees. This means that the company’s board of 
directors (BOD) must have the spirit to support the development of 
its employees. (4) Have a good HRIS (Human Resource Information 
System) system, namely companies that are good at investing in the field 
of mastering information technology for employees, managing employee 
data quickly and accurately.

2.3 Theoretical Review: Employee Engagement 

Employee engagement is a relatively new science in the study of Human 
Resource Management (HRM). Employee engagement can literally be 
understood as a work engagement between employees and the company. 
The theory of engagement in the company was first coined by Kahn in 
1990. Kahn [17] defines job engagement as a systematic procedure used 
by employees in carrying out work duties and responsibilities through 
self-expression (natural character), knowledge, and their emotional 
aspects so that employees feel bound and create a sense of belonging 
to continue to show good performance at work. On the other hand, 
personal disengagement is the same as detaching oneself from duties 
and responsibilities, not feeling physically, cognitively or emotionally 
attached during work. On the assumption of this theory, identification 
and elaboration of individual needs are considered as important aspects 
of employee attachment to the company.

Schaufeli et al., [18] suggest that there are three components that are 
indicators that an employee has an attachment to work as follows: (1) 
Vigor in the spirit that employees who have work engagement will have 
great energy which shows they are passionate about work, not feel tired 
and think what he is doing is appropriate and pleasant. (2) Dedication 
is characterized by feeling happy, completing a job more than targeted, 
and actively contributing to provide various inputs for the progress 
of the company. (3) Absorption, employees who have this attachment 
are often actively involved in various activities, feel that time passes so 
quickly when they are in the company that sometimes they are still in 
the company even though working hours have finished. 

Armed with the study from Kahn and Schaufeli, Saks [17][19] has 
identified through his study the factors that make employees able to have 
good employee engagement including: (1) Job characteristics, where 

someone for a long period of time will be more productive and efficient 
than bringing new people into the organization.

2.2 Talent Management: Exclusive and Inclusive Practices within 
the Company 

In practice, according to Arrange Fortune (2016), the implementation 
of talent management consists of 2 approaches, namely the exclusive 
and inclusive approach. Broadly speaking, talent management with an 
exclusive approach is a structured and systematic activity in managing 
employees based on the level and job differentiation of an employee’s 
position in the company, where this allows for differences in awards or 
compensation given by the company for its performance achievements. 
Activities in the company related to this approach are at the stage 
of evaluating each employee’s performance and potential or talent 
mapping and including it in the talent pool or in general better known 
as the talent pool. 

Linov HR talent pool is a group of employees grouped by the company 
as a group of qualified and talented candidates when compared to 
other candidates. In general, the term talent pool refers to a group of 
individuals who are identified as employees/candidates with high talent 
for an organization/company based on certain criteria. Meanwhile, the 
official website of LPKM Psychology UGM also discusses the talent pool 
as a group of employees who are considered talented, able to show 
excellent productivity and performance according to company standard 
indicators, become role models or role models for other employees to 
behave and have a work ethic in accordance with values adopted by a 
company. It was further explained that the talent pool has the principle 
of placing people who have medium and or high competence or potential 
to be able to support the performance expected by the organization.

Based on this description, the talent pool or employee talent pool can be 
described as follows (Figure 1):

Meanwhile, the second inclusive approach is to monitor and 
assist employees from each quadrant of the talent pool to develop 
competencies, skills and personality through a series of Training & 
Development activities that are set in accordance with the curriculum, 
syllabus, and learning program plans. According to Collings and Mellahi 
in Ariss [16], this second approach can produce a more pleasant work 
environment characterized by openness, employee engagement, 
and employee welfare from those who participate in the training & 
development process. Both approaches are generally carried out in the 
talent management process in the company. 

The effectiveness of the two approaches according to Pella & Inayati 

Figure 1: Badan Kepegawaian Negara (BKN).
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participants experience at Tanobelfood in implementing Affirmative 
Policy on the talent management system during the COVID-19 pandemic. 

Research informants in this study consisted of key informants and 
informants. Through interviews with key informants, it is known the 
general description of the company and the implementation of the 
Affirmative Policy on the talent management system during the COVID 
19 pandemic. The key informant in this study was the National HR 
Manager, Mrs. Andina Perwitasari as the party who conceptualized 
and managed the succession system in the company based on talent 
management. Which has been carried out for the past 2 years as well 
as the executor of the Affirmative Policy applied by the company’s 
leadership to the talents. Meanwhile, informants are managerial level 
employees who are included in the talent category who are prepared to 
occupy strategic positions in the succession plan being implemented. In-
depth interviews were conducted to get an idea of   how the development 
process includes the training system provided by the company so that 
they have competence and work performance in accordance with the 
standards set.

Data analysis in this qualitative research uses thematic analysis, in 
thematic analysis, the results of in-depth interviews will be analyzed 
according to the important themes that are the focus of this research 
and then narrated according to scientific provisions. To produce a 
comprehensive analysis and discussion, the researcher will construct 
between the results of in-depth interviews with relevant concepts and 
theories in accordance with the literature review in this study.

4. RESULTS AND DISCUSSIONS 

4.1 Company performance during the Covid-19 pandemic 

Based on the results of an in-depth interview with the HR Manager of 
Tanobelfood, Mrs. Andina Perwitasari, it can be informed that if there is 
a decrease in production, there must be a result of a decrease in sales. 
This water is indeed a basic need but Cleo currently still holds about 25% 
of the Indonesian market, not too big. Currently, there is a downward 
trend in bottled drinking water (AMDK) for public consumption, which 
is turning to refilled water, which has caused sales to decline. But there 
is a special policy that we apply to sales in the early days of the pandemic 
to anticipate, so yesterday at the beginning of the pandemic there was 
a drastic increase in sales of up to 200 thousand gallons per month, 
if the percentage increase in sales was around 200% from before the 
pandemic. 

This is in contrast to the Cup sales sector because the community does 
not have mass-based activities so that sales in this sector decline. This 
trend occurred at the beginning of the pandemic until August, because 
in early August 2020 the community had started having events including 
the event from Cleo itself, namely Cleo Run in Makassar. So that in the 
sales period of September-December 2020, the sales level of the cup 
sector is much higher than the Gallon sector, the rate of increase in the 
cup sector is around 50%.

Although there was an increase in sales and revenue aspects, in the midst 
of this economic uncertainty, management continued to make efficiency 
by implementing a number of strategic policies, including: 

companies must provide clear job descriptions along with reporting 
systems and lists work to be done by employees. Good workload analysis 
and supervision has the potential to increase employee respect for the 
system. (2) Awards and recognition, reciprocity for the enthusiasm 
and dedication given by employees to the company can be through 
external awards and recognition for their performance. Therefore, an 
employee generally prefers the type of work that has the potential to get 
greater rewards and recognition for his performance. (3) Organizational 
support, according to Rhoades & Eisenberger [20] suggests that 
company support refers to the level of trust in companies that value 
contributions by paying attention to the level of employee welfare. (4) 
Supervisor support, that the behavior of superiors to employees is an 
indicator of how the company treats an employee so that managers are 
required to prioritize humane ways of handling situations at work.

2.4 Affirmative Policy in the world of Employment 

According to Gomes [21], affirmative action means positive 
acknowledgment of the existence of certain work groups, which means 
that specific actions are positive in order to ensure a performance 
is in line with company goals. Affirmative policies are intended to 
increase diversity in the workplace. Companies that want to become 
diverse institutions with mature systems can implement this concept 
in accordance with the organization’s vision and mission. Affirmative 
action refers to a different set of policies designed to correct a known 
problem with discrimination in companies or ensure that current 
company policies do not discriminate inadvertently.

Furthermore, according to Gomes, the indicators for the existence of 
affirmative action in the company are marked by the presence of: (1) 
Positive discrimination patterns, namely certain groups are deliberately 
chosen to be included in a system, further developed according to 
company values   in order to be able to achieve the company’s vision and 
mission. (2) The existence of a program that is created and identified 
by involving certain groups that are deliberately selected into a system. 
(3) Progress in treating groups of workers from those not included 
in the priority scale to having representation in the system. Based on 
these indicators, Gomes stated that many parties, including executives, 
considered the concepts of equal employment opportunity (EEO) and 
affirmative action (AA) to be the same thing even though in reality they 
were different. The EEO value expects the same treatment, whereas the 
AA value emphasizes the importance of special treatment for certain 
groups in an organization. Broadly speaking, EEO reflects the value of 
individual rights while the purpose of AA is to ensure the value of social 
justice in an organization with many individuals in it.

3. RESEARCH METHODOLOGY 

This research is a research that uses a qualitative approach with 
a phenomenological analysis method of social construction. The 
phenomenology of social construction according to Creswell [22] is an 
attempt to understand individuals, to understand where they live and 
work. That the participants have their own meaning about life based on 
their respective experiences. The various meanings are then narrowed 
down into small categories or a number of ideas by the researcher. In 
other words, in this research, the researcher wants to describe a certain 
symptom (phenomena) or nature, not to find or explain the relationship 
between variables. In this study, researchers will construct how 

Table1: Source: HR GA Department of Tanobelfood.

Item
Number of Labor

Start End

∑ Labor 3,744 4,918

∑ Labor Rate Per Month 4,247

∑ Resigned Labor Per Month 1,253

∑ Resigned Labor Rate Per Month 58

∑ Annual New Labor (Entrants) 2,447

Annual Turn Over Rate 28

Monthly Turn Over Rate 1.37
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that supervisor level employees are included in the talent pool or 
talent pool. At Tanobelfood, every 1 supervisor oversees the sales so 
that their performance also depends on how they lead the sales. In the 
KPI (Key Performance Indicator) data for April 2021, it appears that 
there are 8 supervisors who are ready to occupy positions above them, 
namely Manager/Branch Head, 148 supervisors still need training and 
development, and 1 supervisor who must immediately improve their 
performance if they want the contract to be extended. If described in 
detail, the following is the purpose of the talent pool (Table 3).

The parameters used for KPI at Tanobelfood consist of 3 components 
including: Growth, Achievment, and Profit – Loss. Growth is an indicator 
to compare this month’s performance with the previous period, more in 
terms of salesmanship and territorial control compared to competitors. 
Achievement is a product sales target with differentiation. While profit 
and loss is the sales balance to ensure revenue on a customer-focused 
basis. HR Manager Tannobelfood said that talent management continues 
to be monitored during this pandemic with a number of affirmative 
policies including: (1) new standards for selecting employees to enter 
the talent pool, (2) implementing training which is not as usual, (3) the 
application of special incentives, (4) the layoff system that does not 
touch the talents, (5) the Monthly Award System. At the beginning of 
each month, the HR Department announces the quadrant position of 
each supervisor and manager. They are expected to remain in the same 
quadrant but in terms of achievement the indicator does not go down.

The form of affirmative policies aimed at these talents has proven to 
make this company continue to operate as usual, even though in the 
midst of restrictive policies from the government (external factors) and 
high turnover rates. The implementation of this Affirmative Policy is to 
ensure that employees who perform well with excellent leadership will 
continue to be with the company to maintain and improve the company’s 
achievements.

4.4 Affirmative Policy: Restructuring the Talent Pool System 

Prior to the Covid-19 pandemic, Tanobelfood’s management focused on 
manager level employees to enter the talent pool, they were prepared to 
replace the general manager position. Supervisor level employees have 
not entered the talent pool, so when the manager decides to resign, be 
dismissed or die, the company must carry out external recruitment at a 
high cost. Now the company has 2 talent pools, namely a special talent 
pool for managers who will become branch heads (at General Manager 
level) and a special talent pool for supervisors to prepare them to become 
future managers (Figure 3). The affirmative policy in the aspect of 
restructuring the talent pool system is important to ensure the succession 
system runs well so that it does not require external recruitment.

Because the talent pool system at Tannobelfood uses performance 
parameters and leadership qualities, there is a reciprocal relationship 
when viewed from the indicator aspect of employee engagement. This 
means that supervisors who have good enthusiasm, dedication and 
absurption make them in a better quadrant and vice versa by giving them 
attractive empowerment and compensation, they have the potential to 
increase their productivity at work. According to one of the managers 

(1) Closing of branches, where at the beginning Cleo had 120 branches 
throughout Indonesia and at the beginning and the middle of the 
pandemic they closed 8 branch offices so that there were 112 branches 
that were considered potential to provide revenue. Closing a branch 
means having to terminate the contracts of the employees at the branch. 
However, after being evaluated, it turned out that the strategic policy 
of closing the 8 branches did not produce efficiency but they actually 
lost the market, so that from closing 8 branches they opened 40 more 
branches with the mechanism of reopening 8 old branches and 32 new 
branches. 

(2) Unification or merging of ineffective fleets. Fleet merger, where they 
manage 1200 fleets throughout Indonesia, assuming the fleet contains 
2 people, so there are 2400 workers in the 1200 fleet. For efficiency, it 
was finally decided that 1 fleet was 1 person by reducing 1200 people 
periodically.

4.2 Turn over During the Covid-19 Pandemic Restriction Period 

Based on secondary data in the form of a PKWT (certain time work 
agreement) document or referred to as contract employees, it can be 
seen that during this pandemic there has been a change in the number of 
employees at Cleo either due to the employee resigning, being dismissed 
by the company, being transferred to a subsidiary, to someone died. 
In particular, this study discusses how this turnover phenomenon is 
related to the talent management system and the implementation of 
affirmative policies to ensure that the company’s productivity remains 
stable despite the fact that turnover has occurred in the midst of a 
pandemic situation full of government restrictions. If described, the 
following Table 1 is data regarding employee turnover at Cleo during 
the 2020 period:

The table shows that in early 2020 Tanobelfood had 3,744 employees, 
while at the end of 2020 it had dropped to 4,918 employees. If seen, the 
average number of employees every month is 4,247. Of this number, in 1 
year there were 1,253 employees leaving and 2,447 employees entering. 
This means that at Tanobefood, the annual turnover rate during the 
operational restrictions due to Covid-19 is high, reaching the level of 
28%. Of the 28%, the following are the reasons for the turn over (Table 
2).

Table 2: Source: HR GA Department of Tanobelfood.

Turn Over Reasons Percent/%

Separated (PHK) 38%

PKWT Over 35%

Resigned 15%

Mutation to sister company 10%

Pass Away 2%

Based on the table, it turns out that the turnover rate is dominated by 
company policies, not turnover intentions or the intention of employees 
not to want to work at the company.

4.3 Implementation of Affirmative Policies in the Tanobelfood 
Talent Management System 

As a company with 140 branches throughout Indonesia, to ensure 
successful leadership success, Tanobelfood has established a talent 
management system at both the head office and branch offices (Figure 
2). Tannobelfood realizes that due to the high turnover rate of 28%, a 
sustainable strategy is needed to ensure that the existing workforce 
is able to realize the company’s vision and mission in the midst of this 
uncertain world economic condition (growth, achievement, profit and 
loss).

Referring to the talent pool above, Tanobelfood does not use the 
concept of a talent pool with competency and potential parameters, but 
performance with leadership. Based on these parameters, it appears 

Figure 2: Source: HR GA Department of Tanobelfood.
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in accordance with the curriculum outlined in the syllabus and lesson 
plan, this also applies to those who are in the talent category, both at 
the manager level and supervisor level. During this pandemic, the HR 
department took the Affirmative Policy by not using the curriculum 
because it had to adapt to the existing situation and developments 
(Figure 4).

If it is in accordance with the competency matrix, each level of position 
must attend training and development in accordance with TNA (Training 
Needs Analysis) by calling external trainers, but during this pandemic 

interviewed by the researcher, the restructuring of the talent pool 
creates a diversity of potential future company leaders, both in terms 
of gender diversity, region, and education level. Currently, many women 
occupy supervisory positions, meaning that by including supervisors in 
the talent pool system, women have the opportunity to occupy positions 
as managers and even General Managers in the future.

4.5 Affirmative Policy: Special Training & Development System 

Ordinary employees will receive a training and development process 

Table3: Source: Managed by Author.

Box Level Remark KPI x LDP Status

9 Consistent Star High Competency
High Leadership

>80%
45 x <50

Talent Ready
For promotion8 Future Star High Competency

Moderate Leadership
>80%

30 x<45

7 Rough Diamond High Competency
Low Leadership

>80%
0x<30

6 Current Star Moderate Competency
High Leadership

20 – 80%
45 x <50

Talents need more training5 Key Player Moderate Competency
Moderate Leadership

20 – 80%
30 x<45

4 Inconsistent Player Moderate Competency
Low Leadership

20 – 80%
0x<30

3 High Professional Low Competency
High Leadership

<20%
45 x <50

More probation period
2 Solid Professional Low Competency

Moderate Leadership
<20%

30 x<45

1 Talent Risk Low Competency
Low Leadership

<20%
0x<30 SP, Counseling, PHK

Figure 3: The talent pool system.

Figure 4: Source: HR GA Department of Tanobelfood.
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an increase in the performance of the talents for this monthly award, 
management is reviewing to also apply it to general employees who are 
not included as talents in the talent pool system, this is only to create 
good employee engagement for all employees within the Tanobelfood 
Group.

5. CONCLUSION 

Talent management is a system to ensure that potential employees to 
fill high positions in the future do not have turnover intention so that 
the company is more efficient because the succession system runs well 
without doing a lot of external recruitment for strategic positions. For 
this reason, a policy is needed to ensure that every employee who enters 
as a talent has good employee engagement with the implementation of 
the Affirmative policy. During this pandemic, the affirmative policies 
implemented by multi-branched companies such as Tanobelfood 
are restructuring the talent pool, providing unusual training and 
development, providing special incentives in the remuneration system, 
exclusion from the layoff system, and awarding monthly awards. With 
this affirmative policy, the talent management system is running well, no 
talent is stopped and dismissed, so that the company’s productivity can 
continue to grow during this pandemic.
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what tannobelfood does is in accordance with the statement of Pella & 
Inayati [6] which states that talent management will run well if there are 
executive sponsors. So the form of implementing an affirmative policy 
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to directly intervene to provide briefing. It was noted that during this 
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and personality-based training and development. The founding family of 
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4.6 Affirmative Policy: Provision of Special Incentives in the 
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Despite high turnover, Tanobelfood has a remuneration policy to provide 
10% salary increases to all employees. However, for talents in quadrants 
7, 8, and 9, special attention is paid to this aspect of salary increases of 
around 15% so that they have a good level of employee engagement. 
With this motive, it is hoped that they will not only work well but also 
be able to inspire their subordinates to be more productive, especially 
those in the sales department. These different incentives are also given 
when they take part in various trainings and developments set by the 
company. As evidenced by this Affirmative policy, no talent resigns 
and remains committed to growing with Tanobelfood. More fully, the 
benefits of implementing the Affirmative in the remuneration system 
are as follows according to data from the HR department of GA (Table 4).

Table 4: Source: HR GA Department of Tanobelfood.

Aspects Details

Turn Over 
Intension No resigned talent in this pandemic

Productivity
Talent managed to motivate his subordinates with 

an indicator of the company’s sales growth reaching 
200%

Dicipline
In accordance with the HRIS system, the rate of late 

arrival to work is only 0.87%, below 1% even though 
the tolerance limit is 5%

The company’s affirmative policy to provide a different level of salary 
increase for talent from employees has proven successful, this is in 
accordance with the employee engagement theory that the level of 
employee welfare affects productivity, dedication, and loyalty to the 
company.

4.7 Affirmative Policy: Exclusion from layoff policy 

Tanobelfood is one of the companies that has made a lot of employee 
reductions during this pandemic, especially in the sales sector. The 
reduction of employees is not due to the significant effect of the 
pandemic but rather to individual performance. Even though there are 
many reductions in employees, there has never been a demonstration at 
Tanobelfood because this company has an effective way of doing layoffs. 
For employees whose contract has been terminated, they will be called 
on D-30 to be given a personal explanation of the reason for the contract 
being terminated. On the day they last worked, the layoff compensation 
was immediately given without waiting for a break. Meanwhile, for 
supervisor and manager level employees, none of them have been laid 
off during this pandemic, for those whose performance is not good, 
they are immediately called to the center to get direct counseling by the 
company owner.

4.8 Affirmative Policy: Monthly Award System 
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Jerusalem for non-Muslim talents. (2) Soft Loans, which are loans from 
companies with very low interest rates of 0.1% with a grace period of up 
to 5 years. (3) Scholarships for children of outstanding talents. Seeing 
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