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Talent Supply Chains in Asia 
Pacific
Buoyed by domestic demand, the 
increasingly affluent consumer market 
and relative stability and growth, the 
Asia-Pacific (APAC) region has become 
increasingly attractive to multinational 
companies looking to invest their 
financial and human capital. The result 
of this investment is an ever increasing 
impact on the overall talent demand and 
supply equation within APAC. According 
to a survey conducted by Deloitte and 
the Human Capital Research Institute, in 
the next year APAC companies anticipate 
an increase on workforce demands 
and challenges as they struggle to fuel 
their talent growth with 71 percent of 
respondents reporting they are struggling 
to find the right talent. 

This supply/demand mismatch is 
characterised by the high competition 
for available talent in the region which 
is not aligned with the available levels 
of appropriate talent. Currently, the 
majority of talent resources do not have 
the appropriate critical skills needed, 
with the main reasons being cited as the 
lack of qualifications or required global 
experience. For those with the right 
skills, widespread salary inflation poses 
an additional challenge: salaries in APAC 
are increasing nearly 10 percent each year, 
a result of top talent candidates changing 
jobs every nine to twelve months in order 
to capture the most worth for their value. 
These factors together with the inability 
of many companies to retain the right 
talent only add to this supply/demand 
mismatch.

As a result companies based in the 
APAC region need to move away from 
the traditional training methods and 
development planning cycle and instead 
embrace a more systematic, continuous 
process or “supply chain” approach to 
manage their global workforce. 

Getting Ahead of the Curve
Supply chain approaches are used so 
companies can examine their capabilities 
at all levels and project gaps into the 
coming years to manage the supply/
demand mismatch on a proactive basis. 
Once these gaps have been identified, 
companies can focus on which skills they 
will need, where they might need them 

and how they might fulfil them (e.g. 
acquire or deploy).

Deloitte’s Global Human Capital Trends 
2014 Report suggests that executives 
generally believe their companies are 
doing an adequate job of identifying both 
skill gaps and where skilled workers are 
located. However, it becomes apparent that 
executives are struggling to access those 
skills, particularly when it comes to moving 
talent to the work and redesigning work to 
access skills in new places. (figure 1).

For many organisations, one of the 
key drivers for managing their global 
people supply chains is the need for talent 
mobility within the company. Leading 
companies often move talent from region 
to region to address key talent gaps. 
Consider a business unit in California 
with a strong need for engineering 
skills. The company may have a team in 
Moscow with precisely the right skills that 
has just finished a similar project. Unless 
the company’s talent practices are globally 
integrated, this match between business 
need and existing skills may never take 
place.

A prerequisite to guarantee the success 
of talent mobility is the implementation 
of the right systems to support the 

increasingly common HR responsibilities 
around deploying the right specialists 
on the relevant global assignments in a 
rapid and cost efficient way.  A globally 
integrated HR is critical, but when HR 
readiness was compared in the Deloitte 
Global Human Capital Trends 2014 
Report among more than 20 talent 
practices, the implementation of global 
mobility and career programmes was one 
of the lowest rated – in fact it was more 
than 40% lower than the average for all 
other HR practices. More than two out of 
three executives (70%) rate their company’s 
ability to deliver on global mobility as 
“weak”. (figure 2).

Overcoming the Gap in the 
APAC Region
While businesses today operate in a 
pervasively global environment when 
it comes to customs, talent and supply 
chains, each local labour market has vastly 
different dynamics. To balance strong 
global HR strategies and platforms, 
companies should build flexibility and 
agility into HR so it can be customised 
for local markets. 

The talent markets in Asia, for example, 
are far different than those in Western 

Fuelling The Asian Growth Engine
Figure 1

Figure 2
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Europe and North America.  According to 
Deloitte’s upcoming “Fuelling the Asian 
Growth Engine” survey, the majority 
of employers in APAC are seeking to 
overcome these challenges by creating a 
diverse framework of assignment types to 
support alternative ways of moving talent 
across the region. (figure 3). The three 
most common alternative approaches for 
deploying talent across the region are:

Locally hired foreigners;  the external •	
recruitment of foreigners to a location 
different from where they  currently 
reside
Permanent transfer;  the internal cross •	
boarder movement of an employee 

from country A to country B on local 
terms and conditions 
Localisation, the act of moving an •	
employee from traditional home based 
expatriate terms to the host country 
terms and conditions.
More specifically, Deloitte’s “Fuelling 

the Asian Growth Engine” survey 
indicates that permanent transfer and 
localisation moves have seen an increase 
towards becoming standard practice with 
49% and 53% respectively of companies 
having a formal deployment approach 
to support such moves. Conversely, only 
26% of companies have a formal policy 
in place specific to locally hired foreigners 

and less than 10% of companies have 
a policy in place for all three of the 
alternative move types. (figure 4).

Deep Dive: Most prominent 
alternative approaches 
Locally Hired Foreign 
Nationals
One of the points standing out the most 
in Deloitte’s upcoming APAC survey is 
that companies agree the most significant 
increase in move types will be amongst 
locally hired foreign nationals in the next 
2 years.

In general, job level, job role/function 
and hiring circumstances are consistent 
across all three move types but are most 
likely to influence packages for Locally 
Hired Foreign Nationals. The most 
commonly indicated factors for locally 
hired foreign nationals were job level 
of the employee (29%), followed by 
job role or function (25%) and hiring 
circumstances (21%). (figure 5).

In terms of the package, benefits 
provided to Locally Hired Foreign 
Nationals are likely to be phased out. 
Where benefits are provided to Locally 
Hired Foreign Nationals approximately 
two-thirds of benefits are provided for a 
limited period following the relocation. 
Benefits are most likely to be provided 
for between 2 and 5 years (in between 25 
and 43% of cases) or offered indefinitely 
until the individual’s employee with the 
company ends. (figure 6).

Permanent Transfer
Our survey indicated that Permanent 
Transfers are not only on the rise, but are 
also the most prevalent way for deploying 
talent within the region.

There are many reasons that lead to the 
execution of a permanent transfer rather 
than deploying an international assignee. 
The most prominent cited in the survey 
are either initiated upon the employee’s 
request to transfer to another country or 
in an effort to manage the mobility costs 
of the assignment. (figure 7).

The survey also indicated that 
permanent transfers are more common 
within Asia. (figure 8). More specifically, 
only 8% of companies have the majority 
of their permanent transfers occurring 
in moves from Europe to Asia and only 
2% originate from the Americas to Asia. 
Conversely 35% of companies have the 
majority of their permanent transfers 
willing to permanently relocate within 
Asia with the main reasons being that 

Figure 3: Within the next 2 years and specifically in the countries that your 
country operates in, what volume and type of hires/ moves to you expect to see?

Figure 4: Percentage of companies who have formal policies in place for Localising 
Expatriates, Locally Hired Foreigners and Permanent Transfers.

Figure 5: Which of the following factors influence the Locally Hired Foreign 
National’s package?
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those with backgrounds or origins in Asia 
are more likely to adapt quickly to the 
new location. This is collaborated by the 
fact that the lack of cultural readiness and 
adaptation are cited as the most common 
challenges with permanent transfers which 
suggests why this deployment type is the most 
common practice for Intra-Asian moves.

As a result each organisation will be 
required to manage a careful balancing 
of the use of traditional international 
assignments to plug short-term skill gaps 
versus deploying people on a permanent 
basis in order  to manage their overall 
supply chain in the short to medium term. 

Localisation
For many years the reason to deploy talent 
to Asia was to ‘plug’ particular talent gaps 
on a short-term basis with traditional 
expatriate assignments with employees 
who had a clear intention to return to 
their home country.

The sustained economic growth of the 
region more recently however, has changed 
this dynamic with a greater longer-term 
demand for talent within the region. This goes 
some way to explaining an increasing trend to 
the localisation of ‘traditional’ expatriates from 
both an employer and employee perspective 
who both see the longer-term growth 
opportunities in the region. 

Our survey suggests that assignee 
nationality and assignment origin were 
found to have an impact on the likelihood 
of localisation. The results showed 
that 83% of respondents indicated an 
employee would be likely to be localised in 
APAC following an expatriate assignment 
if the assignment originated within Asia, 
or if the assignee was an Asian national.

By the same token, 72% of respondents felt 
that assignments originating outside APAC, 
or where the assigne origin was non-Asian, 
then they would be unlikely to be localised. 

In terms of locations, the three countries 
in APAC where respondents indicated 
it was most common for assignees to 
localise were Singapore, China and Hong 
Kong. Approximately, 64% of all cases 
of localisation are split across these three 
respective locations.

In addition, 55% of companies reported 
that localisation of expatriates typically 
happens after 3-5 years. However, 
significantly,  88% stated that localisation 
is not mandatory and therefore 
assignment benefits can be extended 
based on a case by case assessment. Where 
assignment terms and conditions are 
extended beyond the usual localisaiton 

Figure 6: When offering the above benefits to Locally Hired Foreigners, is there 
a limit as to how long these benefits are provided for?

Figure 7: What were some of the factors that prompted your company to initiate 
intra-company permanent transfers instead of deploying an international assignee/ 
expatriate?

Figure 8: Using best estimates, what percentage of your company's permanent 
transfers into Asia are from:
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date, 57% of respondents report the same 
terms and conditions are maintained on 
an ongoing basis.

Of the companies where a localisation 
policy is in place (57% of the respondents), 
less than a fifth apply the policy strictly. 
The vast majority (81%) cited that the 
application of policy tends to be assessed 
on a case by case basis.

Overall Thoughts
Taken into account the talent supply/
demand mismatch the requirement for a 
combination of supply chain management 
of global workforces together with the 
right framework of assignment types has 

Figure 9: In your experience with your company; would the nationality/ originating 
country of the employee impact the localisation process?

become more apparent than ever before. 
Businesses will react in variety of ways to 
address these challenges however here are 
a few starting points:

Understand skills gaps today and 
into the future: Begin by identifying key 
customer or project needs, then identify key 
talent segments and expected supply into the 
future.  Factor in company and geographical 
growth, retirement and attrition.

Extend the global supply chain: 
Understand the extended supply chain: to 
identify where keys skills are located, where 
they are going and where and how to source 
or relocate work to tap into talent hubs.

Extend the time horizon: Recognise how 

long it will take to fully develop key skill sets 
- the “time to proficiency” and model the 
training, experience and exposure necessary 
to build these capabilities.

Encourage local or regional 
differences within a global framework: 
Adopting flexible local or regional 
alternative approaches to assignment 
policies can avoid a mismatch between 
investing in the right talent and receiving 
the appropriate business results without 
dramatically increasing business costs. 
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