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Abstract

The phenomenal success of Free/Open Source
Software during the recent years has led researchers
in all related fields to re-think and re-evaluate the
studies and concepts, especially those which the open
source violates. Talent management and talent
acquisition is no exception to this. The sudden rise in
open source projects and their success is a cause of
motivation for all of us to evaluate their philosophy
and implement the same. Proper talent management
and acquisition of talent can play a key role in
strengthening the industry. Traditional closed
management with their classic way of functioning
may still look at the open source model as a big
mystery. Open source has violated many of the
theories of Software Engineering like limited team
size, decentralized project management, etc. The
concepts of self-motivated individuals, adaptive
division of labor, informal or indirect leadership, etc.
are the contributions of the open source to the world.

In this paper we discuss these concepts and state
their differences with the way of working of closed
talent management.” Even though open source has
various benefits in working, but requirement of a
good coordination process, redundancy - of
development, versioning problems, etc. pose a
limitation. We present an analogy of the talent
management in the two concepts with that of the
natural ecosystem. Talent in open source works in a
manner similar to the ant colonies. Here the process
is more community oriented and there is no single
dictator power. The proprietary, on the other hand,
works on talent as the lions ruling the den. There is a
hierarchy and that needs to be respected. Only the
leader has the right to make final decision, and that
is binding. We also take a look into the present
conditions of meltdown and show how the open
source way is better suited for this scenario. Even
though the present firms may be seeing a setback at
this time of recession, the impact on firms with an
open source way of working is much lighter or none
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at all. We also discuss the interactions between the
two styles of talent management and present a model
that can be adopted by the proprietary companies to
benefit from open model. Our arguments of the paper
not only deal with software, but also on content that
comes under the domain of Creative Commons. We
have taken the examples of Wikipedia,
Sourceforge.net, Linux etc. for the various issues we
discuss.

Keywords: Human Resource, Talent Management,
Recruiting, FLOSS, FOSS, Open Source, knowledge

1 Introduction

With the increase in competition and rising growths
of companies, talent acquisition and management of
talent has become one of the prime concerns of any
company. Companies are spending huge amounts of
money to ensure that they get the best people to work
for them. The growth, development and proper
management of talent is another factor for which the
firms are spending heavily. The world had been
dominated by proprietary software for a long time.
The IT revolution and the explosion of knowledge in
the late 1990s made the IT jargons the center of
attraction for the whole world. This phase even saw
the coming up of new companies. The proper talent
acquisition and talent management techniques were
inevitable to be built up. It was this period where we
find a lot of emphasis being given on the humans or
employee base. Training sessions, Knowledge
sharing practices, continuous performance evaluation
etc. are all credited to the period.

It was then in the late 1990s that the revolution of
open source began to propagate. Despite quality
software like Linux, Apache, Firefox, etc [5, 55, 58]
that were built, the business model of this movement
shook the foundations of the software industry.
Talent management and talent acquisition under this
movement was also very different. The techniques of
talent management and talent acquisition of this style
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was highly debated. But the success of the movement
drove the attention of the researchers towards this
domain. It was natural that the traditional practices of
management had been shook and questioned.

The Linux operating system is the most common
example. It represents a $25 billion ecosystem in
2008 [31]. Since its inception in 1991, it has grown to
become a force in computing, powering everything
from the New York Stock Exchange to mobile
phones to supercomputers to consumer devices [45].

Open source has entered deep into the software
industry. It has reached almost every domain and
casted its presence there. Besides software, the
presence of open source can even be seen in
multimedia content, books, websites, etc [74]. It
clearly shows that it is entering into newer industries
and will soon change the face of the world. The
SourceForge.net [72] Web site reports 750,000+
users with 700 new ones joining every day and a total
of 75,000+ projects with 70 new ones added each
day. The inflow of members in FOSS community is
given in figure 1.

180 // %00

Figure 1: The inflow of members in FOSS community

Along with the developments in software, the
developments at community and their initiatives
especially at the level of students are commendable
[76, 77, 78].

In this paper we discuss and compare these two styles
of management of talent. One is the traditional style
which we have been following. This style has a
definite organizational structure and team structure.
Power is distributed according to the laws of the
firms. People have to do the job they are given.
Constant efforts are applied from the part of the
company to ensure that the workers perform well and
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are able to perform under any circumstances and
especially when new problems arise. In this paper we
call this as the rule of the lions, where everything is
controlled by a central coordinator and the
management is as per his approvals.

The second style of working is a very informal
community based style. Here the employees are self-
motivated. There may not be a central leader. People
are very participative and they happily contribute.
The people decide things themselves and are happy
doing it. They look at the product. If there is
something unpleasant, they report it or even change
it. The users also become employees and the
employees also become users. Such is the degree of
participation. We call this as the style of ant colonies.
The whole community grows together and
participates together. Linus Torvalds, the initiator of
the Linux project, says “free software is made by
craftsmen who are passionate about their art”.

There is a huge difference in the two working styles.
This difference arises in terms of division of labor,
leadership, motivation, coordination, team size,
dynamics, working philosophy, licensing, knowledge
sharing and development. The former style of
working is under a common control with profit being
the sole motive of work for the employees. The latter
on the other hand is a style of working where people
enjoy what they work. The decisions may be central,
but do not force someone.

The current economic situation of the world is a
challenge for the entire HR industry because of the
meltdown. In such a case we analyze the two
working styles and present the implications of the
factors of meltdown to the two models. We find that
the Open Source style of working is very stable
towards such effects. Completely participative nature
may not be possible for the existing corporate of the
modern world because of the ‘closed’ style of
working that they have been following since ages.
We hence present some guidelines for these firms to
benefit from the success of the open style of working.

This paper is organized as follows. In sectionl.1 we
discuss the literature survey. In section 2 we discuss
the topic talent management and acquisition of talent.
The concepts and philosophy of Free/Open Source
Software (FOSS) are given in section 3. To better
understand the two working models we present the
analogy of the two working models with that of the
lions and the ants in section 4. Section 5 discusses all
the wvarious issues of talent acquisition and
management of talent. Section 6 talks about the
current meltdown and its effects on the two working
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styles. We present a model of coexistence of the two
working styles in Section 7. The conclusion remarks
are given in Section 8.

1.1 Motivation

Since the sudden growth of the open source, a lot
work has been done to understand its impact and
philosophy. Even though the emergence is relatively
new, there is a considerable amount of work
explaining the philosophy [9, 16, 23, 55] of the open
source movement. Here people have presented the
basic ethics of community contribution and freedom
of software. The work of Raymond [55] in this field
is still the most cited. Here he presented the two
styles of software development as the cathedrals and
the bazaars.

The self motivated nature [2, 8, 10, 13, 20, 25, 29, 36,
37, 40, 55, 56, 66, 71] of the developers also has been
highly discussed. Researchers have found the effects
of intrinsic and extrinsic motivation on the results. It
is seen that in open source style of working, intrinsic
motivation is the prime guider [37]. They have also
studied the foundations of the self motivated nature
of the developers where they conclude the effect of
community as a major driving factor. The leadership
issues [14, 16, 55] are another dimension of study.
The study of open source projects reveals that they
either do not have leaders or as they case of Debian
[14, 75], they have leaders from the senior
developers/contributors. The studies show that this
form of leadership is enough to drive the project and
ensure its mannerly development.

It has also been found by studies that coordination
and communication [4, 14, 15, 30, 32, 33, 35, 41, 49,
54, 62, 67, 69] in the open source style of working is
of extreme importance and plays a key role in the
development. Any project would badly fail in the
absence of these factors. Also a good work has been
done to present and understand the dynamics of the
open source model or working. It has been shown
that the teams are very dynamic and remain till
various degrees till the project. The constant change
of teams can be found. It has also been seen that the
majority of development is by few key personals in
the team.

Knowledge sharing and development [3, 7, 22, 27,
44,51, 53, 58, 59, 63, 64] of workers has been found
to be very high in this model. Study shows that
people keep learning and teaching others in the
process of development. The effect of this learning is
very high. Division of labor, huge team size and
proper management techniques also reveal various
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interesting findings of open style of management.
Studies also show that this way of working may
result in many modules of work may not be picked
up by anyone at all, lack of quality etc.

Other similar areas of research include the licensing
[1, 28, 52], history [5, 55, 58], philosophy [9, 16, 23],
business models [11] and open source projects.

2 Talent Acquisition and Management of
Talent

Talent acquisition refers to the process of recruiting
and selecting employees in an organization. Every
firm wants to get the best possible people within its
organization. This involves various processes to
ensure the quality of the employees that are selected.
Firms usually get involved in job fairs,
advertisements, campus selection and other such
processes to get people. It may do the hiring itself or
may select any other organization to do it on their
behalf. Companies stress a lot on this process as the
success and the future of the company depends on the
quality of manpower it has. Good people will result
in better prospects for the company.

Management of talent refers to the proper
development, training, compensations and incentives
to the employees. The management of talent is
especially important to ensure that the people are
always in a position to give their best to the
organization. Proper talent management is just like
judicial use of resources. The talent management
looks after the development of the individuals and
develops them to the current as well as future needs.
It ensures their proper growth and promotion within
the organization. The talent management ensures that
the turnover rate is as low as possible and the
available workforce is suited for all needs.

The concepts of talent acquisition and management
of talent are especially important in terms of the
current scenario. This is because of the ever growing
competitions within firms, lack of able manpower,
growing costs of manpower, rising needs, etc. The
rising rate of dropouts in an organization is also a
matter of deep concern for the organizations. As a
result we see that all companies are taking good
measures to get the best people within the
organizations. The offers and the incentives are
especially designed to attract the people. Also we see
a good work being done to improve the management
structure, increase motivation, training sessions,
knowledge sharing practices, etc. All this ensures the
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retaining and development of the employees of the
firm.

The rise of new companies also poses a threat to the
employee retention. It is natural for any employee to
be attracted towards these due to better profile,
package, etc. This would essentially mean that the
training, knowledge and the experience the employee
attained in the firm be nullified. A new person would
take time to settle and start producing. Thus increase
a competition is a major threat to the practices of
talent management.

The condition in the present day market is even
worse which has been hit by the meltdown. The firms
are being forced to stop hiring and reduce its
workforce. This is all due to loss of projects,
economic breakdown, lack of customers, pressure to
reduce expenses, etc.

3 The Free/Open Source Software

Free/Open Source Software (FOSS) [1, 5, 9, 11, 16,
23, 28, 52, 55, 58] is the culmination of two separate
movements of Free Software and Open Source
Software. FOSS stands for full freedom of the
software. Under this methodology a person is free to
use the software, modify it and redistribute it. The
person is given the source code of the software and
not just the executable binary. It does not mean that
the user would be given the source code without any
money (monetary free), rather the Free in FOSS
stands for complete freedom. It is sometimes also
known as FLOSS (Free/Libre Open Source
Software). In this paper whenever we mention Open
Source we are actually referring to FOSS.

FOSS is the result of community based development
which emphasizes on taking from the community and
giving away to the community. It emphasizes on the
principles of sharing. FOSS developers don’t
essentially start from scratch. Rather they find the
solution from the available open source solutions and
build over it. On developing they give the software
back into the community so that others may also use
it and modify it. One of the best sources of FOSS
projects are SourceForge [72] and FreshMeat [73].
These are open source repositories available over the
net.

FOSS is fully run by the community. The people are
constant in search of new solutions to download and
run. This results in a good feedback and testing of the
software by the users themselves. The users have the
freedom to run the software as they desire, without
the fear that it would stop due to license or other
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issues. If the users are not satisfied, they may build
new features, suggest new features or hire someone
to implement new features to suit their needs. This is
again distributed under the open source domain. It
offers a great support by the mailing lists, forums and
other forms.

This movement has contributed some great projects
to the world. These include GNU, Linux, Apache,
PHP, JAVA, MySQL, Firefox, Wikipedia, etc. Open
Source has now entered almost every domain of the
industry. With the constant rise of open source, it is
clear that it is future of computing. The localization
of software, language support and social
developments are also best possible by open source.

4 Analogy to the Natural Ecosystem

We find a very strong correlation between the talent
acquisition and management of talent techniques with
that of the natural ecosystem. The similarity between
the acquisition, growth and existence of talent is
similar in nature to that of a natural ecosystem. We
represent an open style by the ants and the closed
style by the lions. Both these are analyzed in the next
sections. This would enable us better understand the
issues we would be presenting in section 5.

4.1 The Open Style

The open style of talent acquisition and management
of talent may be seen quite analogues to the way of
working of the ants in ants colonies. There is a
communal involvement and the whole community
grows and develops together. It is well known that
the coordination and the communication are one of
the best among the ants and a source of inspiration
and mystery for the researchers. Similar may be seen
as a case of open style of management. It may be
emphasized here that the human had always been a
social animal. Ever since start, we stood by the
principles of cooperation, sharing, helping and
developing the society. It is only until the rise of the
profit motive firms that the principles of the social
sharing were violated. Open source is nothing but
getting back to these principles. The similar can be
seen in case of ants which all live in a community
and remain in a community. The work division,
leadership, motivation, etc. are all inbuilt in such
types of management. Decisions are taken by the
community whenever and wherever needed. The
society itself develops the society.
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4.2 The Closed Style

The closed style of talent acquisition and
management of talent is similar to the rule by the
lions. There is a single source that makes all
decisions and a single force of governance.
Everything is controlled and coordinated by a single
force. This means that the employees have to follow
the orders. There is no say for them. Even though
there may be models for proper employee upkeep,
motivation, performance evaluation, incentives etc,
but the final verdict would only be of the head. Also
the various schemes are controlled by the same head.
This may be satisfying for the employees, but this
system makes it necessary for a constant motivation
be provided from time to time to the employees.
There is a large possibility that the employees are not
given the work they like, but one that they do not
like. An employee may be forced to work without
any self will. The motive of any section here is to get
greater profit. This is exactly the case of jungles
where a lion rules and dictates its terms. There is a
fight for might and the mighty is empowered to
dictate its terms and to control almost anything. He is
the ruling power and by no means can he be changed.
Even though a constant lookup and concern is seen
from the top management into all the issues, yet your
existence and say can never be assured in this style of
management.

5 Issues in Talent Acquisition and Talent
Management

Here we discuss all the various issues of talent
acquisition and talent management. We compare the
two styles based on the past findings. We do all this
by our analogy of the ants and the lions

5.1 Division of Labor

The division of labor refers to the process of
allotment of tasks at the various levels. It has been
shown that the level of members’ skills (average
experience in all skills) have a positive and
significant effect on project survival and performance
[19]. There are 2 styles of labor division [39]
horizontal and vertical. In vertical division of labor,
each individual performs each task. This is shown in
figure 2. Here all individuals work from the first
process to the last. The horizontal style of working is
shown in figure 3. In this each individual performs a
specific task. This is more suited for larger markets
[61].
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Closed Style: The closed style of talent management
and acquisition tries to find as many people as
needed, who specialize in different domains, such
that the requirements of all the domains are met.
There is a pre-determined analysis of the
requirements of human labor. All the hiring of labor
is done strictly as per this requirement.

Al A2 A3 A4 A

Bl B2 B3 B4 B5 — Individual B working on

the entire production sequence

Cl C2 3 4 C5
D1 D2D3 D4 D5

El E2 E3 E4 E5

Time >

Source: Leijonhutvud (1986, p. 208).
Figure 2: The vertical division of labor

Al B2 3 D4 E5
Al B2 3 D4 E5
Al B2 C3 D4 E5
Al B2 c3 D4 E5
Al B2 3 D4 E5
Etc.

Time

Source: Leijonhufvud (1986, p. 209)

Figure 3: The horizontal division of labor

Open Style: The open style of talent management
and acquisition is quite different. It believes that one
cannot predetermine all the requirements. There are
spontaneous decisions made as and when needed.
There is a pool of people with a diverse skill set.
Whenever anything needs to be done, there is a
common call and the people are ready to cater to the
requirements. The community is always prepared to
take decisions spontaneously [38]. It represents a
spontaneous and adaptive system between the two
divisions of labor approaches. The community needs
to be highly flexible. OSS projects benefit from an
internal division of labor between ‘specialists’ and
‘generalists’ and between “high-skilled” and “low-
skilled” members [21]. The open style of division of
labor is a very abstract way of working where the
rules are applied to an unknown number of people
[26] and make the people more participative in
nature.

Edge: The open style of working is better than the

closed style because multiple contributions, at the
time they are required, help in catering to the needs
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of the users much better. The closed style of working
is driven by a single power and the innovation is
hence much less. The open style is highly parallel in
working (horizontal division of labor) as many
people work on different modules [55]. This is unlike
the closed style where a strict predetermined schedule
is to be followed. This however causes a lot of
redundancy in work that is usually referred as
redundant economies [18]. The idle time in the open
style of working (also called “sauntering”) for the
different sections of users is very low. It also requires
a very high degree of modularity in project. Many
people may find it very difficult to design a project
with such a high degree of modularity. Linux, for
example, had a highly modular nature which enabled
its growth across various people.

In the recent years, we see a very positive trend in the
industry where the organizational structure is getting
flatter and the responsibility is increasing. All this is
in the closed style of development. It has even been
shown that subdivision of tasks with market growth
leads to further growth [61] as with the case of both
the styles of talent management.

The Apache HTTP Server Project is a large project
with over 15 core developers. However, the division
of labor among these developers is blurred. All of
them contribute code to various modules. Moreover,
the role of release manager (a quite time-consuming
and critical task) is rotated among them [50]

5.2 Leadership

Closed Style: The closed style of working has a
leader who is liable for the development and
activities of the team. He does the work of
motivating, coordinating, and controlling the team.
His word is regarded as final and binding. This
essentially has an advantage that there is no quarrel
or confusion between the members of the team. Each
member works under the directions of the leader.

Open Style: The open style of working is very
different. It does not have a leader at all [14, 16, 46,
55]. There are core developers who look after the
entire projects. The voluntary contributors coordinate
with them. All issues are resolved by a piece of
dialogue between these people. Studies show that
these conflicts are easily resolved by the use of
modern communication channels that they follow. In
some cases however this style of talent management
uses a leader to coordinate the activities. This is
chosen among the developers and is the person who
contributes the most. In Debian [14, 75] there is a
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central committee that elects the leader from the most
active contributors.

For example in GNUe, there is no leader. A
developer states management as “The number one
rule in free software is never do timelines or
roadmaps. This is a problem in open source projects.
We could use a better roadmap, not having one
hinders us. The features we add come about by need
during consulting implementations. We may need
some kind of roadmap in the future as we expand
with more people..” (Derek, face-to-face interview,
August 2002).

Edge: The open style of talent management and
acquisition is again better as it empowers the people
to be free to suggest and make any changes. This
essentially makes the contributors self-motivated and
enables them to contribute the maximum. However,
the lack of leader may make some volunteers or
contributors careless especially with some parts of
the code. This may reduce the quality or increase the
developing time. This will strike more badly if it
comes under notice very late.

5.3 Motivation

According to self-determination theory (SDT) [13],
there are three main types of motivation: intrinsic,
extrinsic and amotivation. Intrinsic motivation is
doing an activity just because of the satisfaction
derived from it, extrinsic motivation is performing a
task as a means to an end or due to an obligation,
Amotivation  results from the dislike of
accomplishing an activity or the feeling of being
unable to carry it out. These are given in figure 4.

Behavior  Nonsel-Determined

Seli-Determined

Autonomy

Motivation Amofivation Extrinsic Mativation

|

Regulatory Non- External
Styles Regulation | | | Regulation

Introjected Identified
Regulation | | Regulation

Integrated | !
Regulation | !

Perceived
Locus of
Causality

Somewhat| /Somewhat

| |
mpersona Extemal External Internal

Mativated behavior

Intrinsic Motivation

Intrinsic Reguiation

Internal Internal

Figure 4: Types of Motivation Depending on Regulatory Style
(Source: Ryan & Deci, 2000)

Closed Style: In the closed style of talent

management, extrinsic motivation is the major driver.
The people are only interested in better profile,
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incentives and prospectus. The motivation needs to
be infused within the employees from time to time.
This is usually done by the leader or through special
sessions.

Open Style: In the open style of talent management,
enjoyment is the biggest intrinsic motivation [37].
This is the result of deep interest in programming,
software etc. This enjoyment, creativity and
challenge are also called as “flow sate” [10]. The
more a person develops a project, the more he gets
devoted to the project and plans to further develop
and control (“meritocracy”) [56]. Helping each other
(“altruism™) may be another internal factor to join a
project without any apparent benefit for oneself [25].
The people are motivated by the fact code is openly
available [29, 65] and give-and-take attitude of the
community (“reciprocity”) [6, 55, 71]. Crowding out
has a particularly strong effect [25, 36] and a crucial
factor in determining OSS project success [66]. Two
thirds of all OSS software is written by individuals in
their spare time and only 15 percent is contributed
directly from firms [20].

Extrinsic benefits also play a role in this style of
talent management [25]. Sharing code and knowledge
with the community may also result in others being
more easily willing to give something in return [8].
Developers may be driven by gaining reputation
through the contribution inside the OSS community
or the ability to demonstrate their talent to possible
employers, thus using the contribution to boost their
future career development (“Signaling incentives™)
[25, 40]. Enhancing of skills by feedback from the
community [36] is another form of motivation. To
avoid wasting effort, extrinsically motivated
developers will thus only select to participate in OSS
projects that they think will provide any benefit for
them either immediately or in the future [2, 40, 66].

Motivation in open style is sometimes even regarded
heterogeneous, which means that no single motive
alone can explain participation. Complex and
changing patterns of motivations are tied to changing
objects and personal histories prior to and during
participation. [17, 34, 48, 66]. ‘Need-driven
participants’ are motivated by the need to use the
software in question for work-related purposes, by
reciprocity, by future improvements and by career
concerns. ‘Hobbyists’, on the other hand, are
motivated by fun, enjoyment and feedback from
others. While the ‘open source’ community is
populated by both hobbyists and need-driven
participants, the ‘gated source’ communities mostly
comprises need-driven participants [47, 59, 60].
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Payment is a factor that is being discussed in both
forms of style of management these days. Study
reveals that in open style, there is no difference in
intrinsic motivation, however total motivation does
increase [2]. In both the cases, self-reported. interest
increases when there is a norm for payment, whereas
it decreases when there is a norm for no payment.

Edge: The self motivation in open style of talent
management is naturally better as intrinsic motivation
is the driver. This is clearly sees in case of Wikipedia
where online contributors made in an entire
encyclopedia.

5.4 Coordination and communication

Coordination consists of protocols, tasks and decision
mechanisms designed to achieve concerted actions
between and among interdependent units be they
organizations, departments or individual actors [67,
69, 35]. Coordination is one of the most important
aspects for a successful project run. A well
coordinated team can produce very good results and
also timely results. This is all possible by good means
of communication among the team members. The
proper management framework is an inevitable
requirement for the same.

Closed Style: The closed style of talent management
has the whole team situated at a common place where
the coordination is done by using various formal and
informal ways. There are regular meetings,
discussions, reviews and reports. These ensure that
everything is clear and there is no ambiguity. There is
a central leader who looks after the entire
coordination process and resolves any kind of
ambiguity that arises in the process.

Open Style: The open style of management involves
countless people who are all located at different
geographical locations. These people are only
connected by the means of internet [15, 32, 62]. The
whole process of distribution of work, combining
work, reviews, bug reports, making of a final version,
testing, etc. needs to be done using this interface
itself. Also important are the governing rules that
drive this system. The modularity is of prime
importance for a project to be able to be developed in
the open manner. The creation of social groups is a
unique characteristic of this type of talent
management where people themselves start having
different types of bonding with other contributors and
start recognizing each other over the internet [14, 41].

There are three main coordination mechanisms in
open type. These are standardization, loose coupling
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and partisan mutual adjustment [30]. Standardization
encompasses uniform and homogeneous procedures
developers enact for problem definition or problem
solving [33]. Loose coupling stands for coordination
mechanism that allows developers to manage the
workflow for incorporating new patches into
forthcoming releases. In loosely coupled systems
each system is a part of the whole, as well as being a
whole in its own right [49], one can envisage an
ensemble of systems where the coupling between
systems is weak or loose because the interactions
between systems are less direct and less frequent than
those within systems [54, 4]. Mutual adjustment is
needed to resolve conflicts, if they arise.

The most frequently used tools for coordination are
mailing lists, CVS (concurrent versioning systems),
mails, forums, blogs, chats, etc. In the context of
Linux these concepts are given by figure 5 and 6.

Edge: The coordination process is a lot more difficult
to maintain in open type as compared to the close
type. Also it may not be easy to have such a modular
system with the concepts of standardization, loosely
coupled and mutual adjustment in ever project.

Lieutenant; CD=Credited Developer;

Legend:  T=Torvalds: TL=Trusted
D/U= Developer/User

"]

. D/U=Developer/User

Figure 6: Loosely conIed system in Linux

5.5 Team Size and Costs

Closed Style: The team size in closed style of talent
management consists of a well-defined team. The
team is very limited in its extent as the concepts of

Legend: T=Torvalds:  TL=Trusted
Lieutenant: CD=Credited Developer:
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limited team size are well known to the managers.
The team consists of specialized people over various
domains and no one except these people participates.
The associated costs of the project are measured
using various empirical studies. Since things are
well-defined and rigid, these empirical studies nicely
predict the team size and the associated costs.

Open Style: The open style of talent management is
very different. The participation is voluntary and
there are countless people contributing throughout
the globe. All empirical analysis fails in such systems
since the processes are very informal. Although the
team size is countless, the major contributors are
limited. It has been shown that developers’
participation follows Pareto’s law: 80% of the code
corresponds to the 20% most active developers, while
the remaining 80% of developers contribute 20% of
the total.

The total development cost of a Linux distribution by
empirical studies is $1.2 billion [12] in 2002. It
would take approximately $10.8 billion to build the
Fedora 9 distribution in today’s dollars (as on May
13, 2008), with today’s software development costs.
Additionally, it would take $1.4 billion to develop the
Linux kernel alone. Over 1,000 developers, from at
least 100 different companies, contribute to every
kernel release. In the past two years alone, over 3,200
developers from 200 companies have contributed to
the kernel [24]. It’s important to note that the kernel
is just one small piece of a Linux distribution. A
distribution is actually made up of multiple
components including the kernel, the GNOME and
KDE desktop environments, the GNU components,
the X window system, and many more. The total of
individual developers contributing to these projects
surely numbers in the thousands [45].

Edge: The open style may be regarded better as it
attracts more people and the development time as a
result is reduced to a very great extent. This saves a
lot of time. The highly parallel way of working of the
open style as explained in division of labor is another
major benefit that arises out of big team size and
voluntary commitments.

5.6 Team Liabilities

Closed Style: The closed style of talent management
gives clear tasks to all the individuals. All of them are
given responsibilities, tasks and deadlines. A project
management system ensures that the work is carried
out and is completed within the deadlines. The closed
style thus has high liabilities associated with each
worker towards the task.
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Open Style: The open system is quite different. Here
contributions and essentially voluntary in nature. The
contributions are more or less decided by the
individuals themselves. Hence the volunteers do not
have any deadlines or liabilities associated with them.
The quality control may be another problem [42, 47].
It is highly possible that some parts of the project are
completely overlooked as nobody is interested
towards them. Also in case a contributor decides to
work on some module and after that becomes
inactive, the project would suffer [46]. Various
solutions to this have been proposed [43].

Edge: Here it can be seen that the closed style of
talent management works better and is an assurance
of the time and quality of the developed product. The
open style may suffer from the losses of time and
sometimes even quality in case of uncommitted
contributors and it would be difficult to manage.

In case of Debian [75] inactivity of maintainers can
be a huge problem. In order to maintain packages, the
maintenance per package lies in the hands of a single
person. This means that each package is mapped to a
maintainer. This prohibits the redundancy of
packages. The inactivity of maintainers can be a huge
problem.

5.7 Knowledge sharing and development

Closed Style: The closed style of talent acquisition
and management consists of very formal steps taken
by the top level management to increase the skills
and knowledge of the workers. This consists of on-
job training, off-job training, seminars, workshops,
special sessions, etc. They are planned by the
company from time to time. Along with these, the
workers share their experiences with each other and
benefit in return.

Open Style: The open style of knowledge sharing
believes in community and community learning
where the whole community is ready to teach you
and in return learn from you. Community is the best
driver and reproducer of knowledge [53, 70]. The use
of knowledge requires the concentration of the
knowledge resources at a certain space and time [53].
Internet is the chief means for the open style to pool
in their knowledge, learn and teach. Tacit knowledge
[51, 53] sharing still remains a challenge in this style
of management. It has been shown by a study that
learning a professional skill is based on social
interaction and competent use of technologies [58].
Learning does not take place by being taught or
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instructed but by becoming a practitioner [7].
Helping others to experience, what oneself has
experienced before is fundamental for knowledge
creation [44]. This is exactly what the open style
follows and naturally implements.

The open style aids in creation of knowledge and
knowledge sharing by the help of the community and
the group memory which puts up and organizes huge
volumes of knowledge at a modular fashion. KDE
has 81 active mailing lists which prove the point.
This community then helps all new entrants into the
community by providing an active support till they
specialize. It is showed that mentors and new entrants
must have marginally less knowledge for best
training in ~ community [22].  Asynchronous
communication tools are also primarily used for new
knowledge creation. For joint conceptualizations
KDE developers use stories and usage scenarios for
collective reflection-on-action. They create a ‘virtual’
world, a constructed representation of the future
realization of their ideas [27, 59]. This
‘objectification’ of ideas provides the necessary
‘tangibility’ [3] a team needs in order to be able to
co-create a common understanding and imagination
of their future action [27].

Analysis of the mailing list of the open style gives us
considerable information as to how the knowledge is
transferred between the different groups and between
mailing lists [63, 64]. The mailing lists are
themselves huge source of knowledge. This for
Debian mailing list is shown in figure 7.
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Figure 7: The knowledge transfer between mailing lists

Edge: Looking at the strong correlation of
knowledge with society, we can clearly say that the
open style of talent management is better as it gives
greater possibilities to the individual to explore and
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learn. The presence of a community as a backing
force is of a great advantage.

6 The Meltdown

So far we have seen all the issues related to talent
acquisition and talent management. We have also
seen that how the open style of talent management is
better than the closed style. Here we discuss one of
the new problems that the present day HRs of almost
all companies are facing. This is the global recession
or meltdown. This has caused companies to slice
down their recruiting and even to reduce their
workforce. In order to cope up with the loss in
revenues or financial losses, the reduction in
incentives, cost cutting, reduced promotions etc. are
also natural. The global meltdown is one of the major
challenges of the companies today.

It has been proved from the time of the great
depression that the socialistic nature is the least hit
and best suited for such a situation. The similar holds
true in the present day context as well. The open style
of working is much suited to handle such conditions.
If all the companies would have been following this
mode of talent management and acquisition, it is
possible that the hit of global recession might have
been unfelt.

The reasons why the open system is better in such
situations is natural. It is mainly due to the intrinsic
self-motivated employees = and the voluntary
participation in nature. The open style of talent
management does not employ people with profit
motive. Rather people are dedicated towards the job
and feel involved once they start some work. The
feeling of involvement and community is much
bigger.

7 The interaction of the two forms

As our analogy goes between the lions and the ants, it
is natural that that both the forms of existence would
be found and their interaction is inevitable. Both the
forms are highly successful and have casted their
presence withstanding various shortcomings and
finding solutions to every problems.

The closed style has been existing since ages. It has
made its foundation deep into the business world.
The open style is relatively new in nature. Even
though it slate start and fresh nature, it has influenced
companies to find a place into the business world.
The rapid rate of development shows a very positive
future.
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The GNU Public License, a license used by open
source, is a major force between the interactions of
the two forms. This forbids a software of the open
source domain to be used as a non-open source
software. Hence its entire derived works have to be
open source (not considering the twin licensing). This
means that it is very difficult for a proprietary
software to enter into the open source domain or an
open source project to enter into the proprietary
domain. This makes interactions as less as possible.
The presence of these two styles have enforced many
legal issues which a company needs to understand
before making a choice between the two forms.

However this was the case only with software. Talent
management and talent acquisition does allow for the
interactions to take place. This means that the closed
style of talent acquisition and talent management can
learn from the open style and vice versa. We believe
that it would now be impossible to change the style
of management of most of the companies that have
been following the practice of closed style since ages.
Hence we believe that the best way to learn from the
new phenomena of open style of talent management
would be to go in for a middle way between the two
styles for most of the closed style companies. The
following are the guidelines that may be adopted to
benefit from the open style management findings.

e Tryto involve more and more young people
at various stages. University initiatives may
be helpful.

e Be open for feedbacks and bugs through
website, surveys and any other means, ask
for feedbacks regularly

e Providing as much as information as
possible in order to get more and more
people interested

e Workers must be given the job they like
rather than forcing them to do something

e  Set some time aside from working hours for
the workers to innovate and contribute

e The organizational structure should be as
flat as possible so that newer and newer
ideas from the workers may be generated
and communicated to all.

e Use of mailing lists, blogs, forums, etc. can
be of great use

e Workers must find something new to learn
at every day. Try to switch workers between
tasks and increase their interest by making
them explore greater and greater depths of
the subject. This would involve making in as
much as possible information open.
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e Peer to peer knowledge transfer may be
encouraged by making senior more
knowledgeable  workers  share  their
experiences with others.

e Be open to all other organizations to take the
maximum inputs from them and to take their
inputs as well. A good exposure is always of
great help.

e Giving to society and taking from the
society should be the basic motive and
guiding factor.

The working of Google may be taken as an example
of this. Google has made android open source. To
increase the participation, the company has taken
university initiatives in form of summer of code and
code jam. It continues to support Firefox, the open
source web browser. Google Labs and their openness
is another example.

8 Conclusion

In this paper we analyzed and discussed two very
different styles of talent acquisition and talent
management. We presented their analogies to the
theory of natural ecosystem.

One style was the style of existence of the lions. We
called this the close style of talent management. This
style consisted of the formal management framework,
structure, rules and regulations that drove the
company. This was exactly as in the ecosystem, the
lions rule the den. In this style the people had to
follow whatever was ordered. Although a lot of care
from the management is given to ensure that the
people are satisfied and comfortable, yet it cannot
match the degrees as achieved b the second style.

The second style of talent management was the style
of ants in their ant colonies. Everything was based on
society and the community. The individuals were self
motivated people who wanted to contribute. The
satisfaction of contribution was the greatest thing for
them. In this there is no necessity of a formal leader
or coordinator. Everything is run by the society.

We analyzed various issues that arise in talent
acquisition and management. We saw how these two
contradictory styles behave to all these issues. We
saw the effect of division of labor, motivation,
leadership, team size and costs, team liability,
knowledge sharing and creation, coordination
process, etc. In all we found that the open source
style of management proved to be better in most of
the issues discussed. Though both the styles of
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management had some or the other disadvantage
associated with it, we conclude in general that the
open style of working is better and more suited for
the future [68].

We even analyzed the current problem of global
recession and meltdown. We saw here also that the
open source style has greater profits in such a
situation and this style of talent acquisition and
management can be highly beneficial in all such
situations whenever they arrive at the future. We also
gave in a model for the current closed style of
management to follow, in order to gain from the
learning of the open style of management.

In this paper we have analyzed various parameters to
prove the capabilities of the open style of talent
management and talent acquisition. A common
empirical analysis over the factors mentioned in the
paper may be done in the future. This would enable a
better understanding to the extent the various factors
contribute to the effectiveness of the open style of
management.
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