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Abstract

This study aimed to identify and explain the factors influencing successful talent management in public-
sector organizations, with particular emphasis on the requirements of the Civil Service Management Law
and the managerial experiences of the Islamic Republic of Iran. This developmental study adopted a
qualitative, interpretive—inductive design using thematic analysis. The participants comprised academic
experts, faculty members, and specialists with expertise in human resource and talent management who
were selected through purposive—judgmental sampling. Data were collected through semi-structured
interviews together with the review of relevant documents and sources, and data saturation was reached
after 15 interviews. The data were analyzed according to Braun and Clarke’s six-phase thematic analysis
procedure, including familiarization with the data, generation of initial codes, searching for themes,
reviewing themes, defining and naming themes, and producing the report. Coding stability was also
examined through recoding after a 15-day interval, yielding a test—retest reliability coefficient of 79%. The
analysis indicated that successful talent management in public organizations emerges from the interaction
of three interdependent levels: intra-organizational, extra-organizational, and individual factors. At the
intra-organizational level, talent identification, recruitment, selection, development, deployment, and
retention interact with leadership, organizational culture, succession management, organizational justice,
performance appraisal, employee empowerment, and organizational strategy. At the extra-organizational
level, labor laws and regulations, political and cultural conditions, labor-market characteristics,
technological growth and digitalization, and changes in the competitive environment shape the
effectiveness of talent-management practices. At the individual level, achievement motivation,
commitment, adaptability, creativity, discipline, work orientation, and personal and behavioral
characteristics determine the extent to which talent can be translated into superior performance. Overall,
the resulting framework conceptualizes successful talent management as a multilevel outcome of the
dynamic interaction among the individual, the organization, and the institutional environment. Effective
talent management in the public sector requires an integrated multilevel approach in which human
resource processes are aligned with meritocracy, organizational justice, strategic priorities, statutory
requirements, and technological transformation. The proposed framework provides a context-sensitive
basis for designing, implementing, and evaluating talent-management policies in Iranian public
organizations.
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Extended Abstract

Introduction

Talent management has become a strategic concern for contemporary organizations because
sustainable organizational performance increasingly depends on the ability to identify, attract,
develop, deploy, and retain individuals whose competencies and potential can contribute
disproportionately to organizational goals. This issue is particularly significant in public-sector
organizations, where the quality of human resources directly affects administrative capacity, public-
service delivery, policy implementation, and institutional effectiveness. Unlike private-sector
organizations, however, public organizations operate within formal legal and regulatory frameworks,
bureaucratic structures, public accountability requirements, equal-opportunity principles, and
constraints related to recruitment, compensation, promotion, and employment security. Accordingly,
talent management in the public sector cannot be reduced to isolated human resource practices;
rather, it should be understood as an integrated system shaped by organizational arrangements,
individual characteristics, and broader institutional and environmental conditions. Previous evidence
indicates that effective talent management in public organizations requires supportive organizational
culture, managerial commitment, merit-based human resource practices, continuity in talent-
management processes, and the integration of attraction, development, performance management,
and retention mechanisms (Khamechi & Jafarinia, 2019; Sehatpour et al., 2022). Studies of talent-
management policy implementation in government institutions have similarly shown that the
existence of formal policies alone does not guarantee successful implementation; executive
commitment, institutional coordination, clear implementation mechanisms, sufficient resources, and
alignment between policy and administrative capacity are equally important (Dwiputrianti et al.,
2023). Another major concern is the retention of talented employees. Evidence from public
institutions has demonstrated that talent-management practices are associated with job satisfaction
and voluntary turnover intentions, indicating that inadequate development opportunities, weak
performance management, inappropriate compensation, and limited managerial support can
undermine the retention of talented employees (Barkhuizen & Gumede, 2021). This challenge is
becoming more complex with generational change. Generation Z employees often attach greater
importance to professional development, meaningful work, flexibility, learning opportunities, career
advancement, and the quality of the organizational experience, requiring government organizations
to reconsider traditional retention approaches (Ziaee & Nargesian, 2023). Research on different
generations in government has likewise emphasized that talent acquisition and retention strategies
should be sensitive to generational differences rather than adopting uniform approaches for all
employees (Dwiputrianti, 2023). In addition, workforce diversity and the effective utilization of young
elites have become important considerations in Iranian governmental organizations, highlighting the
need for diversity-oriented human resource management and more differentiated approaches to
recognizing and employing talent (Abdoli et al., 2023). Talent management is also closely connected
with succession planning, professional development, coaching, and the continuous development of
high-potential employees. Iranian studies have emphasized the integration of talent management
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with succession planning to enhance organizational productivity (Mahfouzi et al., 2019), while
research on professional development has demonstrated the importance of combining individual
capacities with organizational opportunities for learning and growth (Nourad Seddigh et al., 2018).
More recently, talent coaching has been proposed as an important developmental mechanism in
government organizations for actualizing employee potential and preparing talented individuals for
future organizational roles (Golshahi & Amirbaglouye Dariani, 2025). At the same time, the external
environment increasingly shapes talent-management systems. Talent mobility and migration
demonstrate that talented individuals respond to combinations of personal, organizational, labor-
market, and broader social conditions (Latukha et al., 2021). Technological transformation has also
altered both the competencies required by governments and the mechanisms available for
identifying, developing, and assessing talent. In analyses of national artificial intelligence capabilities,
human talent has been identified as a critical component alongside infrastructure, policy, research
and development, and technological capacity (Ozkaya & Demirhan, 2023). These developments
suggest that public organizations must increasingly integrate digital competencies, continuous
learning, and technological adaptability into their talent-management systems. Future-oriented
research in Iranian government organizations has further emphasized that talent management is
affected by environmental uncertainty and evolving administrative, demographic, and technological
conditions, requiring more adaptive and forward-looking approaches (Panahi, 2021). Although
previous studies have examined important components of talent management, including
competence, development, succession, retention, diversity, and public-sector implementation
(Annakis et al., 2014), a comprehensive framework simultaneously integrating organizational,
individual, legal, and environmental factors within the specific context of Iranian public administration
remains insufficiently developed. Therefore, the present study aimed to identify and explain the
factors influencing the success of talent management in public organizations, with particular
emphasis on the requirements of the Civil Service Management Law and the managerial
experiences of the Islamic Republic of Iran.

Methods and Materials

The study was developmental in purpose and qualitative in approach and was conducted using an
interpretive—inductive logic and thematic analysis. The study population consisted of experts and
specialists familiar with human resource management, public administration, and talent
management. Participants were selected through purposive—judgmental sampling on the basis of
relevant academic or professional expertise and sufficient knowledge of the study phenomenon.
Data were obtained from two complementary sources: semi-structured interviews with experts and
the review of relevant documents and materials. The interview guide was developed according to
the conceptual foundations of talent management and the research questions and was designed to
elicit participants’ views regarding the factors contributing to successful talent management in public
organizations. Interviews continued until data saturation was achieved. New concepts gradually
declined during interviews 13 to 15, and saturation was judged to have been reached after the
fifteenth interview. To enhance the trustworthiness of the qualitative findings, evidence from
interviews, documentary sources, and expert perspectives was compared and integrated. The
analytical process and coding decisions were documented systematically to establish an audit trail.
Coding stability was also assessed by recoding a number of interviews after a 15-day interval. Across
the two coding stages, 71 codes and 28 agreements were recorded, and test—retest reliability was
calculated at 79%, indicating an acceptable degree of coding stability. The interview data were
analyzed through a six-phase thematic-analysis process involving familiarization with the data,
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generation of initial codes, searching for themes, reviewing themes, defining and naming themes,
and producing the final analytical report. Analysis moved iteratively between raw data, initial codes,
subthemes, and overarching themes until a coherent conceptual structure of the factors influencing
successful talent management had been established.

Findings

The analysis initially generated 131 primary codes from the interview and documentary data.
Through comparison, consolidation, and refinement, semantically related codes were organized into
40 subthemes, which were subsequently grouped into three overarching themes: intra-
organizational factors, extra-organizational factors, and individual factors. The intra-organizational
theme was the broadest category and consisted of 20 subthemes: talent identification, talent
attraction, talent retention, talent development, talent selection, talent deployment and placement,
social responsibility, leadership and management style, crisis management, organizational culture,
knowledge flow within the organization, succession management, organizational justice, risk
management, compensation and work—life balance, training, performance appraisal, organizational
strategy, employee empowerment, and agility and risk reduction. These findings indicate that
successful talent management within public organizations depends on the establishment of an
integrated organizational architecture connecting the entire talent-management cycle with
leadership, culture, strategy, knowledge, justice, performance, and employee-development systems.
The extra-organizational theme included eight subthemes: labor supply, labor laws and regulations,
political factors, cultural factors, organizational position and reputation, technological growth and
smart transformation, a changing competitive environment, and the existence of a young workforce
alongside labor-market saturation. These factors demonstrate that talent management in the public
sector operates as an open system whose effectiveness is influenced by legal requirements, labor-
market dynamics, political and cultural conditions, technological developments, and the external
attractiveness of government employment. The individual theme consisted of 12 subthemes:
continuous effort, discipline, achievement motivation, goal orientation, conflict management, passion
for work, sense of commitment, adaptability, personality characteristics of talented employees,
behavioral characteristics of talented employees, creativity, and individual social responsibility.
These findings indicate that individual talent is not defined solely by professional knowledge or
technical competence, but also by motivational, behavioral, adaptive, and personality-related
characteristics that influence the transformation of potential into superior performance. Taken
together, the resulting model conceptualized successful talent management as the product of
interaction among the individual, the organization, and the external environment rather than as the
result of human resource practices alone.

Discussion and Conclusion

The findings demonstrate that successful talent management in public organizations should be
conceptualized as a multilevel and systemic phenomenon. The dominance of intra-organizational
factors shows that public organizations require a coherent talent-management cycle in which
identification, attraction, selection, development, deployment, evaluation, succession, and retention
reinforce one another. Isolated interventions are unlikely to be sufficient if they are not supported by
appropriate leadership, organizational culture, knowledge-sharing mechanisms, justice,
compensation, empowerment, and strategic alignment. Particularly important is the integration of
succession management with talent development, because public organizations need not only to
recognize high-potential employees but also to prepare them systematically for critical future
responsibilities. Likewise, retention emerges as a multidimensional organizational outcome
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influenced by compensation, work—life balance, career opportunities, managerial behavior,
development, and organizational fairness. The findings regarding extra-organizational factors further
demonstrate that public-sector talent management cannot be designed independently of its
institutional context. Laws and employment regulations influence recruitment, appointment,
promotion, compensation, and mobility, while political and cultural conditions shape managerial
discretion and organizational priorities. Labor-market change, generational renewal, competition for
skilled employees, and organizational reputation additionally affect the capacity of public
organizations to attract and retain high-quality human resources. The identification of technological
growth and smart transformation is especially important because digitalization is changing both the
competencies expected from public employees and the tools available for talent identification,
development, and performance management. Consequently, public-sector talent systems should
increasingly incorporate digital skills, continuous learning, data-based human resource decision-
making, and readiness for technological change. The individual dimension of the model also has
major implications. The presence of commitment, discipline, achievement motivation, adaptability,
creativity, goal orientation, and passion for work indicates that talent should not be defined
exclusively in terms of formal qualifications or technical expertise. Effective talent identification must
consider the interaction between competence, potential, motivation, professional behavior, and
capacity for adaptation. At the same time, individual attributes alone do not guarantee superior
performance; they require organizational conditions that allow those characteristics to be expressed
and developed. Thus, the central contribution of the present framework is its explanation of talent-
management success through the interaction of “individual-organization—environment.” Individual
potential becomes organizational value when internal mechanisms identify, develop, deploy, and
retain talent, while these mechanisms themselves operate within a broader legal, social,
technological, political, and labor-market context. The resulting framework therefore provides a
context-sensitive basis for designing talent-management policies in Iranian public organizations.
Effective implementation requires alignment between human resource practices and meritocracy,
organizational justice, strategic priorities, the Civil Service Management Law, other employment
regulations, and emerging technological developments. By adopting such an integrated approach,
public organizations can move beyond fragmented personnel practices toward a comprehensive
talent-management system capable of strengthening succession capacity, employee development,
retention, organizational adaptability, and ultimately the effectiveness of public administration.
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