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Abstract:

Objective: This study aimed to identify the components, concepts, and principal themes of an
indigenous strategic talent management model emphasizing human capital at North Khorasan
University of Medical Sciences and Health Services.

Methods and Materials: This applied-developmental study employed a qualitative and exploratory
design. Participants consisted of experts and specialists in human resource management and health
services who were recruited through purposive, criterion-based, and snowball sampling. Sampling
continued until theoretical saturation was achieved, resulting in 12 participants. Data were collected
through face-to-face and remote semi-structured interviews, each lasting approximately 60 minutes.
Interviews were transcribed verbatim and analyzed using Braun and Clarke’s thematic analysis
approach with the support of MAXQDA software. Member checking was employed to enhance the
credibility of the qualitative findings, and ethical principles, including informed consent,
confidentiality, anonymity, and the right to withdraw, were observed throughout the study.

Findings: The thematic analysis generated 97 initial codes, which were organized into 20 preliminary
concepts and five overarching themes: strategic orientation of human capital, talent management
infrastructure, talent development and nurturing system, motivation and retention of human capital, and
organizational culture challenges. Analysis of the interrelationships among the themes revealed a
systemic and hierarchical pattern in which weaknesses in strategic orientation contributed to
deficiencies in talent management infrastructure, which subsequently impaired talent development
processes and ultimately increased the risk of diminished motivation, organizational commitment, and
human capital retention. Organizational culture additionally functioned as a contextual factor that
moderated the strength and effectiveness of the other dimensions.

Conclusion: The indigenous strategic talent management model identified in this study is
multidimensional, hierarchical, and systemic. Its effective implementation requires alignment of human
capital policies with university strategies, establishment of coherent mechanisms for talent
identification and performance assessment, systematic development and succession planning,
strengthening of motivational and retention mechanisms, and improvement of organizational culture.
Consequently, isolated interventions in a single domain are unlikely to produce sustainable talent
management outcomes; rather, coordinated interventions across strategic, structural, developmental,
and cultural levels are required.
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Extended Abstract

Introduction

Human capital constitutes one of the most critical
strategic resources of contemporary organizations,
particularly in knowledge-intensive institutions in which
organizational performance depends substantially on the
expertise, competencies, learning capacity, adaptability, and
commitment of employees. In this context, human resource
management has increasingly shifted from an administrative
and operational orientation toward a strategic perspective in
which human resources are regarded as a source of
sustainable organizational value. Strategic human resource
management therefore requires organizations to align
recruitment, development, performance management,
compensation, career advancement, and employee retention
with their broader missions and long-term objectives
(Armstrong & Taylor, 2023). Although strategic human
resource management, human capital management, and
talent management are conceptually distinguishable, they
share the underlying objective of effectively mobilizing
human capabilities to achieve organizational priorities and
improve organizational performance (Sohel-Uz-Zaman et
al., 2022). Within this framework, strategic talent
management has emerged as an integrated approach to
identifying, developing, deploying, and retaining individuals
whose competencies and potential are particularly important
for current and future organizational needs.

Effective talent management requires more than the
identification of high-performing individuals. It involves an
integrated architecture through which talent identification,
competency assessment, development, succession planning,
deployment, performance management, motivation, and
retention are systematically connected. Principles of
effective talent management emphasize alignment with
organizational strategy, internal consistency among human
resource practices, management commitment, and
sensitivity to organizational context (Stahl et al., 2021).

Similarly, multilevel perspectives indicate that talent

management systems are shaped by interactions among
individual, organizational, and broader institutional factors
and therefore cannot be designed effectively through a
uniform or context-independent approach (Tarique &
Schuler, 2021). Inclusive talent development further
broadens this perspective by highlighting the need to create
developmental opportunities across a wider segment of the
workforce rather than confining development exclusively to
a narrowly defined elite group (Kaliannan et al., 2023).

The strategic significance of talent management is
particularly evident in universities of medical sciences.
These institutions simultaneously pursue educational,
research, administrative, public health, and clinical missions
and therefore rely on diverse groups of academic,
managerial, professional, clinical, and administrative
personnel. Evidence from healthcare organizations indicates
that talent management can contribute to human capital
productivity (Adri et al., 2022), while research conducted at
Tehran University of Medical Sciences has emphasized its
relationship with employee empowerment and human
capital productivity (Dargahi et al., 2022). Similarly, the
identification and validation of talent management
components at Ahvaz University of Medical Sciences
demonstrate the importance of developing context-sensitive
systems appropriate to the distinctive characteristics of
medical universities (Taheri et al., 2023). These findings
suggest that talent management in medical universities
should not be restricted to staffing or training activities but
should constitute an integrated strategic process responsive
to organizational missions and workforce requirements.

A central requirement of such a system is the reliable
identification and development of human capabilities.
Research on cognitive and educational development
demonstrates that individual capabilities are
multidimensional and can be systematically assessed and
strengthened. Studies addressing the standardization of

multidimensional measures of fluid intelligence (Seadatee

Shamir, 2025; Shams et al., 2025), metacognitive
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empowerment and cognitive functioning (Abbasi et al,
2025), cognitive empowerment interventions (Ershadi
Chahardeh et al.,, 2024), and educational interventions
targeting crystallized, fluid, and sociocultural intelligence
(zelli et al., 2024, 2025) reinforce the broader principle that
human capacities should be identified using explicit criteria
and can be developed through appropriately designed
interventions. Studies concerning executive functions,
learning, and specialized educational development similarly
support the developmental nature of individual capacities
(Amini et al., 2024; Khandani et al., 2023). From a talent
management perspective, these findings underscore the need
for competency frameworks, reliable evaluation procedures,
individualized development plans, and mechanisms for
translating  potential into  effective  organizational
performance.

Human talent is also influenced by motivational,
psychological, interpersonal, and contextual conditions.
Research addressing academic buoyancy and motivational
processes has demonstrated the importance of motivation,
grit, mental toughness, and perceived control in maintaining
effective functioning (Tammeh et al., 2025). Studies of
academic engagement, adaptation, emotional intelligence,
and self-efficacy similarly highlight the interaction between
personal resources and environmental conditions (Hassani et
al., 2022; Nikooyeh et al., 2025). Other studies concerning
adaptation and psychological processes further illustrate the
multidimensional nature of human functioning (Ghanjali et
al., 2022; Moeinzadeh et al., 2025; Zandkarimi et al., 2025).
Accordingly, organizations seeking to retain capable
employees need to address not only financial incentives but
also professional growth, fairness, psychological security,
recognition, participation, and supportive leadership.

Leadership and organizational culture are likewise
integral to talent development. Studies addressing
managerial intelligence (Ghayebi Mehmandoost et al.,
2023), human excellence (Bateni et al., 2022), and ethical

development (Shahbazi et al., 2023) point to the significance

of managerial, behavioral, and value-based dimensions in
human development. Furthermore, changing technological
and educational environments require continual adaptation
of workforce competencies. Research on faculty members’
experiences with virtual education and students’ perceptions
of opportunities in cyberspace illustrates how emerging
environments create new developmental requirements and
possibilities (Faridi Sfanjany et al., 2025; Faridy Sfanjany et
al., 2022). Individual differences in cognitive and
educational functioning also demonstrate that talent should
not be conceptualized as a single fixed characteristic
(Seadatee Shamir, 2023). Comparative research on talent
management systems further indicates that talent
identification and development models should be adapted to
cultural and institutional circumstances (Mirarabshahiet al.,
2023).

Despite this growing body of evidence, a major challenge
remains the development of an integrated and locally
appropriate talent management framework capable of
reflecting the strategic, structural, developmental,
motivational, and cultural realities of a specific medical
university. Accordingly, the present study aimed to identify
the components, concepts, and major themes of an
indigenous strategic talent management model emphasizing
human capital at North Khorasan University of Medical
Sciences and Health Services.

Methods and Materials

This study was applied-developmental in purpose and
qualitative and exploratory in design. The qualitative phase
was conducted to identify the indigenous components,
dimensions, and themes of strategic talent management with
an emphasis on human capital at North Khorasan University
of Medical Sciences and Health Services. The participant
population consisted of experts and specialists in human
resource management and health services, including faculty
members and individuals with substantial academic or
managerial experience relevant to human resource
development, organizational development, and talent

management.
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Participants were selected through purposive, criterion-
based sampling, supplemented by snowball sampling to
identify additional eligible experts. Eligibility criteria
included at least five years of professional experience in
human resource management, academic affiliation, relevant
expertise or experience in organizational development or
talent management, and a doctoral degree or higher
qualification. Sampling continued until theoretical
saturation was reached, meaning that subsequent interviews
no longer generated substantively new information for the
emerging concepts and categories. Ultimately, 12 experts
participated in the study.

Data were collected through semi-structured interviews
conducted either face-to-face or remotely. Each interview
lasted approximately 60 minutes. With participants’ consent,
interviews were recorded, supplemented by field notes, and
subsequently transcribed verbatim. Interview questions
addressed employee training and professional development,
motivation and

training and occupational needs,

commitment, compensation and retention, strategic
alignment of human resources, merit-based managerial
selection and promotion, challenges of talent management,
and characteristics required for a contextually appropriate
model.

The qualitative data were analyzed using thematic
analysis. The analysis involved familiarization with the data,
initial coding, aggregation of similar codes, formation of
preliminary concepts, categorization, identification of
overarching themes, and examination of relationships
among the themes. MAXQDA was used to facilitate the
organization and management of qualitative data. Credibility
was enhanced through participant review of the findings.
Ethical

confidentiality, anonymity, voluntary participation, and

principles  included informed  consent,
participants’ right to withdraw from the study.

Findings

Analysis of the 12 semi-structured interviews generated
97 initial codes. Through comparison, aggregation, and

conceptual refinement, these codes were organized into 20

preliminary concepts. Further thematic analysis resulted in
five overarching themes that constituted the principal
dimensions of the proposed indigenous strategic talent
management model.

The first theme was strategic orientation of human
capital, comprising strategic disconnection of human
resources, absence of a long-term perspective, misalignment
between individual and organizational goals, and
weaknesses in strategic monitoring. The findings indicated
that short-term decision-making, insufficient forecasting of
future workforce requirements, weak integration of human
resource policies with organizational strategy, and the
absence of systematic strategic indicators impaired the
strategic role of talent management.

The second theme was talent management infrastructure.
It incorporated meritocracy, ambiguity in promotion
processes, weaknesses in talent identification, ineffective
performance appraisal, weaknesses in  knowledge
management, and deficiencies in integrated human resource
systems. Relevant codes included relationship-based
appointments, precedence of seniority over competence,
non-specialized managerial appointments, absence of
objective selection criteria, lack of a talent database, failure
to identify potential and younger talent, formalistic
performance appraisal, insufficient competency indicators,
and inadequate documentation of employee capabilities.

The third theme, talent development and nurturing
system, included weaknesses in development and succession
planning, ineffective training systems, and insufficient
readiness for change. Interviewees emphasized the absence
of systematic succession planning, individualized
development plans, clearly defined career paths, needs-
based training, evaluation of training effectiveness, and
systematic  preparation of employees for future
responsibilities.

The fourth theme was motivation and retention of human
capital. It included weaknesses in motivational systems, risk
of human capital loss, and declining organizational
commitment. identified

Participants inadequate
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differentiation in rewards, insufficient recognition of
superior performance, dissatisfaction with benefits, limited
nonfinancial incentives, job insecurity, turnover among
capable employees, intention to leave, possible migration of
talented personnel, and lack of structured retention programs
as major concerns.

The fifth theme was organizational culture challenges,
incorporating weak psychological safety, limited
participatory culture, managerial instability, and inadequate
supportive leadership and knowledge-sharing conditions.
Participants described organizational mistrust, weak internal
communication, inadequate mechanisms for expressing
concerns, limited teamwork, insufficient participation in
decision-making, fear of criticism, frequent managerial
changes, inconsistency in policies, and inadequate
managerial support.

Analysis of relationships among the themes demonstrated
a hierarchical and systemic structure. Weak strategic
orientation was interpreted as a fundamental condition
contributing to deficiencies in formal talent management
infrastructure. Structural deficiencies subsequently impaired
talent  development processes, while inadequate
development contributed to motivational and retention
difficulties. Organizational culture operated as a contextual
condition that could strengthen or weaken the effectiveness
of all other dimensions. Consequently, the proposed
indigenous model  conceptualized  strategic talent
management as a multidimensional system rather than a set
of isolated human resource practices.

Discussion and Conclusion

The findings indicate that strategic talent management in
a medical university requires simultaneous attention to
strategic direction, organizational infrastructure, employee
development, motivation and retention, and organizational
culture. The identified hierarchical pattern suggests that
weaknesses observed at the employee level may originate
from more fundamental strategic or structural shortcomings.
For example, ineffective training cannot be fully addressed

by increasing the number of courses when training needs are

not connected to competency frameworks, career pathways,
succession plans, and future organizational requirements.

Strategic orientation emerged as the foundation of the
model because talent management depends on an explicit
understanding of the human capabilities required to fulfill
the university’s educational, research, healthcare, and
administrative missions. Without long-term workforce
planning and clear strategic indicators, talent-related
decisions are likely to remain reactive and fragmented.
Establishing formal talent management infrastructure is
therefore necessary to translate strategic priorities into
consistent organizational practices.

The findings also demonstrate that merit-based
identification and advancement are central to the credibility
of a talent management system. Transparent competency
criteria, reliable performance appraisal, documented talent
profiles, and equitable promotion mechanisms can enable
the organization to recognize capable employees and make
defensible developmental and appointment decisions. Such
infrastructure should be connected directly to professional
development and succession planning so that talent
identification produces meaningful opportunities for growth
rather than functioning as a purely classificatory exercise.

Development and succession planning constitute another
essential link in the proposed model. Employees should
receive development opportunities that correspond both to
their capacities and to anticipated institutional needs.
Training must therefore be needs-based, competency-
oriented, evaluated for effectiveness, and connected to
opportunities for applying acquired capabilities. Systematic
succession planning can also reduce vulnerability to
managerial turnover and prevent the loss of organizational
continuity and accumulated experience.

The results further indicate that employee development
alone is insufficient when motivational and retention
conditions are weak. Organizations may invest considerably
in capable personnel but fail to retain them if employees
limited advancement,

perceive recognition,  unfair

inadequate rewards, uncertain career prospects, or
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insufficient managerial support. Retention should thus be
understood as the outcome of a broader employment
experience encompassing justice, recognition, growth,
psychological  security, professional identity, and
meaningful participation.

Organizational culture was identified as the contextual
environment surrounding the entire model. A culture
characterized by mistrust, restricted participation, weak
knowledge sharing, and frequent managerial instability can
undermine even technically well-designed talent systems.
Conversely, psychological safety, participation, continuity,
supportive leadership, and knowledge exchange can
strengthen the implementation of strategic human capital
policies. Culture should therefore not be treated as a
secondary variable but as a condition affecting the

sustainability of the entire talent management architecture.

In  conclusion, the proposed indigenous model
conceptualizes strategic talent management at North
Khorasan University of Medical Sciences and Health
Services as a multidimensional, hierarchical, and systemic
process. Sustainable improvement requires alignment of
human capital institutional

policies  with strategy,

development of  transparent talent  management
infrastructure, systematic talent development and succession
planning, effective motivational and retention mechanisms,
and an organizational culture supportive of trust, learning,
participation, and knowledge sharing. Interventions focused
on a single component are unlikely to produce enduring
outcomes because deficiencies in one dimension can restrict
the functioning of others. An integrated approach across
strategic, structural, developmental, motivational, and
cultural levels is therefore necessary for transforming human

capabilities into sustainable organizational capital.
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