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Abstract

Purpose: The aim of this study is to design an inclusive talent management model in the educational
system of the Islamic Republic of Iran.

Methodology: This research was conducted using a qualitative approach and the thematic analysis
method. Sampling was performed through the snowball technique, and 15 experts in the field of
human resources (including both academic and non-academic professionals) were selected as
participants. The data collection instrument consisted of semi-structured interviews, which
continued until theoretical saturation was achieved. Data were analyzed using thematic analysis.
Findings: The results showed the extraction of four categories: "institutional environment,"
"organizational context of the education system," "inclusive talent management," and "outcomes."
These were further divided into eight organizing themes and 26 basic themes.

Conclusion: By presenting a comprehensive model of inclusive talent management, this study
provides a practical framework for policymakers and managers in the educational system to enhance
the system’s productivity and efficiency through the identification, development, and optimal
utilization of talents. The findings of this research can serve as a guide for improving human resource

management at the national level.
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Detailed Abstract
Introduction

In recent years, the landscape of human resource management has undergone a paradigm shift driven by global dynamics such as cultural
diversity, rapid technological evolution, and the growing demand for ethical and inclusive practices. In this context, inclusive talent
management (ITM) has emerged as a progressive and equity-driven approach that contrasts with exclusive, performance-focused talent
strategies. Unlike conventional models that prioritize a select few high performers, ITM emphasizes the identification, development, and
utilization of potential across the entire workforce regardless of job role, demographic background, or perceived hierarchical value

(Buckingham & Goodall, 2019; Noe et al., 2021).

The educational sector is particularly sensitive to the implications of inclusive talent strategies. Schools and education departments are
not only employers but also play a pivotal role in shaping national identity, economic resilience, and long-term social equity. As such,
educational institutions are uniquely positioned to model and implement talent practices that reflect fairness, inclusiveness, and ethical
engagement (Banks & McGee Banks, 2021; Salehi, 2020). Traditional HR systems in education have often lacked mechanisms for
systematic identification and support of diverse talents among teachers, administrators, and non-academic staff. This has created a

disconnect between potential human capital and its utilization (Ainscow, 2020).

Global research reveals a strong link between inclusive talent management and outcomes such as employee engagement, organizational
commitment, innovation, and institutional credibility (Liu et al., 2021; McKinsey & Company, 2020; Tan, 2024). In particular,
organizations that embrace transparency, equity, and opportunity tend to attract and retain talent more effectively and are perceived as
more trustworthy by stakeholders (Kashani, 2017; Nikoo, 2019). Within education, this alignment is especially crucial due to the

system’s influence over youth development, pedagogical innovation, and social integration.

While numerous studies have been conducted on general talent management (TM) frameworks, few have addressed the cultural and
structural complexity of inclusive TM within public education systems—particularly in non-Western settings. The Iranian educational
system, with its centralized structure, evolving policy landscape, and increasing focus on human capital development, presents a
compelling case for the design of a contextually grounded, inclusive TM model. To fill this knowledge gap, the present study aims to

design a localized, actionable ITM model specifically tailored to the educational system of the Islamic Republic of Iran.

This research adopts a comprehensive qualitative approach to identify core themes, organizing principles, and practical dimensions that
define effective inclusive talent management in this setting. It contributes not only to academic discourse but also offers a strategic
roadmap for policymakers and HR managers to enhance educational effectiveness through systemic and ethical talent practices (Ahmadi,

2018; Collings & Isichei, 2018; Northouse, 2018).
Methods and Materials

This study was conducted using a qualitative research design grounded in thematic analysis methodology. Participants were selected
through snowball sampling and included 15 experts in human resources—comprising both academic scholars and practitioners within the
educational field. Data were collected via semi-structured, in-depth interviews and continued until theoretical saturation was achieved.
Thematic coding followed the six-phase model proposed by Braun and Clarke, incorporating both open and axial coding stages to identify
and consolidate emergent themes. NVivo software was employed to facilitate systematic analysis. Attention was paid to demographic

diversity and professional backgrounds among the participants to ensure data triangulation and conceptual robustness.
Findings

Thematic analysis of the interviews resulted in the identification of four major categories, cight organizing themes, and twenty-six
foundational subthemes. The core categories are: (1) institutional environment, (2) organizational context of education, (3) inclusive

talent management processes, and (4) outcomes.

1. Institutional Environment: This category includes key ethical and structural principles necessary for inclusive HR systems:
fairness and equity, behavioral equality, social justice, and provision of equal opportunities. These foundational elements create

the socio-cultural and legal foundation for any inclusive policy.
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2. Organizational Context of Education: This category covers internal systemic factors such as workforce diversity, job-role
alignment, HR-based business models, competency assessments, strength-based approaches, individual capability within an

inclusive mindset, and performance excellence focus.
3. Inclusive Talent Management Processes: This category is segmented into:

o Talent Attraction: Emphasizing diverse recruitment, meritocracy, and skills utilization across a wide spectrum of

backgrounds .

o Talent Development: Prioritizing equitable access to growth, inclusive participation in training, and transparent

distribution of information.

o Talent Retention: Advocating for a long-term orientation toward employee potential and systematic performance

evaluation.
4. Outcomes: Outcomes are classified into three tiers:
o Individual Outcomes: Better use of innate capabilities and enhanced internal performance.
o Organizational Outcomes: Greater participation, reduced turnover, and improved productivity.
o Social Outcomes: Sustainability and increased public trust.

The culmination of these findings resulted in a conceptual ITM model specific to Iran’s education system, which interlinks institutional

ethics with organizational mechanisms and maps them to measurable outcomes.
Discussion and Conclusion

The study’s findings reaffirm the central premise that inclusive talent management is not merely an ethical ideal but an operational
necessity for educational systems that seek sustainable effectiveness and legitimacy. The emphasis on institutional values—such as fairness
and social justice—demonstrates that successful talent management cannot be separated from the broader cultural and ethical context in
which an organization operates. These values must be deeply embedded in recruitment, promotion, and developmental processes to

achieve full organizational alignment.

Equally important is the study’s focus on the organizational context of education, which highlights the interplay between structure and
culture. An inclusive model of talent management cannot thrive in a rigid, performance-only environment. Instead, it requires a systemic
commitment to equity in training, career path development, and workload distribution. Strength-based HR practices, along with

mechanisms to assess individual potential beyond traditional performance metrics, emerged as key enablers of inclusiveness.

The segmented approach to talent management—covering attraction, development, and retention—provides a practical framework for
institutions to operationalize inclusivity. This layered approach ensures that inclusiveness is not confined to initial hiring decisions but is
maintained throughout the employee lifecycle. Mechanisms such as transparent development pathways, merit-based advancement, and

supportive leadership can help institutionalize inclusivity.

Moreover, the articulation of outcomes in three dimensions—individual, organizational, and societal—underscores the systemic value of
inclusive talent practices. The positive feedback loop between internal organizational culture and external social trust highlights the far-
reaching implications of ITM, especially in public systems like education. When employees feel valued and supported, they contribute

not only to institutional goals but also to social cohesion and public confidence.

This study’s ITM model serves as a strategic blueprint for transforming HR practices in education from exclusive and hierarchical models
to inclusive, participatory frameworks. Such transformation is critical in the context of evolving educational needs, demographic diversity,

and expectations of transparency and fairness in public institutions.

The implications are clear: inclusive talent management is not a supplementary initiative but a foundational strategy for long-term
resilience and innovation in the education sector. By institutionalizing fairness, embracing diversity, and designing developmental systems

that leave no talent behind, educational organizations can better fulfill their mission and contribute meaningfully to national development.
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