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Introduction 

Digital transformation has fundamentally altered the logic through which organizations create value, coordinate work, 

interact with stakeholders, and develop their human capital. The increasing use of artificial intelligence, cloud computing, 

big-data analytics, digital platforms, automation, and integrated information systems has shifted digitalization from a 

primarily technological initiative to an organization-wide strategic transformation. Under these conditions, organizations 

cannot achieve sustainable digital transformation merely by purchasing technologies or redesigning operational processes; 

they must also identify, attract, retain, and develop individuals who possess the competencies required to work effectively 

in digitally intensive environments. Consequently, human resource management has become a central pillar of digital 
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AB ST R ACT  

Digital talent management, as a strategic response to the requirements of digital transformation 

in public-sector organizations, requires a context-specific model grounded in expert experience. 

The present study aimed to identify and explain the dimensions and components of digital talent 

management in the Social Security Organization. Using a qualitative approach and thematic 

analysis, the study collected and analyzed data obtained from 19 semi-structured interviews with 

organizational experts who had managerial experience, familiarity with digital transformation 

concepts, and expertise in human resource management. A systematic coding process was 

conducted using MAXQDA software, and the final research model was developed after the 

themes had been refined and reviewed. The findings resulted in the identification of 177 basic 

themes, 20 organizing themes, and four overarching themes: “digital talent discovery,” “digital 

talent acquisition,” “digital talent retention,” and “digital talent development and training.” Within 

the discovery dimension, components such as the digitalization of the assessment process, the 

institutional architecture of decision-making, the integration of the organizational perspective, 

artificial intelligence, and data standardization were identified. The acquisition dimension 

emphasizes improving the applicant experience, redefining the organization’s relationship with 

the digital labor market, digital regulatory maturity, digital employer branding, and digital talent 

marketing. Within the retention dimension, intelligent monitoring of performance and 

satisfaction, employee experience management, reinforcement of employees’ long-term 

attachment to the organization, human capital sustainability, and a digital reward system were 

identified. Finally, the development and training dimension encompasses digital career paths, 

intelligent learning, digital competency assessment, learning as an organizational capability, and 

institutional readiness for the digital future. This model provides an integrated and context-

specific framework for digitalizing the talent management system in the Social Security 

Organization. 
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transformation, and the availability of digitally capable employees is increasingly viewed as a prerequisite for successful 

organizational change [1-4]. 

Talent management traditionally refers to an integrated set of organizational activities designed to identify strategically 

valuable positions, build a pool of high-potential and high-performing employees, and develop differentiated human resource 

practices to support organizational objectives. Over the past two decades, however, the concept has expanded beyond 

succession planning and the exclusive management of elite employees. Contemporary talent management encompasses 

interconnected processes such as workforce planning, talent identification, recruitment, competency assessment, employee 

engagement, performance management, learning, career development, retention, and succession management. A review of 

the evolution of this field indicates that talent management has gradually moved toward more strategic, inclusive, evidence-

based, and context-sensitive approaches, although ambiguity remains concerning the definition of talent, the scope of talent 

management systems, and the mechanisms through which such systems contribute to organizational performance [5-7]. 

The emergence of the digital economy has created a distinct category of human capital commonly described as digital 

talent. Digital talent includes not only professionals with advanced technical expertise in areas such as software engineering, 

data science, artificial intelligence, cybersecurity, and digital infrastructure, but also employees and managers capable of 

using digital technologies to solve problems, make evidence-based decisions, collaborate across organizational boundaries, 

and redesign services and processes. Digital talent therefore combines technical, analytical, managerial, cognitive, and 

interpersonal competencies. It also involves adaptability, continuous learning, innovation orientation, and the ability to 

operate effectively in environments characterized by rapid technological change. Digital talent management may 

consequently be understood as the systematic and technology-enabled management of individuals whose competencies 

support digital transformation and digitally mediated value creation [8-11]. 

Digital talent management differs from conventional talent management in both its target competencies and its 

managerial infrastructure. In conventional systems, talent decisions may be based on periodic assessments, managerial 

judgments, fragmented personnel records, and relatively stable job descriptions. In digital talent management, these 

activities are increasingly supported by integrated databases, employee analytics, artificial intelligence, online assessments, 

digital learning platforms, automated workflows, and real-time performance information. Digital technologies allow 

organizations to collect and analyze larger volumes of employee and applicant data, recognize patterns that might remain 

undetected through traditional methods, and develop more personalized talent-management interventions. Nevertheless, 

the use of these technologies also requires data standardization, transparent decision rules, algorithmic accountability, 

managerial digital literacy, and institutional safeguards against bias, privacy violations, and excessive technological 

determinism [12-14]. 

Talent discovery constitutes the first major dimension of a digital talent management system. Organizations must be able 

to recognize both visible and latent capabilities among existing employees and external applicants. Conventional 

identification methods frequently depend on supervisors’ observations, paper-based records, interviews, and isolated 

assessments, which may be influenced by subjectivity and may fail to identify talent outside established organizational 

networks. Digital systems can strengthen talent discovery by integrating employment histories, competency profiles, training 

records, performance indicators, assessment results, and career preferences into a coherent analytical framework. Artificial 

intelligence and advanced analytics may further support the prediction of growth potential, identification of skill gaps, and 
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matching of individuals with strategically important roles. However, the effectiveness of such systems depends on the quality, 

comparability, accessibility, and ethical governance of human resource data [12, 14, 15]. 

Digital talent acquisition is equally important because organizations increasingly compete for skilled employees in labor 

markets characterized by occupational mobility, skill shortages, changing applicant expectations, and intensified competition 

between public and private employers. Digital recruitment involves more than posting vacancies online. It includes 

developing a visible digital employer brand, communicating organizational values, using specialized platforms and 

professional networks, creating candidate databases, applying online tests and structured video interviews, personalizing 

applicant communication, and using analytics to evaluate recruitment campaigns. Effective digital acquisition systems can 

expand access to specialized candidates, shorten recruitment cycles, improve person–job matching, and enhance the 

transparency of selection processes. Research on digital recruitment further suggests that technology-enabled talent 

acquisition may contribute to organizational agility and sustainable development when it is aligned with workforce needs and 

long-term capability requirements [16-18]. 

Applicant experience has become a particularly important consideration in digital talent acquisition. Qualified applicants 

increasingly evaluate employers through the accessibility, responsiveness, transparency, and usability of digital recruitment 

systems. Complicated registration procedures, delayed communication, unclear qualification requirements, and a lack of 

feedback may damage the employer’s reputation and discourage suitable applicants from completing the process. In contrast, 

applicant portals, status-tracking dashboards, automated notifications, chatbots, online support services, and clearly 

communicated career opportunities can create a more coherent and equitable recruitment experience. Therefore, digital 

acquisition should be understood as a relational process through which the organization establishes credibility with the labor 

market rather than merely as a technological mechanism for processing applications [2, 16, 17]. 

The retention of digital talent represents another significant organizational challenge. Employees with transferable digital 

competencies often have access to multiple employment opportunities and may be especially sensitive to limited career 

growth, obsolete work practices, inadequate recognition, weak managerial support, and inflexible organizational structures. 

Talent management practices can reduce turnover intentions when they strengthen employee engagement, organizational 

commitment, perceived development opportunities, and the psychological contract between employees and employers. 

Conversely, talent systems that classify employees without providing meaningful support, participation, or recognition may 

create alienation and encourage talented employees to disengage or leave. Therefore, digital talent retention requires more 

than financial incentives; it depends on the quality of the employee experience, fairness of organizational practices, 

developmental opportunities, meaningful work, and sustained communication between employees and the organization [19-

22]. 

Digital technologies can support retention by enabling continuous monitoring of employee satisfaction, engagement, 

performance, learning, and career progression. Analytical dashboards may help managers identify declining satisfaction, 

emerging performance problems, insufficient utilization of employee capabilities, and potential turnover risks before they 

become irreversible. Digital feedback systems, internal service portals, employee suggestion platforms, and transparent 

career dashboards may also improve the employee experience by increasing accessibility, responsiveness, and participation. 

However, monitoring must be implemented carefully because excessive surveillance can weaken trust and psychological 
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safety. Digital retention systems should therefore be designed as mechanisms for support, development, and organizational 

responsiveness rather than merely as instruments of control [13, 19, 22]. 

Talent development and training form the fourth essential dimension of digital talent management. Because digital 

competencies become outdated rapidly, organizations must move from episodic training toward continuous, personalized, 

and work-integrated learning. Digital learning platforms can provide employees with flexible access to specialized courses, 

virtual communities, organizational knowledge repositories, online assessments, and recommendation systems that suggest 

learning content based on job requirements and competency gaps. Such systems can also create digital records of individual 

development, allowing employees and managers to monitor skill progression and plan career pathways. Training and 

development become strategically effective when learning opportunities are aligned with organizational priorities, actual job 

requirements, and employees’ developmental needs [23-25]. 

The contribution of digital talent development extends beyond individual skill acquisition. When employee learning is 

integrated with work platforms, knowledge-sharing systems, and collaborative digital environments, learning becomes an 

organizational capability. Employees can document successful practices, share experiential knowledge, reuse digital content, 

and collectively develop solutions to emerging problems. This capability is particularly important in uncertain environments, 

where organizations must continuously reconfigure competencies and respond rapidly to technological and institutional 

changes. The interaction of digital technologies, talent management, and employee engagement can improve operational 

effectiveness, provided that these elements are implemented as mutually reinforcing components of the organizational 

system rather than as isolated initiatives [13, 23, 26]. 

A strategic skills-matching perspective is also central to digital talent management. In rapidly changing organizations, the 

value of talent depends not only on the possession of individual competencies but also on the organization’s ability to deploy 

those competencies in positions where they can contribute to strategic priorities. Digital competency profiles, job 

architectures, and analytical matching systems can improve the alignment among employee capabilities, occupational 

requirements, and future workforce needs. Such alignment strengthens strategic agility by allowing organizations to identify 

critical skills, redeploy talent, and prepare succession pipelines more effectively. It also reduces the risk of simultaneously 

experiencing talent shortages in some units and underutilized capabilities in others [7, 27]. 

Contemporary talent management is increasingly expected to reflect broader principles of responsibility, sustainability, 

inclusion, and organizational legitimacy. Responsible talent management requires decision-making processes that consider 

not only performance outcomes but also fairness, employee rights, stakeholder expectations, and the long-term 

consequences of managerial practices. The integration of corporate social responsibility with talent practices can strengthen 

the social and ethical foundations of employment relationships. Similarly, green talent management illustrates how talent 

systems can align employee competencies and engagement with sustainability objectives. From this perspective, digital talent 

management should not be reduced to maximizing workforce efficiency; it should also promote transparent decisions, 

equitable access to development opportunities, responsible data use, and sustainable human capital development [28-31]. 

The need for a context-sensitive approach is especially important in public-sector and quasi-public organizations. Such 

organizations often operate within formal regulatory frameworks, centralized decision structures, complex stakeholder 

environments, and relatively rigid employment systems. Talent-management decisions may be influenced by administrative 

regulations, public accountability requirements, geographical dispersion, occupational diversity, and the need to maintain 
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procedural justice. Accordingly, models developed for private technology firms may not be directly transferable to large 

public-service organizations. Studies conducted in Iranian organizations have demonstrated that talent-management 

components and priorities vary according to organizational mission, institutional structure, managerial culture, and sector-

specific workforce requirements [15, 27, 32]. 

The Social Security Organization represents a particularly important setting for examining digital talent management. As 

a large service-oriented institution with extensive administrative, insurance-related, and healthcare responsibilities, it relies 

on a geographically distributed workforce operating across headquarters, branches, and medical centers. The scale and 

diversity of its operations create substantial requirements for integrated human resource information, standardized 

competency frameworks, coordinated talent decisions, managerial succession, specialized recruitment, and continuous 

employee development. Previous studies in this organization have examined the current status of employee talent 

management and proposed models emphasizing managerial technical, human, and conceptual capabilities. These studies 

have provided valuable foundations for understanding talent-management requirements in the organization but have 

primarily addressed talent management from a general rather than explicitly digital perspective [33, 34]. 

The digitalization of talent management cannot be achieved simply by converting existing paper-based procedures into 

electronic formats. It requires the redesign of decision-making processes, data structures, employee interactions, learning 

systems, and institutional responsibilities. The extent to which organizations can digitalize talent management may also vary 

according to their size, technological maturity, resource availability, and integration capabilities. Large organizations may 

possess greater resources for implementing sophisticated platforms, yet their structural complexity, legacy systems, and 

fragmented databases can create substantial barriers. Broader research on organizational digitalization similarly indicates 

that digital maturity depends on the alignment of technological infrastructure with organizational processes, capabilities, and 

strategic intent [18, 35]. 

Although the literature has increasingly addressed digital transformation, electronic human resource management, 

artificial intelligence, talent acquisition, employee analytics, and digital learning, these streams remain partially fragmented. 

Some studies emphasize technological tools, whereas others focus on traditional talent-management outcomes such as 

performance, commitment, and retention. Research has also concentrated heavily on banking, technology, manufacturing, 

education, startups, and private-sector organizations. As a result, there remains limited understanding of how the full digital 

talent-management cycle—from talent discovery and acquisition to retention and development—should be configured 

within a large public-service institution. Industry 4.0 research reinforces the need to examine talent management 

qualitatively because organizational actors may interpret and implement digital practices differently according to their 

operational context, managerial assumptions, and institutional constraints [6, 10, 11]. 

A further research gap concerns the experiential knowledge of organizational experts. Digital talent-management models 

developed primarily from theoretical frameworks may overlook practical barriers such as inconsistent data definitions, 

limited integration among systems, branch–headquarters coordination problems, regulatory restrictions, managerial 

resistance, and uneven digital readiness. Qualitative inquiry can reveal how experts interpret these challenges and which 

components they consider essential for an implementable organizational model. Thematic analysis is particularly suitable for 

identifying recurring patterns across professional experiences and organizing them into a coherent framework that reflects 



Future of Work and Digital Management Journal 5:3 (2027) 1-21 

6 

 

the specific institutional setting. Such a framework can support policy development, system design, resource allocation, 

managerial accountability, and the phased implementation of digital talent practices. 

Accordingly, the present study aimed to identify and explain the dimensions and components of digital talent management 

in the Social Security Organization. 

Methodology 

This section explains the qualitative research methodology employed to identify and elucidate the dimensions and 

components of digital talent management in the Social Security Organization. Drawing on a qualitative approach and thematic 

analysis, the study examined experts’ experiences and perceptions to provide a rich, context-sensitive, and holistic 

understanding of the phenomenon under investigation. This research strategy was selected because of the exploratory nature 

of the research problem and the need to extract meaningful patterns from textual data. The study population consisted of 

experts and specialists from the Social Security Organization who possessed sufficient knowledge and experience in the two 

areas of human resource management and digital transformation. To ensure the participation of qualified individuals, the 

inclusion criteria were defined collectively as follows: holding at least a master’s degree, having more than 10 years of work 

experience, having at least five years of experience in managerial positions, and possessing theoretical and practical 

familiarity with talent management concepts and the requirements of the digital era. Based on these criteria, a nonprobability 

purposive sampling process was initiated. Subsequently, the snowball sampling method was employed, through which 

additional participants were identified and recruited based on referrals from the initial participants. The sample size was not 

determined in advance, and data collection continued until theoretical saturation was achieved; that is, until new data no 

longer contributed any additional themes or conceptual categories to the findings. Accordingly, a total of 19 in-depth 

interviews were conducted with experts from different organizational levels and with diverse occupational and educational 

backgrounds, resulting in data saturation. Semi-structured interviews were used to collect the data. This method provides 

the flexibility required to explore the underlying layers of participants’ experiences while maintaining thematic consistency 

through the use of an interview guide. The interview guide was developed based on a review of the research literature and 

the main research questions. It covered four principal areas: digital talent discovery, digital talent acquisition, digital talent 

retention, and digital talent development and training. Follow-up and probing questions were also used during the interviews 

to increase the depth of the information obtained. All interviews were audio-recorded after obtaining the participants’ 

informed consent, and the audio files were transcribed immediately after each interview session. Depending on the 

participants’ willingness and experience, each interview lasted between 45 and 90 minutes. Before the interviews were 

conducted, the ethical principles of the research, including confidentiality of information, anonymization of participants’ 

identities, and the right to withdraw from participation, were fully explained to and ensured for all participants. Data were 

analyzed using the six-phase thematic analysis method proposed by Braun and Clarke (2006). In the first phase, familiarization 

with the data, the interview transcripts were read and reread several times to enable the researcher to become deeply 

immersed in the concepts and to record preliminary ideas. In the second phase, generating initial codes, MAXQDA Version 

11 was used to systematically code meaningful segments of the data, resulting in the extraction of 177 descriptive codes. The 

third phase, searching for themes, involved combining similar codes and abstracting them into potential themes. In the fourth 

phase, reviewing themes, the identified themes were compared with the initial codes and the complete dataset at two levels 
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and were subsequently refined to achieve sufficient internal coherence and external distinctiveness. The fifth phase, defining 

and naming themes, involved determining the nature, scope, and distinctive characteristics of each theme and assigning 

precise labels to them. Finally, in the sixth phase, producing the report, the thematic network was developed, and the findings 

were formulated and narrated in terms of four overarching themes—digital talent discovery, digital talent acquisition, digital 

talent retention, and digital talent development and training—20 organizing themes, and 177 basic themes. To ensure the 

accuracy and rigor of the findings, the four criteria of credibility, transferability, dependability, and confirmability were 

applied. To enhance credibility, the findings were presented to several participants and confirmed by them; face validity was 

also assessed and confirmed by 10 experts. Transferability was promoted by selecting participants from different professional 

and managerial areas and providing rich descriptions of the study context. To enhance dependability, a second coder familiar 

with thematic analysis independently coded three randomly selected interviews. The intercoder agreement rate was 

calculated at 87%, exceeding the acceptable threshold of 60% and indicating adequate reliability of the analytical process. 

Moreover, the step-by-step documentation of the research process and the provision of an audit trail for external reviewers 

ensured the confirmability of the findings. 

Findings and Results 

Once the researcher had developed a satisfactory thematic map of the codes and obtained an appropriate set of principal 

themes, the study proceeded to the stage in which the main themes, or overarching themes, of the research topic and their 

respective subsets, namely the subthemes or organizing themes, were explained and reported. 

Table 1 

Basic, Organizing, and Overarching Themes 

Organizing Theme Basic Theme Interview Excerpt 

Digitalization of the Assessment and 
Selection Process 

Integrated applicant recruitment and 
registration system 

“With the launch of the new system, applicants no longer need to attend 
in person, and the process has become much faster.” 

“In the digitalized system, applicants’ information is recorded centrally.” 

“Human error is minimized in the digital system.” 

 Digital recording of applicants’ assessment 
histories 

“All stages of applicant assessment are recorded in the system, making it 
possible to retrieve and review them later.” 

 Reduced dependence on in-person 
assessments 

“With the digitalization of the process, dependence on face-to-face 
sessions has decreased, and the process has become more standardized.” 

 System-based comparison of applicants “The system makes it possible to compare applicants based on identical 
criteria.” 

 Increased speed of initial applicant screening “Initial screening is conducted systematically, and the workload of experts 
has been substantially reduced.” 

 Reduced subjectivity in initial selection “When data are recorded in the system, the influence of personal 
opinions is reduced.” 

 Possibility of reviewing and continuously 
improving the selection process 

“The information stored in the system helps improve the selection process 
over time.” 

 Management reporting capabilities for the 
selection process 

“Managers can obtain reports showing the status of the selection process 
at each stage.” 

 Simultaneous access of different units to 
assessment information 

“Headquarters units and branches have equal access to assessment 
information.” 

 Online specialized examinations “Online examinations help assess applicants’ specialized skills more 
rapidly.” 

“Through online examinations, branches can apply a uniform assessment 
criterion.” 

 Structured video interviews “Video interviews make it possible to observe applicants’ behavior and 
communication skills, and applicants no longer need to travel to Tehran.” 

Institutional Architecture for Talent-Related 
Decision-Making 

Institutionalization of decision-making based 
on digital data 

“Decisions concerning talent discovery are made based on data extracted 
from human resource systems.” 

“Analytical dashboards have helped make decisions in this area 
transparent and traceable.” 
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 Definition of decision-making levels in digital 
systems 

“The system specifies who is authorized to make talent-related decisions 
at each level.” 

 System-based support for multilevel 
organizational decisions 

“Decisions from branches to headquarters are made within a digital 
framework.” 

 Traceability of the rationale underlying 
managerial decisions 

“It is subsequently possible to determine which data formed the basis of a 
decision.” 

 Increased managerial accountability in the 
talent discovery process 

“When decisions are recorded, managers act more accountably.” 

 Alignment of individual decisions with the 
organization’s macro-level policies 

“The system prevents decisions from being made outside the 
organization’s overarching policies.” 

 Reduction of fragmented decision-making 
across branches 

“Decisions are no longer limited to a single branch and are made from an 
organization-wide perspective.” 

 Possibility of analyzing decision-making 
patterns throughout the organization 

“It is possible to analyze which decisions managers have made under 
different circumstances.” 

 Strengthened trust in talent discovery 
decisions 

“When the process is transparent, employees have greater trust in the 
decisions.” 

 Digital support for managerial decision-
making 

“Digital tools have played an important role in reducing subjectivity in 
talent discovery decisions.” 

“Managers make more reliable decisions based on system-generated 
reports.” 

Integration of the Organizational 
Perspective on Human Capital 

Consolidation of human capital data on digital 
platforms 

“Employee information has become accessible through integrated 
systems.” 

“This integration has created a more accurate organization-wide picture.” 

 Development of a common organizational 
language regarding talent 

“Units use a shared vocabulary when discussing talent.” 

 Possibility of organization-wide human capital 
analysis 

“The organization can examine the status of talent on a macro scale.” 

 Alignment of headquarters and branch 
perspectives on talent identification 

“Headquarters and branches have developed a shared understanding of 
talent discovery.” 

 Equal managerial access to talent information “All managers have access to the same information.” 

 Digital support for human resource planning “Workforce planning is conducted based on actual data.” 

 Increased organizational coherence in talent 
management 

“The integration of information has increased coherence in decision-
making.” 

 Digital connectivity between headquarters 
and branches 

“Digital platforms have reduced the distance between headquarters and 
branches.” 

“Branches feel that they are recognized within the talent identification 
system.” 

Use of Artificial Intelligence for Talent 
Identification 

Analysis of employees’ occupational and 
performance records 

“By rapidly and accurately analyzing employee information, artificial 
intelligence helps identify employees with managerial potential and 
uncover hidden talent in branches.” 

 Ranking applicants based on branch 
requirements 

“Artificial intelligence–based rankings indicate which applicant is most 
suitable for each branch.” 

“Ranking employees through artificial intelligence makes decision-making 
faster and more accurate.” 

 Matching applicants with specialized 
occupations 

“Using artificial intelligence, applicants with technical skills are directed to 
the relevant unit, reducing errors in the recruitment of specialized 
personnel.” 

 AI-based analysis of employees’ performance 
patterns 

“Artificial intelligence identifies patterns that cannot be detected 
manually.” 

 Prediction of employees’ growth potential “The system can predict individuals’ potential for growth.” 

 Identification of overlooked talent in 
branches 

“Some previously overlooked talents were identified through intelligent 
analysis.” 

 Prioritization of talent based on actual 
organizational needs 

“Artificial intelligence helps determine which types of talent should be 
prioritized.” 

 Reduction of human error in capability 
analysis 

“Systematic analysis minimizes human error.” 

 Support for forward-looking decision-making “Decisions are not limited to current needs; they also incorporate a 
future-oriented perspective.” 

 Increased accuracy of person–job fit “Intelligent analysis has improved the accuracy of person–job matching.” 

 Strengthened analytical orientation of 
managers toward talent 

“With the help of artificial intelligence, managers have learned to rely 
more on data than on assumptions.” 

Standardization of Human Resource Data Database of internal and external 
organizational talent 

“An organizational talent database makes the assessment of applicants 
faster and more accurate.” 

“Standardized information on both internal and external talent is useful 
for managerial decisions.” 

 Definition of uniform data formats 
throughout the organization 

“All units record information using a standardized format.” 

 Comparability of information across different 
branches 

“Data from different branches have become comparable.” 
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 Improved quality of decision-support data “The quality of data used for managerial decision-making has improved.” 

 Reduced duplication in information 
registration 

“Information is recorded once and subsequently used by all units.” 

 Support for advanced human resource 
analytics 

“Advanced analytics are impossible without standardized data.” 

 Facilitation of data exchange among 
organizational systems 

“The systems can communicate with one another more easily.” 

 Increased managerial trust in human resource 
data 

“Managers have greater confidence in the data.” 

 Establishment of a data infrastructure for 
digital HR transformation 

“This standardization is the foundation of digital transformation in human 
resources.” 

 Definition of competencies and skills for each 
occupational category 

“Defining competencies helps identify suitable individuals for each unit.” 

“Employees’ training needs are identified by defining the skills required 
for each occupational category.” 

 Integration of data from branches, medical 
centers, and headquarters 

“Data integration increases coordination between branches and 
headquarters.” 

“Centralized information from branches, medical centers, and 
headquarters enables faster managerial decision-making.” 

Improvement of the Applicant Experience in 
the Digital Process 

Applicant status-tracking dashboard “Through online employment-status tracking, applicants always know the 
stage reached by their application, and the need for in-person visits is 
reduced.” 

 Online responses through chatbots “The chatbot immediately answers applicants’ questions and helps reduce 
calls to the recruitment unit.” 

 Transparency of qualification requirements 
and recruitment stages 

“By publishing the requirements for each position online, applicants 
understand which documents they need and the specific conditions 
associated with each position.” 

 Automated notification of applicants 
regarding recruitment stages 

“Applicants are informed of each stage through text messages and email.” 

 Reduction of in-person visits to the 
recruitment unit 

“Many procedures are completed online, and in-person visits have been 
minimized.” 

 Direct interaction with applicants through the 
digital system 

“Applicants can directly submit their questions through the system and 
receive responses.” 

 Personalization of the recruitment pathway 
for each applicant 

“Based on each person’s background and skills, the recruitment pathway 
is differentiated and optimized.” 

 Display of interview and examination status 
on the dashboard 

“The online dashboard shows applicants their current status and the 
stages that remain.” 

 Possibility of providing online feedback 
regarding the recruitment process 

“Applicants can record their experiences, which we use to improve the 
process.” 

 Digital reporting of applicants’ problems “The recorded data make it possible to analyze and rapidly resolve 
applicants’ problems.” 

 Complete transparency regarding the 
documents and requirements of each position 

“All required documents and conditions are digitally accessible to 
applicants.” 

Redefining the Organization’s Relationship 
with the Labor Market Through Digital 
Platforms 

Active organizational presence in digital 
recruitment ecosystems 

“The organization interacts with applicants through digital platforms.” 

“This digital presence presents a more up-to-date image of the 
organization.” 

 Creation of digital channels for university 
recruitment 

“Through online university campaigns, graduates become familiar with the 
organization.” 

 Direct communication with applicants 
through portals 

“Applicants can communicate directly with the recruitment unit.” 

 Publication of job advertisements on 
reputable online platforms 

“Vacancies are published on specialized websites, providing broad 
access.” 

 Creation of a transparent image of career 
opportunities and development pathways 

“Career paths and benefits are displayed online, making decision-making 
easier.” 

 Strengthened perception of the organization 
as innovative and modern 

“Applicants understand that the organization uses technology to improve 
its processes.” 

 Interaction with professional networks and 
associations for talent acquisition 

“Through specialized digital networks, more professionals establish 
contact with the organization.” 

 Digital communication of the organization’s 
identity and mission 

“The digital environment has helped communicate the organization’s 
social mission more effectively.” 

“Applicants develop a more accurate understanding of the organization’s 
values.” 

Digital Regulatory Maturity in the 
Recruitment Process 

Digital standardization of recruitment rules “Recruitment rules are transparently defined within the systems.” 

“All applicants encounter a uniform and clearly specified process.” 

 Integrated monitoring and control of 
processes 

“Processes from headquarters to branches are digitally monitored.” 

 Automated alerts for regulatory violations “When an error occurs in the process, the system notifies the manager.” 

 Periodic reporting for process improvement “Automated reports enable managers to improve the processes.” 

 Facilitation of decision-making based on 
digital data 

“Decisions are based on data and indicators rather than speculation.” 
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 Coordination among units throughout all 
recruitment stages 

“Different units are connected to one another through the digital system.” 

 Increased managerial accountability toward 
applicants 

“Managers must be accountable for every decision recorded in the 
system.” 

 Creation of traceable digital documentation 
for the recruitment process 

“All recruitment stages are recorded in the system and can be reviewed.” 

 Increased trust through system-level 
transparency 

“The digitalization of the process has strengthened perceptions of fairness 
and trust.” 

“Applicants are able to track the stages of the process.” 

Digital Employer Branding Introduction of the organization as an 
innovative employer 

“When the organization is introduced through its portal and professional 
networks, applicants develop a more favorable understanding of the work 
environment.” 

 Publication of career development pathways 
and employee success stories 

“Publishing employee success stories on internal and external websites 
can increase applicants’ motivation and trust.” 

 Presentation of career opportunities and 
benefits 

“Providing digital access to opportunities and benefits enables applicants 
to make faster and more accurate decisions.” 

 Presentation of organizational projects and 
achievements on portals 

“Applicants become interested when they see the organization’s 
successful projects.” 

 Introduction of successful employees through 
digital networks 

“Employee success stories are published online and serve as a source of 
inspiration.” 

 Development of engaging digital content for 
applicants 

“Transparent and visual information helps applicants understand the 
organization more effectively.” 

 Online presentation of employment 
opportunities and benefits 

“Applicants can easily view the available opportunities and benefits.” 

 Use of video and interactive content to 
introduce the organization 

“Videos introducing the organizational culture and branches attract 
applicants.” 

 Online applicant support through specialized 
social networks 

“Applicants’ questions are answered more rapidly and consistently 
through professional networks.” 

 Creation of a distinctive and up-to-date 
applicant experience 

“The digital process has created a modern and positive applicant 
experience.” 

 Strengthening the organization’s image as an 
innovative and digital employer 

“Applicants perceive the organization as modern and technology-
oriented.” 

Digital Talent Marketing Analysis of the specialized requirements of 
branches and departments 

“Data analysis indicates which skills are required by particular branches.” 

“Analyzing the requirements of each branch also facilitates the 
recruitment of suitable personnel.” 

 Interaction with young professionals through 
specialized social networks 

“Direct communication with graduates is established through specialized 
networks.” 

 Monitoring and optimization of recruitment 
campaigns 

“By analyzing campaign outcomes, subsequent stages can be improved.” 

 Strengthening the organization’s presence in 
the digital labor market 

“The organization becomes more visible and attracts talent.” 

 Provision of engaging content to attract 
specialized personnel 

“Engaging and useful content familiarizes applicants with the 
organization.” 

 Development of a database of potential 
talent 

“Applicants’ information is stored and used to meet future requirements.” 

 University recruitment campaigns “University campaigns attract young professionals.” 

“Direct communication with graduates should be strengthened through 
campaigns.” 

 Publication of advertisements on reputable 
platforms 

“Publishing job advertisements on reputable employment websites 
increases access to specialized candidates.” 

Intelligent Monitoring of Performance and 
Satisfaction 

Employee performance dashboard and 
turnover data analysis 

“Establishing a performance dashboard enables rapid assessment of 
branch performance and faster implementation of corrective decisions.” 

“A system can predict the probability of employee turnover and help the 
organization take preventive action.” 

 Analytical reports for preventive action “System-generated reports make it possible to take corrective action 
before a problem occurs.” 

 Comparison of branch and unit performance 
throughout the organization 

“The performance of branches and units is compared, and their strengths 
and weaknesses are identified.” 

 Identification of changes in employee 
satisfaction over time 

“It is possible to observe how employee satisfaction changes over several 
months.” 

 Support for data-driven managerial decisions “Managers make decisions based on accurate data.” 

 Increased transparency of assessment and 
retention processes 

“Employees can see the criteria on which assessments are based.” 

 Online job satisfaction surveys “Online surveys indicate employees’ level of satisfaction.” 

“Online surveys make it possible to identify problems before employees 
leave the organization.” 

Employee Experience Management Digital 360-degree feedback and internal 
support system 

“If employees receive 360-degree feedback, the assessment process 
becomes more transparent and accurate.” 

“Through 360-degree feedback, employees can view one another’s 
opinions and develop professionally.” 
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“Establishing an internal support system enables rapid internal question-
and-answer interactions and facilitates the tracking of employee 
problems.” 

 Establishment of a digital internal support 
system 

“Employees can register and track their questions and requests online.” 

 Recording employees’ experiences and 
suggestions in the system 

“Employees can record their ideas and suggestions.” 

 Creation of a transparent promotion and 
career advancement pathway 

“The promotion pathway is specified in the system, and employees know 
which actions are required.” 

 Monitoring employees’ interactions with 
digital systems 

“Employees’ use of the systems is monitored to determine their training 
needs.” 

 Strengthening employee participation and 
motivation through digital tools 

“The ability to record and view contributions has increased motivation.” 

 Rapid tracking of problems and requests 
through digital tools 

“When a problem is registered online, the relevant unit responds more 
rapidly.” 

 Digital administrative and welfare services “If administrative processes are digitalized, the time required to handle 
administrative and welfare requests will be reduced.” 

“Administrative and welfare processes have been moved online, and 
requests are handled more rapidly.” 

Reinforcement of Employees’ Long-Term 
Attachment to the Organization Through 
Digital Tools 

Strengthening organizational belonging 
through digital communication 

“Digital platforms have made communication between employees and the 
organization continuous.” 

“This communication has strengthened employees’ sense of belonging.” 

 Alignment of individual and organizational 
objectives through digital data 

“Employees can view their developmental status in the systems.” 

“This transparency has resulted in greater alignment.” 

 Continuous communication between 
employees and the organization through 
digital systems 

“Employees maintain continuous communication with headquarters and 
branches through digital platforms.” 

 Digital support for long-term career paths “Employees’ career paths are specified in the system and can be planned.” 

 Identification of key talent for retention “The system helps us identify and retain employees with high potential.” 

 Digital motivational programs for talented 
employees 

“Incentives and rewards are provided digitally, thereby increasing 
motivation.” 

 Possibility of recording and tracking individual 
development in the system 

“Employees can track the development of their skills and competencies 
online.” 

 Digital communication of development and 
growth opportunities 

“All educational and career opportunities are communicated to 
employees through the system.” 

Human Capital Sustainability Through Digital 
Monitoring 

Continuous monitoring of employee status 
through digital systems 

“Behavioral and performance information is continuously monitored.” 

“This monitoring supports proactive decision-making.” 

 Digital support for career pathways “Individuals’ career paths can be viewed and planned through the 
systems.” 

“The organization plays a more active role in guiding employees’ career 
paths.” 

 Support for long-term workforce planning “The monitored information helps managers plan for the future.” 

 Provision of alerts concerning employees’ 
urgent needs 

“When an urgent need arises, the system issues an alert so that action can 
be taken.” 

 Identification of factors affecting employee 
retention 

“Data analysis identifies the most important factors contributing to 
employee retention.” 

 Generation of periodic reports to improve 
workforce sustainability 

“Continuous reports indicate which actions should be taken.” 

 Increased predictive and managerial decision-
making capabilities 

“Managers can predict which employees require support.” 

 Improved interdepartmental coordination for 
talent retention 

“Data help ensure that retention decisions are coordinated across all 
branches.” 

Digital Reward System Automated calculation of performance scores “Automatically calculating employees’ scores increases transparency and 
fairness in reward allocation.” 

 Provision of rewards and incentives through 
digital wallets 

“Digitalizing rewards and incentives increases employee motivation.” 

“Employees manage their points online through a digital wallet.” 

“Using a digital wallet system is convenient and transparent.” 

 Transparency of the reward allocation 
process 

“All calculations and criteria are specified in the system and can be 
monitored.” 

 Alignment of rewards with employees’ actual 
performance 

“Rewards are allocated precisely on the basis of performance recorded in 
the system.” 

 Creation of motivation and healthy 
competition among employees 

“Displaying scores online creates motivation and healthy competition.” 

 Digital management of different types of 
rewards and incentives 

“All types of rewards can be managed through the system.” 

 Tracking employees’ use of incentives “Employees can see how incentives are used and can plan accordingly.” 

 Creation of a reward and promotion database 
for future analyses 

“All reward-related information is stored in the system and used for future 
analyses.” 
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Digital Career Path and Individual 
Development 

Development of a career growth roadmap “A career growth roadmap helps clarify employees’ career paths.” 

“By developing a career growth roadmap, positions can be aligned with 
employees’ skills.” 

 Creation of employees’ digital individual 
development records 

“A digital record makes it possible to view each employee’s 
developmental history in a centralized manner.” 

 Provision of digital career-path feedback to 
employees 

“Employees can view their current status and the next stages of their 
development.” 

 Management reporting on employees’ 
development pathways 

“Managers can view the developmental status of all employees at a 
glance.” 

 Support for personalized training planning “Based on the digital record, courses are planned in accordance with each 
individual’s needs.” 

 Alignment of career paths with the 
organization’s overarching objectives 

“Career paths are aligned with the organization’s overarching objectives 
and can be tracked through the system.” 

 Tracking skill development “Systems that record and report employees’ skill development help 
managers assign appropriate training courses.” 

 Matching positions with individual capabilities “When each position is aligned with employees’ capabilities, branch 
productivity increases.” 

Intelligent and Technology-Enabled Learning Specialized online courses for branches and 
headquarters units 

“By offering specialized online courses, employees in other cities can 
easily participate, reducing the need for in-person training.” 

 Provision of personalized courses “Courses should be tailored to each individual’s occupation and needs.” 

“By providing personalized specialized courses, employees can select their 
own learning pathways.” 

 Course recommendation system “A recommendation system suggests the most appropriate course for 
each individual.” 

“Establishing a recommendation system can help employees acquire 
essential skills more rapidly.” 

 Recording employees’ learning activities and 
interactions in the system 

“All digital educational activities are recorded and can be tracked.” 

 Online assessment of course effectiveness “Online examinations show which skills each individual has acquired.” 

 Tracking the use of digital learning resources “It is possible to determine the extent to which educational content has 
been used.” 

 Development of a digital organizational 
learning-content repository 

“All learning experiences are recorded in the system and are accessible to 
other employees.” 

 Alignment of training with digital talent 
development objectives 

“All courses are aligned with the objective of enhancing digital 
competencies.” 

Digital Competency Assessment Online competency examinations “Online examinations demonstrate employees’ actual capabilities.” 

“Online assessments of individual competencies make it possible to 
compare employees across different branches.” 

 Measurement of skill gaps “Establishing a skill-gap system helps managers develop targeted training 
programs.” 

 Online reporting of competency development “Managers can track skill development online.” 

 Development of standardized competency 
assessment criteria 

“All employees are assessed using the same criteria.” 

 Comparison of competencies across different 
branches 

“The examinations facilitate comparisons among branches and units.” 

 Continuous monitoring of skill gaps through 
digital tools 

“Skill gaps are continuously monitored, and training needs are identified.” 

 Increased transparency of competency 
assessments 

“Employees know which criteria are used to assess them.” 

 Alignment of training with the actual 
requirements of positions 

“Aligning training with employees’ job requirements optimizes the time 
and resources allocated to training.” 

Learning as an Organizational Digital 
Capability 

Integration of learning with digital work 
platforms 

“Training occurs through digital work systems.” 

“Learning is not separate from the work environment.” 

 Creation and sharing of knowledge through 
digital platforms 

“Internal experiences are recorded and shared through the systems.” 

“Organizational knowledge is accumulated digitally.” 

 Recording successful experiences in the 
system 

“Successful cases and employees’ learning experiences are documented 
and made accessible.” 

 Support for digital collaboration and group 
learning 

“Employees can participate in online group learning and share their 
knowledge.” 

 Production of reusable digital learning 
content 

“The content produced remains accessible for future use.” 

 Strengthening organizational learning 
capabilities through digital platforms 

“By recording and sharing knowledge, the organization has enhanced its 
learning capability.” 

 Tracking the use of digital learning “Managers can determine the extent to which employees have used 
online courses.” 

 Alignment of digital learning with the 
organization’s strategic objectives 

“All learning activities are aligned with the organization’s strategic 
objectives.” 

Institutional Readiness for the Digital Future Development of digital and future-oriented 
skills 

“Training has become increasingly focused on digital skills.” 
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“The organization has become better prepared for future 
transformations.” 

 Identification of future skill requirements at 
branches and headquarters 

“Data analysis is used to predict the skills that will be required in the 
future.” 

 Long-term digital-based training planning “Training is planned on the basis of foresight and organizational 
requirements.” 

 Tracking employees’ digital skill development “Employees can view their digital skills in the system.” 

 Alignment of individual learning with 
organizational objectives 

“Learning is connected to organizational objectives, and employees have a 
transparent pathway.” 

 Strengthening a culture of innovation and 
digital learning 

“The culture of digital learning has been strengthened in the organization, 
and employees participate more actively.” 

 Development of organizational flexibility in 
responding to future transformations 

“Digital learning has made the organization more flexible and better 
prepared for future transformations.” 

 Increased organizational resilience through 
digital learning 

“Digital learning has increased the speed of adaptation to change.” 

“This has become a strategic advantage.” 

 

Following the examination and analysis of the research data, the principal and subsidiary themes became apparent to the 

researcher. As presented in the table above, the findings comprised four overarching themes, 20 organizing themes, and 177 

basic themes. These themes are analyzed and discussed in detail in the following sections. 

Figure 1 

Thematic Network of the Interviews 

 

Discussion and Conclusion 

The present study aimed to identify and explain the dimensions and components of digital talent management in the 

Social Security Organization. The qualitative analysis of 19 expert interviews resulted in the extraction of 177 basic themes, 

20 organizing themes, and four overarching themes: digital talent discovery, digital talent acquisition, digital talent retention, 

and digital talent development and training. Taken together, these findings indicate that digital talent management is not 

limited to the automation of conventional human resource procedures. Rather, it represents an integrated organizational 
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system in which digital technologies, human resource data, managerial decision-making, employee experience, competency 

development, and institutional readiness interact throughout the talent management cycle. This interpretation is consistent 

with studies that conceptualize digital talent management as a strategic response to digital transformation rather than as a 

collection of isolated electronic human resource practices [1, 3, 4]. The results also support the argument that contemporary 

talent management must be designed as a context-dependent and interconnected system covering the identification, 

acquisition, utilization, retention, and development of strategically important human capital [5, 6]. 

The first overarching theme was digital talent discovery, which consisted of the digitalization of assessment and selection 

processes, the institutional architecture of talent-related decision-making, the integration of the organizational perspective 

on human capital, the use of artificial intelligence for talent identification, and the standardization of human resource data. 

These findings demonstrate that effective talent discovery depends on the organization’s capacity to transform fragmented 

personnel information into standardized and analyzable data. The participants emphasized integrated applicant-registration 

systems, digital records of assessments, online examinations, structured video interviews, and system-based comparisons 

among applicants. Such mechanisms can reduce dependence on in-person procedures, improve the speed of initial screening, 

and limit the influence of subjective managerial judgments. This finding is consistent with research showing that digital 

assessment tools and psychological tests can increase the comparability, traceability, and consistency of talent identification 

processes [14]. It also corresponds with evidence that electronic human resource management and artificial intelligence can 

strengthen talent-related decisions through systematic data analysis and more accurate competency matching [12]. 

The identification of artificial intelligence as a central component of digital talent discovery is particularly significant. 

According to the findings, artificial intelligence can analyze occupational records and performance patterns, predict employee 

growth potential, identify overlooked talent in geographically dispersed branches, rank applicants according to organizational 

requirements, and improve person–job fit. These applications indicate a shift from retrospective talent assessment toward 

predictive talent analytics. Rather than relying exclusively on prior performance or managerial familiarity, the organization 

can identify employees whose potential may not yet be visible through conventional procedures. This result aligns with 

findings showing that artificial intelligence–mediated systems can improve knowledge sharing, personalize talent 

experiences, and generate more accurate insights into employee capabilities [13]. It is also compatible with digital talent-

management models developed in the Iranian banking sector, which emphasize data analytics, intelligent identification, 

digital competency assessment, and the alignment of talent with future organizational needs [10, 11]. 

Nevertheless, the results indicate that technological capability alone is insufficient. The institutional architecture of 

decision-making emerged as an independent organizing theme, demonstrating the need to define who may make talent-

related decisions, at what organizational level, and on the basis of which information. The traceability of decision logic, 

managerial accountability, and alignment between branch-level decisions and organization-wide policies were repeatedly 

emphasized. This finding suggests that digital talent discovery requires a governance structure that converts data into 

legitimate and defensible decisions. Standardized data can increase transparency, but transparency produces organizational 

trust only when employees understand the criteria, decision rights, and mechanisms of accountability. This interpretation is 

consistent with responsible talent-management approaches that emphasize fairness, accountability, stakeholder interests, 

and ethical decision-making [30, 31]. It also supports findings from Iranian organizational contexts in which effective talent 
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management depends on institutionalized procedures, clearly defined competencies, and alignment between managerial 

practices and organizational policies [15, 32]. 

The second overarching theme, digital talent acquisition, included improving the applicant experience, redefining the 

organization’s relationship with the digital labor market, digital regulatory maturity, digital employer branding, and digital 

talent marketing. These findings demonstrate that recruitment in a digital environment is not merely an administrative 

process for filling vacancies. It is also a strategic interaction through which the organization communicates its identity, 

mission, technological maturity, employment opportunities, and career-development pathways to potential applicants. The 

participants emphasized applicant-tracking dashboards, automated notifications, chatbot-based responses, personalized 

recruitment pathways, online communication, and transparent presentation of job requirements. These mechanisms can 

reduce uncertainty and transaction costs for applicants while simultaneously increasing the efficiency and credibility of the 

recruitment process. This result supports previous evidence that digital talent-acquisition strategies can improve access to 

qualified candidates, strengthen recruitment outcomes, and contribute to longer-term organizational sustainability [16]. 

The emergence of digital employer branding and talent marketing reflects changing labor-market expectations. Applicants, 

particularly those with specialized digital competencies, assess organizations not only on the basis of compensation but also 

through the quality of their digital presence, clarity of career opportunities, perceived innovativeness, and consistency of 

communication. The use of professional networks, university recruitment campaigns, digital storytelling, videos, employee 

success stories, and interactive content can therefore influence applicants’ perceptions of the organization. These findings 

are aligned with the talent supply framework developed for startups in digital contexts, which emphasizes active engagement 

with external talent ecosystems, specialized networks, and digitally mediated labor-market relationships [17]. They are also 

consistent with evidence that digital transformation requires human resource departments to cultivate a credible employer 

identity capable of attracting individuals with scarce and rapidly changing digital skills [2]. 

Digital regulatory maturity was another important finding within the acquisition dimension. The participants stressed 

standardized recruitment rules, integrated process monitoring, automated alerts for procedural deviations, traceable 

documentation, and managerial accountability. In a large public-service organization, the digitalization of recruitment must 

preserve procedural justice, legal compliance, and equal treatment across branches and occupational groups. Therefore, 

digitalization should not merely accelerate recruitment; it should also make the process more consistent, auditable, and 

defensible. This finding extends previous discussions of talent-management digitalization by showing that organizational size 

and institutional complexity affect the design and implementation of digital systems [18]. Large organizations may possess 

greater technological and financial capacity, but they also require stronger integration mechanisms, formal governance 

arrangements, and standardized data structures to prevent fragmented implementation. The result is likewise consistent 

with broader studies of organizational digital maturity, which emphasize that technological investment produces value only 

when it is integrated with organizational processes and managerial capabilities [35]. 

The third overarching theme was digital talent retention, comprising intelligent monitoring of performance and 

satisfaction, employee experience management, reinforcement of employees’ long-term attachment to the organization 

through digital tools, human capital sustainability through digital monitoring, and a digital reward system. These findings 

suggest that retention is increasingly dependent on the organization’s ability to identify employee needs, dissatisfaction, 

development gaps, and turnover risks before they lead to disengagement or resignation. Performance dashboards, job-
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satisfaction surveys, turnover analytics, internal support systems, digital feedback, and continuous monitoring were viewed 

as essential for preventive rather than reactive human resource management. This result supports evidence that talent-

management practices reduce turnover intention when they increase employee engagement, organizational commitment, 

developmental opportunities, and perceptions of support [19, 20]. 

Employee experience management emerged as a central mechanism linking digital systems to retention outcomes. The 

participants emphasized digital 360-degree feedback, online support services, transparent promotion pathways, employee 

suggestion systems, digital administrative services, and rapid follow-up of requests. These components indicate that 

employees evaluate talent-management systems through their everyday interactions with the organization. A technically 

advanced system that does not improve accessibility, fairness, recognition, or responsiveness may have little positive effect 

on retention. Conversely, digital systems that enable employees to participate, receive feedback, monitor their development, 

and obtain organizational support can reinforce the psychological contract and sense of belonging. This interpretation is 

consistent with research showing that the fulfillment of employees’ psychological contracts and the quality of workplace 

relationships influence the effectiveness of talent-management practices in volatile and uncertain environments [22]. It also 

corresponds with findings that poorly experienced talent-management practices may lead employees to disengage and “fade 

away” from organizational participation even before formally leaving their positions [21]. 

The digital reward system identified in this study included automated calculation of performance scores, digital wallets, 

transparent reward criteria, and the alignment of incentives with documented performance. This finding indicates that digital 

reward systems may strengthen perceptions of justice when employees can observe the criteria, calculations, and 

relationship between performance and rewards. However, the motivational value of such systems depends on the credibility 

of performance data and the perceived fairness of the underlying indicators. Digital rewards should therefore be considered 

part of a broader employee experience rather than an independent motivational mechanism. This result is compatible with 

studies demonstrating that talent-management practices influence job performance when assessment, development, 

recognition, and organizational support are coherently aligned [24]. It also agrees with findings that organizational culture, 

employee engagement, training, and talent management jointly shape employees’ behavioral and performance outcomes 

[23]. 

The fourth overarching theme, digital talent development and training, consisted of digital career paths and individual 

development, intelligent and technology-enabled learning, digital competency assessment, learning as an organizational 

digital capability, and institutional readiness for the digital future. These findings reveal that talent development in a digital 

environment must be continuous, personalized, data-informed, and closely connected to occupational requirements. The 

participants emphasized individual development records, career roadmaps, online courses, recommendation systems, online 

competency tests, skill-gap analysis, digital learning repositories, and the monitoring of learning activities. These components 

can enable the organization to move from uniform training programs toward differentiated development pathways based on 

the actual needs of employees and positions. This result supports previous digital talent-development models that emphasize 

personalized learning, competency assessment, career planning, and the systematic development of future-oriented digital 

capabilities [8, 11]. 

The finding that learning should become an organizational digital capability extends the discussion beyond individual 

training. The participants described the integration of learning with work platforms, the recording and sharing of successful 
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experiences, collaborative digital learning, and the production of reusable educational content. These practices can convert 

dispersed individual experience into accessible organizational knowledge. In this way, digital learning systems contribute not 

only to employee development but also to organizational memory, adaptability, and innovation. This result aligns with 

evidence that artificial intelligence–mediated knowledge-sharing systems can elevate the talent experience and facilitate the 

circulation of expertise across organizational boundaries [13]. It also supports research showing that the interaction of digital 

technologies, employee engagement, and talent management enhances operational effectiveness, particularly in turbulent 

post-pandemic environments [26]. 

Institutional readiness for the digital future was the final organizing theme. It included identifying future skill requirements, 

developing digital and future-oriented competencies, aligning individual learning with organizational objectives, and 

strengthening organizational flexibility and resilience. This finding shows that digital talent development should not be 

restricted to current job deficiencies. It must also anticipate emerging occupations, technologies, service models, and 

stakeholder expectations. A future-oriented talent system allows the organization to identify strategically critical skills and 

prepare employees before capability shortages become operational constraints. This interpretation is consistent with the 

skills-matching perspective, according to which talent management strengthens strategic agility by continuously aligning 

employee capabilities with changing organizational requirements [7]. It also accords with evidence that Industry 4.0 has 

transformed the competencies expected from employees and requires organizations to revise their talent-identification and 

development practices [6]. 

Overall, the findings demonstrate that the four dimensions are mutually dependent. Talent discovery supplies reliable 

information for acquisition and development; acquisition shapes the quality and diversity of the talent pool; retention 

preserves accumulated knowledge and organizational investment; and development prepares employees and the 

organization for future requirements. The model therefore supports an integrated rather than fragmented approach to digital 

talent management. It also extends previous studies conducted in the Social Security Organization, which identified the 

importance of managerial competencies and general employee talent-management processes, by explicitly incorporating 

artificial intelligence, data integration, digital experience, intelligent monitoring, digital rewards, and technology-enabled 

learning [33, 34]. The proposed framework consequently provides a context-specific explanation of how a large, 

geographically dispersed public-service organization can redesign the entire talent-management cycle in response to digital 

transformation. 

The study has several limitations that should be considered when interpreting its findings. First, the data were obtained 

from 19 experts within a single organization; therefore, the identified dimensions reflect the institutional structures, 

regulatory environment, technological conditions, and managerial experiences of the Social Security Organization and may 

not be fully transferable to other public or private organizations. Second, the findings were based on participants’ perceptions 

and professional experiences rather than direct observation of digital talent-management practices or measurement of their 

organizational outcomes. Third, although participants were selected from different occupational and managerial 

backgrounds, the perspectives of ordinary employees, applicants, information-technology vendors, service recipients, and 

policymakers were not examined separately. Finally, digital transformation is a rapidly evolving phenomenon, and some 

identified components may change as new technologies, regulations, and workforce expectations emerge. 
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Future studies should quantitatively validate the proposed model by developing a standardized digital talent-management 

instrument and examining its construct validity, reliability, and explanatory power in larger samples. Comparative research 

across public organizations, insurance institutions, healthcare organizations, banks, and private firms could determine which 

components are context-specific and which are broadly applicable. Longitudinal studies are also recommended to examine 

how implementing the identified dimensions affects employee performance, engagement, innovation, organizational 

commitment, turnover intention, service quality, and organizational agility over time. Future qualitative studies could 

incorporate the perspectives of employees, applicants, technical specialists, senior policymakers, and external stakeholders. 

Researchers should also examine ethical and legal issues associated with artificial intelligence, algorithmic bias, employee 

privacy, digital surveillance, data security, and transparency in automated talent decisions. 

The Social Security Organization should establish an integrated digital talent-management architecture that connects 

recruitment, assessment, performance, learning, career development, rewards, and retention through standardized human 

resource data. A centralized governance body should define decision rights, data standards, competency frameworks, ethical 

requirements, and accountability mechanisms for digital talent decisions. The organization should gradually introduce 

artificial intelligence and predictive analytics after ensuring data quality, employee privacy, human oversight, and 

transparency. Applicant and employee dashboards should be designed around usability, accessibility, timely feedback, and 

procedural fairness. Digital learning systems should provide personalized recommendations, online competency 

assessments, career-development records, and access to reusable organizational knowledge. Managers at headquarters, 

branches, and medical centers should also receive training in data interpretation, digital leadership, ethical technology use, 

and evidence-based talent decision-making. 
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