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Abstract:

This study aimed to develop talent management indicators with emphasis on succession planning development in East Azerbaijan
Governorate. This qualitative study was conducted using a grounded theory approach. The participants consisted of academic experts,
managers, specialists, officials, and consultants familiar with human resource management, talent management, and succession planning in
East Azerbaijan Governorate. Participants were selected through purposive and snowball sampling, and data collection continued until
theoretical saturation was achieved. In total, 17 experts and specialists participated in semi-structured interviews. After transcription, the
interview data were analyzed through open, axial, and selective coding based on the Strauss and Corbin approach. To enhance the credibility
and dependability of the findings, expert review, continuous comparison of data, and matching of extracted concepts with participants’
perspectives were used. Data analysis indicated that the talent management model with emphasis on succession planning consisted of causal
conditions, a central category, intervening conditions, contextual conditions, strategies, and consequences. The causal conditions included
human, cultural, and organizational factors. The central category was identified as the talent management system with emphasis on succession
planning, including precise job definition, screening and assessment, forecasting and selection, training, monitoring, evaluation,
reinforcement, and mentoring. The intervening conditions were classified into managerial and leadership factors, job-related factors, and
organizational factors. Contextual conditions included organizational contexts, development and training factors, fundamental values, and
strategic orientation. The strategies consisted of designing and implementing the succession planning system, while the consequences
emerged at individual, group, and organizational levels. The results showed that succession planning development in East Azerbaijan
Governorate requires a comprehensive, competency-based, future-oriented system supported by managerial commitment, continuous
training, accurate evaluation, and talent retention mechanisms. The extracted model can provide a practical basis for improving human
resource systems and preparing future managers in public organizations.
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Extended Summary

Introduction

Talent management and succession planning have become strategic priorities for public organizations facing demographic
change, managerial turnover, increasing administrative complexity, and growing expectations for service quality. In
contemporary public administration, human capital is no longer viewed merely as an operational resource, but as a strategic
asset that determines organizational continuity, institutional learning, policy implementation capacity, and long-term
administrative resilience. Succession planning, in this context, refers to a systematic process through which organizations
identify, develop, evaluate, and retain employees who have the potential to assume key managerial and leadership positions in
the future. This process is particularly important in governmental organizations, where leadership discontinuity, retirement of
experienced managers, bureaucratic rigidity, political-administrative changes, and weak career development systems can
disrupt organizational performance. Recent studies emphasize that succession planning should not be reduced to replacement
planning; rather, it should be integrated with talent identification, competency development, leadership training, retention
strategies, organizational sustainability, and strategic human resource management (Bano, 2023; Goldsmith, 2023; Musale,
2025; Sadeghi et al., 2023; Sameri, 2023).

The growing body of research on succession planning indicates that effective implementation requires attention to
individual, organizational, cultural, technological, and strategic factors. Studies in public organizations have highlighted
challenges such as the absence of localized models, insufficient managerial support, lack of transparent competency criteria,
weak talent pools, resistance to change, and limited alignment between succession systems and organizational strategies
(Janahmadigol et al., 2023; Keikha & Keikha, 2024; Shahabi, 2024; Wilson, 2022). In addition, research in healthcare, nursing,
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higher education, sports management, and governmental leadership shows that succession planning becomes more effective
when it is competency-based, data-driven, development-oriented, inclusive, and supported by senior managers (Al Hajri, 2024;
Arash, 2024; Hoque & Zheng, 2024; Kamali et al., 2024; Mahat, 2025; Montaghimi et al., 2023; Sayyahpour & Farjad Bileh-
Savar, 2024; Yudianto et al., 2023). New technological approaches, including artificial intelligence and human resource
analytics, have also created opportunities for improving talent identification, leadership forecasting, performance assessment,
and career path planning (At-tamimi et al., 2024). Moreover, studies suggest that succession planning can contribute to
organizational adaptability, innovation, profitability, leadership continuity, and institutional sustainability across different
sectors (Hambrick & Lee, 2025; Kanu, 2025; Korn, 2023; Simkhada, 2023; Vahdat et al., 2022; Wang & Zhang, 2023; Zafar et
al., 2025). Therefore, considering the strategic position of East Azerbaijan Governorate as a public administrative institution,
the present study aimed to develop talent management indicators with an emphasis on succession planning development in East
Azerbaijan Governorate.

Methods and Materials

This study was conducted using a qualitative research approach based on grounded theory. The qualitative design was
selected because the purpose of the study was to explore, identify, classify, and conceptualize the indicators of talent
management with emphasis on succession planning in a specific public-sector context. The study was applied in terms of
purpose and field-based in terms of data collection. The participants consisted of academic experts and specialists affiliated
with or knowledgeable about East Azerbaijan Governorate, including managers, experts, consultants, human resource
professionals, and individuals familiar with talent management, leadership development, succession planning, and public-
sector human resource systems. Participants were selected through purposive sampling and snowball sampling. The sampling
process continued until theoretical saturation was reached, meaning that additional interviews no longer produced substantially
new concepts or categories. In total, 17 participants were interviewed, including 8 academic experts and 9 specialists or
managers related to East Azerbaijan Governorate.

Data were collected through semi-structured interviews and review of relevant documents and organizational resources. The
semi-structured interview format allowed the researcher to follow a predetermined thematic framework while also exploring
emerging ideas, experiences, and interpretations raised by the participants. The main interview axes included perceptions of
talent management in governmental organizations, criteria for identifying and developing talented employees, requirements of
succession planning, barriers to implementation, organizational culture, managerial support, competency development, job
analysis, evaluation systems, retention mechanisms, and strategic alignment. The average duration of each interview was
approximately 40 minutes. After obtaining informed consent, interviews were conducted in a professional and confidential
manner. Data analysis was performed using the grounded theory approach of Strauss and Corbin through open coding, axial
coding, and selective coding. To enhance the credibility and dependability of the findings, expert review, continuous
comparison of data, conceptual consistency checking, and participant-based validation of extracted meanings were used.

Findings

The analysis of qualitative data led to the development of a paradigmatic model of talent management indicators with
emphasis on succession planning in East Azerbaijan Governorate. The findings showed that the causal conditions of the model
consisted of three main categories: human factors, cultural factors, and organizational factors. Human factors included the

proportion of experienced and near-retirement managers compared with young, capable, talented, and educated employees; the
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increasing need for competent managers in future years; and the shortage of qualified individuals in the talent pool due to
retirement, turnover, or loss of valuable employees. Cultural factors included dominant attitudes and beliefs toward talent
management and succession planning, the level of agreement among employees regarding relevant values and norms, future-
oriented and strategic thinking in the organizational climate, and positive managerial attitudes toward human resources.
Organizational factors included organizational capabilities, technological and managerial maturity, professionalism, rapid
changes in internal and external work environments, and the broader talent crisis affecting the attraction and retention of capable
employees.

The central category extracted from the data was the talent management system with emphasis on succession planning. This
category consisted of eight core indicators: precise job definition, screening and assessment, forecasting and selection,
socialization and training, monitoring, appraisal and evaluation, reinforcement, and mentoring. These indicators showed that
succession planning in East Azerbaijan Governorate should be understood as a continuous developmental cycle rather than a
temporary replacement mechanism. The system begins with defining job expectations and competencies, continues through
assessment and selection of talented employees, and then proceeds through training, monitoring, evaluation, empowerment,
and mentoring. The findings indicated that the effectiveness of succession planning depends on the integration of individual
competencies with organizational development mechanisms.

The intervening conditions included managerial and leadership factors, job-related factors, and organizational factors.
Managerial and leadership factors consisted of leadership style and managerial capability, commitment and participation of
senior managers, quantity and quality of competent professional managers, and managerial stability. Job-related factors
included vacant positions, occupational groups and job categories, job descriptions and organizational duties, focus on key and
strategic positions, and effective use of learning skills to develop job capacities. Organizational factors included structural
characteristics, internal regulations, flexibility and autonomy in the work environment, higher-level rules and regulations,
rigidity of the existing human resource system, organizational resistance to change, and supervision and assessment centers.

Contextual conditions were classified into organizational contexts, development and training factors, fundamental values
and principles, and strategic orientation. Organizational contexts included organizational communication systems, promotion
systems, career path management, and motivational retention mechanisms. Development and training factors included human
resource development through educational systems and continuous development of capabilities through mentoring.
Fundamental values included merit identification, merit-based selection, flexibility, future orientation, employee participation,
development, knowledge orientation, learning, improvement, and attention to intellectual capital. Strategic orientation included
the vision, mission, future policies, goals, and human resource strategies of East Azerbaijan Governorate.

The strategic actions identified in the study were divided into two main categories: designing the talent management system
with emphasis on succession planning and implementing the system. The design dimension included succession demand
creation, institutionalization of succession culture, identification of potential successors, development of a comprehensive talent
database, successor assessment, successor selection, successor appointment, and successor retention. The implementation
dimension included budget allocation, use of expert personnel, support and participation of senior managers, political managers
and human resource units, coordination with legal institutions, development of regulations and guidelines, and establishment
of accurate information systems for human resource and demographic data.

The consequences of the model emerged at three levels: individual, group, and organizational. Individual outcomes included

improved individual performance, enhanced personal growth and empowerment, development of managerial skills, increased
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willingness to participate in succession planning, and improved job attitudes such as commitment, satisfaction, and loyalty.
Group outcomes included improved group performance, creation of a dynamic and motivating organizational culture,
development of intellectual capital, improvement of effective communication, strengthening of solidarity and participation
among employees, and better conflict management. Organizational outcomes included improved organizational performance,
productivity, organizational success, development of social capital, organizational growth, preservation of superior
competencies, competitive advantage, change management, organizational survival, and alignment with environmental
changes.

Discussion and Conclusion

The findings of this study indicate that talent management and succession planning in East Azerbaijan Governorate should
be viewed as an integrated organizational system rather than a fragmented human resource activity. The extracted model shows
that succession planning requires simultaneous attention to causal drivers, organizational context, intervening conditions,
strategic actions, and multilevel outcomes. The results suggest that the need for succession planning originates from a
combination of human resource challenges, cultural readiness, and organizational transformation. In particular, the retirement
of experienced managers, shortage of qualified successors, need for future managerial competence, and rapid environmental
changes create a strong rationale for designing a structured succession system.

The central finding of the study is that succession planning should be operationalized through a continuous cycle of job
definition, talent screening, selection, training, monitoring, evaluation, reinforcement, and mentoring. This means that
identifying talented employees is not sufficient unless the organization also develops them, evaluates their progress, supports
their career growth, and retains them through motivational and structural mechanisms. The study also shows that leadership
commitment, managerial stability, clear job descriptions, attention to strategic positions, assessment centers, career path
management, and a merit-based organizational culture are essential for successful implementation. Without these conditions,
succession planning may remain symbolic, informal, or vulnerable to subjective decision-making.

The findings further demonstrate that the consequences of an effective talent management system are not limited to filling
managerial vacancies. At the individual level, such a system can improve performance, motivation, commitment, satisfaction,
loyalty, and managerial capability. At the group level, it can strengthen communication, participation, solidarity, learning, and
conflict management. At the organizational level, it can enhance productivity, institutional resilience, social capital,
organizational growth, change management, and alignment with future environmental demands. Therefore, the development
of talent management indicators for East Azerbaijan Governorate can contribute to both administrative continuity and broader
organizational effectiveness.

In conclusion, this study provides a qualitative model for developing talent management indicators with emphasis on
succession planning in East Azerbaijan Governorate. The model highlights that successful succession planning depends on the
integration of human, cultural, organizational, managerial, job-related, educational, strategic, and regulatory dimensions. It is
recommended that East Azerbaijan Governorate establish a formal talent management and succession planning system based
on transparent competency criteria, accurate human resource data, strategic job analysis, assessment centers, mentoring
programs, career development pathways, and sustained senior management support. Such a system can help the organization
prepare future managers, preserve institutional knowledge, increase employee motivation, and improve long-term

administrative performance.
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