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Abstract

Purpose: Talent management, as one of the new approaches to human resource management, has
been proposed with the aim of identifying, employing, developing, and retaining valuable human
capital in organizations; however, there is a significant gap between theoretical and ideal models
of talent management and the operational realities of organizations. Especially in government
organizations, features such as bureaucratic structures, limitations of compensation systems,
weaknesses in some human resource infrastructures, and managerial and cultural considerations
can make the effective implementation of this approach challenging. In addition to the operational
challenges, talent management may, if improperly designed or implemented, create consequences
contrary to its expected functions. The aim of the present study is to identify the operational
challenges and dysfunctions of talent management in Iranian government companies and to
explain the link between the stages of the talent management process, the corresponding
challenges, and its possible negative consequences.

Methodology: From a methodological perspective, the present study is in a qualitative approach
and an interpretive paradigm. The research community is experts related to talent management
issues in Iranian state-owned companies. The sampling and selection method of participants was
snowball method. The data collection tool was semi-structured interviews with experts. Sampling
and selection of participants was continued by snowball method until theoretical saturation was
reached. Accordingly, 17 interviews were conducted with experts, one interview was eliminated
due to insufficient richness, and finally 16 interviews were analyzed. The interviews were analyzed
using thematic analysis method and MAXQDA software version 2020, and the Guba and Lincoln
indices were used to validate the findings.

Findings: The research findings showed that in the five stages of talent management, a total of
134 descriptive codes were identified, including 83 codes related to executive challenges and 51
codes related to talent management dysfunctions. These codes were organized into 9 main themes
for process challenges and 5 main themes for talent management dysfunctions. In the “talent
seeking” stage, “lack of talent seeking” was identified as the main challenge, which included
components such as immaturity of human resources management, lack of talent-friendly discourse,
lack of comprehensive talent management model, lack of participation of middle managers, and
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lack of support from top managers. In the “talent seeking” stage, four challenges were identified:
“execution of managers’ preferences”, “formalities and bureaucracy”, “inefficiency of
performance appraisal system”, and “focus on academic talents”. In the “talent recruitment” stage,
two challenges were identified: “talent burnout” and “talent phobia”. Talent burnout referred to
the disproportionate use of talent capacity, the delegation of low-level activities, and the disregard
for their ideas, and talent phobia expressed managers' perception of the threat of the presence of
talent. In the "talent enhancement” stage, "talent release™ was identified, and in the "talent
management” stage, "inflexibility of the compensation system" and "talent abuse" were identified.
Also, five dysfunctions resulting from improper implementation of talent management were
identified. At the individual level, "decreased performance of ordinary employees™ and "job
burnout" and at the organizational level, "disruption and tension in organizational
communications”, "increased costs" and "employee organizational departure” were obtained as the
main dysfunctions.

Conclusion: The results of the study show that talent management cannot be considered simply
as a set of procedures for identifying, selecting, developing, and retaining talented employees;
rather, its effectiveness depends on the level of organizational readiness, the quality of human
resource infrastructure, the acceptance of managers and employees, and the suitability of the talent
management system with organizational requirements. The important finding of the present study
is the simultaneous explanation of "process challenges™ and "malfunctions resulting from them™;
in such a way that it was shown that weakness in each stage of the talent management process can
create consequences at the individual and organizational levels. From this perspective,
implementing talent management without assessing organizational readiness and reforming the
necessary infrastructure may, instead of creating advantages, lead to perceived injustice, reduced
performance of ordinary employees, talent attrition, organizational tensions, and increased costs,
and ultimately leaving the organization. Accordingly, before establishing a talent management
system, it is necessary to assess the organization's readiness, review talent assessment and
identification systems, reduce bureaucracy, strengthen manager participation, and reform
compensation systems. Also, talent management should move away from a purely elite-oriented
and university-oriented approach and focus on identifying and employing real talents. Overall, the
present study, by revealing a less-considered aspect of talent management, namely the possibility
of dysfunctions, emphasizes the necessity of a contextual, gradual, and modifiable implementation
of this approach in Iranian state-owned companies.
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