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ABSTRACT

This article explores the multifaceted concept of talent
within organizational contexts, examining both its creation
and quantification. Theoretical perspectives on talent are re-
viewed, highlighting the challenges in defining talent and dis-
tinguishing it from related constructs like ability, competence,
and skill. Key frameworks are discussed for developing talent
within organizations, focusing on identifying required compe-
tencies, implementing effective attraction, retention, and de-
velopment strategies, and emphasizing the critical role of or-
ganizational culture. The quantification of talent is analysed
through performance metrics, return on investment (ROI) as-
sessments, and the use of technology, including people an-
alytics and artificial intelligence, to foster a data-driven ap-
proach to measuring talent.

Ethics and diversity are also examined as integral consider-
ations in talent measurement, with emphasis on ensuring trans-
parency, fairness, and inclusivity. Addressing ethical challenges,
the article underscores the importance of mitigating biases in
evaluation processes, respecting privacy, and upholding ethi-
cal data management practices. Diversity and inclusion are
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discussed as essential to creating a holistic and adaptable ap-
proach to talent management that values individual differences.
The conclusion provides recommendations for implementing
continuous feedback systems, data-driven decision-making,
and fostering a supportive organizational culture to enhance
talent development and maintain competitive advantage.

JEL Codes: M12, M51, 015, J24, D23.
KEYWORDS

Talent Management, Organizational Culture, Competen-
cies, People Analytics, Artificial Intelligence, Ethics, Diversity,
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RESUMEN

Este articulo explora el concepto multifacético del talento
en contextos organizativos, examinando tanto la creacion
como la cuantificacion. Se revisan las perspectivas tedricas
sobre el talento, destacando los desafios a la hora de definir
el talento y distinguirlo de otros conceptos relacionados
como la habilidad, la competencia y la destreza. Se discuten
marcos clave para el desarrollo del talento dentro de las or-
ganizaciones, centrandose en la identificacion de las compe-
tencias requeridas, la implementacion de estrategias efica-
ces de atraccion, retencion y desarrollo, y subrayando el
papel critico de la cultura organizativa.

La cuantificacion del talento se analiza mediante métricas
de rendimiento, evaluaciones del retorno de la inversion (ROI)
y el uso de tecnologia, incluyendo la analitica de personas y
la inteligencia artificial, para fomentar un enfoque basado en
datos para medir el talento.

La ética y la diversidad también se examinan como consi-
deraciones integrales en la medida del talento, con énfasis
en garantizar la transparencia, la equidad vy la inclusividad.
Abordando los retos éticos, el articulo subraya la importancia
de mitigar los sesgos en los procesos de evaluacion, respe-
tar la privacidad y mantener buenas practicas de gestion de
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datos. La diversidad y la inclusiéon se discuten como elemen-
tos esenciales para crear un enfoque holistico y adaptable en
la gestion del talento que valore las diferencias individuales.
La conclusién ofrece recomendaciones para implementar
sistemas de retroalimentacion continuada, la toma de deci-
siones basada en datos y el fomento de una cultura organiza-
tiva de apoyo para mejorar el desarrollo del talento y mante-
ner la ventaja competitiva.

Codigos JEL: M12, M51, O15, J24, D23.
PALABRAS CLAVE
Gestion del talento, Cultura organizativa, Competencias,

Analitica de personas, Inteligencia artificial, Etica, Diversi-
dad, Inclusién, Métricas de rendimiento, ROI.

1. Talent, theoretical introduction and relevance

Throughout the last decades, the terms talent and talent management
have become very popular and have been studied from different perspec-
tives by academics and practitioners.

For (Ansar & Beloch, 2018), “talent is a desirable quality in all human
beings and organizations need workers with the right “Talent”. However,
they highlight that the “deficiency of a clear definition is not only a problem
for academicians or practitioners as it creates a conceptual issue but also
that an absence of a definition makes it difficult to have a distinction between
different terms; in this case difference between talent and other associated
terms such as Ability, Capacity, Capability, Commitment, Competence, Con-
tribution, Experience, Knowledge, Performance, Potential ,Skills... that
have been often used or confused in lieu of Talent.” They also state that “the
evolution of the definition of the term “Talent” was traced through different
time periods starting from the Biblical Times when talent was used for a very
large sum of money to the present times when it is considered as a cognitive
ability.” They reinforce that “talented people are scarce in number and busi-
ness enterprises have always competed for this “rare resource”.”

In this sense, according to (Lewis & Heckman, 2006), “It is difficult to
identify the precise meaning of “talent management” because of the confu-
sion regarding definitions and terms and the many assumptions made by
authors who write about TM. The terms ‘“talent management”, ‘“talent
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strategy”, “succession management”, and “human resource planning” are
often used interchangeably.”

Furthermore, the study of another related construct is of fundamental im-
portance, entrepreneurial talent. In the meta-analytic research of (Mayer-Haug,
K., Read, S., Brinckmann, J., Dew, N., & Grichnik, D., 2013), they affirm that
“from a policy perspective, a better understanding of which element of entre-
preneurial talent is associated with which venture performance dimension is of
utmost importance in the efficient deployment of scarce resources. If the con-
nections were well understood, funds could be targeted to foster entre-
preneurial talent aspects that have the highest impact on desired venture
performance outcomes, since different outcome constructs (such as surviv-
al, growth, employment and profit) might not evenly relate to each other...”

For (Unger, J. M., Rauch, A., Frese, M., & Rosenbusch, N., 2011), “a
number of arguments suggest a positive relationship between human capital
and success.” According to them, “human capital increases owners’ capa-
bilities of discovering and exploiting business opportunities.”

In brief, more studies are required to contribute to the ongoing academic
and practitioner discussions in this field.

2. Creation of talent in the organizational context

The creation of talent in contemporary organizations is based on the
identification and development of essential competencies, the implementa-
tion of effective strategies to attract, retain, and develop talent, and the pro-
found impact of organizational culture. This chapter addresses each of these
components, analysing their relevance and practical application within the
framework of organizational development.

Identification and development of required competencies

The identification of competencies is a critical process that allows or-
ganizations to determine the skills, knowledge, and attitudes necessary for
success in their specific contexts. This process begins with a thorough
analysis of organizational needs and the work environment. Competencies,
understood as distinctive combinations of technical and soft skills, are out-
lined through competency models that align individual capabilities with the
organization’s strategic objectives (Spencer & Spencer, 1993).

The development of these competencies is carried out through training
and professional development programs. These initiatives must be person-
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alized and adaptive, integrating innovative pedagogical methods such as
experiential learning and continuous learning digital platforms. Continuous
feedback and the implementation of evaluation metrics are essential to en-
sure the effectiveness of these programs and to promote the constant im-
provement of the identified competencies (Bersin, 2020). The importance
of these practices lies in their ability to offer a clear vision and empirical
evidence on the impact and direction of the initiatives implemented, allow-
ing timely adjustments and refinements.

By integrating systematized evaluation methods, organizations and
educational programs gain a structured framework that facilitates the
identification of weaknesses and strengths within the skills development
process. These evaluation systems quantify and qualify progress, ensuring
that essential competencies align with strategic objectives and environ-
mental demands. Therefore, evaluation metrics not only act as success
indicators but also as crucial tools for informed decision-making and pro-
active planning.

Feedback plays a central role in this context, providing direct and rele-
vant information about individual and collective experiences regarding the
content and methodology of the programs. The use of bidirectional commu-
nication channels allows participants to become co-creators of the educa-
tional process, influencing necessary adaptations to maximize learning and
practical application of competencies. This participatory approach not only
increases the effectiveness of learning but also fosters a deeper commitment
from participants.

The relationship between continuous feedback and evaluation met-
rics stands as an indispensable pillar for the continuous improvement of
competency development programs. The application of these practices not
only strengthens the talent growth process but also ensures that the com-
petencies developed are relevant, current, and adapted to an ever-evolving
environment.

Strategies to attract, retain, and develop talent

In a labour market characterized by high competitiveness and dyna-
mism, organizations must implement effective strategies for talent manage-
ment. Attracting talent requires a multifaceted approach that combines the
employee value proposition (EVP) with a strong employer brand. The EVP
must reflect the organizational culture, work-life balance, and professional
growth opportunities offered by the organization (Chambers et al., 1998).

On the other hand, talent retention is achieved through policies that
promote job satisfaction and organizational commitment. Implementing rec-
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ognition and reward programs, along with creating an inclusive and equita-
ble work environment, are determining factors in reducing employee turno-
ver (Hausknecht et al., 2009).

Talent development requires careful planning of career paths and men-
toring and coaching programs. These initiatives not only promote profes-
sional growth within the organization but also ensure effective alignment
with corporate strategic objectives. Additionally, they contribute to creating
an organizational culture focused on continuous learning and adaptation to
change, as noted by Goleman (2000).

These strategies are crucial in the current context, where organizations
face changing dynamics that demand flexibility and agility. Implementing
programs that integrate personal and professional development ensures that
employees not only acquire new skills but also enhance their existing abili-
ties. This structured and systematic approach maximizes the ability to re-
spond to environmental challenges.

Meticulous planning of career paths involves defining clear trajecto-
ries that consider not only individual aspirations but also organizational
needs. This planning should take into account a variety of factors, including
performance evaluations, the necessary competencies to address future
challenges, and available training opportunities.

On the other hand, mentoring and coaching programs are essential tools
within this framework. Mentoring, by providing guidance and advice based
on experience, and coaching, focusing on the development of specific skills,
help individuals not only achieve specific goals but also discover and follow
their own maturity paths.

By aligning these practices with the organization’s vision and strategic
objectives, it ensures that talent develops in a way that benefits both the in-
dividual and the company. Furthermore, a culture that values and prioritizes
continuous learning is fostered. This type of culture is crucial for promoting
innovation and resilience, qualities necessary for companies that wish to
remain competitive and relevant over time.

Impact of organizational culture

Organizational culture serves as a central axis in talent creation, de-
cisively influencing the attraction, retention, and development of em-
ployees. A positive organizational culture fosters a sense of belonging and
aligns individual values with the organization’s mission and vision (Schein,
2010).

A strong and clearly defined culture not only enhances employee com-
mitment but also acts as a magnet for new talent seeking work environments
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where they can thrive and contribute meaningfully. Transparency, open
communication, and ethical leadership are fundamental elements in consol-
idating an effective organizational culture (Deal & Kennedy, 1982).

The creation of talent in organizations requires an integral approach
that encompasses the identification and development of competencies, the
implementation of coherent talent management strategies, and considera-
tion of the influence of organizational culture. These interrelated and mutu-
ally dependent components shape contemporary organizational develop-
ment and determine long-term success in retaining and enhancing valuable
human resources.

3. Quantification of talent: an in-depth analysis

The quantification of talent in modern organizations has become an
essential practice to maximize performance and ensure a competitive ad-
vantage. In this section, we explore evaluation and performance metrics, the
analysis of return on investment (ROI) in talent development, the use of
technology and data to measure talent, and benchmarking and comparisons.

Evaluation and performance metrics

The quantification of talent begins with the establishment of clear and
efficient evaluation and performance metrics. These metrics allow organiza-
tions to identify key skills and competencies, as well as evaluate employee
performance in a systematic manner. Common metrics include key perfor-
mance indicators (KPIs), 360-degree assessments, and goal reviews. KPIs
are designed to align individual performance with the organization’s strate-
gic objectives, while 360-degree assessments provide feedback from multi-
ple sources, including supervisors, peers, and subordinates.

Additionally, goal reviews allow employees and senior management to
define specific, measurable objectives that are reviewed regularly, fostering
a culture of continuous improvement and transparency.

ROI analysis in talent development

The analysis of return on investment (ROI) in talent development is
critical for organizations seeking to maximize their resources. Investment in
training programs, leadership development, and other talent initiatives must
be evaluated not only in terms of immediate results but also long-term ben-
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efits. ROI is calculated by considering the relationship between the gains
achieved and the cost of investment in such development.

Various studies have shown that a positive ROI in talent development
translates into greater employee retention, better job performance, and high-
er engagement. These qualitative improvements often result in increased
overall productivity and reduced recruitment costs.

Use of technology and data to measure talent

Technological advances have significantly transformed how organiza-
tions measure and manage talent. People analytics platforms use large vol-
umes of data to identify patterns and trends in employee performance and
behaviour. These platforms enable a more objective and accurate evaluation
of talent, minimizing the biases inherent in traditional assessments.

Moreover, artificial intelligence (AI) and machine learning tools can
help predict future talent needs and recommend personalized development
strategies. By integrating data with advanced technologies, organizations
can gain a more holistic and dynamic view of their employees’ potential.

Jean Paul Isson developed a framework for effectively implementing
people analytics in organizations. These are the seven key components of
that framework:

- Workforce planning analytics: Helps organizations identify current
and future talent needs to achieve business goals.

- Talent sourcing analytics: Uses data to optimize talent search strate-
gies, ensuring precise identification and engagement of potential
candidates.

- Talent acquisition analytics: Assists in selecting the right candi-
dates through predictive analytics, aligning candidates’ potential
with job roles.

- Cultural fit and engagement analytics: Ensures that new hires inte-
grate well into the company’s culture and are engaged from the start.

- Performance management and employee lifetime value analytics:
Uses analytics to regularly evaluate employee performance and pre-
dict future contributions.

- Talent retention analytics: Helps organizations understand who
may leave and why, enabling proactive retention strategies.
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- Employee health, safety, and wellness analytics: Directly links em-
ployee well-being to business performance, promoting a healthy and
productive work environment.

Each pillar involves identifying key business questions, mastering
data, deriving actionable insights, and tracking outcomes to optimize every
stage of talent management.

Benchmarking and comparisons

Talent benchmarking involves comparing internal talent management
practices with industry best practices or similar organizations. This process
helps companies identify areas for improvement and establish standards of
excellence. Benchmarking can be conducted through surveys, market data
analysis, and case study reviews. Organizations that actively participate in
benchmarking can discover innovations that not only enhance employee
performance but also optimize talent selection and development processes.

Talent quantification is an essential component of effective human
capital management. Through clear metrics, rigorous ROI analysis, the ap-
plication of data analytics technologies, and the use of benchmarking, or-
ganizations can not only measure talent but also enhance it. This compre-
hensive approach not only promotes a more productive work environment
but also ensures that companies remain competitive and prepared to face
future challenges.

4. Challenges and ethics in talent quantification

Measuring talent through an ethical lens presents a unique and multifac-
eted challenge. Talent assessment often involves subjective judgments and
complex criteria, and incorporating ethics into this process requires balanc-
ing fairness, transparency, and respect for the individual. An ethical approach
demands that we recognize the intrinsic value of each person, not just their
skills or productivity, which can complicate standardized methods of evalu-
ation. Ethical challenges arise when companies must consider not only what
a person can contribute to organizational goals but also how their personal
values and behaviours align with the organization’s mission and culture.

Another ethical concern in measuring talent is the potential for uncon-
scious biases. Traditional metrics often prioritize certain skills or experienc-
es that may favour specific backgrounds, overlooking diverse talents and
perspectives. When ethics guide talent measurement, companies are en-
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couraged to be more inclusive and to develop evaluation methods that ac-
count for diverse types of intelligence and capabilities. This broader view
requires ongoing reflection and adaptation, as organizations must continu-
ally address the inherent biases that may skew evaluations and inadvertent-
ly limit opportunities for deserving individuals.

Moreover, ethical considerations in talent measurement must respect
the privacy and autonomy of employees. Assessing talent often involves
collecting personal and sensitive data, which, if mishandled, could infringe
on individual privacy rights. Ethical measurement practices ensure that data
collection is transparent, consented, and relevant, avoiding overreach or
misuse of information. Companies face the challenge of balancing their
need to understand employee capabilities with their responsibility to uphold
trust and confidentiality.

Ethical talent measurement involves a commitment to fairness and
consistency across all levels of the organization. Without a principled ap-
proach, talent evaluation risks becoming arbitrary, leading to favouritisms
or inequitable advancement opportunities. When ethics are embedded into
the talent measurement process, organizations promote equal opportunities
and work toward a culture where merit, effort, and integrity are genuinely
valued. This commitment to ethical assessment, however, requires signifi-
cant time, resources, and dedication, as well as the continuous engagement
of leaders to champion fair practices.

Diversity and inclusion management

In the realm of human resources, diversity and inclusion management
is presented as an strategic imperative. Measuring talent must go beyond
conventional evaluations, integrating variables that respect and value the
heterogeneity of the workforce. Diversity, understood as the coexistence of
various cultural, ethnic, and gender identities, among others, must be re-
flected in talent evaluation systems. These systems must be sensitive to in-
dividual differences and avoid biases that may marginalize or underrepre-
sent certain groups.

However, fairly quantifying the contributions of diverse individuals
presents significant challenges. Standard measurement tools, often designed
under homogeneous paradigms, struggle to adequately capture the compe-
tencies or talents of individuals from diverse backgrounds. This requires the
development of plural and adaptive methodologies that address biases and
promote a truly inclusive environment. It is essential that talent quantifica-
tion does not become a mere tool for homogenization but instead leverages
differences, contributing to an equitable and dynamic workplace.
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Ethical considerations in data quantification and use

In the information age, the use of data to evaluate talent raises signifi-
cant ethical considerations. The collection and analysis of personal data in-
volve privacy risks and the need for informed consent, issues that must be
managed with strict ethical diligence. The pursuit of efficiency and preci-
sion in talent quantification must not overshadow respect for individual au-
tonomy and rights.

A crucial aspect is transparency in data usage. Organizations must
ensure that individuals understand how their data is collected and used, and
what implications this has for their professional development. Moreover, it
is imperative to avoid the use of algorithms or Al models that perpetuate or
amplify existing biases, ensuring that decisions derived from these proc-
esses are fair and impartial.

Thus, talent measurement and quantification must be approached
with a high sense of ethical responsibility and a strong orientation to-
wards inclusion. Proper diversity management and the implementation of
ethical practices in data management not only improve organizational eq-
uity but also strengthen cohesion and performance within organizations.
It is essential that academic discourse continues to evolve, proposing in-
novative models that address these challenges with an integrative and
ethical perspective.

5. Conclusions and recommendations

For organizations seeking to foster talent development, it is essential to
establish a continuous feedback system integrated with clear evaluation met-
rics. This not only enables the personalization of learning but also facilitates
timely adjustments to training programs, thereby promoting sustainable hu-
man capital growth.

Conclusions

In today’s organizational context, talent creation and management
have become determining factors for business success. The identification
and development of competencies must align with the organization’s strate-
gic objectives, integrating innovative pedagogical methods and robust eval-
uation systems. The implementation of effective strategies to attract and
retain talent, coupled with a strong organizational culture, fosters a work
environment where employees thrive.
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On the other hand, considering that by simply hiring talented profes-
sionals does not guarantee success or improvement of performance to the
organizations, the quantification of talent, through the use of evaluation
metrics, ROI analysis, and advanced technologies such as artificial intelli-
gence, allows organizations not only to measure but also to enhance talent,
thereby ensuring a sustainable competitive advantage.

Recommendations

Based on the observations presented in the article, we proceed to for-
mulate the following recommendations. These suggestions aim to optimize
the implementation of the strategies discussed previously and ensure their
effectiveness within the studied context.

Firstly, it is important to adapt the recommendations to the specific
environment in which they will be applied, considering cultural, economic,
and social factors that may influence their proper execution. A prior evalua-
tion of the context will allow the design of personalized strategies that max-
imize the anticipated positive impact.

Moreover, it is suggested to carry out continuous and rigorous moni-
toring of the results obtained after implementing the proposed actions. This
follow-up will allow for necessary adjustments in real-time, ensuring the
success and sustainability of the interventions in the long term.

It is recommended to foster the active participation of all stakeholders
involved, promoting an open and collaborative dialogue that enriches the
decision-making process and facilitates overcoming potential obstacles.
Through inclusion and joint work, the commitment to common goals will
be strengthened, and the achievements reached will be enhanced.

* Competency development and evaluation:
Implement adaptive and personalized training programs, accompa-
nied by a bidirectional feedback system that allows for constant ad-
justments and improvements to these initiatives based on participant
experiences.

* Talent management:
Foster a clear value proposition for employees that reflects the organ-
izational culture and development opportunities, implementing recog-
nition and reward systems that promote satisfaction and commitment.

* Use of technology and data:
Integrate People Analytics tools and artificial intelligence to improve
precision in talent evaluation, avoiding biases and prioritizing da-
ta-driven decisions.
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* Ethics and diversity:
Ensure an inclusive environment through the application of talent
management practices that respect diversity and guarantee ethical
data management, protecting privacy and promoting transparency.

These combined strategies facilitate a comprehensive approach that
not only enhances individual talent but also ensures robust and adaptable
organizational development in the face of future challenges.
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