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The findings reveal that the policy facilitates competency

development, succession planning, and a merit-based career system.

Nevertheless, challenges persist, including a top-down selection

process, training that may not always align with job requirements,

and administrative monitoring. Despite these limitations, the policy

has yielded positive outcomes, such as talent pools, competency

mapping, and enhanced employee competencies. The findings

underscore the imperative of bolstering competency-based training

and outcome-oriented evaluation to enhance the effectiveness of

talent management.

1. INTRODUCTION

Talent management has become a crucial focus in public sector human resource management
due to its strategic role in ensuring that government organizations have the appropriate
competency capacity to fill critical positions ond improve bureaucratic performance.
International studies indicate that the implementation of talent management in the public sector
faces unique challenges such as budget constraints, bureaucratic merit procedures, and the need
to adapt to digitalization (Kravariti et al., 2023). Review research and case studies in various
countries confirm that a systematic approach (talent identification, competency development,
succession, and performance measurement) contributes to the sustainability of public
organizations’ capabilities (Kozjek, 2020). In Indonesio, empirical research highlights the
implementation of talent management for State Civil Apparatus (ASN), emphasizing the
importance of synchronizing national talent management policies (such as the Ministerial
Regulation on Administrative and Bureaucratic Reform) with practices in local governments, so
that the principles of merit and competency development are consistently maintained across
various levels of the bureaucracy.

Regional regulations/mayoral regulations that adopt talent management principles (as
derivatives of national policies) are important objects for understanding how normative policies
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are transformed into daily administrative practices. Surabaya Mayoral Regulation Number 30 of
2021is a concrete example, as it clearly regulates the civil servant talent management process
within the Surabaya City Government, from the identification of potential employees,
competency assessment, development plan development, to placement mechanisms and career
paths as part of improving civil servant professionalism. Research on the implementation of talent
management policies at the local government level shows mixed results. Some regions have
succeeded in formulating technical guidelines and competency development programs, while
others face obstacles such as limited human resource capacity, suboptimal personnel data, and
budget constraints (Pramesti, 2023). Research on the governance of civil servant
recruitment/selection and the plocement of regional educators also emphasizes that
harmonization between the provisions of the Mayoral Regulation and technical implementation
is essential so that talent management does not remain a written policy, but its implementation
is measurable. Therefore, Surabaya Mayoral Regulation No. 30/2021is a relevant regulation for
further evaluation regarding its implementation, level of effectiveness, and suitability to the
needs of civil servant management in technical units.

The case of civil servants (PNS) within the Surabaya City Education Office exemplifies various
practical challenges in the implementation of talent management, particularly concerning the
consistency of policy implementation, the alignment of programs with employee competency
requirements, and the integration of the talent mapping process into the career development
system (Saragih, 2024). While Surabaya Mayoral Regulation Number 30 of 2021 clearly
delineates the stages of talent identification, competency assessment, placement, and career
development, several studies indicate that the implementation of talent management within the
regional education sector continues to encounter obstacles such as limited implementation of
competency-based assessments, a misalignment between organizational needs and individual
capacity, and suboptimal succession mechanisms for structural and functional positions (Lestari,
2023). These conditions raise questions about the efficacy of talent management policy
implementation, particularly in ensuring that all civil servants have equitable opportunities to
develop competencies, enhance their careers, and improve performance in accordance with the
city government’s policy directives. Consequently, evaluating the implementation of talent
management at the Surabaya City Education Office is imperative to scrutinize several key
aspects, including:

1. To what extent have the civil servant competency identification and mapping instruments
been implemented in accordance with the Mayor’s Regulation procedures?

2. How is civil servant access to competency development programs such as education and
training, coaching, mentoring, and competency assessments?

3. How is the integration of civil servants in succession planning, talent placement, and merit-
based career patterns?

L. How effective is the monitoring and evaluation mechanism carried out by agencies
regarding policy implementation.

Numerous studies on human resource management for civil servants in local governments
underscore the significance of bolstering the talent pool system, integrating employee
competency data, and allocating an adequate budget for talent development. This approach
would enable the optimal achievement of the objectives outlined in Mayoral Regulation No.
30/2021, which aims to enhance the professionalism, competency, and performance of ASN
(Lestari, 2023). Consequently, a study on the efficacy of the implementation of Mayoral
Regulation No. 30/2021 through a case analysis of civil servants at the Surabaya City Education
Office offers a valuable empirical contribution in assessing the policy’s success, identifying
implementation challenges, and ensuring that talent management genuinely supports improving
the quality of civil servant resources within the city government (Hasibuan, 2022).
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Research on civil servant (ASN) talent management has been extensively conducted across
various local government institutions. One study conducted by Handayani (2023) examined the
implementation of talent management as a means of developing professional civil servants within
the Pontianak City Government. The study focused on the implementation of talent management
policies and the utilization of information systems to support ASN talent management. The
findings revealed that the Pontianak City Government had developed a Talent Management
Information System that facilitated the identification and management of ASN talents. However,
its implementation still encountered several challenges, particularly in optimizing competency
mapping and employee career development. While the study provided an overview of talent
management implementation at the local government level, it did not specifically investigate the
effectiveness of policy implementation based on a particular regional regulation or its application
within a specific government agency.

Another study was conducted by Muna and Suratman (2024) regarding the implementation
of talent management through competency assessment for supervisory civil servants in the
Pekalongan Regency Government. This research emphasized competency assessment as the
primary instrument for ASN talent mapping. The results indicated that competency assessments
had supported the identification of high-potential employees and facilitated the development of
a talent pool. Nevertheless, the utilization of assessment results for career development and
position placement had not been fully optimized due to challenges in integrating competency
data with the personnel management system. The study focused solely on one stage of talent
management, namely competency assessment, and therefore did not provide a comprehensive
understanding of talent management implementation from talent identification to policy
monitoring and evaluation.

Furthermore, a study conducted by Amalia and Zalukhu (2025) on the implementation of ASN
talent management within local government institutions demonstrated that talent management
practices across various regions in Indonesia continue to face significant challenges. The findings
showed that not all local government institutions were adequately prepared to implement talent
management systems effectively due to budget constraints, insufficient institutional support, and
disparities in human resource capacities among regions. While the study provided a general
overview of talent management implementation in Indonesio, it did not specifically investigate
the implementation of talent management policies within a particular institution nor assess policy
effectiveness based on applicable regional regulations.

Table 1. Comparison of Previous Studies and Research Contribution

Author Research Fokus Main Findings Contribution of
This Study
Handayani Implementationof  Talent Management This study
(2023) ASN talent Information System evaluates talent
management in supports talent management
Pontianak City management implementation
Government implementation, but based on a
competency mapping specific regional
and career development regulation using
remain suboptimal. the CIPP
evaluation model
Muna & Competency Competency assessment This study
Suratman assessment in supports talent mapping,  evaluates all
(2024) ASN talent but its utilization for stages of talent
management in career development is management,

not yet optimal.

including
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Pekalongan identification,
Regency development,
succession
planning, and
evaluation
mechanisms.
Amalia & ASN talent Talent management This study focuses
Zalukhu (2025) management implementation is specifically on the
implementation in constrained by budget implementation of
local government limitations, institutional Surabaya Mayor
institutions readiness, and human Regulation
resource capacity. Number 30 of
2021 within the
Surabaya City
Education Office

and provides a
comprehensive
policy evaluation.

Based on these previous studies, it can be observed that research on ASN talent management
generally focuses on policy implementation, the utilization of information systems, and
competency assessments as components of the talent management process. However, there
remains a lack of research that specifically evaluates the implementation of talent management
policies based on particular regional regulations while comprehensively examining all stages of
talent management. In addition, studies investigating talent management implementation within
the regional education sector, particularly in the Surabaya City Education Office, remain limited.
This is noteworthy because the education sector possesses distinct human resource
characteristics and requirements compared to other local government agencies, thereby
necessitating appropriate talent management practices to support organizational objectives.

Therefore, this study aims to address this research gap by examining the implementation of
Surabaya Mayor Regulation Number 30 of 2021 concerning Civil Servant Talent Management
within the Surabaya City Government through a case study of the Surabaya City Education Office.
This research not only investigates competency assessment and talent mapping but also
comprehensively analyzes talent identification, competency development, succession planning,
talent placement, and the monitoring and evaluation mechanisms implemented within the
organization. Consequently, this study is expected to provide a more comprehensive
understanding of the effectiveness of talent management policy implementation at the local
government agency level while also serving as an evaluation tool and source of recommendations
for the Surabaya City Government in enhancing the quality of public sector human resource
management in a sustainable manner. The novelty of this study lies in its specific focus on
evaluating the implementation of Surabaya Mayor Regulation Number 30 of 2021 within the
Surabaya City Education Office, one of the local government agencies characterized by a diverse
number and profile of civil servants. In addition, this research examines all stages of talent
management in an integrated manner, ranging from talent identification to monitoring and
evaluation. As such, it offers a more comprehensive understanding of the effectiveness of talent
management policy implementation compared to previous studies, which have generally
concentrated on only certain aspects of ASN talent management.

Policy Theory and Policy Evaluation

Sustainable Human Resource Management (Sustainable HRM) emphasizes the long term
development, retention, and utilization of employee competencies to ensure organizational
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sustainability. In the public sector, talent management functions as a strategic mechanism to
maintain the continuity of human capital by ensuring that competent employees are identified,
developed, and prepared for future leadership positions. From the perspective of Human Capital
Theory, investments in competency development, succession planning, and talent retention
contribute to improved organizational performance and institutional resilience. Therefore,
evaluating ASN talent management is not only important for assessing policy effectiveness but
also for understanding its contribution to sustainable human capital development within local
government organizations. Public policy evaluation theory has shifted from traditional
approaches that solely assess administrative outcomes to modern approaches that focus on
policy impact, measurability, tangible benefits, and the learning process for policymakers. Modern
evaluation serves as a strategic tool that not only assesses the success of a program but also
helps understand its implementation process, identify structural barriers, and provide a basis for
evidence based policy improvements. Theoretically, evaluation is a crucial stage in the ongoing
and adaptive policy cycle. Evaluation encompasses the assessment of the policy context,
implementation process, resulting outputs, and emerging outcomes. International studies also
indicote that evaluation in the bureaucratic sector needs to consider the capacity of
implementing institutions, policy legitimacy, and the level of acceptance by stakeholders. In
Indonesia, the practice of policy evaluation in local governments is growing as part of the
bureaucratic reform agendao, particularly in assessing the effectiveness of regional regulations,
including policies related to the management of civil servants (ASN).

Public policy evaluation is a structured process for assessing the relevance, effectiveness,
efficiency, impact, and sustainability of a policy using specific indicators and scientific methods.
In addition to measuring program achievements, evaluation also assesses implementation gaps ,
the quality of policy governance, and its impact on target groups. Studies show that policy
evaluation in the public sector faces significant obstacles, such as incomplete performance datag,
bureaucratic resistance, and weak monitoring and follow-up mechanisms for evaluation results.
At the local government level, evaluation is crucial to ensure that local policies not only meet
regulatory requirements but also provide genuine benefits and improve the quality of public
services. Therefore, when conducting an evaluation ASN policies, particularly talent management
policies, must measure the suitability of implementation with regulations, the effectiveness of the
competency development process, and the potential for long-term sustainability of the policy.

The policy evaluation approach used in this study serves to assess how the policy process is
implemented, examine the results achieved, and assess the degree to which its implementation
aligns with the objectives set out in the regulation. Relevant evaluation models include Policy
Evaluation in the Public Policy Cycle (Dunn), Process Outcome Evaluation, and the CIPP (Context,
Input, Process, Product) model, as all three provide a comprehensive overview of the policy
context, resource readiness, implementation process, and impact. These models are highly
suitable for evaluating Surabaya Mayoral Regulation No. 30 of 2021, as this policy encompasses
systematic stages such as talent identification, competency development, succession mapping,
and ASN retention. Given these characteristics, process- and outcome- based evaluations are
more appropriate than assessments that focus solely on administrative aspects. Several studies
have also shown that process- and outcome- oriented evaluations are more effective in
identifying implementation gaps, measuring the effectiveness of talent development, and
assessing the extent to which policies work within a bureaucratic context. Therefore, this
evaluation approach is considered most appropriate for assessing the extent to which talent
management policies at the Surabaya City Education Office are implemented in accordance with
normative and operational objectives and their expected impacts.

2. METHODS
This study employed a qualitative approach with a case study strategy, as proposed by
Creswell (2018), which emphasizes an in-depth exploration of a phenomenon within its real-life
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context. This approach was selected because the research focuses on evaluating the
implementation of a public policy, namely Surabaya Mayor Regulation Number 30 of 2021
concerning Civil Servant Talent Management, particularly its implementation within the Surabaya
City Education Office. A case study strategy was considered appropriate because it enables the
researcher to gain a comprehensive understanding of policy implementation by examining
organizational dynamics, the perspectives of policy actors, and the contextual factors that
influence the effectiveness of the policy. The research focused on evaluating the implementation
of ASN talent management policies in the Surabaya City Education Office. Specifically, the study
examined three main aspects: the implementation of talent management policies, the
mechanisms for competency and performance development of civil servants, and the supporting
as well as inhibiting factors encountered during the implementation process. The Surabaya City
Education Office was selected as the research locus because it is directly involved in implementing
human resource management policies for civil servants under the coordination of the Surabaya
City Government.

The study utilized both primary and secondary data sources. Primary data were obtained
through in-depth interviews with personnel officials, structural officials, and civil servants who
were directly involved in or affected by the implementation of the talent management policy.
Secondary data were collected from regulatory documents, work plans, performance reports,
official guidelines, and relevant academic literature related to personnel management and ASN
competency development. These multiple sources of evidence were used to provide a
comprehensive understanding of the policy implementation process. Data collection was
conducted through in-depth interviews using a semi-structured interview guide, allowing the
researcher to explore informants’ experiences, perceptions, and views while maintaining
alignment with the research objectives. In addition, documentation studies were carried out to
examine regulations, policy guidelines, and organizational reports relevant to the implementation
of the policy. The interviews were conducted face-to-face, with each session lasting
approximately 30-60 minutes depending on the depth of information provided by the informants.
With the participants’ consent, all interviews were audio-recorded and subsequently transcribed
verbatim to ensure data accuracy and facilitate the analysis process.

The study involved six informants selected through purposive sampling based on their roles,
responsibilities, knowledge, and involvement in the implementation of the talent management
policy. The informants consisted of personnel management officials, structural officials, and civil
servants participating in the talent pool program who were directly involved in the
implementation of the policy. Data analysis followed Creswell's (2018) qualitative analysis
procedures, which include organizing and preparing the data, reading and reviewing the entire
dataset, coding relevant information, developing themes and categories, interpreting the
meaning of the findings, and presenting the results in a descriptive narrative. The interpretation
process was guided by public policy evaluation theories and the context of implementing
Surabaya Mayor Regulation Number 30 of 2021. To ensure the trustworthiness of the findings,
several validation techniques were employed. These included source triangulation by comparing
information from different informants and documents, member checking to verify the accuracy
of interpretations with participants, peer debriefing through discussions with academic
supervisors or colleagues, and maintaining an audit trail to document the research process
systematically. Ethical considerations were also observed throughout the study. Prior to data
collection, participants were informed about the purpose and procedures of the research and
were asked to provide voluntary informed consent. Participants’ identities were anonymized to
protect confidentiality and privacy throughout the research process. Their participation was
entirely voluntary, and the information provided was used solely for academic purposes.
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3. RESULTS AND DISCUSSION

This study uses the CIPP (Context, Input, Process, Product) evaluation model developed by
Daniel L. Stufflebeam to assess the implementation of the ASN Talent Management policy based
on Surabaya Mayor Regulation Number 30 of 2021. This model was chosen because it is able to
provide o comprehensive picture starting from the background and policy needs (context),
resource readiness (input), implementation process (process), to the results and impact of the
policy (product).

A. Context

In the CIPP evaluation model developed by Daniel L. Stufflebeam, context is an evaluation
component that focuses on analyzing the background, needs, problems, and environment in which
a program is implemented. Context evaluation aims to identify real needs, problems to be
addressed, and opportunities to be developed so that the program has a clear foundation and
direction. In addition, context evaluation helps determine objectives, program priorities and
strategies to align with organizational conditions, policies, and internal and external factors that
influence program implementation. Thus, context serves as a foundation for formulating targets
and ensuring that programs are truly relevant and meet needs.

Based on interviews with personnel leaders/managers and civil servants participating in the
talent pool, it can be concluded that the implementation of talent management at the Surabaya
City Education Office is driven by the organization’s strategic need to improve the quality of civil
servant human resources. Leaders explained that before talent management, there was still o
mismatch between job requirements and employee competencies. Several key positions were
difficult to fill due to the limited number of employees with adequate capacity and potential.
Furthermore, the employee placement process was not entirely merit-based. These conditions
became the main background for the implementation of talent management as a mechanism to
ensure that employees were placed according to their competencies and to strengthen career
planning in a more systematic and objective manner.

The urgency of this policy becomes clearer when leaders identify competency gaps, the need
for more structured employee potential mapping, and the organization’s demand to prepare
future leaders capable of occupying strategic positions. The implementation of talent
management is considered crucial for enhancing civil servant professionalism, maintaining
organizational continuity, and ensuring the availability of high-performing talent. From the
perspective of civil servants participating in the program, this policy is considered relevant
because it provides opportunities to improve competency, gain experience, and expand networks
between regional government agencies (OPDs). Informants reported that the training they
participated in helped them better understand administrative tasks and provided practical
benefits, although some training sometimes did not align with their field of work. This indicates
that the policy is effective, but the alignment of development materials with job requirements still
needs improvement. Interviews also showed that this policy aligns with organizational needs,
helping map employee potential, support competency development, and prepare for job
succession. Policy planning involved various parties, including the Ministry of Administrative and
Bureaucratic Reform (KemenPAN-RB), the National Civil Service Agency (BKN), the mayor's PPK
(Regional Personnel Agency), the Regional Personnel Agency (BKPSDM), and unit leaders who
proposed potential employees.

The goal setting mechanism is carried out through a talent management cycle that includes
identification, assessment, development, placement, and evaluation. Overall, the context
component of the CIPP model demonstrates that talent management policies have a strong
contextual basis. There is a clear organizational need to address competency gaps, strengthen
merit systems, and improve the quality of human resources. However, several gaps remain. Notes
such as: (1) employee competency gaps in certain positions; (2) competency data mapping that
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has not yet been fully integrated; (3) the mechanism for appointing talent pool participants that
is still top-down; and (4) an understanding of the concept of talent management that is not yet
evenly distributed across all work units. These findings provide important insights for further
analysis at the input, process, and product stages.

The findings indicate that talent management at the Surabaya City Education Office
emerged from a strategic need to strengthen competency-based human resource management
and ensure leadership succession. Similar conditions have been reported in various public-sector
organizations, where talent management is introduced to address competency gaps, improve
succession readiness, and strengthen merit-based personnel systems (Arlina, 2025). Therefore,
the context identified in this study reflects broader challenges faced by local governments in
implementing talent management.

In terms of competency data mapping and integration, SIMPEG and employee assessments
have been utilized, but their accuracy and interconnectedness remain limited. This situation aligns
with the findings of Syah & Rachman (2020), who emphasized that one of the main obstacles to
talent management implementation in the regions is data misalignment between personnel
systems, assessments, and competency databases. A recent study by Yuliani & Baskoro (2022)
also underscored the need for real- time integration to make talent mapping more objective and
directly applicable to decision-making. This finding suggests that policymakers should prioritize
the integration of competency assessment results, personnel databases, and development
records into a unified digital platform. Such integration would enable more accurate talent
mapping and support evidence-based decisions regarding promotion, rotation, and succession
planning.

The talent pool selection mechanism is still top-down, indicating that the policy does not fully
reflect the principle of openness of the merit system. This situation is reinforced by research by
Masrully & Saputro (2024), who found that direct appointment practices often create
perceptions of unfairness and can reduce policy legitimacy. They emphasized that an open
registration system and the publication of selection criteria are crucial components in ensuring
policy acceptance by employees, an aspect also seen as a weakness in the case of the Surabaya
Education Office. To address this issue, policymakers should establish a more transparent talent
identification mechanism by publishing selection criteria, providing opportunities for employee
self-nomination, and communicating assessment results more openly. These measures could
strengthen employee trust and reinforce the principles of the merit system.

The unequal understanding of talent management concepts across work units indicates a lack
of policy internalization. This finding is consistent with research by Nursalim & Hidayat (2023),
which emphasized that technical understanding and implementer capacity are key factors in
success during the initial implementation phase. Without adequate socialization, technical SOPs,
and manager training, policies often become mere formalities without consistent implementation.
This situation was reflected in interviews with implementers at the field and sub-section levels.
Therefore, regular socialization programs, technical guidelines, and competency-building
initiatives for managers and talent management administrators are needed to ensure consistent
understanding and implementation across organizational units.

Regarding the relevance of talent development materials, some informants found the training
useful, but others considered the materials inadequate for their job requirements. This finding
aligns with the study by Muna & Suratman (2024), which showed that the effectiveness of talent
development is largely determined by the accuracy of the training needs analysis and the
alignment of the training curriculum with functional tasks. Mismatching the materials with the
realities of daily work has been shown to reduce the program’s impact on performance
improvement and succession readiness. Consequently, future development programs should be
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based on systematic training needs assessments to ensure that learning activities correspond to
employees’ functional responsibilities and career development requirements.

Overall, the context evaluation demonstrates that the implementation of talent
management at the Surabaya City Education Office is supported by a clear organizational need
to improve competency alignment, strengthen merit-based human resource management, and
prepare future leaders. However, the findings also reveal several gaps related to data
integration, participant selection mechanisms, policy internalization, and the alignment of
development programs with employee needs. Addressing these gaps requires concrete policy
actions, including the development of integrated talent management information systems,
greater transparency in talent identification processes, continuous capacity-building programs,
and competency-based training planning. Strengthening these aspects is essential to ensure that
talent management contributes effectively to organizational performance and long-term
succession sustainability.

B. Input

The Input component of the CIPP (Context, Input, Process, Product) evaluation model
developed by Daniel L. Stufflebeam emphasizes the extent to which a program possesses the
requisite resources, implementation strategies, and supporting instruments to attain policy
objectives. Evaluation at this stage serves to assess whether planning, procedures, and
implementation mechanisms have been adequately designed to ensure effective policy
implementation. In the context of this research, input indicators are employed to evaluate
the readiness of the implementation of Surabaya Mayor Regulation Number 30 of 2021
concerning Civil Servant Talent Management, particularly within the Surabaya City Education
Office. This assessment considers aspects of institutional readiness, ASN selection criteria,
and the clarity of implementation mechanisms. Interviews with two informants revealed
contrasting yet complementary perspectives on the implementation of this policy. The first
informant, a personnel officer at the Surabaya City Education Office, elucidated:

“The main indicators are based on performance, potential, motivation, experience,
readiness to change, superior input, and relevance of career path.”

Meanwhile, the second informant is a civil servant participating in the talent pool convey that:

“Information is usually received via email or direct appointment from the leadership, who
usually coordinates with the Regional Personnel Agency (BKD). He said it's quite clear
because participants are officially appointed and confirmed through the administrative
system (e-mail).”

From these two statements, it can be concluded that personnel officials highlight the technical
and substantive aspects of selection indicators, which include dimensions of performance,
potential, motivation, and experience, as well as input from direct superiors and relevance to
career paths. This indicates that the process of selecting ASN into the talent pool is based on an
objective and merit-based approach, where potential mapping is carried out by considering the
individual’s actual abilities and readiness for development. Meanwhile, the second informant
provided a perspective from the perspective of the policy implementers or participants. He
assessed that the program’s implementation mechanism was quite clear and transparent
because it was carried out officially through an e-mail-based administration system and
appointments by leaders in coordination with the Regional Personnel Agency (BKD). However,
the process of selecting participants was still top-down, where ASN did not have ample
opportunity to register independently according to their potential and interests.



60 | Sustainability Human Capital Development Journal Vol. 2 Issue 1

A comparative analysis of the perspectives of the organizers and policy implementers reveals
notable disparities in their viewpoints. Personnel officers evaluate policies from a regulatory and
indicator-based standpoint, while participants assess the systematic selection process and the
transparency of the appointment procedure. Both parties acknowledge the Education Office’s
well-functioning mechanism from an administrative and institutional perspective. However, in
terms of civil servant participation, the policy requires further development to enhance openness
and inclusivity. In essence, while the policy’s input is strong in terms of systems and procedures,
there is a need for improvement in participation and active employee involvement in the selection
process. When aligned with Stufflebeam’s CIPP theory, the findings indicate that the Surabaya
City Education Office possesses good institutional readiness at the Input stage. This includes clear
selection criterio, a digital-based administration system, and coordination between implementing
agencies such as the Regional Personnel Agency (BKD). This suggests that the talent
management policy has met the preparedness and resource adequacy aspects, which are crucial
elements in the Input stage of the CIPP model. However, as Stufflebeam elucidotes, the
effectiveness of input is not solely determined by the completeness of the system but also by
participation and the relevance of implementation to the program’s objectives. In this context,
the implementation of the ASN talent management policy at the Education Office necessitates
expanding opportunities for employees to actively participate in the selection process. This would
transform the mechanism from a solely appointment-based system to one that also facilitates
applications based on competency and career aspirations. Although the administrative
mechanism is deemed clear, the continued reliance on leader nomination implies a need to
establish more participatory talent identification mechanisms. Providing avenues for self-
nomination or open applications could aid in identifying hidden talent, enhance employee
engagement, and foster perceptions of fairness within the talent management system.

These findings align with previous studies indicating that successful talent management
implementation hinges on the availability of explicit selection criteria, sufficient institutional
support, transparent administrative systems, and active employee participation (Mayasari &
Febriantoko, 2018; Wei & Dai, 2021; Subhaktiyasa et al., 2022; Hidayat et al., 2023; Wahidah et
al., 2023). Collectively, these studies suggest that organizational readiness alone is insufficient if
employees have limited opportunities to participate in talent identification and development
processes.

In contrast to previous studies, the Surabaya City Education Office demonstrates adequate
readiness in terms of regulations, institutional support, and talent identification procedures.
However, several areas require improvement, particularly employee participation, competency-
based development planning, and implementation flexibility. Therefore, policymakers should
consider introducing open talent registration mechanisms, developing more comprehensive
technical SOPs, and strengthening competency development systems that are directly linked to
assessment results and career pathways. These actions would enhance both transparency and
effectiveness, ensuring that talent management contributes more directly to organizational
performance and long-term succession planning.

C. Process

In the CIPP evaluation model, process is the evaluation component that assesses how a policy
is implemented, including implementation stages, operational mechanisms, inter-unit
coordination, obstacles encountered, and the quality of program execution. Process evaluation
helps determine whether a program is implemented effectively and in accordance with its
intended objectives. Based on interviews with Informant 1, talent management at the Surabaya
City Education Office has been implemented through employee nomination and participation in
training programs coordinated by BKPSDM. Although the process has been carried out according
to administrative procedures, its implementation has not been fully consistent due to limited
human resources, heavy workloads, and budget constraints. In addition, understanding of talent
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management remains uneven across work units, causing implementation to focus primarily on
training participation rather than structured competency and career development. Monitoring
and evaluation are also still centered on administrative compliance rather than measuring the
quality and impact of development activities.

According to Informant 2, talent management is mainly experienced through participation in
various training programs assigned by supervisors. However, some training activities are not
always aligned with employees’ job competencies, indicating that competency development has
not been fully based on talent mapping or organizational needs. Participants are generally
encouraged to share knowledge gained from training with colleagues, but post-training follow-
up remains informal and lacks standardized procedures. Informant 2 also reported challenges
with the web-based learning system, including confusing navigation, limited user guidance, and
the absence of features that allow participants to review learning materials. These limitations
reduce learning effectiveness and make participants more dependent on assistance from
colleagues. More specifically, participants reported that the platform lacked several features
commonly found in modern learning management systems, including a personalized learning
dashboard, progress tracking tools, automated training recommendations based on competency
assessment results, and access to recorded learning materials for later review. In addition, the
system was not integrated with talent management databases, making it difficult to connect
training participation with competency gaps, career development plans, or talent pool status. As
a result, learning activities were often treated as standalone training events rather than as part
of a structured talent development pathway.

From the perspective of the CIPP model, these findings indicate that talent management
implementation has established clear administrative mechanisms but has not yet achieved
optimal implementation quality. The mismatch between training programs and job competency
needs is particularly significant because it may limit the impact of competency development on
organizational performance. This finding is consistent with Putri and Ardiansyah (2023) and
Hidayat and Mulyani (2021), who found that competency development in public organizations is
ofteninfluenced more by training availability than by actual competency requirements. Therefore,
the Surabaya City Education Office should strengthen competency mapping and training needs
analysis to ensure that development progroms are aligned with organizational priorities.
Policymakers should therefore establish a competency-based training allocation mechanism that
links assessment results, organizational competency requirements, and individual development
plans. Such an approach would improve the relevance of training investments and ensure that
development programs directly support succession planning objectives.

The study also highlights weaknesses in post-training follow-up and the digital learning
system. Without structured coaching, mentoring, and evaluation after training, the benefits of
learning may not be fully translated into improved workplace performance. Similarly, technical
barriers within the learning platform can reduce participant engagement and learning outcomes.
Improvements such as action plans, mentoring programs, recorded learning materials, and
technical support services are therefore necessary. In practical terms, this requires the
development of formal post-training action plans, mentoring assignments, and performance
follow-up mechanisms that allow supervisors to monitor how newly acquired competencies are
applied in the workplace. Furthermore, monitoring and evaluation activities remain largely
administrative and do not adequately assess training relevance, competency improvement, or
organizational impact. This finding aligns with Sari and Wibowo (2024), who argue that
implementation quality cannot be ensured through procedures alone without comprehensive
evaluation mechanisms. Consequently, the Surabaya City Education Office should develop a more
comprehensive monitoring and evaluation framework that measures both implementation
quality and development outcomes.



62 | Sustainability Human Capital Development Journal Vol. 2 Issue 1

Overall, the findings suggest that the process aspect of talent management at the Surabaya
City Education Office has functioned procedurally but remains suboptimal in terms of
implementation quality. The main challenges relate to competency alignment, post-training
follow-up, learning system effectiveness, and evaluation quality. Addressing these issues requires
more than regulatory compliance; it demands stronger integration between competency
assessment, training programs, digital learning systems, and performance management
processes. By strengthening these areas, policymakers can ensure that talent management
becomes a strategic instrument for developing competent civil servants and supporting long-
term organizational performance and leadership succession.

D. Product

In the CIPP evaluation model, Product refers to the results, outputs, changes, and impacts
achieved from the implementation of a program or policy. Product evaluation not only assesses
the immediate outputs produced but also measures outcomes and the benefits experienced by
both individuals and organizations. Therefore, the product component is used to determine the
extent to which program objectives have been achieved and whether the results provide
sustainable value to the organization. Based on interviews with management and civil servants
participating in the talent pool program, the implementation of talent management within the
Surabaya City Education Office has produced several outputs that indicate progress in human
resource management. From the management perspective, the most significant outcomes
include the establishment of a talent pool, employee potential mapping, and more structured
competency documentation. The availability of this data is important because it provides a more
objective basis for decision-making regarding promotions, transfers, and career development.
Prior to the implementation of systematic competency mapping, employee placement decisions
were more likely to rely on less measurable considerations. Through the talent pool system, the
organization now has more accurate information regarding employee potential and
competencies, reducing the risk of job mismatches. This finding is consistent with Lestari (2023),
who argued that talent pools and competency mapping serve as fundamental pillars of talent
management in the public sector by supporting career planning and merit-based stoffing
decisions.

From the employees’ perspective, the primary benefits include improved competencies,
broader work experience, and opportunities to build professional networks with participants from
other government agencies. In addition, training certificates contribute positively to performance
evaluations and career advancement opportunities. These benefits are significant because they
demonstrate that talent management generates not only administrative outputs but also direct
impacts on individual capacity development. Improved competencies can enhance job
performance, increase administrative efficiency, and expand employees’ perspectives in
adapting to changing workplace demands. This finding supports Saragih (2024), who found that
structured competency development programs for civil servants contribute to greater work
effectiveness and improved public service quality.

The findings also indicate that participants contribute to organizational learning through
knowledge-sharing activities after completing training programs. Sharing training materials,
presentations, and information with colleagues serves as a mechanism for disseminating
knowledge throughout the organization. This is important because the benefits of training extend
beyond individual participants and can create broader organizational impacts. When knowledge
transfer is carried out consistently, organizations can maximize the return on investment in
employee development programs. However, the current knowledge-sharing process largely
depends on the initiative of supervisors and lacks standardized procedures. As a result, learning
outcomes may not be distributed evenly across the organization. Therefore, the Surabaya City
Education Office should establish policies requiring participants to prepare learning reports or
conduct structured knowledge-sharing sessions to ensure that training benefits reach a wider
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range of employees. Such a mechanism would also allow organizational leaders to monitor the
diffusion of knowledge ond evaluote whether training investments generate broader
organizational benefits beyond individual participants.

Despite these positive outputs, the findings suggest that they have not yet fully translated
into optimal outcomes. One major issue identified is that not all training programs attended by
employees align with the competency requirements of their positions. This finding is important
because the success of talent management should not be measured solely by the number of
employees participating in training but also by the relevance of development programs to
organizational needs. When training content is not aligned with job requirements, the
competencies acquired may not be effectively applied in daily work activities. Consequently,
investments in employee development may fail to produce significant improvements in
organizational performance. This finding is consistent with Kravariti et al. (2022), who identified
the lack of alignment between organizational competency needs and development programs as
a major challenge in public-sector talent management. Therefore, policymakers should
strengthen the integration between competency mapping results, job requirements, and training
planning to ensure that development programs effectively support organizational goals.

Another important issue concerns the digital learning system used during training programs.
Participants reported difficulties related to navigation, limited user guidance, the absence of
replay features, and restricted access to learning materials after training completion. These
limitations reduced learning effectiveness and created unequal learning experiences among
participants with different levels of digital literacy. As a result, some employees were unable to
fully benefit from competency development activities despite participating in the same programs.

In addition to technical challenges, the study found that competency data generated through
the talent pool system has not yet been utilized consistently in all human resource management
processes. In fact, competency data represents one of the most valuable outputs of talent
management because it can support more accurate employee placement, structured career
development, and sustainable succession planning. If competency data is not used effectively in
decision-making processes, the strategic value of talent management is significantly reduced.
Consequently, organizations may revert to conventional human resource management practices
that are less focused on employee potential and competencies. Therefore, stronger commitment
from organizational leaders is needed to ensure that talent pool data is consistently used as the
basis for promotions, transfers, and career development decisions.

Overall, the product evaluation demonstrates that talent management implementation ot
the Surabaya City Education Office has generated meaningful outputs, particularly in the areas
of competency mapping, talent pool development, employee capacity building, and
organizational knowledge sharing. However, the findings also indicate that these outputs have
not yet been fully translated into sustainable organizational outcomes. To maximize the long-
term value of talent management, policymakers should ensure stronger alignment between
competency mapping and training programs, improve the effectiveness of digital learning
systems, institutionalize knowledge-sharing practices, and consistently utilize talent pool data in
promotion, rotation, and succession decisions. These actions are essential to transform talent
management from an administrative initiative into a strategic instrument for organizational
performance improvement and leadership sustainability.

4. CONCLUSION

The research findings reveal that the Civil Servant Talent Management policy, grounded in
Surabaya Mayoral Regulation Number 30 of 2021, holds significant relevance to the
organizational requirements of the Surabaya City Education Office. From a contextual and input
standpoint, this policy is driven by competency gaps, job succession needs, and the imperative to
fortify a merit-based career system. The implementation of this policy is supported by adequate
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institutional preparedness, evidenced by relatively clear selection indicators, budgetary support,
and the utilization of digital systems for personnel data management. Nevertheless, the talent
pool selection mechanism still exhibits a top-down tendency, resulting in suboptimal participation
of civil servants in the selection process and applications based on potential and interests.

In terms of process and product, the implementation of talent management policies has been
conducted in accordance with established administrative procedures and has yielded several
positive outcomes, including the establishment of a talent pool, ASN competency mapping, and
the enhancement of employee knowledge and skills through development programs. However,
the quality of policy implementation is not yet fully optimal. This is reflected in competency
development that is not yet fully aligned with job requirements, monitoring and evaluation
mechanisms that remain administratively oriented, and the suboptimal utilization of competency
data in career planning and job succession. The theoretical implications of these findings suggest
that the effectiveness of ASN talent management policies is not solely determined by the
completeness of regulations and the readiness of inputs, but also heavily contingent upon the
quality of the implementation process and the integration of talent development outcomes into
personnel decision-making.

These findings reinforce the relevance of the CIPP evaluation model in analyzing public policy
in the personnel sector, while also emphasizing that the gop between policy design and
implementation practices remains a major challenge in the application of talent management in
local governments. The novelty of this research lies in the comprehensive application of the CIPP
evaluation model in evaluating ASN talent management policies in the regional education sector,
which is still relatively limited in public policy studies in Indonesia. This research has limitations,
including the research locus that only focuses on one regional apparatus, so the findings cannot
be generalized widely, and the limited number of informants that affects the depth of perspective
variation. Furthermore, this study does not quantitatively measure the policy’'s impact on
organizational performance and the quality of public services.

Based on the findings, several practical recommendations can be proposed for stakeholders.
The Surabaya City Government and BKPSDM should develop a Standard Operating Procedure
(SOP) for open talent pool registration within the next six months to enhance transparency and
employee participation in the talent identification process. Additionally, competency assessment
results, employee performance records, and talent development data should be integrated into
a unified digital talent management system to support evidence-based promotion, rotation, and
succession decisions. Competency development programs should also be designed based on
training needs analysis and evaluated using outcome-oriented indicators rather than solely
administrative participation records. Furthermore, these findings may serve as a reference for
other regional governments in Indonesia that are implementing ASN talent management policies,
particularly in improving transparency, competency-based development, data integration, and
merit-based succession planning.

Considering the limitations of this study, future research is recommended to expand the scope
of analysis to several regional apparatus organizations or other local governments in order to
compare policy implementation practices. Future studies are also encouraged to employ a mixed
methods approach to more objectively measure the impact of ASN talent management policies
on individual and organizational performance, as well as to further examine the integration of
competency data systems and merit-based succession mechanisms as key factors supporting
policy sustainability.
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