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Abstract

Organizational transformation in the public sector requires adaptive and service-oriented
human resource management strategies. This study analyzes the integration of talent
management and internal marketing as a strategic approach to enhancing public service
quality. Using a qualitative literature review of 20 national and international articles published
between 2020 and 2025, the analysis employed content analysis to identify key themes such
as competency development, succession planning, and employee engagement. The findings
reveal that talent management establishes the structural foundation of public organizations
through merit-based recruitment, development, and retention systems, while internal
marketing strengthens employee motivation and commitment through effective
communication of organizational values. The integration of both approaches creates synergy
at three levels: individual (competence and adaptive readiness), organizational (performance
culture and leadership continuity), and public service (citizen satisfaction and trust). In
conclusion, integrating talent management with internal marketing represents a strategic,
value-based, and sustainable HR model for the public sector. These findings offer direction
for bureaucratic reform toward more adaptive and competitive public service delivery.

Keywords: talent management, internal marketing, public service, competencies,
bureaucracy.

A. INTRODUCTION

The increasingly complex and dynamic environment of public organizations demands
comprehensive transformation—not only in service delivery systems but also in human resource
management (HRM) strategies. Public institutions today face global challenges such as digitalization,
policy shifts, demands for transparency, and rising citizen expectations regarding service quality (G.
Kauma et al., 2022). Talent management and internal marketing have emerged as strategic and
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complementary instruments for strengthening public sector capacity and fostering sustainable service
orientation.

According to Al Aina & Atan (2020), talent management is a systematic process of attracting,
developing, motivating, and retaining individuals with high potential and performance to achieve long-
term organizational goals. This practice includes talent identification, competency development,
performance management, and retention of key employees (Younas & Bari, 2020). In public
organizations, talent management not only aims to build competent civil servants but also enhances
professionalism, increases productivity, and ensures leadership continuity through effective succession
planning (Samuel & Isa, 2024).

Competency development is central to the success of talent management implementation
(Bernadette Bristol-Alagbariya et al., 2022). Technical, conceptual, and leadership competencies are
fundamental for ensuring individual effectiveness in fulfilling their duties and responsibilities (Susanto
et al., 2023). In the public sector, competency development plays a crucial role in equipping civil
servants to deliver adaptive, responsive, and results-oriented public services (Swasthaisong et al.,
2025). Hence, talent management forms the foundation of an adaptive and responsive public
bureaucracy.

Succession planning further ensures organizational continuity. As noted by Bano et al. (2022),
succession planning aims to identify and prepare high-potential individuals to occupy key positions in
the future. However, succession planning in the public sector often encounters challenges such as
suboptimal merit systems, rigid bureaucratic structures, and limited promotional flexibility (Willington,
2024). Integrating talent management with succession planning is therefore essential to maintain
stability and organizational effectiveness (Samuel & Isa, 2024).

Yet the success of talent management depends not only on development systems and succession
mechanisms but also on how well an organization internalizes its values, culture, and vision among
employees. This is where internal marketing becomes relevant (Wulandari, Azra, et al., 2025). Amalia
& Sukaris (2023) conceptualize internal marketing as an approach that treats employees as “internal
customers” who must be motivated, trained, and engaged in order to deliver high-quality service to
external customers. In public organizations, internal marketing ensures that each employee understands
public service values, demonstrates commitment to citizen satisfaction, and consistently acts as an
ambassador of the organization (Rodrigues Aldeia, 2023). Thus, integrating talent management with
internal marketing is essential for cultivating a culture of service excellence and strengthening public
trust (Evrianti et al., 2025).

The combination of these two approaches enhances employee engagement, organizational
loyalty, and customer satisfaction (Mansur, 2024; Mayako & Wulandari, 2025; Ryndian Gusty et al.,
2025; Wulandari, Mawaddah, et al., 2025). Ibitomi et al. (2024) also emphasize that investments in
competency development not only strengthen organizational competitiveness but also improve public
perceptions of service quality. In public marketing, the performance of civil servants directly reflects the
image and reputation of the organization. Thus, effective talent management has strategic implications
for public image and citizen trust.

However, previous studies reveal persistent challenges. Many public institutions still lack
integrated talent management systems and remain focused on administrative compliance rather than
strategic development. Kozjek & Franca (2020) highlight that strong bureaucratic cultures and
resistance to change often hinder innovative talent management practices. Similar challenges appear in
internal marketing, where inconsistent communication of organizational values disrupts the formation
of citizen-centered service orientation (Mawaddah et al., 2025; Purba et al., 2025).

In Indonesia, the urgency of talent management implementation in the public sector has
increased following the issuance of the National Talent Management Policy for Civil Servants (ASN) by
the Ministry of Administrative and Bureaucratic Reform (PANRB) in 2020. This policy underscores the
importance of talent acquisition, development, retention, and placement as part of bureaucratic reform
toward a dynamic and competitive government. Nonetheless, its effectiveness depends heavily on
internal marketing strategies that internalize public service values within the workforce, ensuring that
talent development translates into adaptive, communicative, and citizen-oriented service behavior.

A research gap persists because most previous studies discuss talent management and internal
marketing separately and often focus on the private sector. Public organizations, however, have distinct
characteristics, such as complex hierarchies and a mission to serve the public interest. Studies
integrating both approaches remain limited, particularly those explaining how the synergy between
talent management and internal marketing simultaneously enhances employee competence, succession
readiness, and public service quality. Therefore, this study aims to provide a comprehensive analysis of
how these two approaches can be integrated to strengthen value-based HR models in the public sector.
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B. METHODOLOGY OF RESEARCH

This study employs a qualitative approach using a literature review method. This approach is
appropriate given the study’s objective of analyzing the integration of talent management and internal
marketing in enhancing public service quality. As stated by Creswell & Poth (2016), qualitative research
enables a holistic understanding of social phenomena through the interpretation of meanings emerging
from diverse data sources. Accordingly, this literature review focuses on exploring, synthesizing, and
interpreting conceptual and empirical findings to build a comprehensive theoretical understanding of the
relationship between the two concepts. Secondary data were collected from reputable academic sources,
including national and international journal articles, academic books, research reports, conference
proceedings, and policy documents such as the National Talent Management Policy for ASN (PANRB,
2020). Literature selection was based on relevance, credibility, and recency, with priority given to
publications from 2020-2025, while classic works were included to strengthen the conceptual
framework.

Data collection followed three systematic stages: identification, selection, and classification of
literature. The identification stage involved searching academic databases such as Scopus,
ScienceDirect, Taylor & Francis, Emerald Insight, Google Scholar, and Garuda using keywords including
talent management, succession planning, internal marketing, public service quality, and public sector
HRM. The selection stage required reviewing titles, abstracts, and full texts to ensure alignment with
the study’s public sector context. The classification stage grouped the literature into themes such as
talent management implementation in public organizations, internal marketing practices, and integrative
studies related to public service quality. Data analysis employed thematic content analysis. According
to Fazeli et al. (2023), content analysis enables researchers to systematically interpret meaning from
textual data by identifying patterns, themes, and conceptual relationships. The process involved data
reduction to extract relevant information, followed by coding and thematic categorization focusing on
competency development, succession planning, employee engagement, and service excellence. A
conceptual synthesis was then conducted to integrate findings into a model explaining the interplay
between talent management and internal marketing. This process culminated in a theoretical and
practical interpretation of results.

To ensure validity and credibility, the study implemented source triangulation and cross-disciplinary
literature review. Validity was strengthened by comparing empirical and conceptual studies across
various public sector contexts and cross-checking with relevant national policies, such as bureaucratic
reform and civil servant talent management. This approach ensures that the findings are both
academically rigorous and contextually relevant to Indonesian public sector HRM practices.

C. RESULT AND DISCUSSION
General Findings

The synthesis of 20 reputable international and national journal articles (2020-2025)
reveals that the integration of talent management and internal marketing significantly
contributes to enhancing public service quality. Although operating in different dimensions,
the two concepts reinforce each other: talent management focuses on developing and
retaining strategic human resources, while internal marketing emphasizes value
internalization, motivation, and a service-oriented culture. Their general relationship is
presented in Table 1 below.

Tabel 1. Conceptual Relationship Between Talent Management and Internal Marketing in Enhancing
Public Services

Dimension of Talent Management Internal Marketing Integrative Impact
Analysis on Public Services

Strategic Focus on identifying, Focus on building value  Formation of a

Orientation developing, and retaining high-  awareness and value-based

potential employeespegawai
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berpotensi tinggi (high potential employee loyalty as performance and
employees) “internal customers” service culture
Core Processes  Recruitment, training, Internal Synergy between
succession planning, communication, employee
performance management motivation, competence and
organizational value commitment

reinforcement

Organizational Leadership readiness and Job satisfaction, Improved service
Outcomes organizational sustainability engagement, and quality and public
employee participation trust

Main Barriers Bureaucratization, weak merit Limited communication  Fragmented HR
systems, resistance to change strategies and internal policies and
rewards inconsistent

implementation

Sumber: literature synthesis (Bano et al., 2022; Mansur, 2024, Ibitomi et al., 2024; Swasthaisong et
al., 2025).

Integration of Talent Management in Developing Public Sector Competencies

The literature shows that talent management functions as a fundamental strategy for
building adaptive competencies and strengthening the professionalism of public sector
employees. Bristol-Alagbariya et al. (2022) state that effective talent management involves
potential identification, competency mapping, and sustained investment in learning. In the
context of public service, strengthening technical and leadership competencies is essential for
effective policy implementation (Swasthaisong et al., 2025).

A key challenge identified is the weak merit system and the limited use of data-driven
HR analytics in supporting decision-making (Willington, 2024). This gap creates
inconsistencies between planning and implementation. At this point, internal marketing acts
as a social catalyst that connects HR policies with employee behavior through value
communication and cultural internalization.

Succession Planning and Transformational Readiness

Succession planning in public organizations is often interpreted merely as an
administrative procedure rather than a strategic approach to continuity. Bano et al. (2022)
and Samuel & Isa (2024) emphasize integrating succession systems with participatory
leadership development to ensure sustainability of strategic competencies.

Successful succession depends on a work environment that supports innovation and
meritocracy. Integration with internal marketing strengthens the affective dimensions of
succession processes. Through effective internal communication strategies, employees better
understand leadership regeneration as a shared professional responsibility. This aligns with
Kozjek & Franca’s (2020) findings that public organizations with open communication
channels are more prepared to transition leadership without compromising service quality.
Integrated Model of Talent Management and Internal Marketing

According to Al Aina & Atan (2020), talent management is a systematic approach for
managing high-potential employees through acquisition, development, and retention. In
public organizations, this system enhances bureaucratic capacity to adapt to increasingly
complex and dynamic service demands (Samuel & Isa, 2024). However, cultural barriers—
such as resistance to change and weak communication of organizational values—often
hamper implementation (Kozjek & Franca, 2020).

Internal marketing plays a complementary role as a social mechanism linking talent
management policies with employee perceptions and behaviors. Amalia & Sukaris (2023)
explain that internal marketing treats employees as “internal customers” who must be
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motivated, engaged, and consistently informed about the organization’s vision and values.
Thus, internal marketing supports the internalization of public-service values and strengthens
employee engagement—ultimately enhancing the effectiveness of talent management
strategies.

The integration of these two concepts creates a reciprocal relationship between formal
structures and organizational culture. Talent management provides the structural foundation
through merit-based policies and career development systems, while internal marketing
strengthens collaborative culture and public service orientation.
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Figure 1. Mechanism of Integration Between Talent Management and Internal Marketing

D. CONCLUSION

The findings from a literature-based synthesis of 20 national and international articles published
between 2020 and 2025 show that the integration of talent management and internal marketing is a
synergistic and critical strategy for improving the quality of public services. These two approaches do
not function independently; rather, they complement one another in shaping an adaptive, competitive,
and value-driven bureaucracy. Talent management provides the structural foundation through
competency- and merit-based recruitment, development, and retention systems, ensuring leadership
continuity and preparing public officials for changes in the strategic environment. However, its
effectiveness is often hindered by bureaucratic rigidity, weak HR analytics, and the absence of an
innovative culture. Meanwhile, internal marketing acts as a social catalyst that internalizes
organizational values and strengthens employee motivation and engagement. By positioning employees
as internal customers, effective communication strategies nurture a sense of ownership toward the
organization’s vision, increase job satisfaction, and cultivate a collaborative and responsive public-
service culture.

The integration of these two approaches produces a transformative impact at three levels: (1)
at the individual level, through increased competence, motivation, and adaptive readiness; (2) at the
organizational level, through strengthened performance culture, leadership sustainability, and
transparent merit systems; and (3) at the public-service level, through enhanced citizen satisfaction
and trust in public institutions. Therefore, integrating talent management and internal marketing is not
merely a managerial technique but a strategic model for public human-resource management rooted in
values, collaboration, and sustainability. Consistent and data-driven implementation is expected to drive
bureaucratic transformation toward a more adaptive, innovative, and citizen-oriented public
organization. Future empirical research is needed to test this integrative model contextually across
various public-service sectors to gain deeper insights into the factors that influence its success and the
barriers to its implementation.
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