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Create an Inclusive Talent
Infrastructure with the
TALENT Framework

How to move from thought leadership
to improved talent systems
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Understanding the TALENT Framework

The TALENT framework helps HR, talent, inclusion, and business leaders diagnose
where inclusion is breaking down in talent systems, identify the root cause, assign
ownership, and track progress between formal measurement cycles.

T: Tie inclusion
to a business
and talent
priority

A: Assess
employee
experience
through
inclusion
drivers

L: Locate the
root-cause
threat

E: Evaluate
impact and
feasibility

N: Name the
solution, owner,
and outcome

T: Track
progress and
tell the story

Connect the
work to the
organization’s
most urgent
workforce goals.

Measure specific
employee
experiences—
not vague
sentiment.

Diagnose why
the experience
is breaking
down before
intervening.

Focus on what’s
likely to produce
measurable
progress.

Turn priorities
into action
plans.

Monitor
indicators and
communicate
progress before
the next annual
survey.

What talent
problem are we
solving?

Where are
employees
experiencing
barriers to
contribution,
trust, or growth?

Is this a
communication,
transparency,
infrastructure, or
accountability
problem?

Which issues
matter most, and
which can we
address now?

Who owns the
work, what will
change, and how
will success be
measured?

Are behaviors,
systems, or
employee
experiences
changing?

Evidence: Retention, engagement, internal
mobility, manager effectiveness, succession, Al
readiness, productivity, and workforce trust

Owners: CHROs and executive, business,
talent, and inclusion leaders

Evidence: Psychological safety, valued
contributions, reflected identities, and
inclusive norms

Owners: People managers and HR analytics,
inclusion, and employee listening teams

Evidence: Messaging, process redesign,
manager enablement, and accountability

Owners: Inclusion leaders, HR partners, talent
management, and business owners

Evidence: Impact/feasibility scoring, business
relevance, employee risk, and capacity

Owners: CHROs and HR, strategy, legal, and
business leaders

Evidence: Sponsors, accountable owners,
timeline, behavior-change goal, and success
measures

Owners: Executive sponsors, accountable
owner, managers, HR, and talent teams

Evidence: Pulse checks, HRIS data, manager
feedback, employee insights, stay interviews,
adoption metrics, and qualitative listening

Owners: Executive sponsors and HR analytics,
communications, and inclusion teams

Next Step: Keep reading to learn how to decode the root cause of the threat

so that you can design an appropriate solution.

©2026 by EAB. All Rights Reserved. seramount.com


https://pages.seramount.com/the-survey-trap.html

B O

Locate and Decode the Root Cause

When inclusion work stalls, the issue is often communication, transparency, infrastructure, or
accountability. Use this diagnostic to determine how to intervene so that the solution matches the problem.

Change is ambiguous

Employees don't know what'’s
changing, why it matters, or what

leaders are doing.

Growth is confusing

Employees don't understand
promotion, pay, flexibility, or
development decisions.

Managers are unprepared

Managers are expected to lead
inclusively without the tools,
time, skills, or data.

Standards are inconsistent

Expectations exist, but leaders
aren't held responsible for
inclusive behavior.

Communication is the cause

Create a sharper narrative, manager
talking points, repeated updates, and

employee-facing progress reporting.

Transparency is the cause

Develop criteria and process maps,
explain decisions, and improve

calibration and manager enablement.

Infrastructure is the cause

Offer manager training, decision
guides, workflow redesign, HR

support, data access, and toolKkits.

Accountability is the cause

Name owners and executive
sponsors and create performance
expectations, progress checkpoints,

and consequences.

Next Step: Go to the next page to translate this template into a

targeted action plan.
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Putting the TALENT Framework into Practice

Once you've found the root causes, consider where you can manage inclusion through
the moments that shape the employee experience to create an inclusive talent strategy.

Tie strategies to outcomes

guz Focus on fairness

and clarity

Build manager
capability

@ Embed inclusion in
@' @' @' every layer

@ Communicate transparently

Pick a desired workforce outcome, such as
boosting retention or trust.

Identify which decisions shape that outcome.

Connect the strategy to problems executives are
already trying to solve.

Understand how different populations experience
barriers to career success.

Design inclusion practices that expand access,
strengthen belonging, and improve fairness,
clarity, and consistency.

Recognize that managers shape employees’ daily
experience of inclusion.

Give managers skills and tools to foster inclusion
through observable behaviors so that team
members are equipped to deliver quality work.

Allow inclusion to be fully integrated into
talent management systems.

Prepare executive sponsors, HR leaders, and
managers to incorporate inclusion into
day-to-day work and big-picture decisions.

Communicate what’s changing, who owns the
work, and when progress will be reviewed.

Monitor employee sentiment and sustain action
between formal survey cycles.

Next Step: Fill out the TALENT template on the next page to create a

measurable path forward for your organization.
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Create an Inclusion Action Plan

Use this template to translate the TALENT Framework into an action plan. Aim to move from
an inclusion aspiration to a workforce outcome, named owner, and a measurable path forward.

Planning Question Working Answer

What business or workforce outcome are

we trying to improve?

Which employee experience signal tells

us this problem matters?

Which inclusion driver is weakest or most

important to improve?

What is the root-cause threat:
communication, transparency,

infrastructure, or accountability?

What behavior, system, process, or

decision point needs to change?

Who is the executive sponsor, and who is

the accountable owner?

What leading indicators will show

progress before the next annual survey?

What will employees hear, from whom,

and when?

When will we reassess and adapt?

Next Step: Read our talent infrastructure companion blog or

contact a Seramount expert to bring your action plan to life.
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Legal Caveat

EAB Global, Inc. ("EAB"”) has made efforts to
verify the accuracy of the information it provides
to partners. This report relies on data obtained
from many sources, however, and EAB cannot
guarantee the accuracy of the information
provided or any analysis based thereon. In
addition, neither EAB nor any of its affiliates
(each, an“EAB Organization”) is in the business
of giving legal, accounting, or other professional
advice, and its reports should not be construed as
professional advice. In particular, partners should
not rely on any legal commentary in this report as
a basis for action, or assume that any tactics
described herein would be permitted by applicable
law or appropriate for a given partner’s situation.
Partners are advised to consult with appropriate
professionals concerning legal, tax, or accounting
issues, before implementing any of these tactics.
No EAB Organization or any of its respective
officers, directors, employees, or agents shall be
liable for any claims, liabilities, or expenses
relating to (a) any errors or omissions in this
report, whether caused by any EAB Organization,
or any of their respective employees or agents, or
sources or other third parties, (b) any
recommendation by any EAB Organization, or (c)
failure of partner and its employees and agents to
abide by the terms set forth herein.

EAB is a registered trademark of EAB Global, Inc.
in the United States and other countries. Partners
are not permitted to use these trademarks, or
any other trademark, product name, service
name, trade name, and logo of any EAB
Organization without prior written consent of EAB.
Other trademarks, product names, service
names, trade names, and logos used within these
pages are the property of their respective
holders. Use of other company trademarks,
product names, service names, trade names, and
logos or images of the same does not necessarily
constitute (a) an endorsement by such company
of an EAB Organization and its products and
services, or (b) an endorsement of the company
or its products or services by an EAB
Organization. No EAB Organization is affiliated
with any such company.

IMPORTANT: Please read the following.

EAB has prepared this report for the exclusive use
of its partners. Each partner acknowledges and
agrees that this report and the information
contained herein (collectively, the “Report”) are
confidential and proprietary to EAB. By accepting
delivery of this Report, each partner agrees to
abide by the terms as stated herein, including the
following:

1. Allright, title, and interest in and to this
Reportt is owned by an EAB Organization.
Except as stated herein, no right, license,
pemission, or interest of any kind in this
Repott is intended to be given, transferred to,
or acquired by a partner. Each partneris
authorized to use this Report only to the
extent expressly authorized herein.

2. Each partner shall not sell, license, republish,
distribute, or post online or otherwise this
Repott, in part or in whole. Each partner shall
not disseminate or permit the use of, and shall
take reasonable precautions to prevent such
dissemination or use of, this Report by (a) any
of its employees and agents (except as stated
below), or (b) any third party.

3. Each partner may make this Report available
solely to those of its employ ees and agents
who (a) are registered for the workshop or
program of which this Report is a part, (b)
require access to this Report in order to learn
from the information described herein, and (c)
agree not to disclose this Report to other
employees or agents or any third party. Each
partner shall use, and shall ensure that its
employ ees and agents use, this Report for its
internal use only. Each partner may make a
limited number of copies, solely as adequate
for use by its employees and agents in
accordance with the terms herein.

4. Each partner shall not remove from this
Report any confidential markings, copyright
notices, and/or other similar indicia herein.

5. Each partner is responsible for any breach of
its obligations as stated herein by any of its
employ ees or agents.

6. If apartner is unwilling to abide by any of the
foregoing obligations, then such partner shall
promptly return this Report and all copies
thereofto EAB.
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