
 



The Fragmented Talent Lifecycle 
A developer joins your organization. They're assessed during hiring. They're 
developed through training programs. They're evaluated during performance 
reviews. Each stage uses different criteria, different frameworks, and different 
standards. 

The result? Confusion. Frustration. Inconsistent decisions. 

The developer who was hired for one set of skills is promoted for another. The 
capabilities that got them in the door aren't the ones that help them advance. The 
training they receive doesn't align with what's actually measured. 

This fragmentation isn't just inefficient—it's costly. When hiring, development, and 
promotion speak different languages, talent decisions become subjective, 
inconsistent, and frustrating for everyone involved. 

The Cost of Fragmented Talent Systems 
Research on talent management has identified a fundamental problem: most 
organizations have separate talent management systems for hiring, development, 
and promotion. These systems often have different goals, different metrics, and 
different stakeholders. 

The result is misalignment. A candidate might be hired based on technical skills, 
promoted based on leadership potential, and developed based on neither. The 
connections between these stages are weak or non-existent. 

"When organizations treat hiring, development, and promotion as disconnected 
activities, they miss the opportunity to build a coherent talent strategy." 

The cost of this fragmentation is measurable: 

Cost Category Impact 

Inconsistent standards Subjective promotion decisions 

Training misalignment Development that doesn't match promotion criteria 

Employee frustration Lack of clarity about advancement paths 

Missed potential 
High-potential employees overlooked due to inconsistent 
evaluation 

Research shows that when organizations establish a unified standard for talent, they 
foster growth, accountability, and consistency across departments [1]. Yet only a 
fraction of critical roles is backed by succession plans, and just 26% of employees 



say they received feedback over the past year [2]. There's clearly much room for 
improvement in how companies approach talent management. 

Introducing SCAV as a Unified Framework 
SCAV—which stands for Skills, Capability, AI-Augmented Development, and 
Velocity—provides a comprehensive framework for evaluating developer potential 
at every career stage. 

The framework was developed using data from over 16,728 students across multiple 
institutions and tracked against actual outcomes. Every 1-point increase in a 
candidate's SCAV score correlates with a 1.43% higher probability of success. 

But SCAV isn't just for hiring. Its four pillars apply equally to development and 
promotion: 

Skills 

The ability to implement correct, efficient code using core programming concepts. 
This includes syntax and language control, data structure application, algorithmic 
implementation, edge case handling, and code quality implementation. 

Capability 

The ability to understand, structure, and improve solutions. This covers problem 
decomposition, abstraction and modelling, solution strategy selection, system 
thinking, and code evaluation and improvement reasoning. 

AI-Augmented Development 

The ability to collaborate with AI tools while maintaining engineering ownership. 
This includes prompt engineering efficacy, AI-assisted iteration, and AI output 
evaluation. 

Velocity 

Skill and capability growth potential over time. This measures learning ability, 
reasoning strength, and critical thinking-driven decision making. 

These four dimensions apply whether you're evaluating a candidate, developing an 
employee, or considering someone for promotion. 

SCAV for Hiring: Consistent Evaluation 

When you use SCAV for hiring, you evaluate every candidate against the same four 
dimensions. This consistency reduces bias and improves decision quality. 



Research on personnel selection shows that structured assessments are among the 
strongest predictors of job performance. When combined with cognitive ability 
testing, predictive validity increases significantly. 

Recent research confirms that structured interviews, work samples, cognitive ability 
tests, and validated assessments all have proven predictive value [2]. Organizations 
that use these instruments to make data-driven selections are far more likely to 
identify candidates who will perform well in their roles. 

SCAV provides this structure. Instead of asking "Is this candidate good?" you ask 
"How does this candidate perform across skills, capability, AI-augmented 
development, and velocity?" 

The result is a profile, not just a score. A profile that tells you who you're hiring and 
why they're a good fit. 

SCAV for Development: Targeted Growth 
When you use SCAV for development, you can identify specific growth areas for 
each employee. 

SCAV Dimension Development Focus 

Skills Coding proficiency training, language mastery 

Capability System design, architecture, problem decomposition 

AI-Augmented Development Prompt engineering, AI debugging, output evaluation 

Velocity Learning agility, critical thinking, reasoning 

This targeted approach is more effective than generic training programs. When 
employees know exactly what they need to develop, they can focus their efforts on 
the areas that matter most. 

Competency-based HRM provides a roadmap for employee growth. By identifying 
competency gaps, organizations can tailor learning and development programs to 
address specific needs, making training efforts more relevant and impactful [1]. 

SCAV for Promotion: Objective Criteria 
When you use SCAV for promotion, you have clear, objective criteria for 
advancement. 

Traditional promotion decisions are often subjective. Managers rely on intuition, 
recent performance, and personal relationships. The result is inconsistency and 
perceived unfairness. 



SCAV provides a framework for objective evaluation: 

SCAV Dimension Promotion Readiness Indicators 

Skills Consistently produces high-quality, maintainable code 

Capability Demonstrates system thinking and architectural judgment 

AI-Augmented 
Development 

Effectively leverages AI tools to accelerate development 

Velocity Shows rapid skill acquisition and adaptability 

When promotion criteria are transparent and consistent, employees understand 
what they need to achieve to advance. This clarity reduces frustration and improves 
retention. 

A competency-based approach to succession planning helps organizations identify 
and develop high-potential employees, creating a steady pipeline of future 
leaders [1]. 

The Organizational Impact 

When you use SCAV as a unified framework across hiring, development, and 
promotion, the benefits compound. 

Better alignment. Hiring criteria match development programs match promotion 
standards. Employees know what's expected at every stage. 

Higher employee confidence. When standards are consistent, employees trust the 
process. They know that advancement is based on demonstrated capability, not 
politics or favouritism. 

Improved retention. Employees who understand their growth path and see 
progress are more likely to stay. The clarity of SCAV reduces uncertainty and builds 
commitment. 

Better talent decisions. When you evaluate the same dimensions consistently, you 
make better decisions at every stage. You hire better, develop better, and promote 
better. 

Integrated talent management brings together all the pieces of the employee 
experience—from recruiting and onboarding to performance management, 
compensation, and succession planning—into one streamlined process [3]. This 
integrated approach allows for a seamless flow of data and insights across all 
functions, creating a consistent employee experience. 



The Talent Advantage 
Your hiring, development, and promotion processes are currently fragmented. 
Inconsistent standards. Misaligned training. Subjective decisions. 

The cost of this fragmentation is real—in employee frustration, missed potential, and 
lost talent. 

SCAV provides a unified framework for evaluating developer potential at every 
career stage. The same four dimensions apply whether you're hiring, developing, or 
promoting. 

The question isn't whether you can afford to align your talent processes. It's 
whether you can afford not to. 

Because the organizations that get this right will attract better talent, develop them 
faster, and retain them longer.  
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