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Abstract: This paper introduces the concept
of X-shaped Talent as a new framework for
understanding and cultivating innovation-
oriented human capital in the AI era. X-
shaped Talent is defined as individuals who
simultaneously possess three interdependent
capacities: Exploration (E), referring to the
ability to venture into uncharted domains
and embrace uncertainty; Expansion &
Integration (O), the capacity to synthesize
cross-disciplinary knowledge and build
bridges across domains; and Focus (F), the
discipline to channel creativity and
integration toward strategically significant
goals. Together, these three capacities form
the ExOxF model, providing a
comprehensive theoretical and practical lens
for analyzing talent in complex innovation
contexts. The study draws upon theories of

organizational ambidexterity, innovation
research, and growth mindset psychology to
ground the framework conceptually.

Empirical illustrations are provided through
case studies of Huawei’s SG R&D teams and
Alibaba DAMO Academy’s Al scientists,
demonstrating how X-shaped Talents
operate within organizational ecosystems to
produce breakthrough innovations.
Pathways for cultivating and deploying such
talents are also discussed, including training
strategies, incentive mechanisms, and
enabling cultural conditions. The paper
concludes with a discussion of theoretical
contributions, practical implications,
limitations, and future research directions.
By aligning exploration, integration, and
focus at the individual level, X-shaped
Talents embody the qualities most essential
for navigating complexity and driving
sustainable organizational competitiveness in
the Al era.
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1. Introduction

In the era of artificial intelligence (Al),
organizations are confronted with increasingly
complex, uncertain, and dynamic competitive
environments. Innovation has become the
primary driving force for sustainable growth
and  strategic  differentiation. = However,
innovation is not solely the outcome of well-
designed strategies, advanced technologies, or
optimized organizational structures. At its core,
innovation fundamentally depends on human
talent—the individuals who generate, integrate,
and transform knowledge into value. As such,
identifying, cultivating, and effectively
leveraging talents with breakthrough innovative
capacity has become a pressing concern for
both academic researchers and organizational
leaders.

Against this backdrop, this study introduces the
concept of X-shaped Talent, a composite model
of innovative individuals who simultaneously
embody three key capabilities: Exploration,
Expansion & Integration, and Focus. Unlike
conventional talent models that emphasize
either specialization or generalization, the X-
shaped Talent model highlights the dynamic
interplay between venturing into the unknown,
integrating diverse knowledge domains, and
concentrating efforts on strategically significant
objectives. These three dimensions jointly
construct the “ExOxF’model, where
exploration and integration form the two
diagonal axes of the X, while the intersection
point symbolizes focus the convergence of
energy toward achieving breakthroughs.

The originality of this framework lies in
translating macro-level theories of innovation
and organizational learning into an individual-
level talent paradigm. Specifically, the model
builds on: Organizational ambidexterity [1,2],
which emphasizes the balance between
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exploration of new
exploitation of existing strengths; The
Innovator’s DNAJ[3], which identifies the
behavioral foundations of disruptive innovators;
Growth mindset theory [4], which explains why
certain individuals embrace uncertainty and
persist through setbacks.

By integrating these theoretical foundations, the
X-shaped Talent model offers a multi-
dimensional and actionable framework for
understanding how innovative capacities can be
embodied at the individual level. From a
practical perspective, this framework provides
organizations with systematic methodologies
for identifying, nurturing, and deploying such
talents—particularly in contexts characterized
by high uncertainty, rapid technological change,
and cross-disciplinary collaboration. The study
seeks to advance both theoretical understanding
and managerial practice by positioning X-
shaped Talent as a critical human foundation
for innovation in the Al era.

opportunities  and

2. Theoretical Foundations and Core

Definition of X-Shaped Talent

2.1 Core Definition of X-Shaped Talent
The concept of X-shaped Talent refers to a type
of innovative individual who simultaneously
embodies  three essential capabilities:
Exploration, Expansion& Integration, and
Focus. These three dimensions are captured in a
multiplicative model, expressed as formula (1).
Among formula (1), E is Exploration; O is
Integration; F is Focus.

- =ExOxF (1)

The use of the “X” metaphor is highly symbolic.

The two diagonal lines represent exploration
and integration, indicating a dynamic tension
between venturing into the unknown and
combining diverse bodies of knowledge. The
intersection point of the two axes represents
focus, which channels and concentrates
resources toward a breakthrough target. The
metaphor underscores the idea that true
innovation does not emerge from any single
dimension alone but from the synergistic
interplay of all three: First, Exploration (E):
This dimension reflects the ability to venture
into uncharted domains, formulate probing
questions, challenge conventions, and actively
pursue novel knowledge and opportunities. It
emphasizes curiosity, risk-taking, and resilience
in the face of uncertainty. Second, Expansion &
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Integration (O): This capability represents the
ability to absorb insights across domains,
integrate cross-disciplinary perspectives, and
synthesize diverse elements into coherent
frameworks. It is not only about learning
broadly, but also about constructing meaningful
linkages between knowledge silos. Third, Focus
(F): This dimension refers to the ability to
maintain concentration on core objectives, resist
distractions, and converge efforts on
strategically significant breakthroughs. Focus
ensures that the energy generated by
exploration and integration is not dispersed but
rather directed toward outcomes of high value.
Importantly, the model emphasizes a
multiplicative relationship. Innovation potential
is not the sum of exploration, integration, and
focus, but their product. A deficiency in any
one of these dimensions will disproportionately
reduce the overall innovative capacity of the
individual.

2.2 Theoretical Foundations

The X-shaped Talent model is built upon a rich
set of interdisciplinary theoretical
underpinnings. By bridging management,
psychology, sociology, biology, and physics,
the model provides a multi-layered explanation
of how such talents function.

Management  Perspective:  Organizational
Ambidexterity X-shaped Talent can be
understood as the micro-level manifestation of
organizational = ambidexterity, a  concept
describing how firms simultaneously pursue
exploration of new opportunities while
exploiting existing competencies. Whereas
ambidexterity is wusually analyzed at the
organizational level, the X-shaped Talent model
translates this duality into an individual-level
capability, highlighting that people—not only
organizations—can reconcile exploration and
exploitation.

Innovation Perspective: The Innovator’s DNA
The behavioral dimensions of X-shaped Talent
resonate strongly with the five discovery skills
proposed by Dyer et al.: associating,
questioning, observing, experimenting, and
networking [5]. Exploration is reflected in
questioning  and  experimenting,  while
integration is closely aligned with associating
and networking. This theoretical alignment
suggests that X-shaped Talents represent the
“human engine” of disruptive innovation.
Psychological Perspective: Growth Mindset at
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the psychological level, the willingness of X-
shaped Talents to embrace uncertainty and
tolerate repeated trial-and-error reflects the
essence of a growth mindset [4]. Rather than
perceiving setbacks as failures, they treat them
as opportunities for learning and adaptation.
This mindset allows them to persist in
environments of ambiguity, which are often
inhospitable to conventional talents.
Sociological Perspective: Network Capital
From a sociological standpoint, the knowledge
integration capacity of X-shaped Talent is
deeply tied to their ability to leverage diverse
social networks. This echoes Granovetter’s
theory of the strength of weak ties, which
suggests that innovation often arises from
connections to heterogencous and non-
redundant sources of information. X-shaped
Talents act as boundary spanners or
“knowledge brokers,” connecting silos and
fostering cross-domain collaboration.

Biological and Physical Metaphors From
biology, X-shaped Talent mirrors principles of
coevolution and genetic recombination. Just as
genetic diversity provides raw material for
evolutionary adaptation, X-shaped Talents
generate novel ideas by recombining
heterogeneous knowledge. From physics, the
“X” structure parallels the principle of vector
superposition: when multiple forces intersect,
their combined effect is greater than the sum of
individual vectors. Similarly, the convergence
of exploration, integration, and focus creates
amplified innovation potential.

2.3 Core Characteristics Summary
Synthesizing the above, X-shaped Talent can be
summarized by the following characteristics:
Innovative Drive: An intrinsic motivation to
venture into uncharted domains and discover
new possibilities; Integrative Cognition: The
cognitive capacity to synthesize and bridge
across  disciplinary  boundaries;  Focused
Execution: The ability to channel diverse inputs
into  concrete,  strategically  significant
breakthroughs; Resilience and Adaptability: A
willingness to embrace uncertainty and sustain
efforts despite setbacks.

Taken together, the X-shaped Talent framework
goes beyond conventional models of expertise
or generalist-versus-specialist debates. It
highlights an integrative talent paradigm that
not only addresses the demands of innovation in
complex environments but also provides a
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theoretical lens and practical framework for
identifying,  cultivating, and deploying
innovative human capital in the Al era.

3. Identification of X-Shaped Talent

3.1 The Importance of Identifying X-Shaped
Talent

The recognition and identification of X-shaped
Talent are crucial for organizations seeking to
thrive in an Al-driven era characterized by
uncertainty, complexity, and rapid
technological advancement [6]. While many
firms acknowledge the importance of
innovation, few possess systematic mechanisms
to identify individuals capable of both
exploration and integration, while maintaining
the focus required for  breakthrough
achievements [7]. Without clear identification
frameworks, organizations risk overlooking
high-potential individuals, misallocating
resources, or promoting talents whose skills do
not align with the demands of complex
innovation tasks [8].

Thus, developing rigorous frameworks for
talent identification is not only a matter of
human resource management, but also a matter
of strategic significance. As noted by [2],
organizations that can effectively recognize and
position  ambidextrous  individuals  gain
significant advantages in navigating disruptive
change.

3.2 Core Identification Dimensions

The identification of X-shaped Talent can be
structured around the three defining dimensions
of the ExOxFmodel. Each dimension translates
into observable traits, behavioral indicators, and
measurable competencies. Exploration (E):
Indicators include curiosity about emerging
knowledge,  willingness to  experiment,
tolerance for ambiguity, and ability to generate
original ideas. Behavioral manifestations may
include pursuing exploratory projects, asking
unconventional  questions, or proactively
scanning the external environment. Expansion
& Integration (O): Indicators include cross-
domain knowledge, networking ability, and the
capacity to synthesize diverse information.
Manifestations include building connections
across departments, integrating insights from
multiple fields, and acting as a bridge between
otherwise disconnected knowledge
communities. Focus (F): Indicators include goal
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orientation, prioritization skills, persistence, and
the ability to deliver results in strategically
significant areas.

Behavioral — manifestations may  include
narrowing efforts onto key bottlenecks,
sustaining attention over long cycles, and
ensuring  alignment between innovation
initiatives and organizational goals.

The interplay of these three dimensions
provides a multi-faceted portrait of X-shaped
Talent. Importantly, weaknesses in one
dimension-such as strong exploration without
sufficient  focus-can  undermine  overall
innovation effectiveness.

3.3 Framework for Identification
A structured identification framework should

assessments, managerial evaluations, and
performance data. A practical framework may
involve the following steps: First, Defining
Criteria: Translate the ExOxF model into
concrete indicators aligned with organizational
strategy. Second, Data Collection: Use
psychometric tests, innovation task records, and

peer evaluations to gather evidence of
exploration, integration, and focus. Third,
Behavioral Interviews: Conduct structured

interviews that probe candidates’ experience
with risk-taking, cross-domain collaboration,
strategic goal achievement and subordinates.
Fifth, Scoring and Profiling: Develop composite
scores for each dimension and plot individual
profiles to identify balanced or unbalanced
talent structures. Example Identification Table

combine qualitative assessment with shown as Table 1.
quantitative metrics, integrating self-
Table 1. Example Identification Table
Dimension | Behavioral Indicators Assessment Method Example Question / Metric

Curiosity, risk-taking,

Exploration € tolerance for failure

Innovation survey,
project logs

Describe a time you challenged an
established practice.

Integration | Cross-domain synthesis, 360° feedback, How have you combined knowledge
(0) networking ability network analysis from different fields?
Focus Goal orientation, Performance records, | How do you ensure your work
(F) prioritization, persistence interviews aligns with strategic goals?

3.4 Challenges in Identification

Despite the utility of structured frameworks, the
identification of X-shaped Talent faces several
challenges: Latent Potential: Some individuals
may not yet have opportunities to demonstrate
their full capacity for exploration or integration.
Context Dependency: The expression of talent
may vary across organizational cultures or
project contexts. Measurement Difficulty:
Unlike technical skills, qualities such as
curiosity or integrative cognition are harder to
measure objectively. Bias and Subjectivity:
Evaluations may be  influenced by
organizational  politics,  stereotypes,  or
managerial preferences.

These challenges highlight the importance of
multi-method, multi-source approaches,
ensuring that identification is rigorous, fair, and
aligned with organizational innovation needs.
The identification of X-shaped Talent requires
translating abstract theoretical concepts into
observable traits and measurable indicators. By
systematically evaluating exploration,
integration, and focus, organizations can
uncover individuals who possess the unique
combination of curiosity, cognitive breadth, and
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strategic discipline required for breakthrough
innovation. This provides the foundation for
subsequent  cultivation and  deployment
strategies, which will be explored in the
following contents.

4. Case Studies

4.1 Introduction to the Case Study Approach
To further illustrate the practical relevance of
the X-shaped Talent framework, this section
adopts a case study methodology, focusing on
two of China’s leading technology enterprises:
Huawei and Alibaba DAMO Academy. Both
cases were chosen because they not only
represent global leaders in their respective
domains but also provide rich empirical
evidence of how X-shaped Talents drive
innovation in contexts characterized by
complexity, uncertainty, and cross-disciplinary
collaboration.

Case studies serve two purposes here. First,
they provide concrete examples that translate
the abstract ExOxFmodel into observable
behaviors and organizational practices. Second,
they highlight organizational mechanisms that
enable the identification, cultivation, and
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utilization of X-shaped Talents, thus linking
micro-level talent characteristics with macro-
level innovation outcomes.

4.1.1 Case one: huawei’s 5G research and
development teams

Huawei has long been recognized as a global
leader in telecommunications and information
technology. A central reason for its
technological leadership lies in its strong
commitment to research and development
(R&D). The development of 5G technology
serves as an exemplary case where X-shaped
Talents played a pivotal role.

Exploration (E): In the early stages of 5G
development, international standards had not
yet been established. Huawei’s R&D engineers
demonstrated remarkable exploratory capacity
by investing heavily in basic research on
millimeter-wave communication, high-
frequency chips, and massive multiple-input
multiple-output  (MIMO)  antennas.  This
willingness to venture into the unknown—
despite high risks and uncertain payoffs—
epitomizes the exploration dimension of X-
shaped Talent [1].

Expansion & Integration (O): The development
of 5G required cross-disciplinary expertise,
encompassing fields such as chip design, signal
processing, network architecture, and materials
science. Huawei’s engineers and scientists
demonstrated strong integrative capabilities by
building collaborative networks that brought
together experts from diverse fields. Internal
organizational structures, such as project-based
teams and rotational assignments, further
encouraged knowledge integration and
prevented silo formation [2].

Focus (F): Ultimately, Huawei’s success was
not only due to its exploratory spirit and
integrative efforts but also to its ability to
maintain  focus on strategically critical
performance targets. For instance, engineers
concentrated on solving key bottlenecks such as
latency reduction and spectrum efficiency,
ensuring that the company’s breakthroughs
translated into globally competitive advantages.
This ability to converge diverse efforts toward
high-impact goals exemplifies the focus
dimension of X-shaped Talent.

The Huawei case demonstrates how X-shaped
Talents function not in isolation, but as part of
organizational  ecosystems that provide
resources, incentives, and structural support.
The synergy between individual capabilities and
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organizational mechanisms allowed Huawei to
achieve breakthroughs that positioned it at the
forefront of global 5G innovation.

4.1.2 Case two: Alibaba DAMO academy’s
artificial intelligence scientists

Founded in 2017, Alibaba DAMO Academy
represents the company’s long-term
commitment to cutting-edge science and
technology  research.  Unlike traditional
corporate R&D units, DAMO Academy
operates at the intersection of academic
research and commercial application, making it
a fertile ground for the emergence and
deployment of X-shaped Talents.

Exploration (E): DAMO scientists have been at
the forefront of developing advanced algorithms
in machine learning, natural language
processing, and computer vision. Their
exploratory spirit is evident in the pursuit of
breakthrough research areas such as large
language models and cloud-native Al systems,
many of which were undertaken before clear
commercial applications existed. This aligns
with the exploration dimension of X-shaped
Talent, emphasizing curiosity and the pursuit of
the unknown [9].

Expansion &  Integration (O): What
distinguishes DAMO Academy from many
other research institutes is its emphasis on
applying Al research across multiple business
domains, including e-commerce, logistics,
finance, and healthcare. Scientists are
encouraged to work in cross-domain teams,
where expertise in algorithms is combined with
insights from industry-specific contexts. This
integration not only enhances the applicability
of research but also creates novel synergies
between technology and business [10].

Focus (F): Despite the breadth of exploratory
projects, DAMO maintains a clear focus on
improving user experience and operational
efficiency, aligning scientific research with
Alibaba’s strategic objectives. For instance,
breakthroughs in recommendation algorithms
were not pursued in isolation but were directed
toward improving customer engagement and
satisfaction on Alibaba’s platforms. This
capacity to translate broad research agendas
into focused, high-value outcomes epitomizes
the focus dimension of X-shaped Talent.

The DAMO case highlights the importance of
organizational culture and incentive systems in
nurturing X-shaped Talents. By promoting a
culture ~ of  curiosity, cross-disciplinary
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collaboration, and strategic alignment, DAMO
Academy has successfully cultivated a talent
ecosystem that bridges the gap between
fundamental research and practical application.

4.2 Comparative Analysis of the Two Cases
Although Huawei and Alibaba DAMO
Academy operate in different industries—
telecommunications and digital commerce
respectively—the two cases reveal several
common patterns regarding the role of X-
shaped Talent:

Early-stage Exploration: Both organizations
empowered talents to venture into uncharted
territories, whether in 5G standards or frontier
Al research. Cross-disciplinary Integration:
Both created mechanisms for bringing together
expertise from multiple domains, thereby
preventing silo thinking. Strategic Focus: Both
ensured that exploration and integration
ultimately converged on organizationally
significant goals, such as network efficiency or
customer experience.

The comparative analysis demonstrates that the
X-shaped Talent framework is not industry-
specific but rather represents a universal model
of innovative human capital, applicable across
diverse  technological and organizational
contexts.

4.3 Summary

The two case studies provide compelling
evidence of the value of X-shaped Talent in
driving breakthrough innovation. Huawei’s 5G
R&D teams and Alibaba DAMO Academy’s Al
scientists ~ exemplify =~ how  exploration,
integration, and focus can coexist within
individuals and teams, producing outcomes that
shape global technological trajectories. More
importantly, these cases reveal that the
identification and success of X-shaped Talents
depend not only on individual capabilities but
also on organizational systems, cultures, and
strategic orientations that support them.

5. Pathways for Cultivating and Deploying
X-Shaped Talent

While the previous sections defined X-shaped
Talent and demonstrated their role through
theoretical models and case studies, the central
question for organizations remains: How can
such talents be effectively cultivated, motivated,
and deployed? Thissection addresses this
question by outlining practical pathways for
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development and utilization. Specifically, it
covers four dimensions: (1) cultivation
strategies for enhancing exploration, integration,
and focus; (2) deployment strategies for
maximizing organizational impact; (3) incentive
mechanisms  for  sustaining  long-term
motivation; and (4) organizational culture as the
enabling context for X-shaped Talent.

5.1 Cultivation Pathways

The cultivation of X-shaped Talent requires
systematic developmental mechanisms that
align with the three core dimensions of the E X
O x F framework. Cultivating Exploration:
Organizations should encourage employees to
embrace experimentation and tolerate failure.
This can be achieved by funding exploratory
projects, providing “innovation sabbaticals,”
and establishing internal incubators where
employees can test unconventional ideas
without the pressure of immediate commercial
returns. By rewarding curiosity and risk-taking,
firms nurture the exploratory spirit essential for
breakthrough innovation. Cultivating
Integration: To strengthen integrative capacity,
organizations should create opportunities for
cross-disciplinary learning and cross-functional
collaboration. Practices such as job rotation,
inter-departmental task forces, and cross-
industry partnerships allow individuals to
accumulate diverse knowledge and practice
synthesizing insights from different fields.
Training programs that emphasize systems
thinking and design thinking also enhance
integrative abilities. Cultivating Focus: While
exploration and integration are important,
without focus they may lead to dispersion of
resources. Organizations should employ goal
management systems, such as OKRs
(Objectives and Key Results), to help
individuals and teams prioritize strategically
significant targets. Coaching and mentoring
programs can reinforce the importance of
aligning efforts with organizational missions,
thereby channeling creativity into impactful
outcomes.

5.2 Deployment Pathways

Once cultivated, X-shaped Talents must be
strategically positioned to maximize their
contributions. Their deployment should reflect
the intersection of individual strengths and
organizational priorities. Strategic Projects: X-
shaped Talents should be assigned to high-
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stakes innovation projects, where their
exploratory and integrative skills are most

valuable. Their ability to venture into
uncertainty ~ while  synthesizing  diverse
perspectives can accelerate breakthroughs.

Cross-departmental Roles: These individuals
should act as boundary spanners in cross-
functional initiatives, facilitating knowledge
flows between departments and bridging
organizational silos. Core Breakthrough Tasks:
X-shaped Talents should be placed in roles that
demand sustained attention to critical
challenges, enabling them to leverage their
focus dimension. Examples include leading
R&D task forces, managing innovation
portfolios, or serving as project champions for
transformative initiatives.

5.3 Incentive Mechanisms

Cultivation and deployment must be
complemented by incentive systems that sustain
the intrinsic motivation of X-shaped Talents.
Conventional performance appraisal systems
often fail to capture the long-term, high-risk,
and integrative nature of their contributions.
Therefore, tailored mechanisms are required:
Recognition of Exploratory Efforts: Reward not
only successful outcomes but also well-
designed failures that yield valuable learning.
This reduces the fear of risk-taking. Support for
Integrative Work: Provide explicit credit and
career advancement for those who bridge
knowledge domains and foster collaboration,
even when contributions are less visible than
individual achievements. Alignment with
Strategic Goals: Design incentive schemes that
tie rewards to long-term strategic impact rather
than short-term outputs. This ensures that focus
is maintained on meaningful objectives. Hybrid
Evaluation Metrics: Combine traditional
performance indicators with innovation-specific
measures, such as the number of -cross-
disciplinary collaborations initiated or the
novelty of solutions generated.

5.4 Organizational Culture as an Enabler

The flourishing of X-shaped Talents depends on
an organizational culture that legitimizes
exploration, values integration, and respects
focus. Key cultural characteristics include:
Tolerance for Failure: A culture that treats
failure as an opportunity for learning rather than
a career setback. Openness and Collaboration:
Encouraging the free flow of knowledge across
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boundaries, breaking down silos, and rewarding
collective achievement. Strategic Alignment:
Embedding a shared sense of purpose that
channels diverse efforts toward common goals.
Empowerment and Autonomy: Providing
individuals with the discretion to explore,
experiment, and integrate, while ensuring
accountability to organizational objectives.
Research shows that such cultures—often
described as learning organizations create the
psychological safety and systemic flexibility
required for talents to manifest their full
potential.

5.5 Summary

This section has outlined a comprehensive set
of pathways for cultivating and deploying X-
shaped Talents. Beyond training and
assignments, the creation of supportive
incentive systems and organizational cultures is
indispensable. By aligning developmental
mechanisms, deployment strategies, incentives,
and culture, organizations can transform
individual potential into collective innovation
capacity, thereby sustaining competitive
advantage in the Al era.

6. Conclusion and Future Research

6.1 Conclusion

This study has advanced the concept of X-
shaped Talent as a novel framework for
understanding and cultivating innovation-
oriented human capital in the Al era. By
integrating  insights from  organizational
behavior, innovation studies, and management
theory, the X-shaped Talent framework
captures three essential and interdependent
capacities: Exploration (E), Expansion &
Integration (O), and Focus (F). Collectively,
these dimensions constitute a distinctive profile
of individuals who not only generate new ideas
but also synthesize cross-domain knowledge
and channel their efforts toward strategically
significant breakthroughs.

In conclusion, this research introduces and
elaborates the X-shaped Talent framework as a
timely response to the demands of the Al era.
By synthesizing exploration, integration, and
focus, X-shaped Talents embody the human
qualities most essential for navigating
complexity, driving innovation, and sustaining
organizational competitiveness.

For both scholars and practitioners, the
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framework opens new avenues for inquiry and
practice. As the global economy increasingly
depends on human ingenuity in tandem with
technological advancement, the cultivation of
X-shaped Talents may well determine the future
trajectory of organizational success.

6.2 Theoretical Contributions and Practical
Implications

The X-shaped Talent framework contributes to
existing scholarship in several ways: First,
Extension of Ambidexterity Theory: While
organizational ambidexterity has traditionally
been studied at the firm level, this study extends
the concept to the individual level, highlighting
how talents embody the dual capacity to explore
novel domains while exploiting existing
expertise. Second, Integration with Innovation
Research: The framework resonates with Dyer
et al.’s Innovator’s DNA by emphasizing
behaviors such  as  connecting  and
experimenting, while simultaneously adding the
crucial dimension of focus, which ensures that
innovation contributes to tangible outcomes.
Third,  Psychological = Foundations: By
incorporating growth mindset theory, the model
situates X-shaped Talent within a psychological
context that explains resilience in the face of
uncertainty and failure. Together, these
contributions provide a richer theoretical basis
for understanding how innovation emerges at
the intersection of individual capabilities and
organizational contexts.

For practitioners, the X-shaped Talent model
offers actionable insights: Talent Identification:
Organizations can employ structured
frameworks and multi-method assessments to
identify individuals with strong exploratory,
integrative, and focus-related capacities. Talent
Development: Cultivation strategies, including
cross-disciplinary  learning, experimental
opportunities, and targeted goal management,
can systematically strengthen each dimension of
the ExOxF model. Organizational Alignment:
Incentive mechanisms and cultural
environments must be designed to sustain and
amplify the contributions of X-shaped Talents,
ensuring alignment with long-term strategic
objectives.

These implications suggest that organizations
seeking competitive advantage in the Al era
cannot rely solely on technology or capital
investment but must also strategically cultivate
human capital with X-shaped qualities.
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6.3 Limitations and Future Research
Directions
While this study provides a conceptual

framework and illustrative case studies, it also
has limitations that point to future research
opportunities:  Empirical ~ Validation: The
current study is primarily conceptual and
exploratory. Empirical research using surveys,
longitudinal studies, and experimental designs
is needed to validate the ExOxF framework.
Contextual Variability: The case studies focus
on Chinese firms (Huawei and Alibaba). Future
studies should examine X-shaped Talents in
diverse cultural, industrial, and institutional
contexts to assess the model’s generalizability.
Measurement Challenges: Accurately
measuring dimensions such as exploration or
integration remains complex. The development
of robust psychometric instruments and
behavioral metrics is an important area for
further work.

Building on these limitations, future research

should consider:  Cross-level  Analysis:
Exploring how individual-level X-shaped
Talents  aggregate to  team-level and
organizational-level innovation  capacity.

Longitudinal Studies: Investigating how X-
shaped Talents develop over the course of
carecers and how organizational interventions
accelerate or hinder their growth. Comparative
Studies: Examining differences in the
cultivation and utilization of X-shaped Talents
across industries (e.g., healthcare, education,
manufacturing) and cultural contexts. Impact of
Al Tools: Assessing how emerging Al
technologies, including generative Al, affect the
expression, development, and deployment of X-
shaped Talents.
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