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Abstract
Purpose – This study aims to explore the serial mediation effect of perceived internal employability and
affective commitment in the relationship between the organisational practices of competences development
and turnover intentions.
Design/methodology/approach – The methodology was quantitative and is based on a survey with a
sample of 313 participants, all of whomwere employed in several organisations located in Portugal.
Findings – A significant and negative effect of organisational practices of competences development,
perceived internal employability and affective commitment on turnover intentions was verified. A total serial
mediation effect was also found from perceived internal employability and affective commitment in the
relationship between organisational practices of competences development (i.e., training, individualised
support and functional rotation) and turnover intentions.

Practical implications – These practices should be developed by leaders of organisations in order that
employees feel that the organisation is investing in their development, which can lead to an increase in their
emotional attachment towards the organisation and consequently increase their desire to stay in the organisation.

Originality/value – This study makes two important contributions. First, it confirms the existence of a
significant and negative relationship between perceived internal employability and turnover intentions. Second, it
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proves the existence of a total serial mediation effect of perceived internal employability and affective commitment
in the relationship between organisational practices of competences development and turnover intentions.

Keywords Organisational practices of competences development, Internal employability,
Affective commitment, Turnover intentions

Paper type Research paper

Introduction
Currently, the organisational context is witnessing a high rate of employee turnover, which has
become a significant problem for organisations and consequently for human resources
management, leading to the loss of experienced employees, which, in turn, entails high
replacement costs (Akunda, Chen, &Gikiri, 2018; Reich, 2008). In this context, organisations need
to form and maintain long-term relationships which are relevant to retaining these employees,
because employees are considered to be the most valued internal resources of competitive
advantage. (Rahman, & Nas, 2013; Wright, Dunford, & Snell, 2001). Retaining these employees
will increase organisations’ competitive edge in an ever-changing labour market, which,
according to the “Resource-based view”, could add value andmake it difficult for others to imitate
their human capital (Afiouni, 2007; Barney, 1991). When an organisation is able to determine its
strategic resources, it can become more competitive and subsequently achieve a sustainable
advantage which helps it succeed. Several authors have suggested that the best way to achieve
employee retention is to make employees feel that the organisation cares about them (Dawley,
Houghton, & Bucklew, 2010; Maertz, Griffeth, Campbell, & Allen, 2007) and invest in the
development of their competences (Jimenez & Valle, 2013). When this occurs, employees feel that
should their position be terminated, they would nonetheless be able to occupy another position
within the organisation – in other words, their perceived internal employability is high (Ces�ario,
Gestoso, & Peregrin, 2012). Under these conditions, the employee feels emotionally connected to
the organisation, that is to say, they remain affectively committed to it (Meyer & Smith, 2000),
which thus reduces their turnover intentions (Meyer, Allen, & Smith, 1993;Meyer, 2014).

This study aims to analyse whether perceived internal employability and affective
commitment can explain the relationship between organisational practices of competences
development and turnover intentions. Previous studies, such as that of Benson (2006), have
analysed the mediating effect of affective commitment between organisational practices of
competence development and turnover intentions. Other authors, such as Nelissen, Forrier
and Verbruggen (2016), have studied the mediating effect of affective commitment on the
relationship between the perception of internal employability and turnover intentions.

This study innovates by developing an integrated approach which includes two
mediating mechanisms which are characterised by a precedent–consequent relationship.
The goal of this study is to provide organisations with further details about the importance
of organisational practices of competences development to retain the best employees.

To test the serial mediating effect of internal employability and affective commitment on
the relationship between organisational practices of competence development and turnover
intentions, we used the correlational quantitative method. The results verified that
employees valued support for their development of competences, which strengthened their
connection with the organisation.

Literature review
Organisational practices of competences development and turnover intentions
Investment in the development of employees is considered to be a fundamental principle for
maintaining and developing competences of both employees and the organisation as a
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whole (Lee & Bruvold, 2003). According to the Human Capital Theory (Schultz, 1961), when
an organisation is successful in the implementation of practices that promote employee
competences, this creates a means (human capital) which distinguishes that organisation
from others and increases its competitiveness.

Competences development practices are those activities which are promoted by
organisations that are perceived by employees to be valuable and which contribute to their
professional development (Campion, Cheraskin, & Stevens, 1994; Jimenez & Valle, 2013;
Krishnapriya & Baral, 2014; Schneider, Brief, & Guzzo, 1996). Numerous methodologies
focus on competences development. De Vos, De Hauw and Van der Heijden (2011) proposed a
model where they identified three different methods that organisations could adopt for
that purpose, namely, training, functional rotation and individualised support. In this
model, training includes formal and informal training, which is also known as on-the-
job training. Formal training can be delivered in a classroom or through participation in
workshops/conferences, where new competences are developed from interacting with
fellow participants. As for on-the-job training, employees enjoy several ways of
learning, especially with the support of more experienced colleagues who can guide
them through their work. This also represents an opportunity for employees to
experience other functions inside the organisation – which is called functional rotation.
Individualised support was also studied, that is to say, the type of support and advice
that employees obtain from someone within the organisation regarding their
professional development. Individualised support includes coaching programmes –
which aim to develop employee competences regarding objectives, not only by
improving their performance, but also their quality of life within the organisation
(Brock, 2006). Another component of individualised support is the assignment of a
senior member by the organisation to support employees in case any question arises
regarding their career (mentoring), as well as the possibility of being comfortable
enough to speak about their career development with their manager.

Benson (2006) studied the consequences of introducing competences development
programmes for employees and concluded that reducing turnover intentions is the main
consequence of the implementation of these programmes. Turnover intentions are understood to
be the employees’ desire to leave the organisation and search for another job (Benson, 2006; Kim,
2014; Yang, Wan, & Fu, 2012). Following this line of research, Lee and Bruvold (2003) suggest
that the reasons for this reduction can range from the processes of social comparison through to
compensation for the support given by the organisation and its investment in the competences
development of their employees. With regards social comparison, Adams (1965) shows that
employees often engage in social comparison processes and compare their organisation with
others and concludes that if their organisation offers them more opportunities for competences
development, then theywill consider the value of their organisation to be greater.

Shore, Tetrick, Lynch, and Barksdale (2006) suggest that higher levels of organisational
investments are associated with social exchange relationships which generate feelings of duty
from the employee. Bearing in mind the premise of social exchange developed by Blau (1964),
and also the norm of reciprocity developed by Gouldner (1960), these feelings of duty influence
employees to benefit the organisation by performing behaviours which exceed the minimum
requisites that their job demands. One of the ways an organisation can secure its investment in
employees is by diminishing their turnover intentions (Kalleberg&Rognes, 2000).

The relationship between competences development programmes and turnover
intentions is sustained by several studies – whose conclusions point towards a negative
association between these two constructs (Schmidt, Willness, Jones, & Bourdage, 2016;
Slavich, Cappetta, & Giangreco, 2014). The study of Tanure, Evans and Pucik (2007) is
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relevant, where approximately 93% of executives consider that the development of their
employees’ competences is regarded to be a challenge, and that, at the same time, this
development is essential to reduce turnover intentions. This study reinforces the underlying
idea in previously published studies which reveals a significant and negative relationship
between these two variables (Arthur, 1994; Huselid, 1995). The same relationship is found in
a study conducted byWang, Zhang and Xiongfei (2011).

Based on the above literature review, we proposeH1:

H1. The perception of organisational practices of competences development [(a)
training, (b) individualised support and (c) functional rotation] has a significant and
negative effect on turnover intentions.

Perceived employability and turnover intentions
In addition to competences development programmes, it is also important to take into
account the policies of flexibility and competitiveness which are implemented in the
workplace, where the perception of employability can be considered to be a strategy to
enhance employee development (S�anchez-Manjavacas, Saorín-Iborra, &Willoughby, 2014).

The perception of employability emerges as a consensual factor with regards the ability
of individuals to experience transitions in the workplace, where this capability is a direct
consequence of their competences, their knowledge and their adaptability (De Cuyper,
Bernhard-Oettel, Berntson, De Witte, & Alarco, 2008). For De Witte (2005), the perception of
employability is divided between perceived external employability and perceived internal
employability. Perceived external employability refers to the perception that the employee
must get a new job in another organisation, should their current one be eliminated (DeWitte,
2005). Perceived internal employability refers to the perception that an employee possesses
of their capability to perform another function within the organisation in the event that their
current job is eliminated (DeWitte, 2005).

Acikgoz, Sumer and Sumer (2016) show that the relationship between perceived internal
employability and turnover intentions can be interpreted by using the Conservation of
Resources theory. This theory proposes that employees seek to create, protect and maintain
their resources because achieving positive results depends on the possession of these resources
(Hobfoll, 1989; Pinto & Chambel, 2008). Given that perceived internal employability can be
considered to be a resource (De Cuyper, Mäkikangas, Kinnunen, Mauno, & Witte, 2012), it is
only logical that if employees perceive their high internal employability, then they will not want
to lose such resources, and consequently, their turnover intentions decrease. Nevertheless, no
studies were found in which the relationship between perceived internal employability and
turnover intentions is significant. Examples include studies carried out by S�anchez-
Manjavacas et al. (2014) and Usmani (2016). De Cuyper, Mauno, Kinnunen, & Mäkikangas
(2011) also found no significant relationship between these variables, and suggested the
existence of moderators or mediators in this relationship.

Although a significant relationship was not identified in previous studies between
perceived internal employability and turnover intentions, based on the Conservation of
Resources theory, we decided to continue to study this relationship and examined whether
these two variables were significantly associated. Accordingly, using this theory, we
decided to study the perception of internal employability exclusively. Accordingly, we have
considered that perceived internal employability is the mechanism which diminishes
turnover intentions. Thus, we proposeH2:
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H2. Perceived internal employability has a significant and negative effect on turnover
intentions.

Affective commitment and turnover intentions
Affective commitment can be characterised as the emotional connection between the
employee and the organisation and it can be defined as the identification and emotional
commitment of the employee towards the organisation, leading to them remaining there
(Cho & Huang, 2012; Meyer, 2014). Affective commitment is developed through previous
work experiences in the organisation which usually satisfy employees’ psychological needs
(e.g. the development of competences), and thus makes them feel comfortable within the
organisation and competent when performing their job (Meyer & Allen, 1991; Meyer, Allen,
& Topolnytsky, 1998; Ng, 2015). When affective commitment is high, employees become
excited about their work and contribute to their organisation’s success (Allen & Meyer,
1996; Meyer & Herscovitch, 2001; Meyer, Becker, & Van den Berghe, 2004). Several authors
believe that the main interest in studying affective commitment is its impact on turnover
intentions, given that affectively committed employees wish to remain in the organisation
(Meyer, 2014; Mowday, Porter, & Steers, 1982). In the three-component model of Meyer and
Allen (1991), affective commitment is a precedent for turnover intentions.

A study conducted by Wasti (2003) verified that, although the three components of
organisational commitment have a negative effect on turnover intentions, affective
commitment is the component with the strongest effect. This conclusion leads toH3:

H3. Affective commitment has a significant and negative effect on turnover intentions.

Serial mediation effect of perceived internal employability and affective commitment
According to Becker (1965), general competences increase productivity in any organisation,
whereas specific competences increase productivity in a given organisation. The Human
Capital theory developed by Schultz (1961) suggests that the promotion of general
competences development increases perceived external employability, whereas the
promotion of specific competences development increases perceived internal employability
(Becker, 1965; Lynch & Cross, 1991; Mincer & Higuchi, 1988). Human resource managers
should concern themselves with controlling their employees’ perceived internal
employability, given that the most valuable employees can be attracted by job offers from
the external market (Roehling, Cavanaugh, Moynihan, & Boswell, 2000). Organisations
must, therefore, promote specific competences development programmes to retain these
employees. Baruch (2001) believes that if an organisation shows a concern about employees’
competences development and implements practices which will enhance them, this can be
considered to be the essence of perceived employability, especially internal employability.
Implemented changes can be internal, examples being a promotion, relocation or task
enrichment (Ostroff & Clark, 2001).

For employees, the fact that organisations implement competences development
practices can also be seen to be a concern about their development, which leads them to
reciprocate and increases their affective commitment (Wayne, Shore, & Liden, 1997). Hence,
an exchange with benefits to both parties is established (Eisenberger, Huntington,
Hutchison, & Sowa, 1986), which can be interpreted by taking into consideration the social
exchange premise (Blau, 1964) and also the reciprocity norm (Gouldner, 1960), which thus
supports that perceived internal employability is positively associated with affective
commitment (De Cuyper & De Witte, 2011). When employees perceive that they have the
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opportunity to perform another function within the organisation in the event that their
current job is eliminated, they feel more connected to the organisation and develop greater
affective commitment (De Cuyper et al., 2008).

In conclusion, the implementation of a competences development programme can install
better internal perceived employability in employees (De Cuyper et al., 2008). Enhancing
employees’ perceived internal employability makes them feel more affectively committed
with the organisation (De Cuyper & De Witte, 2011) and decreases their turnover intentions
and results in greater organisational loyalty (Benson, 2006). Perceived internal
employability and affective commitment are the mechanisms that explain the association
between organisational practices of competences development and turnover intentions. As a
result of this conceptualisation, our objective is to analyse the relationship between
organisational practices of competences development and turnover intentions through
perceived internal employability and affective commitment, which leans to the formulation
of the following hypothesis:

H4. Perceived internal employability and affective commitment both represent an
indirect effect in series in the relationship between organisational practices of
competences development [(a) training, (b) individualised support and (c) functional
rotation] and turnover intentions.

To integrate the various hypotheses formulated, a theoretical model was developed (Figure 1),
which aims to synthesise the expected relations and associations between the constructs.

Method
Procedure
For data collection, we had the support of the “Pessoas 2020” organisation, whose associates
distributed a questionnaire composed of the scales to measure each studied variable. The
sampling process was non-probabilistic and convenience-based (Trochim, 2000). The
questionnaire was created and posted online, using the Google Docs platform.

Respondents included 313 subjects, all of whom had worked during the past six months
as employees in organisations located in Portuguese territory, because the objective of the
study was to test Portuguese employees’ behaviour and to determine how to reduce their
intentions to leave their organisations. The data were obtained in September and October
2017, when Portugal was recovering from a deep economic crisis in which the
unemployment rate was approximately 9%.

The online published questionnaire contained information relative to the study’s
objective and guaranteed answer confidentiality. It included five questions designed to
characterise the sample (age, sex, academic qualifications, seniority in the organisation and
type of employment contract) and four scales (organisational practices of competences
development, affective commitment, internal employability and turnover intentions).

Figure 1.
Theoretical model
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Participants
Among the participants of this study, 72.5% were female, with a mean age of 41.02 years
(SD = 11.94), ranging from 19 to 65 years. Their literary qualifications were education up to
the 12th year (14.4%); bachelor’s degree (49.8%) and master’s degree or higher (35.8%). The
types of employment contract considered were as follows: temporary contract (14.1%);
fixed-term contract (26.5%) and permanent contract (56.4%). The average seniority of the
sample in the organisation was 10.75 years (SD = 10.95).

Data analysis procedure
The first step in the analysis was to test the metric qualities of the four instruments used in this
study. To test the validity of those instruments that measure organisational practices of
competences development, perceived internal employability and affective commitment, we
used confirmatory factor analysis, using the AMOS 24 software for Windows. The procedure
used was based on the “model generation” logic (Jöreskog & Sörbom, 1993), by considering the
analysis of its adjustment; interactively; the results obtained for the Chi-square (x 2) < 5, the
Tucker–Lewis index (TLI)> 0.90, the goodness-of-fit index (GFI)> 0.90 and the comparative
fit index (CFI)> 0.90; and the root mean square error approximation (RMSEA) < 0.08. The
turnover intentions instrument validity was tested with exploratory factor analysis, using
SPSS Statistics 24 software, given that this instrument comprises only three items. Next, we
tested the internal consistency of each instrument by calculating the Cronbach’s alpha, whose
value should range between “0” and “1”, never assuming negative values (Hill & Hill, 2002).
These values were greater than 0.70, which is the minimum value acceptable in organisational
studies (Bryman& Cramer, 2003). The construct reliability of the instruments of organisational
practices of competence development and perception of internal and affective commitment was
also tested, resulting in a value of 0.70, which is considered to be the lowest acceptable value in
organisational studies. The construct reliability for the turnover intentions instrument was not
tested, because it comprised only three items. The normality of each item and instrument was
tested by calculating the measures of central tendency as the median, asymmetry and kurtosis,
as well as theminimum andmaximum.

To test the mediation model, we used the PROCESS 2.16 macro developed by Hayes (2013),
as this enabled us to test a mediation model with multiple mediators which operate in series.
This process was chosen because it is advantageous for studying the serial effect of several
moderators, as in the study of Carvalho & Chambel (2015). To derive the direct and indirect
effects, we first estimated path coefficients in the model of training with perceived internal
employability and affective commitment as mediators (Model 1), followed by those from the
model of individualised support (Model 2) and, finally, by those from the model of functional
rotation (Model 3), as this macro enabled us to include only one predictive variable at a time.

Measures used
The socio-demographic questionnaire comprised five questions (sex, age, academic
qualifications, seniority in the organisation and type of employment contract). The perception
of organisational practices of competences development was measured using an instrument
developed by De Vos et al. (2011), which had been adapted to the Portuguese language,
comprising 12 items classified by a five-point Likert rating scale (ranging from 1 “Never” to 5
“Always”). To test its validity, we carried out a confirmatory factor analysis, which confirmed
the existence of three factors, namely, training (Items 1, 2, 3, 4, 5 and 8), individualised support
(Items 7, 11 and 12) and functional rotation (Items 9 and 10). It should be noted that it was
necessary to withdraw Item 6, as it presented a low factorial weight. We obtained adequate fit
indices (x 2/df = 2.57; GFI = 0.95; CFI = 0.94; TLI = 0.91; RMSEA = 0.071). In terms of internal
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consistency, the Cronbach’s alpha values presented are as follows: 0.81 for training; 0.67 for
individualised support and 0.72 for functional rotation. The construct reliability for each
dimension was 0.85 for training, 0.66 for individualised support and 0.74 for functional rotation.
Regarding the internal consistency and construct reliability of the dimensions that compose
this instrument, only individualised support presents values of slightly below 0.70, which is the
acceptable minimum in organisational studies (Hill & Hill, 2002; Marôco, 2014). For training,
the obtained values are good, and for functional rotation, they are reasonable. Neither the items
nor the factors violate the normality distribution.

Perceived internal employability was measured using the eight items that make up the two
dimensions of perceived internal employability, using an instrument developed by De Cuyper
and De Witte (2010) classified by a five-point Likert rating scale (ranging from 1 “Completely
disagree” to 5 “Completely agree”). The two dimensions comprising perceived internal
employability are as follows: perceived internal qualitative employability (Items 2, 4, 5 and 8)
and perceived internal quantitative employability (Items 1, 3, 6 and 7). For the authors of this
instrument, the perception of internal employability is the perception of employees of occupying
a better position than the current one within the organisation, should their function be
eliminated. The perception of quantitative internal employability is the perception of employees
of occupying a similar position within the organisation, should their function be eliminated.
Given that internal employability’s factorial structure was known, we performed a two-factor
confirmatory factor analysis; however, not all adjustment indices obtained were adequate (x 2/df
= 5.15; GFI = 0.93; CFI = 0.95; TLI = 0.93; RMSEA= 0.112). Because the correlation between the
two factors was “1”, it was decided to perform a new one-factor confirmatory analysis. This
time, the obtained fit indices were considered adequate (x 2/df = 2.73; GFI = 0.97; CFI = 0.97; TLI
= 0.97; RMSEA= 0.075). Given these results, in this study, this instrument will be considered as
one-dimensional. Internal consistency resulted in a Cronbach’s alpha value of 0.91 and the
construct reliability obtained was also 0.91. Neither the scale nor the items violate the normality
distribution. Both the internal consistency and construct reliability of this instrument are
considered very good, with values above 0.90 (Hill &Hill, 2002;Marôco, 2014).

Affective commitment was measured using the six items comprising the affective
commitment subscale of the instrument developed by Meyer and Allen (1997) using a seven-
point Likert-type rating scale (ranging from 1 “Completely disagree” to 7 “Completely
agree”). We performed a one-factorial confirmatory analysis, obtaining adequate fit indices
(x 2/df = 2.16; GFI = 0.98; CFI = 0.99; TLI = 0.98; RMSEA = 0.061). In terms of internal
consistency, we obtained a Cronbach’s alpha of 0.89 and a construct reliability of 0.89, which
are considered good (Hill & Hill, 2002; Marôco, 2014). Neither the scale, nor the items violate
the normality distribution.

As for turnover intentions, this variable was measured using the three items that form
the instrument developed by Bozeman & Perrewé (2002), using a 5-point Likert-type rating
scale (ranging from 1 “Completely disagree” to 5 “Completely agree”). Having performed an
exploratory factor analysis, we obtained a Kaiser Meyer Olkin of 0.79 and an explained
variance of 85.67%. For internal consistency, we obtained a Cronbach’s alpha of 0.92, which
is considered a very good value because it is above 0.90 (Hill & Hill, 2002). Neither the scale
nor the items violate the normality distribution.

Results
Two competing models were tested to examine whether all the constructs are represented by
a one-factor model or by a six-factor model (training, individualised support, functional
rotation, perceived internal employability, affective commitment and turnover intentions).
Fit indices of the one-factor model were not adequate (x 2/df = 5.43; GFI = 0.61; CFI = 0.69;
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TLI = 0.66; RMSEA = 0.119; SMRM = 0.19). On the other hand, fit indices for the six-factor
model were considered adequate, or very close to adequate values (x 2/df = 2.05; GFI = 0.86;
CFI = 0.93; TLI = 0.92; RMSEA = 0.058; SMRM = 0.10). Therefore, we conclude that the
theoretical concept, which suggested six variables, adequately represents the observed data.
Correlations are consistent with the theorised relationship pattern. The complete results are
available upon request.

Upon analysing Figure 2, it is possible to verify that the training (b = �0.33; p < 0.01),
individualised support (b = �0.34; p < 0.01) and functional rotation (b = �0.24; p < 0.01)
perceptions have a significant and negative effect on turnover intentions, given that the
former variables are responsible for 16% of its variability, which confirms H1. Perceived
internal employability (b = �0.60; p < 0.01) possesses a significant and negative effect on
turnover intentions, being responsible for 36% of its variability, which confirms H2.
Affective commitment (b = �0.75; p < 0.01) has a significant and negative effect on
turnover intentions, being responsible for 57% of its variability, which confirmsH3.

The mediation hypothesis in this study stated that perceived internal employability
and affective commitment represent an indirect effect in series on the relationship
between organisational practices of competences development and turnover intentions.
Models 1, 2 and 3 summarise the results of H4a (Table 1 and Figure 3), H4b (Table 2
and Figure 4) and H4c (Table 3 and Figure 5), respectively.

According to Table 1 (H4a), we observed a significant total indirect effect, given that zero was
not included in the confidence interval. The total indirect effect splits into three indirect effects, all
of which are significant: the indirect effect in series; the indirect effect in which perceived
employability mediates the relationship between training and turnover intentions; and the
indirect effect in which affective commitment mediates the relationship between training and
turnover intentions. By analysing the contrasts, we verified that the strongest indirect effect is the
one which is exerted by affective commitment, which mediates the relationship between training
and turnover intentions. When the mediators were introduced in the regression equation, the
direct effect of training on turnover intentions was no longer significant, which leads us to affirm
that we have a total mediation effect, which confirms our hypothesis (Figure 3).

According to Table 2 (H4b), we observed a significant total indirect effect, given that
zero was not included in the confidence interval. The total indirect effect splits into three

Figure 2.
Association between

variables (H1,H2 and
H3)
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indirect effects, all of which are significant: the indirect effect in series; the indirect effect
in which perceived employability mediates the relationship between individualised
support and turnover intentions; and the indirect effect in which affective commitment
mediates the relationship between individualised support and turnover intentions. By
analysing the contrasts, we verified that the indirect effects do not differ significantly
from each other. When the mediators were introduced in the regression equation, the
direct effect of individualised support on turnover intentions was no longer significant,
which leads us to conclude that we have a total mediation effect, confirming our
hypothesis (Figure 4).

Table 1.
Indirect effects of
Model 1 (H4a)

Indirect effects

Estimates
Confidence interval at 95% with

bootstrap correction

Model 1
Total �0.46 (0.07) [�0.59;�0.33]
Training! IE! TI �0.09 (0.03) [�0.15;�0.04]
Training! IE! AC! TI �0.10 (0.03) [�0.16;�0.06]
Training! AC! TI �0.27 (0.05) [�0.37;�0.17]

Notes: Total effect: Training ! EI = �0.49 (0.08). The standard error is in brackets. TI = Turnover
intentions; AC = Affective commitment; IE = Perceived internal employability

Figure 3.
Model 1 (H4a)

Table 2.
Indirect effects of
Model 2 (H4b)

Indirect effects

Estimates
Confidence interval at 95% with

bootstrap correction

Model 2
Total �0.46 (0.05) [�0.56;�0.35]
IS! IE! TI �0.13 (0.03) [�0.20;�0.08]
IS! IE!AC! TI �0.16 (0.03) [�0.22;�0.11]
IS!AC! TI �0.16 (0.04) [�0.25;�0.09]

Notes: Total effect: IS ! EI = �0.43 (0.07). The standard error is in brackets. TI = Turnover intentions;
AC = Affective commitment; IS = Individualised support; IE = Perceived internal employability
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According to Table 3 (H4c), we observed a significant total indirect effect, given that zero
was not included in the confidence interval. The total indirect effect splits into three
significant indirect effects: the indirect effect in series; the indirect effect in which perceived
internal employability mediates the relationship between the functional rotation and
turnover intentions; and the indirect effect in which affective commitment mediates the
relationship between the functional rotation and turnover intentions. Contrast analysis
revealed that there were no significant differences between indirect effects. When the
mediators were introduced in the regression equation, the direct effect of functional rotation
on turnover intentions was no longer significant, which leads us to conclude that we have a
total mediation effect, confirming our hypothesis (Figure 5).

Figure 4.
Model 2 (H4b)

Table 3.
Indirect effects of

Model 3 (H4c)

Indirect effects

Estimates
Confidence intervals at 95% with

bootstrap correction

Model 3
Total �0.37 (0.05) [�0.47;�0.27]
JR! IE! TI �0.12 (0.03) [�0.18;�0.06]
JR! IE! AC! TI �0.14 (0.03) [�0.20;�0.09]
JR! AC! TI �0.11 (0.04) [�0.19;�0.04]

Notes: Total effect: JR! EI = �0.28 (0.06). The standard error is in brackets. TI = Turnover intentions;
AC = Affective commitment; JR = Functional rotation; IE = Perceived internal employability

Figure 5.
Model 3 (H4c)
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Discussion and conclusions
This study aimed to test the serial mediation effect of perceived internal employability and
affective commitment on the relationship between organisational practices of competences
development and turnover intentions. As expected, the results showed that organisational
practices of competences development (training, individualised support and functional
rotation), perceived internal employability and affective commitment all have a significant
and negative effect on turnover intentions. As expected, perceived internal employability
and affective commitment are mediators in series in the relationship between organisational
practices of competences development and turnover intentions. Exceeding expectations was
the finding that, in the presence of perceived internal employability and affective
commitment as mediators in series, the relationship between organisational practices of
competences development and turnover intentions was no longer significant. These results
alone are enough to justify the importance of this study and its consequent impact on the
literature.

As expected, the result for the first hypothesis showed the existence of a negative effect
of organisational practices of competence development on turnover intentions. This
relationship is in line with the finding of Kalleberg & Rognes (2000), as when an
organisation invests in its employees and promotes the development of its competences, one
of the ways in which employees return this investment to the organisation is by diminishing
their turnover intentions, with this relationship being interpreted as a social exchange (Blau,
1964) or a reciprocal response (Gouldner, 1960).

Our second hypothesis was corroborated, as we observed a significant and negative
effect of perceived internal employability on turnover intentions. This result does not follow
what is stated in the literature, as in previous studies, the relationship between perceived
internal employability and turnover intentions was not revealed to be significant (De Cuyper
et al., 2011; S�anchez-Manjavacas et al., 2014; Usmai, 2016). Based on the conservation of
resources theory, this relationship can be interpreted as that employees who perceive high
internal opportunities of development do not wish to lose that resource, which leads to
decreased turnover intentions (Hobfoll, 1989; Pinto & Chambel, 2008).

Third, as expected, we were also able to prove the existence of a significant and negative
effect of affective commitment on turnover intentions. These results support those of the
literature, especially the study of Meyer and Allen (1991), who consider that the main
predictor of turnover intentions is organisational commitment – with its affective
component revealing the strongest effect.

Finally, this study sought to understand the process that associates the organisational
practices of competences development with turnover intentions. We proved the serial
indirect effect of perceived internal employability and affective commitment on the
relationship between organisational practices of competences development and turnover
intentions. When an organisation promotes opportunities for the development of its
employees, it adds value to its employees, and, in response, the employees demonstrate a
larger connection to the organisation and a wish to remain there. This relationship can be
interpreted in the light of reciprocity norms and social exchange theory. Among the three
organisational practices of competence development, aligned with the perception of internal
employability and affective commitment, those that demonstrate a stronger effect for the
reduction of turnover intentions are training and individualised support. The dimension
formation of the instrument used in this study contemplates not only formal training, but
also on-the-job training (e.g. “Amore experienced co-worker directed his own work, which was
useful for his learning”), which, according to Markowitsch et al. (2001), encourages
employees to take the initiative and cooperate, as well as learn and share knowledge. The
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dimension of individualised support encompasses the initiatives of career development
(coaching and mentoring programmes) which are aimed at developing competences with
specific targets of employees to improve not only their performance, but also their quality of
life inside the organisation. These two practices refer to the personal contact which makes
employees feel a strong affective connection to the organisation, in addition to a high
internal employability perception, which encourages them to remain working for the
organisation. Additionally, those items that compose the functional rotation only refer to the
circulation between functions inside the organisation, rather than to personal relationships
(e.g. “I had the chance of changing functions inside the company”), which therefore explains
their smaller effect on turnover intentions.

Limitations and suggestions
This study has some limitations. The main limitation is that it is a transversal study, which
did not allow us to establish any causal relationships between the variables. It would be
preferable to carry out a longitudinal study to test causal relationships. Another limitation
stems from using self-report questionnaires, which could have caused result bias. With the
objective to diminish the impact of common method variance, we followed the
methodological and statistical recommendations proposed by Podsakoff, MacKenzie, Lee
and Podsakoff (2003).

Finally, we highlight as a limitation the fact that only internal perceived employability
was studied, as we did not know what direction the relationship between perceived external
employability and turnover intentions would take. It would be interesting to analyse this
relationship, such as that occurred in the research of De Cuyper et al. (2011), where a positive
relationship between perceived external employability and turnover intentions was
hypothesised. However, as they did not find a significant relationship, they suggested the
need for a study on the indirect effect of affective and calculative commitment on this
relationship.

Theoretical implications
In this study, we proved the existence of a significant and negative relationship among
organisational practices of competences development, perceived internal employability and
affective commitment on turnover intentions. The relationship between affective
commitment and turnover intentions confirms what has already been stated by several
authors, among them being Meyer, Stanley, Herscovitch, and Topolnytsky (2002), who
believe that organisational commitment is the variable which best predicts turnover
intentions in the organisation, even in different contexts of organisational change. These
authors also state that among the three components of organisational commitment, affective
commitment is that which has the strongest relationship to turnover intentions. Consistent
with the previous analysis, we found that the relationship between competences
development practices and turnover intentions was also significant and negative. Kim (2005)
emphasises that the development of competences is so crucial to organisations that they are
obliged to invest in practices of competences development to decrease turnover intentions.
With regards the significant and negative relationship between perceived internal
employability and turnover intentions found in this study, this relationship is not consistent
with that of previously published research, such as the studies of S�anchez-Manjavacas et al.
(2014), Usmai (2016) and De Cuyper et al. (2011). However, these last authors suggest the
existence of moderators or mediators in this relationship. Finally, we proved that perceived
internal employability and affective commitment are the mechanisms which best help
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explain the relationship between organisational practices of competences development and
turnover intentions.

This study makes two important contributions to the literature. First, it confirms the
existence of a significant and negative relationship between perceived internal
employability and turnover intentions. Second, we proved the existence of a total serial
mediation effect of perceived internal employability and affective commitment in the
relationship between organisational practices of competences development and turnover
intentions.

Practical implications
One of the strengths of this study is the fact that it indicates the existence of a serial
mediation effect of perceived internal employability and affective commitment in the
relationship between organisational practices of competences development and turnover
intentions. The verification of this effect means that when the objective is to reduce turnover
intentions, those responsible for human resources should promote competences
development practices which specifically foster the perception of internal employability and
affective commitment. These practices, together with other activities which can be
developed within the organisation to ensure that employees are involved effectively, can
reduce high levels of employee turnover, and thus diminish inherent high costs. These
practices should also evidence the serial effect which underlies this relationship. The
implementation of adequate, specific and innovative competences development practices
(e.g. coaching, mentoring or functional rotation) enables employees to develop a better
perception of internal employability (Baruch, 2001), which consequently enhances affective
commitment (De Cuyper & De Witte, 2011) and encourages them wish to remain with their
current organisation (Benson, 2006).
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