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This study explored the relationship between employees’ employability capacities and
their organisational commitment foci. A convenience sample of 196 South African
human resource professionals participated in the study, consisting of 73% females and
88% black African people, predominantly within their early career stages (aged > 45
years). Data on individuals’ employability capacities and organisational commitment
were collected via questionnaires. Canonical correlation analysis (CCA) was performed
to assess the association between the variables of employability capacities and
organisational commitment foci. Participants’ lifelong learning capacities (goal-directed
behaviour and continuous learning orientation) were positively associated with their
career commitment. This finding suggests that a strong lifelong orientation is likely to
increase involvement in one’s occupation within the organisation, which contributes to
organisational commitment. Lifelong learning capacities appear important to human
resource professionals’ career development within their employer organisation.
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In the contemporary world of work, critical assets for work-life success include the perceived
employability of graduates by would-be or present employers. Employability capacities refer to a
number of soft skills and attributes (for example, personal attributes, knowledge of the business
world, people- and team-related skills, conceptual/thinking skills, as well as skills related to
innovation and change) that are essential in determining a graduate’s work-readiness and success
in the new world of work (Rocha, 2012; Kyllonen, 2013; Sung, Loke, & Ramos, 2013;Tran,
2013; Coetzee, 2014a; Daniels & Brooker, 2014). These capacities are generic transferable meta-
skills and personal attributes which are non-job-specific skills and important for successful
business or professional practice; they also have relevance to job entry and retention in enabling
individuals to proactively and creatively manage their career development and adapt to changing
market circumstances (Barrie, 2004; Griesel & Parker, 2009; Jackson & Chapman, 2011,
Coetzee, 2014b). Employability capacities add value to an organisation’s competitiveness
(Coetzee, 2012; Kyllonen, 2013; Sung, Ng, Loke, & Ramos, 2013) and the effect would be more
pronounced with organisationally committed employees (Ddckel, Basson, & Coetzee, 2006).



Organisational commitment is seen as a psychological relationship between an employee and
organisation that increases an employee’s voluntary intention to stay with the organisation
(Colquitt, LePine, & Wesson, 2009).

Although well-developed employability capacities increase the likelihood for professionals
of getting and retaining a job (De Cuyper, Van der Heijden, Raeder, & Wittekind, 2012), it is not
clear from the research literature how their employability capacities relate to their foci of
organisational commitment. A question of interest is how employability capacities relate to
organisation commitment in the context of human resource’s service role in a rapidly evolving or
emerging economy setting such as is the case in South Africa. The present research was therefore
interested in exploring the association between professionally employed graduates’
employability capacities and their organisational commitment foci in the South African work
context. Understanding this association may potentially inform human resource practices aimed
at retaining highly employable professional staff members.

Employability capacities: Their nature and importance to career success

Employability capacities span a range of work-related skills: problem-solving and decision-
making, critical thinking, communication skills (writing and speaking), proficiency in English,
team work, interpersonal skills, research skills, information literacy, lifelong learning and ethical
awareness, all important generic graduate employability capacities (Barrie, 2004; Griesel &
Parker, 2009; Faber, Lopez, & Prescher, 2012; McNeil, Scicluna, Boyle, Grimm, Gibson, &
Jones, 2012; Spencer, Riddle, & Knewstubb, 2012; Steur, Jansen, & Hofman, 2012; Velasco,
2012). These employability capacities are generally categorised in terms of three core attitudinal
stances of personal and intellectual development, each of which is underpinned by certain
employability capacities that are regarded as essential aspects of individuals’ graduateness and
employability by employers: (1) scholarship — the attitude or stance towards knowledge and
understanding; (2) global/moral citizenship — the attitude or stance towards the world and
communities; and (3) lifelong learning — the attitude or stance towards continuous learning
(Barrie, 2004, Steur, Jensen, & Hofman, 2012; Coetzee, 2014a; 2016). For instance, workers
with a continuous learning orientation have developed a cognitive meta-awareness and openness
towards their own learning, a willingness to proactively engage in the process of acquiring new
knowledge, skills and abilities throughout their lives and career in reaction to, and in anticipation
of, changing technology and performance criteria (Coetzee, 2014a).

The relationship between employability capacities and individuals’ attitudes toward the
organisation is complex. On the one hand, highly employable individuals are less committed to
an organisation because they engage in job hopping in search of more satisfying and financially
rewarding opportunities (Pearce & Randel, 2004; De Cuyper & De Witte, 2011). Such
employees may share the view that a career is not a lifetime commitment to one employer, but
rather a recurrent selling of innovative services and updated skills to a series of employers
seeking a business competitiveness advantage (Savickas, 2013). Roodt (1997) noted that
employees generally have various foci of organisational commitment (for example, commitment



towards their jobs, careers and occupation as these unfold within the organisation) that ultimately
influence their decision to stay in or leave the organisation. On the other hand, workers with a
predominantly career focus may not necessarily feel committed toward the organisation per se,
but could also perceive their career as more important than being loyal towards the organisation
because of their need for further growth and development, either within or external to the
organisation. However, strong involvement in the career as it unfolds within the organisation
may also contribute to greater commitment to the organisation (Roodt, 1997). This is because
employability capacities enhance the ability to gain and maintain employment, and manage
employment transitions, such as moving between jobs and roles within the same organisation or
with different organisations (Hillage & Pollard, 1999; Wickramasinghe & Perera, 2010).

Organisational commitment foci
A committed workforce is a requirement for optimal organisational performance in the long term
(Luchak & Gellatly, 2007; Mensah, 2013; Abdul-Nasiru, Mensah, Amponsah-Tawiah, Simpeh,
& Kumasey, 2014). Employees that are committed engage in extra-role behaviours such as
innovativeness or creativeness (Muma, Iravo, & Omondi, 2014). Ng’ethe (2014) maintained that
if there is a decline in the commitment of an employee, their intention to leave the organisation
increases.
Organisational commitment denotes an employee’s wish to remain a productive role player
within an organisation. An employee’s decision to remain a member of a specific organisation or
to seek alternative employment is influenced by their organisational commitment (Colquitt,
LePine, & Wesson, 2009). According to Meyer and Allen (1991), organisational commitment is
of a multidimensional nature and can be defined in various ways. They suggest that employees’
commitment is viewed from the perspective of normative commitment (an individual’s
obligation binding them to remain with the organisation), continuance commitment (a need to
remain with the organisation and results from the recognition of costs associated with leaving),
or affective commitment (a desire to remain a role player in an organisation due to work
experiences that create feelings of comfort and personal competence).
Organisational commitment has been associated with several important career-related
outcomes such job satisfaction and turnover intention (Supeli & Creed, 2016). Roodt (1997)
identified five commitment foci-related categories (work, career, job, occupation, organisation):
e Work foci refer to the loyalty of an employee towards the work itself. Employees who are
highly loyal to their organisation put an effort into making sure that they add value to the
organisation;

e Career foci refer to the identification and involvement of an employee in his or her
occupation;

e Job foci refer to an employee’s dedication to a moderately temporary set of objective task
requirements. An employee with high job foci will typically be dedicated to tasks that come
with the roles of the job;



e Occupational foci refer to the commitment an employee has towards an identifiable and
specific line of work in which he or she engages in order to earn a living; and

e Organisational foci refer to an employee’s willingness to remain with the organisation by
putting more effort into the attainments of the organisational goals. An employee with high
organisational foci will typically accept the values and goals of the organisation as his or her
own which would increase the likelihood of retaining same employer.

What employees value to advance their careers is important to their organisation
commitment. For instance, Benson (2006) believed that employees will feel more committed and
remain with the organisation if the organisation reduces the employee’s uncertainty of finding
another job.

The South African human resource employment setting

Retention and employability research in the South African context emphasise the need for
professionally qualified human resource practitioners (SABPP, 2014; Coetzee & Schreuder,
2016). The human resource management field has been professionalised by the South African
Board for People Practices (SABPP) through a formalised human resource competency
framework and a set of national human resource standards. These strategic endeavours of the
professional body (SABPP) emphasise the employability of human resource graduates in order to
help South African organisations remain competitive in highly globalised markets (SABPP,
2014; Coetzee & Schreuder, 2016). Retaining highly talented and employable human resource
professionals who are committed to the organisation has therefore become important in the South
African context in view of the competition for the same skills in a globalised job market. This
study therefore aims to contribute to the body of knowledge on the employability and job
retention of human resource professionals in the South African setting, findings of which would
assist organisations to proactively address employer education needs for their job retention.

Goals of the study

This study sought to explore the magnitude and direction of the association between individuals’

employability capacities and their organisational commitment foci and to identify the variables

that contributed the most to this relationship in the context of South African human resource

employment. The following two research questions guided the study:

e What is the magnitude and direction of the association between individuals’ employability
capacities and their organisational commitment foci?

e Which of the employment capability variables contribute the most to explaining employer
organisation foci?

Method
Participants



A purposive sample of one hundred and ninety-six (N = 169) human resource employees
participated in the study. The employees were enrolled for further studies in the human resource
management field at a higher education distance-learning institution. They were employed in
professional positions in the human resource field and comprised predominantly black people
(88%) and females (73%) in their early career stage (80% = < 45 years).

Measuring instruments

The human resource employees completed the following measures: the Graduates Skills and
Attributes Scale (GSAS: Coetzee et al., 2014 and the Organisational Commitment Foci (FOCI:
Roodt, 1997). They also self-reported their demographics.

The GSAS is a multi-factorial self-rating scale consisting of 64 items and eight subscales to
measure the following employability capacities: problem-solving/decision-making skills (eight
items); enterprising skills (nine items) analytical thinking skills (four items); interactive skills
(16 items); presenting/applying information skills (five items); ethical/responsible behaviour
(five items); goal-directed behaviour (ten items); and continuous learning orientation (seven
items). A six-point Likert-type scale (1= ‘never true for me’; 6 = ‘always true for me”) is used for
subjects’ responses to each of the 64 items. Exploratory and confirmatory factor analyses by
Coetzee (2014a) confirmed the construct and structural validity, and internal consistency
reliability of the GSAS in the South African context. Scores from the GSAS scale obtained a
reliability coefficient of 0.97 in the present study. The internal consistency reliability coefficients
for scores from the eight subscales ranged between 0.76 (ethical/responsible behaviour) and 0.91
(interactive skills).

The FOCI scale is also a multifactorial self-rating scale consisting of 38 items and five
subscales (work foci, job foci, occupational foci, career foci and organisational foci). A five-
point Likert-type scale is used for subjects’ responses to each of the 38 items. Acceptable
construct validity and internal consistency reliability were reported by Roodt (1997), Storm and
Roodt (2002), as well as Pretorius and Roodt (2004). In the present study, scores from the FOCI
scale obtained a reliability coefficient of 0.91. The internal consistency reliability coefficients for
scores from the five subscales ranged between 0.36 (work foci) and 0.87 (organisational foci).

Procedure and data analysis

The survey was conducted during a study school programme that was attended by the
participants. The participants were invited to voluntarily participate and signed an informed
consent form. The privacy, anonymity and confidentiality of all the participants were ensured
and honoured. Ethical clearance and permission to conduct the research were obtained from the
management of the University of South Africa.

Canonical correlation analysis (CCA) was performed to determine the magnitude of the
association between individuals’ employability capacities as represented by their scholarship
(problem-solving and decision-making skills, analytical thinking skills and enterprising skills),
global/moral citizenship (ethical and responsible behaviour, presenting and applying information



skills and interactive skills) and lifelong learning capacity (goal-directed behaviour and
continuous learning orientation) and their foci of commitment (work, career, job, occupation,
organisation). CCA is a useful multivariate statistical procedure in human behaviour research
because it assesses the association between multiple sets of variables and allows one to explore
multiple interaction effects among psychological variables. Examining only singular effects may
distort the complexity of human behaviour and cognition. CCA also minimises the risk of
committing a type | error (Sherry & Henson, 2005). The cut-off criteria for canonical factorial
loadings (> 0.30) were used to interpret the relative importance of the canonical loadings. The r?
type effect size (1 - 0.1) was also considered for assessing the magnitude of the overall
correlational relationships between the two variates of a canonical function and the practical
significance of the predictive ability of the canonical relationship (Hair et al., 2010).

Results

Descriptive statistics and correlations

The reliability coefficients reported in Table 1 show acceptable internal consistency reliability of
the two scales and subscales. The overall scale reliability coefficient of the GSAS scale was very
high (o = 0.97), as was the reliability coefficient of the overall FOCI scale (oo = 0.91). These
coefficients indicated strong overall internal consistency for the two scales.

As can be seen from Table 1, the significant inter-correlations between the GSAS and FOCI
variables were also small to moderate in practical effect (r > 0.17 < 0.42; p < 0.05), suggesting
no multi-collinearity (r < 0.80). No associations between age, gender and race and the GSAS and
FOCI variables were detected and the influence of these biographical variables was therefore
regarded as negligible.

Table 1 also shows that all eight of the employability capacities had significant positive
associations with the career foci, organisational foci and overall FOCI variables (r >0.15to r <
0.42; p < 0.05; small to moderate practical effect). Problem-solving/decision-making (r > 0.17 to
r <0.20; p <0.05; small practical effect) and analytical thinking skills (r>0.16 to r <0.18; p <
0.05; small practical effect) also had significant and positive association with job foci and
occupational foci. The global/moral citizenship capacities (interactive skills and
presenting/applying information skills) also had significant and positive associations with work
foci, job foci and occupational foci (r > 0.17 to r < 0.26; p < 0.05; small practical effect). Goal-
directed behaviour (r = 0.17; p < 0.05; small practical effect) also had a positive and significant
association with job foci, while continuous learning also had a positive and significant
association with work foci, job foci and occupational foci (r > 0.18 to r <0.24; p < 0.05; small
practical effect). The overall graduateness scale had a positive and significant association with all
the FOCI variables (r > 0.19 to r < 0.39; p < 0.05; small to moderate practical effect).

<Insert Table 1 approximately here>

Magnitude and direction of the employment capacities and organisation commitment foci



Canonical correlation analysis was used to study the multivariate relationships between the eight
GSAS scores (problem-solving/decision-making skills, enterprising skills, analytical thinking
skills, interactive skills, presenting/applying information skills, ethical/responsible behaviour,
goal-directed behaviour and continuous learning orientation) and the five FOCI scores (work
foci, job foci, occupational foci, career foci and organisational foci).

Table 2 shows that the full model was significant using Wilks’s multivariate test criterion.
Wilks’s lambda (A) = 0.565, function 1: Fp = 2.03 (p = 0.0001). Only the first function of the
model was significant and contributed to 31% of the overall explained variation relative to the
function. The full model r2 type effect size (yielded by 1 - 0.1) was 0.44 (large practical effect),
indicating that the full model explains an adequate proportion, about 44% of the variance shared
between the two variable sets. The redundancy index results summarised in Table 2 show that
the employability capacities explained 7% (Rc? = 0.07; small practical effect) of the variance in
the organisational commitment foci canonical construct variate and was able to predict 63%
(large practical effect) of the proportion of variance in the individual original organisational
commitment foci variables.

The CCA assessed the association between the set of employability capacities and the set of
organisational commitment foci, with both sets being multiple sets of variables. The CCA
allowed the researchers to explore the multiple interaction effects among these psychological
variables. Using Rc = 0.35 as the cut-off criterion, the canonical cross-loading Rc coefficients
shown in Table 2 indicated that all the employability capacities (except for ethical/responsible
behaviour) contributed significantly in explaining the variance in the employability capacities
canonical construct variate (Rc > 0.37 to Rc < 0.83). As shown in Table 2, using the Rc = 0.35
cut-off criterion in terms of the canonical cross-loadings, only the two lifelong learning
capacities (continuous learning orientation: Rc = 0.46; 21%; and goal-directed behaviour: Rc =
0.37; 13%) contributed significantly to explaining the variance in the organisational commitment
foci variables by all these variables showing cross-loading effects of Rc > 0.35. The career foci
variable contributed 20% (Rc = 0.45) in explaining the variance in the employability capacities
by also showing a cross-loading effect of Rc > 0.35. Career foci also contributed the most (apart
from organisational foci: Rc = 0.53) in explaining the variance in the organisational commitment
foci canonical variate (Rc = 0.81) with a structure coefficient of Rc > 0.35.

<Insert Table 2 approximately here>

Discussion
Overall, the results showed positive associations between the employability capacities and
organisational commitment foci constructs. Participants’ lifelong learning capacities (goal-
directed behaviour and continuous learning orientation) were strongly and positively associated
with their career as a focus of commitment.

Long-term learning and goal-directed behaviour accounted for a significant proportion of an
employee’s career commitment (involvement in the occupation as it unfolds with the



organisation) rather than commitment to the organisation per se. This finding is likely explained
by the fact that taking responsibility for one’s career management through goal-setting behaviour
aimed at acquiring new knowledge and skills in changing contexts is more likely to be associated
with a commitment to one’s career rather than the organisation. Goal-directed behaviour and a
continuous learning orientation are associated with the protean career orientation which has been
linked to low levels of loyalty and commitment to a particular organisation, but a commitment to
career self-management behaviours (Supeli & Creed, 2016).

The findings of the study corroborate research showing a trend toward careerism whereby
individuals generally put their self-interest (sustaining their employability through proactive
lifelong-learning endeavours) ahead of those of the organisation (Kim, Kang, Lee, & McLean,
2016). The findings are in line with Benson (2006), who found that employability capacities
provide security to employees so that they will be able to obtain new employment if required,
which enhances their long-term job security, allowing them to develop a sense of commitment
toward their careers and occupations (their professional careers) rather than the organisation per
se. However, the results also showed that the career foci contributed the most to explaining the
overall construct of organisational commitment, implying that the individual’s perception of and
involvement in the career as it unfolds within the organisation contributed positively to overall
feelings of attachment to the organisation. This finding suggests that organisational career
development support and clear career pathways that enhance individuals’ involvement in their
occupations within the organisation may contribute to their overall organisational commitment.

Implications for human resources development practice

The findings are in support of human resource practices to promote a lifelong learning
orientation among early career employees. Employers’ requirement for employable graduates
along with commitment and loyalty toward the organisation may be thwarted if retention
practices do not support the lifelong learning with formalised career development and training
(Dockel et al., 2006). This study’s findings also suggest career commitment to be important to
human resource employees. Career development support initiatives such as visible career path
routes within the organisation and career discussions may potentially have positive benefits in
encouraging professional staff to engage in lifelong learning and training while pursuing their
careers within the organisation.

Limitations and recommendations for future research

While interpreting the results, several limitations should be emphasised. As canonical correlation
analysis is a maximisation technique, researchers may be prone to overestimate the findings due
to the amplification of linear composites (Hair, Black, Babin, & Anderson, 2010). In addition,
the sample size of this study was relatively small and only included continuing education human
resource management employees. As a result, the interpretations of the findings are limited to
this specific group of individuals and not to populations in different occupations or study fields.
Studies are needed on the replicability of the findings with employees in other work roles.



Lastly, the cross-sectional nature of this study limits the nature of the data obtained to a specific
point in time. As the career self-concept evolves over time, it would be beneficial to conduct
longitudinal research analysis in the shift of the levels of employability capacities and
organisational commitment foci among human resource professionals.

Conclusion

Significant relationships exist between employees’ employability capacities and their
organisational commitment foci. The relationships are stronger for long-term learning, goal-
directed behaviour and career foci than for other employment capability attributes. The findings
suggests that a strong lifelong orientation is likely to increase involvement in one’s occupation
within the organisation, which contributes to organisational commitment. Lifelong learning
capacities are important to human resource professionals’ career development within the
organisations.
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Table 1: Descriptive statistics, zero-order correlations and internal consistency reliability

M SD o 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15
Age 1 - - - -
Gender 2 - - - - -

0.17**

Race 3 - - - 0.06 0.06 -
Work foci 4 383 066 036 004 -0.02 0.02 -
Job foci 5 389 054 065 006 -0.10 -0.08  0.45*** -
Occupational foci 6 391 061 074 017 -0.08 0.01  043*** 0.69*** -
Career foci 7 389 055 075 008 -0.07 -0.10  0.26***  (0.43***  (Q.55*** -
Organisational foci 8 349 056 087 013 -0.07 0.09  0.34*** 042%** 0.50*** 041*** -
Organisational 9 426 043 091 017 -0.10 0.03  0.55*** 0.72*** 0.79*** (0.66*** 0.88***
commitment: Total
Problem- 10 443 0.68 0.83 0.001 -0.03 -0.02 0.12 0.20** 0.17* 0.35***  0.19* 0.27** -
solving/decision-making
Enterprising skills 11 424 0.70 0.81 0.02 -0.06 -0.03 0.14 0.14 0.15 0.29***  0.24** 0.26** 0.73*** -
Analytical thinking 12 423 0.83 0.83 -0.06 -0.13 0.04 0.07 0.16* 0.18* 0.27***  0.23** 0.26** 0.57***  0.54*** -
skills
Interactive skills 13 467 064 091 -0.01 0.04 -0.01  0.26** 0.19* 0.17* 0.28***  0.18* 0.25** 0.67***  0.65***  0.40*** -
Presenting/applying 14 434 076 077 -0.01 -0.12 -0.07  0.15* 0.17* 0.17* 0.31*** 0.15 0.22** 0.81***  0.67***  0.57***  0.64*** -
information skills
Ethical/responsible 15 484 074 076 005 -0.10 0.07 011 0.14 0.13 0.24***  0.17* 0.22** 0.64***  0.49***  37*** 050*** (052*** -
behaviour
Goal-directed behaviour 16 447 067 082 -0.07 0.01 -0.01 0.10 0.17* 0.13 0.34***  0.18* 0.29** 0.75***  0.63***  0.49***  0.70*** (0.75***  (.48***
Continuous learning 17 461 0.72 0.84 -0.06 0.03 -0.07  0.18* 0.24** 0.21** 0.42***  0.28***  (0.34***  0.71*** 0.65*** 0.46*** 0.80*** 0.67*** 0.46***
Graduateness: total 18 448 058 097 -0.04 -0.01 -0.01  0.19* 0.21* 0.22** 0.39***  (0.25** 0.33***  0.90***  0.83***  0.65*** (0.88***  0.84***  0.67***

Notes: N =196 ***p <0.001 — statistically significant. **p <0.01 — statistically significant. *p < 0.05 — statistically significant. r < 0.30 (small practical effect size), r > 0.30 <
0.49 (medium practical effect size)



Table 2: Results of the standardised canonical correlation analysis for the first canonical function

Variate/variables Canonical Structure Canonical Squared
coefficients coefficient  cross- canonical
(Rc) loadings loadings
(Re) (Re?)
Employability capacities canonical variate
variables
Problem-solving/decision-making skills 0.19 0.59 0.33 0.11
Enterprising skills -0.11 0.42 0.23 0.05
Analytical thinking skills 0.12 0.44 0.25 0.06
Interactive skills -0.73 0.37 0.20 0.04
Presenting/applying information skills -0.21 0.44 0.24 0.06
Ethical/responsible behaviour -0.27 0.29 0.16 0.03
Goal-directed behaviour 0.21 0.66 0.37 0.13
Continuous learning orientation 141 0.83 0.46 0.21

Organisational commitment foci canonical
variate variables

Work foci -0.38 -0.10 -0.06 0.00
Job foci 0.49 0.37 0.21 0.04
Occupational foci -0.62 0.22 0.12 0.01
Career foci 0.85 0.81 0.45 0.20
Organisational foci 0.42 0.53 0.29 0.09

Overall model fit measures (function 1):

Overall Rc2=0.31

F(p) = 2.03 (p <. 0001); df = 40;578.17

Overall proportion: 0.63

Wilks’ lambda (1) = 0.565**

r2 type effect size: 1 — 0.A = 0.435 (large practical effect)

Redundancy Index (standardised variance of organisational commitment foci explained by employability
capacities): Proportion = 0.07

Notes: N = 196



