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Designing and Explaining the Employability Model
with Emphasis on Urban Management: A
Qualitative Study in Public Organizations

ABSTRACT

Employability, as one of the key components of human capital, plays a significant role in enhancing
the efficiency and accountability of public organizations, particularly in the field of urban
management. Accordingly, the aim of the present study is to design an employability model in
public organizations with an emphasis on urban management. This research, employing a multiple
grounded theory approach and drawing on existing literature and theories as well as semi-
structured interviews with experts and specialists in human resources, urban planning, and public
management, has developed a coherent model of employability. A purposive sampling method
was used, and interviews continued until theoretical saturation was achieved. Data obtained
through coding and analysis led to the extraction of 457 initial codes, 112 secondary codes, 38
concepts, and 6 categories. The employability model in public organizations is shaped by a set of
individual, organizational, and environmental causal factors, contextual conditions (individual
characteristics and structural-organizational features), intervening conditions (potential,
facilitating, and weakening factors), and organizational strategies (such as training,
empowerment, and human capital development). Finally, individual and psychological,
organizational and operational, economic and developmental, as well as cultural and social
outcomes were identified in the model. This model can serve as a basis for revising human
resources policies in public organizations.

Keywords: Employability, Human Capital, Urban Management, Public Organizations

Introduction

In the evolving landscape of public administration, the concept of employability has emerged as a central determinant of
organizational sustainability, workforce adaptability, and public value creation. While the public sector has traditionally been
characterized by stable career paths and structured bureaucracies, globalization, rapid technological change, and shifting
societal expectations have fundamentally altered the nature of work and the skills required for long-term professional success
[1, 2]. As public organizations navigate increasingly complex socio-political, economic, and technological environments,
ensuring that their human capital remains employable—capable of maintaining and enhancing their value in dynamic labor
markets—has become a strategic imperative [3].

Employability in the public sector extends beyond the possession of technical expertise. It encompasses a combination of

adaptive capabilities, continuous learning orientation, and alignment with organizational missions and public service values
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[4, 5]. Soft skills such as communication, teamwork, problem-solving, and adaptability have been identified as equally vital
for success, influencing not only individual career trajectories but also organizational effectiveness and public trust [6-8]. In
fact, as public sector organizations respond to citizen demands for transparency, equity, and innovation, the integration of
both technical competencies and soft skills becomes essential to meet performance expectations [9, 10].

The globalization of labor markets has redefined the competitive landscape, with public organizations now competing not
only with private firms but also with transnational institutions for talent [1, 11]. This intensifies the need for strategic human
resource management approaches that foster employability through targeted learning and development interventions,
performance appraisal systems, and adaptive organizational cultures [12-14]. Indeed, research shows that access to
continuous training and development significantly enhances work engagement and job performance in the public sector [13,
15], while a lack of such opportunities can undermine motivation and retention [16, 17].

In addition, the rise of digital transformation and “smart governance” has introduced new demands on public sector
employees. The integration of urban innovation platforms, interoperability between government systems, and data-driven
decision-making have necessitated new skill sets that blend technological literacy with public service acumen [18, 19]. Public
organizations are increasingly expected to operate with agility, leveraging digital tools not only to enhance service delivery
but also to support remote work models and decentralized collaboration [14, 20]. These shifts challenge traditional HR
models, requiring more dynamic approaches to recruitment, career development, and succession planning [21, 22].

Motivation remains a critical component of employability, as individuals’ willingness to adapt, learn, and innovate is
strongly tied to both intrinsic and extrinsic drivers [10, 16]. Public service motivation, in particular, has been linked to higher
levels of performance and job satisfaction, making it a key lever for sustaining employability in mission-driven organizations
[10, 23]. At the same time, organizational culture and leadership styles play a pivotal role in shaping the climate for learning
and adaptability [3, 24]. Transformational leadership has been shown to foster stronger organizational commitment,
employee engagement, and the proactive acquisition of new skills [15, 25].

The literature also highlights the importance of managing both formal and informal organizational networks in promoting
employability. While structured training programs and competency frameworks form the backbone of skill development,
informal knowledge exchange and collaborative networks are equally important for innovation and organizational learning
[3, 26]. These networks facilitate the rapid transfer of tacit knowledge, enable cross-departmental collaboration, and support
the development of problem-solving capabilities in complex governance environments [2, 11].

In the context of urban management, employability takes on added significance due to the multifaceted and cross-sectoral
nature of municipal governance. Urban managers must respond to diverse challenges such as infrastructure development,
environmental sustainability, social equity, and economic competitiveness, all while engaging multiple stakeholders [18, 19].
The alignment of individual capabilities with organizational missions is particularly critical in this domain, as the quality of
urban governance directly impacts citizens’ quality of life and trust in public institutions [6, 9].

From a strategic perspective, talent management in public organizations must reconcile long-term workforce planning
with the need for agility in the face of external shocks, such as economic downturns, pandemics, and political transitions [21,
22]. This requires robust systems for identifying future skill requirements, creating career pathways, and integrating

continuous feedback into performance management [27, 28]. Furthermore, the development of employability should be seen



not merely as a function of HR departments but as a shared responsibility across leadership levels, line managers, and
employees themselves [7, 12].

Another dimension of employability is its socio-economic impact. Well-designed employability strategies contribute to
reducing structural unemployment, increasing social mobility, and fostering inclusive economic growth [1, 2]. In the public
sector, these outcomes are aligned with broader policy objectives, including sustainable urban development, citizen
empowerment, and equitable access to opportunities [18, 29]. Given these far-reaching implications, employability should
be approached as both a micro-level HRM priority and a macro-level governance concern [10, 11].

Despite its growing importance, empirical studies on employability in the public sector—particularly in the context of
urban management—remain limited [4, 5]. Much of the existing research has focused on private sector contexts or
generalized workforce development, leaving a gap in understanding the specific conditions, strategies, and outcomes relevant
to public sector organizations facing the unique pressures of political accountability, budgetary constraints, and public
scrutiny [8, 17]. Moreover, the interdependencies between individual-level factors (such as soft skills and motivation),
organizational-level enablers (such as culture and leadership), and environmental drivers (such as policy and technology)
require more integrated models to guide practice [7, 22].

The present study addresses this gap by designing and explaining an employability model with a focus on urban

management in public organizations.

Methods and Materials

The present study, in terms of its objective, is applied research, and in terms of its nature, is descriptive—exploratory, falling
within the category of qualitative research. This study, using a grounded theory approach, seeks to discover and explain the
phenomenon of “employability in urban management”—a phenomenon for which there is currently no comprehensive
theoretical knowledge within the context of urban structures. In this research, for data collection, a total of 15 in-depth semi-
structured interviews were conducted with academic experts, human resource managers, and operational managers of
municipalities. Participants were selected through theoretical and snowball sampling, and the interview process continued
until theoretical saturation was reached—that is, the point at which no new information emerged from the interviews.

The coding and data analysis process followed Strauss and Corbin’s approach, carried out in three stages: open coding,
axial coding, and selective coding. In the first stage, the raw data from the interviews and the initial concepts were extracted.
These concepts were then grouped into categories with shared conceptual relationships to identify the main categories.
Finally, in the selective coding stage, a core category was identified, and the conceptual framework of the research was
explained by drawing a paradigmatic model consisting of causal conditions, the central phenomenon, contextual conditions,
intervening factors, strategies, and consequences. In designing the interview questions, efforts were made to ensure that the
main axes of grounded theory were covered. The questions revolved around topics such as individuals’ perceptions of the
concept of employability in municipalities, the influencing factors, challenges, and solutions for its enhancement within the
structure of urban management. To achieve a deeper understanding of the topic, follow-up questions were asked in
accordance with the participants’ initial responses.

The results from the qualitative phase of the study formed the basis for designing a researcher-made questionnaire. This

questionnaire consists of two sections: a general section and a specialized section. The general section covers respondents’



demographic information, including gender, marital status, education level, age, years of service, job position, and workplace
location within the municipality structure. The specialized section of the questionnaire, designed to measure various
dimensions of the phenomenon of “employability in urban management”, includes questions aimed at identifying the causal
conditions affecting the employability of municipal employees, examining the dimensions of the central phenomenon and
participants’ understanding of the concept and importance of employability in urban environments, analyzing contextual
conditions such as organizational structure, human resource policies, and the prevailing culture in municipalities, assessing
intervening conditions such as economic factors, technology, or macro-policies influencing employability, extracting
strategies used by employees or managers to enhance employability, and finally, evaluating the individual, organizational,
and social consequences resulting from the development or weakness of human resource employability in urban
management.

This questionnaire is intended to be used in the subsequent stage of the study to validate the qualitative findings and to
test the theory generated.

For assessing the content validity of the questionnaire, the designed instrument was submitted to 10 experts in the field
of human resource management and urban management. Using the Content Validity Ratio (CVR) and based on Lawshe’s
table, it was determined that the CVR value for all items was higher than 0.62; therefore, the content validity of the
qguestionnaire was confirmed. To measure the reliability of the instrument, the inter-coder reliability method was used. In
this regard, a doctoral graduate in human resource management, specializing in public sector employability, independently
re-coded the data.

Table 1:

Results of Data Reliability Assessment

Interview Code Total Codes Agreements Disagreements Reliability Percentage
13 36 16 5 88%
15 28 10 6 71%
17 27 11 5 81%
Total 91 37 16 81%

Findings and Results

In this section, the demographic characteristics of the interviewees are first presented, followed by the final categories
derived from the data coding process. In accordance with the theoretical purposive sampling procedure, semi-structured
interviews were conducted with 15 managers, senior experts, and supervisors working in the municipality of one of Iran’s
metropolitan cities. The selection of these individuals aimed to obtain perspectives from different organizational levels and
ensure sufficient experience in dealing with the issue of employability within the structure of urban management. Of the total
participants, 11 were male (73%) and 4 were female (27%). In terms of educational level, 7 individuals (47%) held doctoral
degrees, and 8 individuals (53%) held master’s degrees. Regarding the field of specialization, 8 participants were in the areas
of human resource management, urban management, and organizational development; 5 participants specialized in technical
and urban engineering disciplines; and 2 participants had expertise in the fields of social sciences, urban sociology, and
planning. In terms of work experience, 11 participants (73%) had between 10 and 20 years of experience, and 4 participants

(27%) had more than 20 years of experience in institutions related to municipalities.



During the interview process, participants were asked to express their views, based on their experiences, regarding the
dimensions, barriers, enhancers, and consequences of employability within the municipal structure. Given the semi-
structured nature of the interviews, supplementary questions were also posed to deepen concepts and clarify perspectives.
Due to the diversity of tasks, bureaucratic structure, and the cultural and economic characteristics of metropolitan areas,
analyzing the data from the viewpoint of employees in various municipal departments (such as human resources, planning,
training, information technology, urban services, and finance) was essential for enriching the study.

In the open coding stage, 455 initial codes were extracted, which were then reduced to 75 codes during the axial and
selective coding process by combining similar concepts. Subsequently, through a content validity review of the codes by
experts, a final set of 38 codes was established and classified into six main categories related to employability in urban
management. These categories are explained below.

Causal Factors

Causal factors, or antecedent factors, are those variables and events that lead to the formation and development of
employability in urban management. Based on the interviews and data analysis, these factors were categorized into four
main dimensions: individual, organizational, environmental, and social status. These four dimensions and their associated
axial codes provide a suitable foundation for understanding the causal conditions in the field of employability in urban
management, as detailed in Table 2.

Table 2.

Categories Related to Causal Factors

Selective Code  Axial Codes Open Codes
Individual Individual self- Development of soft skills (such as effective communication, critical thinking, teamwork) — Enhancement of self-
empowerment leadership and self-awareness — Continuous learning and skills updating — Adaptability to environmental conditions and
changes — Strengthening intrinsic motivation for career growth and success
Organizational Organizational Development of human resources through targeted and effective training — Transformational leadership style encouraging
empowerment learning — Designing reward and incentive systems for skill enhancement — Internal policymaking to support employability
development — Creating a learning- and development-oriented organizational culture
Alignment of employability Linking individual competencies with organizational strategic goals — Utilizing job analysis to determine employment
with organizational mission needs — Focusing on competency-based recruitment — Continuous monitoring and evaluation of human resource
performance — Alignment between individual capabilities and organizational positions
Environmental  Environmental imperatives High unemployment rates at national and local levels — Economic pressures and livelihood concerns — Changes in labor
for employability market structure and reduction of stable jobs — Gap between market needs and workforce capabilities — Inefficiency of
the formal education system in preparing qualified workers
Adaptation to macro Impact of globalization on the labor market — Digitalization of organizational and managerial processes — Technological
transformations transformations in urban management — Macro employment and human resource development policies — Changes in
macro-level labor market demand patterns
Social Status Social status through The role of employment in enhancing an individual’s social status and identity — Positive public image of governmental
employability and public organizations — Job justice and equal access to promotion opportunities — The impact of employment in public

institutions on individual self-esteem — Increased organizational commitment and intrinsic motivation

Core Phenomenon

The core phenomenon in this study is employability, defined as the continuous ability of individuals to maintain and
enhance their position in the changing labor market of urban management. This concept, while encompassing a set of skills,
knowledge, and personal attributes, represents a dynamic and ongoing process of learning, adaptation, and alignment with
organizational and environmental conditions. Within this framework, employability is recognized as the key element for
professional survival and the achievement of sustainable development in the field of urban management.

Contextual Conditions

Contextual conditions, or the prevailing background, refer to a set of specific factors and circumstances that provide the

necessary foundation for the emergence and manifestation of the phenomenon under study —namely, employability in urban



management. To better understand these conditions, participants in the interviews were asked: “What factors and conditions

can create the groundwork for enhancing employability in municipalities?” The responses indicated the influence of multiple

individual, organizational, and environmental factors, which are categorized as follows.

Table 3:

Categories Related to Contextual Conditions

Selective Code

Axial Codes

Open Codes

Individual
Characteristics

Structural—
Organizational
Characteristics

Individual talents, capabilities, and
human motivations

Organizational systems and
structures in human resource
management

Organizational resources, facilities,
and tools

Changes and transformations in
organizational philosophy and
structure

Diversity of technical and specialized skills — Behavioral competencies and soft skills — Material
motivations (salary, benefits) — Moral motivations (job satisfaction, organizational commitment) —
Learning abilities and adaptability to environmental changes

Policies and processes of recruitment and staffing — Promotion and career development systems —
Training programs and skills development — Performance appraisal systems and continuous feedback —
Reforms in administrative hierarchy and bureaucracy

Financial resources and technical equipment — Access to modern technologies — Opportunities for
organizational growth and development — Managerial and software tools

Revision of the organization’s mission and vision — Updating strategies and policies — Acceptance of
innovation and continuous change — Dynamic and learning-oriented organizational culture

Strategies for Achieving the Core Phenomenon (Employability in Urban Management)

Strategies are a set of actions, policies, and interactions that contribute to the realization and improvement of

employability in urban management. In this study, to identify effective solutions for enhancing employability, interviewees

were asked: “In your opinion, how can employability be effectively increased in urban management organizations?” The

responses emphasized training and empowerment, structural and institutional reform, human capital development, strategic

and technology-driven approaches. Based on the interview analysis, the following strategies were proposed:

Table 4:

Categories Related to Strategies for Implementing Employability in Urban Management

Selective Codes

Axial Codes

Open Codes

Educational and
Empowerment-Oriented

Structural and Institutional

Human Capital
Development

Strategic and Technology-
Oriented

Participatory and
Communication-Oriented

Strengthening the training and knowledge-
building system

Educational planning and talent development

Succession planning and experience transfer

Reforming perspectives and attitudes

Reforming organizational structures

Reforming organizational duties and processes

Reforming hierarchy and enhancing
responsibility and accountability

Utilizing performance appraisal and evaluation
systems

Reforming and strengthening a justice-
oriented recruitment system

Designing a precise career path and fair
advancement

Establishing a meritocracy system and focusing
on ethical values

Proper use of modern and advanced
technologies

Utilizing modern public management
strategies to enhance employability
Information exchange, communication, and
social interactions toward enhancing
employability

Creating the necessary grounds for broad
participation to grow employability

Lack of attention to job-relevant training — Absence of clear programs for skill
enhancement of employees

Absence of a roadmap for nurturing talented staff — General training without alignment
with individual characteristics

Lack of formal mechanisms for transferring retirees’ experience — Implicit rather than
structured knowledge transfer

Managers’ resistance to modern HR approaches — Dominance of traditional views on
career development

Inefficient structure hindering employee participation and growth — Centralized and
inflexible decision-making in the organization

Role overlap and lack of clear job descriptions — Slow and time-consuming processes in task
execution

Middle managers not being accountable for performance outcomes — Lack of clear
mechanisms for evaluating responsibility

Overemphasis on quantitative evaluation while ignoring quality — Employees’ distrust in
periodic evaluation results

Recruitment based on relationships rather than merit — Weakness in standardizing hiring
criteria

Absence of clear plans for vertical and horizontal advancement — Employees’ concerns over
discrimination in promotion opportunities

Undermining motivation of capable individuals due to ignoring their efforts — Prioritizing
personal interests over professional competence

Outdated IT infrastructure — Weakness in training employees to use new technologies

Neglecting modern models of human resource governance — Partial implementation of
new strategies due to traditional perspectives on urban management

Holding regular dialogue sessions between organizational levels — Strengthening horizontal
and vertical communication networks — Facilitating exchange of work experiences among
employees

Encouraging employees to participate in organizational decision-making — Designing
participatory processes in HR planning — Encouraging voluntary participation in
development projects




Motivational and
Psychological

Provision of facilities and requirements to
foster motivation and enhance self-confidence

Providing the tools and infrastructure needed for career growth — Designing a reward
system based on performance and learning — Providing a supportive environment for
experiential learning and safe failure

Intervening Conditions

Intervening, or mediating, conditions refer to those factors that can either facilitate or weaken the strategies adopted to
achieve employability within a specific organizational or environmental context. These conditions influence the manner and
intensity with which causal conditions affect the core phenomenon, playing a key role in guiding or constraining the
effectiveness of strategies. In this study, to identify intervening factors, participants were asked: “What external or internal
factors can influence the realization of employability in the field of urban management?” Analysis of the interview data
revealed that these factors could be classified into three main categories:

Table 5:

Categories Related to Intervening Conditions

Selective Codes

Axial Codes

Open Codes

Potential Global growth and rapid global Globalization of opportunities and competition — International economic dynamics — Rapid changes in
Factors transformations global employment patterns
Role of laws and regulations in Facilitation or restriction by labor and employment laws — Obligation to comply with administrative
employability regulations and standards — Legal fluctuations at national and local levels
Role of culture and cultural institutions in Social values regarding work and competence — Public attitudes toward employment in government
recruitment organizations — Influence of cultural beliefs on recruitment processes
Role of environmental and geographic Differences in access to opportunities across regions — Climatic and infrastructural conditions affecting
factors in employability career development — Geographic distribution of resources and job capacities
Role of supervisory organizations in Complexities of monitoring and controlling recruitment — Legal and administrative pressure on HR
employability processes — Heavy supervisory bureaucracy or inefficiency in oversight
Facilitating Impact of information technology on Expansion of digital and remote jobs — Need for digital skills and technological literacy — Modern
Factors employability recruitment and evaluation platforms
Role of managerial and governance factors Quality of human resource decision-making and leadership — Governance style of public organizations —
in recruitment Centralization or decentralization of decision-making authority
Role of communication and constructive Effective communication between organizational units and levels — Networking and interaction with
interaction in recruitment urban institutions — Strengthening organizational social capital
Weakening Impact of political factors on employability Political instability in HR policymaking — Impact of macro-level decisions on the public labor market —
Factors Political influence in organizational recruitment
Labor market challenges and their role in Mismatch between labor market needs and university outputs — High unemployment rates and intense
recruitment competition — Instability of job opportunities
Consequences

In the final part of the interviews, to identify the effects and outcomes of employability, participants were asked: “In your
opinion, what consequences will enhancing employability have for employees, organizations, and society?” Given the high
level of understanding and practical experience of the participants, the responses were expressed with great clarity and
accuracy, and the consequences of this phenomenon were categorized into three levels: individual, organizational, and
macro. The results of the analyses show that improving employability can have multidimensional positive impacts on various
levels of the human resource system and the administrative system. The table below presents these consequences according
to their level of impact.

Table 6.

Categories Related to the Consequences of Employability

Selective Codes Axial Codes Open Codes

Individual and Psychological
Consequences

Ensuring job security and a fair promotion path Job stability in conditions of economic change — Equal opportunities

in the promotion path
Developing capable and adaptable individuals and enhancing
employees’ personal competencies

Continuous development of individual skills — Increased adaptability
to environmental changes
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Organizational and Operational
Consequences

Economic and Developmental
Consequences

Cultural and Social
Consequences

Improving job satisfaction and creating mental and emotional
well-being

Fostering organizational creativity, innovation, dynamism, and
agility

Enhancing productivity, efficiency, and effectiveness

Organizational stabilization and building public trust

Entrepreneurship and creation of knowledge-based
employment

Social satisfaction
Investment and prevention of brain drain

Purposeful communications and fostering a participatory
culture

Providing equitable services and promoting social justice

Excellent governance and a developed society

Reducing stress and workload — Increasing motivation and job
satisfaction

Encouraging the presentation of new ideas — Flexibility in work
processes

Improving service quality — Reducing execution time and operational
costs

Increasing employee commitment — Enhancing public trust in the
organization

Supporting innovative ideas — Creating knowledge-based job
opportunities

Improving citizens’ quality of life — Increasing social participation
Attracting and retaining talent — Creating suitable conditions for
scientific growth

Strengthening communication among employees — Creating a
collaborative and participatory environment

Ensuring fairness in service distribution — Equal access to urban
facilities

Improving decision-making processes — Achieving sustainable urban
development

Based on the results obtained, the overall employability model is illustrated in Figure 1.

Figure 1.
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Discussion and Conclusion

The findings of the present study highlight that employability in the context of urban management within public
organizations is a multifaceted construct shaped by the interplay of individual, organizational, environmental, and social
factors. Through grounded theory analysis, the study identified a comprehensive model in which causal conditions—including
personal competencies, organizational empowerment structures, environmental imperatives, and social status
considerations—interact with contextual conditions, intervening variables, and targeted strategies to influence employability
outcomes. The results underscore that employability is not a static attribute but rather a dynamic, ongoing process of skill
acquisition, adaptability, and alignment with organizational missions and external demands [4, 5].

A key outcome of the study is the centrality of soft skills—such as communication, problem-solving, adaptability, and
teamwork—in driving employability in the public sector. Participants emphasized that while technical expertise remains
important, it is the ability to navigate complex interpersonal and organizational contexts that often determines success. This
aligns with previous research which has shown that soft skills are critical for sustaining performance and public trust in service
delivery [6-8]. In particular, soft skills serve as enabling capabilities that facilitate knowledge transfer, collaborative problem-
solving, and responsiveness to citizen needs [9, 12]. These findings reinforce the notion that public sector HR strategies must
prioritize the development of behavioral competencies alongside technical proficiencies to achieve holistic workforce
capability [10].

Another significant finding is the strong influence of organizational culture and leadership style on employability
outcomes. The study found that transformational leadership, supportive HR systems, and a learning-oriented culture fostered
higher adaptability, engagement, and skills development among municipal employees. This observation is supported by
literature demonstrating that transformational leaders inspire greater organizational commitment, enhance motivation, and
promote continuous learning [15, 16, 23]. Furthermore, organizational cultures that encourage experimentation, support
risk-taking, and provide structured opportunities for professional growth have been linked to enhanced employability and
resilience in changing environments [3, 24]. In line with this, the model in the present study incorporates organizational
empowerment as a causal factor that enables employees to align their competencies with strategic organizational goals,
thereby increasing their value in the labor market.

The research also emphasizes the role of environmental and policy-related conditions in shaping employability.
Participants pointed to high unemployment rates, economic pressures, and the evolving nature of labor markets as critical
drivers for maintaining employability, particularly in urban settings. This resonates with the view that globalization, economic
restructuring, and technological transformation create both opportunities and threats for workforce sustainability [1, 2].
Moreover, the study’s identification of macro-level policy frameworks and legal regulations as influencing employability aligns
with evidence from prior research on the regulatory determinants of recruitment and workforce development in the public
sector [11, 19]. These external conditions can either facilitate or constrain the implementation of employability strategies,
depending on the degree of policy coherence and institutional support.

The role of technology as both a driver and enabler of employability emerged as a notable dimension of the findings.
Digitalization of processes, the introduction of smart city platforms, and the rise of remote work models require employees
to possess advanced technological literacy and adaptability [14, 18, 20]. Participants stressed that insufficient training in

digital tools can undermine the potential benefits of technology, suggesting that strategic integration of IT training into HR



development programs is essential for sustaining employability. This perspective is consistent with contemporary models of
public sector capability building, where technological proficiency is viewed as a foundational competency for service
innovation and operational efficiency [21, 22].

Motivation—both intrinsic and extrinsic—was found to be a crucial determinant of employability. The study’s findings
reveal that intrinsic motivation, such as commitment to public service and personal growth, significantly enhances
adaptability and learning behaviors, while extrinsic motivators, such as fair promotion paths and job security, contribute to
retention and engagement. This aligns with self-determination theory’s multidimensional approach to work motivation,
which recognizes the importance of balancing intrinsic and extrinsic drivers for optimal performance [10, 16]. Furthermore,
previous research has shown that public service motivation correlates strongly with job satisfaction, creativity, and the
willingness to embrace organizational change [9, 10]. These findings suggest that employability strategies should not only
build technical and behavioral capabilities but also nurture the motivational foundations that sustain long-term performance.

An important contribution of this study is its identification of intervening conditions —factors that can either facilitate or
weaken employability strategies. For example, global economic trends and digital job growth can open new opportunities for
skill deployment, while political instability, market mismatches, and bureaucratic inefficiencies can undermine progress. This
mirrors prior research on the dual nature of environmental factors, where the same global forces that create opportunities
can also exacerbate inequality and job insecurity if not managed strategically [2, 25]. Additionally, the influence of informal
networks in facilitating knowledge exchange and innovation echoes the work of Krackhardt [26], who demonstrated that
organizational social capital plays a decisive role in the diffusion of ideas and problem-solving approaches.

The study also confirms that employability yields multi-level benefits, including individual, organizational, economic, and
social outcomes. At the individual level, improved employability leads to greater job security, skill adaptability, and job
satisfaction [6, 8]. Organizationally, it fosters creativity, efficiency, and trust, enhancing overall performance and public
perception [7, 17]. Economically, employability contributes to entrepreneurship, knowledge-based job creation, and talent
retention [1, 2]. Socially and culturally, it promotes equity in service delivery, participatory governance, and sustainable urban
development [18, 29]. These findings validate the argument that employability in public organizations is not merely an HRM
concern but a broader governance and societal priority [11, 21].

Overall, the study advances the understanding of employability in urban public organizations by presenting an integrated
framework that connects micro-level individual factors with macro-level environmental and policy dynamics. By situating
employability within the unique operational, cultural, and political contexts of urban management, the findings extend
existing theoretical models and provide practical guidance for designing interventions that are both context-sensitive and
future-oriented [3, 22, 24].

Despite the contributions of this study, several limitations must be acknowledged. First, the research employed a
qualitative approach with data collected from a single metropolitan municipality, which may limit the generalizability of the
findings to other urban contexts or national public sector systems. Second, while the grounded theory method allowed for
in-depth exploration, it inherently reflects the perspectives and interpretations of the selected participants, potentially
omitting relevant viewpoints from other stakeholder groups, such as citizens or policymakers. Third, the study’s focus on
employability within urban management may not capture the full range of sectoral variations present in other branches of

the public sector, such as healthcare, education, or national defense. Finally, given the rapid evolution of technology, labor
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markets, and governance models, the framework developed here should be periodically reassessed to ensure its continued
relevance and applicability.

Future studies could expand on this work by employing mixed-methods designs that integrate qualitative insights with
guantitative validation, allowing for broader generalization and statistical testing of the proposed model. Comparative
research across different municipalities, regions, or countries would provide valuable cross-cultural and cross-institutional
perspectives, enriching the understanding of how contextual factors shape employability strategies and outcomes.
Longitudinal research could also track the evolution of employability over time, particularly in response to technological
disruptions, policy reforms, or economic crises. Additionally, exploring the perspectives of non-managerial employees, citizen
stakeholders, and policymakers could yield a more holistic picture of employability’s role in public sector effectiveness.

Public sector organizations should prioritize the integration of employability development into their strategic human
resource management frameworks, ensuring alignment between individual capabilities and organizational goals. Investment
in continuous learning, particularly in soft skills and digital literacy, should be institutionalized through structured training
programs and mentorship initiatives. Organizational cultures should be cultivated to promote adaptability, innovation, and
knowledge sharing, supported by transformational leadership and transparent performance management systems.
Policymakers should ensure that legal and institutional frameworks facilitate, rather than hinder, employability-enhancing
practices, and municipal leaders should leverage partnerships with educational institutions, private sector actors, and civil

society to create comprehensive employability ecosystems.
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