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Abstract 

This study aimed to examine the effect of public policies on talent retention in the Portuguese Public 

Administration and whether the participants' managerial status moderates this relationship. A total 

of 282 individuals, active workers in public administration, participated in this study, with 11.7% of 

the total occupying management positions. The approach was quantitative and qualitative, using a 

questionnaire. The results showed that public policies (recruitment, training and performance 

evaluation) have a positive and significant effect on talent retention. Whether an individual is a 

manager or not has a significant effect on performance evaluation. No moderating or mediating effect 

was found. This study aims to provide data that can inform managers' decisions and enhance talent 

management in public administration. 

Keywords: public policies; recruitment; training; performance evaluation; retention intentions 

 

1. Introduction 

The public sector in Portugal has been profoundly impacted by recent crises, including forest 

fires, the COVID-19 pandemic, and other international conflicts, which have necessitated rapid 

responses and the restructuring of increasingly complex public systems and policies. These crises 

have had direct impacts on economic stability, the cost of living, and public finances, forcing the state 

to implement ongoing adjustment measures and reassess the organization and management of its 

resources (Governo de Portugal, 2024a; Banco de Portugal, 2024). 

The efficiency of the public sector depends mainly on the strategic valuation and management 

of its human resources [HR], considered the State's main asset. Effective retention strategies are 

essential to ensure the quality of public services, preserve organizational knowledge, and promote 

operational stability, thereby contributing to the country's development. However, budgetary 

restraint policies have hampered external recruitment, leading to a shortage of HR and an ageing 

workforce, which limits the strategic response capacity of the Public Administration [PA] and 

constrains the implementation of innovative people management practices (National Institute of 

Administration [INA], 2018). 

Opportunities for professional development, continuous learning, work-life balance, and 

dynamic career paths are essential to motivate and retain skilled workers in the PA. High turnover 

entails increased costs and loss of human capital, negatively affecting the quality of services and the 

responsiveness of the State (Organization for Economic Co-operation and Development [OECD], 

2021; Moreira & Coutinho, 2022). 

In this context, talent management and leadership development play a crucial role in addressing 

the current challenges of the PA, promoting motivated and innovative teams that are aligned with 

the public sector's mission. However, studies on talent retention and the role of management in the 

Portuguese PA are still scarce, with most research focusing on the private sector or general 
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approaches. This gap hinders understanding of the specificities of the public sector and the dynamics 

of leadership and motivation (Delisle & Rinfret, 2006). 

In view of these challenges, this research seeks to answer the following question: how do public 

policies on recruitment, training, and performance evaluation influence talent retention in the 

Portuguese PA, and what is the role of management in this process? 

To answer this question, we employed document analysis and questionnaires to propose 

recommendations that enhance the attractiveness, motivation, and retention of public sector 

professionals, thereby contributing to the sustainability and quality of services provided to citizens. 

2. Theoretical Framework 

2.1. Public Administration 

The PA is responsible for meeting the collective needs of society through services organized and 

maintained by the community, covering areas such as security, culture, and well-being (Direção Geral 

da Administração e do Emprego Público, [DGAEP], 2018a). According to Amaral (2014), public 

services can have different origins and natures: some are administered by local communities, others 

are offered in competition by public and private entities, and there are also services performed 

exclusively by specially qualified companies. Despite these differences, they all aim to satisfy 

collective needs on a regular and continuous basis. 

PA is not limited to the central Government but includes a wide range of entities and bodies 

with their own legal personality, such as municipalities, parishes, autonomous regions, universities, 

public institutes, public companies, public associations, and other legal entities of public utility 

(DGAEP, 2018a; Amaral, 2014). 

According to the DGAEP (2018a), PA can be understood in two ways: 

(1) Organic sense: PA is the system of bodies, services, and agents of the State and other public 

entities that aim to regularly and continuously meet collective needs. 

(2) Material sense: the PA is the activity itself carried out by these bodies, services, and agents to 

meet these needs (DGAEP, 2018a). 

The structure of the Portuguese PA can be divided into three main groups of entities: 

(1) Direct State Administration: This comprises all bodies, services, and agents integrated into 

the legal entity known as the State, under the hierarchical authority of the Government, with 

competences exercised at the central (central services) or territorial (peripheral services) level. 

(2) Indirect State Administration: Includes public entities with legal personality and 

administrative and financial autonomy, such as public institutes, personalized funds, and public 

business entities. These entities carry out administrative activities on behalf of the State's own 

purposes and are subject to the supervision and oversight of the Government, but with greater 

autonomy. 

(3) Autonomous Administration: This includes entities that pursue the interests of the 

populations or members that constitute them, with independence and autonomy in their orientation 

and activity. This group includes Regional Administration (autonomous), Local Administration 

(autonomous), and public associations, which are only subject to the supervision of the Government 

(DGAEP, 2018a). 

Each group has a different level of relationship with the Government, ranging from hierarchical 

subordination (Direct Administration) through supervision and oversight (Indirect Administration) 

to almost total autonomy (Autonomous Administration). This complex structure allows the PA to 

respond in a diversified and decentralized manner to collective needs, promoting efficiency, 

transparency, and proximity to citizens (DGAEP, 2018a). 

2.2. Evolution of Public Policies in Portugal 

Over the last three decades, Portugal has undergone successive reforms aimed at modernizing, 

reducing bureaucracy, and improving the performance of public institutions, influenced by the 
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principles of New Public Management (NPM). These reforms promoted the restructuring of 

organizations, the introduction of business management practices, and, in some cases, the 

privatization of services, with a significant impact on the PA. The Troika period (2011-2014) was 

particularly notable, marked by the implementation of austerity measures and administrative 

rationalization to reduce public spending (Madureira, 2015; Bilhim, 2021). 

These changes led to greater convergence between the public and private sectors, but also 

presented challenges, including a decline in the number of workers, an ageing workforce, and 

difficulties in motivating and retaining public administration professionals (OECD, 2017; DGAEP, 

2018b). The use of outsourcing and public-private partnerships has been limited, keeping Portugal 

below the OECD average in these practices. The ageing of the workforce has worsened, with more 

than 60% of employees over the age of 45 in 2017 (DGAEP, 2018b). 

Among the most significant reforms are the establishment of SIADAP, the revision of the Statute 

of Senior Staff, the introduction of mobility schemes and career merging, as well as the alignment of 

civil service contracts with the private sector regime. Despite progress, cultural and legal resistance 

persists, as do negative impacts on worker motivation, often associated with instability and a 

perception of insecurity resulting from organizational changes (Bustos, 2023). 

2.3. Training 

In the context of PA, Decree-Law No. 86/2016, of December 29, of the Ministry of Finance, defines 

professional training as "the comprehensive and ongoing process of acquiring and developing the 

competence required to perform a professional activity or to improve performance, promoting the 

personal and professional development and advancement of public administration employees and 

managers, which does not confer an academic degree." This decree aims to ensure that PA HR is 

prepared to perform its duties effectively, efficiently, and innovatively, recognizing training in the 

workplace as a strategic tool for modernizing the public sector. Training may be initial, continuous, 

or professional development, and is promoted by the INA, sectoral training entities, the PA's own 

bodies and services, as well as certified public or private training entities (INA, 2024). The decree also 

provides that training activities shall be subject to continuous evaluation, and the preparation of 

training management reports is mandatory. 

At the same time, Law No. 35/2014 of June 20, of the Assembly of the Republic, establishes the 

training of public service workers as a right, with public employers responsible for promoting 

certified and recognized actions aimed at updating and improving workers' competences, ensuring 

professional development opportunities for all. 

2.4. Recruitment and Selection 

In the context of PA, recruitment is a structured process that aims to attract and select suitable 

candidates for public office. The promoting bodies and services manage it and is generally carried 

out through a competitive selection process (Order No. 6061/2020, of June 4, by the Recruitment and 

Selection Committee for Public Administration; Law No. 2, of January 15, 2004, by the Assembly of 

the Republic). 

Recruitment in the PA is usually carried out through the so-called common competitive 

procedure or through internal mobility, exclusively for workers with permanent public employment 

contracts. The recruitment of candidates without a permanent link to the PA is only possible with 

justified authorization, and only when it is demonstrated that it is impossible to fill the position with 

a worker holding a permanent contract. In addition, the existence of the job in the staffing plan, the 

absolute need for the position to be filled, the availability of budgetary resources, and the absence of 

a recruitment reserve are mandatory conditions for the opening of the procedure (Ordinance No. 

233/2022, of September 9, of the Presidency of the Council of Ministers; DGAEP, 2025). 

To meet future needs, a centralized competitive procedure, coordinated by the DGAEP, is also 

in place. This procedure aims to establish recruitment reserves for later use by public employers, in 

accordance with periodic surveys of needs. Job offers must be advertised on dedicated electronic 
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platforms, on the service's website and, in many cases, in the Diário da República (Official Gazette), 

ensuring transparency and equal access (DGAEP, 2025). 

The selection process comprises both mandatory and optional methods, as outlined in the notice 

of opening the competitive selection procedure. It is conducted by a previously constituted jury, 

ensuring objectivity and impartiality (Ordinance No. 233/2022, of September 9, by the Presidency of 

the Council of Ministers; DGAEP, 2025). There are also specific competitive procedures for special 

projects under the Recovery and Resilience Plan [PRR], always in coordination with the DGAEP. The 

recruitment and selection of senior managers is ensured by the Recruitment and Selection Committee 

for Public Administration [CReSAP], in accordance with criteria of merit and transparency, under 

the terms of Law No. 2/2004, of January 15, of the Assembly of the Republic, amended by Law No. 

128/2015, of September 3, of the Assembly of the Republic. 

2.5. Performance Evaluation 

Performance evaluation, as defined by Fahim (2018), consists of the process of evaluating how 

well workers perform their tasks in comparison with previously established standards. In the PA, 

employee performance assessment is regulated by Article 90 of the General Law on Public Service 

[LTFP], which has a direct impact on salary progression, the awarding of performance bonuses, and 

any disciplinary measures. The primary objective of this process is to promote continuous service 

improvement, identify training and development needs, and recognize and reward employee merit. 

This system applies to all public employees, except for members of the government, local elected 

officials, and individuals in other political positions, with a few exceptions. It is based on the 

achievement of objectives. Responsibility for evaluation lies with the heads and managers of public 

entities, who must ensure the proper implementation of the system (Law No. 35 of June 20, 2014, of 

the Assembly of the Republic). 

2.6. Talent Retention 

Talent retention has several definitions in scientific literature. According to Silva and Dinis 

(2021), it is a set of actions aimed at retaining talented employees in organizations, having a positive 

impact on the generation of value, productivity, and employee motivation. Cunha and Martins (2015) 

describe talent retention as the creation of strategies to attract, identify, develop, and retain employees 

with strong potential, capabilities, and skills, aiming to retain qualified professionals within the 

organization. Faced with challenging scenarios that require practical HR adaptations, Nunes et al. 

(2021) state that talent retention should also involve diagnosing and implementing processes that 

ensure the retention of valuable professionals in organizations. Talent retention involves strategies 

for attracting, identifying, developing, and retaining employees with strong potential, capabilities, 

and skills. Strategic talent retention management encompasses employee loyalty through attractive 

benefits, as well as opportunities for personal and professional development. Specific policies and 

practices within each organization offer employees attractive means of growth, incentives, and 

opportunities for professional and personal development (Cunha & Martins, 2015). 

Personal growth in the organizational context is a dynamic process that involves both advances 

and setbacks in individual performance, encompassing actions such as self-awareness, strengthening 

of worker identity, and competence development and potential (Chiavenato, 2014; Schein, 2010). The 

HR sector plays a central role in this process, acting not only as a process manager but also as a 

strategic partner that promotes quality of life, the fulfilment of aspirations, and the continuous 

development of employees. When HR and leadership recognize workers as whole human beings, 

they create conditions to bring out the best in each employee, identify areas for improvement, and 

foster a healthy and motivating work environment (Goleman, 2000). Participatory leadership is 

fundamental in this context: leaders who practice active listening, transparency, and collaboration 

can anticipate signs of demotivation and take preventive action to avoid losing talent, promoting 

team involvement and commitment. For this to happen, it is essential to have a participatory leader 
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who is focused on the organizational objectives behind the planning (Silva et al, 2023). Leaders must 

be attentive and act before employees lose motivation or decide to leave due to a lack of incentive. 

Recognizing the value of employees is essential for them to feel appreciated. This appreciation 

can bring several benefits to the organization, such as reduced turnover, increased commitment, and 

the creation of a positive work environment that encourages the continuous development of 

everyone. Among the practices that promote employee appreciation are public recognition of efforts, 

effective communication between teams, initiatives to promote employee development, 

demonstrating trust, and social gatherings and events (Silva et al., 2023). 

2.7. Public Policies and Retention Intentions 

Scientific literature has shown that training policies have a positive impact on retention 

intentions in primary care, since professional development contributes to the perception of value and 

the creation of opportunities for advancement, factors that reduce turnover intentions and increase 

organizational commitment (Benson, 2006; Cho & Lewis, 2012; Meyer et al., 2002; Cunha & Martins, 

2015). Benson (2006) demonstrates that the impact of training on retention can be either positive or 

negative, depending on how it is organized and perceived by workers.  

Therefore, based on the reasons outlined above, hypothesis 1a is formulated:  

Hypothesis 1a: Training policies are positively and significantly related to retention intentions in the 

PA. 

The literature indicates that effective recruitment, based on merit and suitability for the position, 

contributes to the selection of professionals who align with the organizational culture, thereby 

promoting their retention within the organization (Kellough & Osuna, 1995; Perry & Wise, 1990; 

Cunha & Martins, 2015). Recruitment procedures governed by transparency and methodological 

rigor not only increase the likelihood of identifying candidates with the required competences but 

also reinforce the perception of organizational justice, an essential element for strengthening long-

term employee commitment (Kellough & Osuna, 1995).  

Thus, hypothesis 1b is formulated:  

Hypothesis 1b: Effective recruitment and selection processes are positively and significantly related 

to retention intention in the PA. 

The literature indicates that fair and transparent performance assessments are crucial in 

preventing frustration and demotivation in the public sector, as they have a direct impact on 

employee motivation and commitment (Cho & Lewis, 2012; Moitinho, 2011). Fair evaluation systems 

promote engagement and reduce turnover intentions by ensuring that performance is rewarded 

fairly (Cho & Lewis, 2012). However, Reis (2015) indicates that, although performance assessment is 

recognized as a relevant tool for managing and motivating workers, many employees perceive the 

system as unfair and unmotivating, especially when they do not feel that recognition and progression 

are effectively linked to merit. This negative perception can compromise the expected impact of 

performance assessment on employee retention and motivation in the civil service.  

Thus, based on the literature and legal frameworks, hypothesis 1c is formulated:  

Hypothesis 1c: Performance evaluation system is positively and significantly related to retention 

intentions. 

2.8. Management, Retention Intentions and Public Policies 

With the evolution of management theories, particularly the emergence of transformational 

leadership, more flexible, motivating, and development- and talent-retention-oriented leadership 

styles have come to be valued. 

Carroll (2016) suggests that well-intentioned leaders may encounter administrative obstacles 

that hinder their ability to implement retention strategies in the manner they consider adequate. 
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Tupari et al. (2024) affirm that leaders have a prominent place in PA, given their motivating and 

inspiring role for employees within the organization, arguing that they should be flexible and 

communicative with workers. 

Leaders also tend to show less turnover intention because they value the organization’s 

reputation and develop greater normative and affective commitment, making them more likely to 

stay because they identify with its mission (Cho & Lewis, 2012; Meyer et al, 2002; Bustos, 2021).  

This leads to hypothesis 2:  

Hypothesis 2: Whether someone holds a management position or not has a significant impact on 

their retention intentions. 

Perry and Wise (1990), Cunha and Martins (2015), and Pinheiro (2025) argue that the hierarchical 

level of workers impacts how public policies are implemented and prioritized within the PA. 

Management directly influences the implementation of recruitment, training, and performance 

assessment policies, as they have greater decision-making power and are responsible for ensuring 

efficient selection processes, continuous training, and fair assessments, shaping policies according to 

their experience and leadership vision. 

This leads to hypothesis 3:  

Hypothesis 3: Whether an employee holds a position of management or not has a significant effect 

on public policies (recruitment, training, and performance assessment). 

Some studies also indicate that leaders play a moderating role, as they moderate the relationship 

between organizational policies and retention. This is because leaders are responsible for applying 

and interpreting these policies, and their perceptions of them can directly influence the level of 

engagement of subordinate workers. Additionally, management that promotes work-life balance 

tends to increase team retention (Cho & Lewis, 2012; Bustos, 2021). 

Based on this analysis, Hypothesis 4 was developed:  

Hypothesis 4: Whether one's management plays a moderating role in the relationship between public 

policies and intentions to stay. 

After reviewing the literature, the research model is presented (Figure 1). 

 

Figure 1. Research Model. 

3. Methods 

3.1. Data Collection Procedure 

In this study, 282 individuals working in primary care in Portugal participated voluntarily. The 

sampling process was non-probabilistic, convenience-based, and intentional (Trochim, 2000). This is 
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a mixed method (quantitative and qualitative), exploratory, cross-sectional study, as the data will be 

collected at a single point in time. 

The questionnaire was posted online on the Google Forms platform, and the link was shared via 

email, Facebook, and WhatsApp. Participants were able to view the informed consent form before 

completing the questionnaire, which allowed them to decide whether they wished to participate in 

the survey. The document guaranteed the confidentiality of the responses provided. 

The questionnaire included sociodemographic information to characterize the sample and two 

different scales: one on public policies and the other on retention intentions. In addition to closed-

ended questions, the public policy questionnaire included three open-ended questions. 

3.2. Participants 

The sample for this study consists of 282 participants, who collaborated voluntarily and are aged 

between 18 and 66 years old. Of these, 88.3% are not management and 11.7% are management. In 

terms of gender, 32.3% of participants are male and 67.7% are female. Of these, 16% have a level of 

education equal to or lower than the 12th grade, 61% have a bachelor's degree, and 23% have a 

master's degree or higher. In terms of the type of contractual relationship, 85.5% have a permanent 

public service employment contract (CTFP), 1.8% have a fixed-term CTFP, 5.3% have an indefinite 

CTFP, 6% are appointed, and 1.4% are on secondment. 

In terms of seniority in the civil service, 5.3% have less than one year, 15.6% between 1 and 3 

years, 6.4% between 4 and 6 years, 6.7% between 7 and 10 years, 8.2% between 11 and 15 years, and 

57.8% have more than 15 years (Table 1, Annex B). Regarding seniority in the organization, 14.2% 

have less than 1 year, 31.2% between 1 and 3 years, 15.2% between 4 and 6 years, 10.6% between 7 

and 10 years, 6% between 11 and 15 years, and 22.7% have been with the organization for more than 

15 years. 

Figure 2 shows the distribution of participants by the organization where they work. 

 

Figure 2. Distribution of participants according to the organization where they work. 
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3.3. Data Analysis Procedure 

After collecting, the information was entered into the SPSS Statistics 29 program to perform the 

relevant statistical analyses. The first step was to evaluate the metric properties of the instruments 

used in this study. To verify the instruments' validity, confirmatory factor analyses were conducted 

using AMOS Graphics 29. The procedure was based on a ‘model generation’ logic (Jöreskog and 

Sörbom, 1993), considering the results obtained interactively in the analysis of its fit: for the chi-

square ratio (X²) < 5; for the Tucker Lewis index (TLI) > 0.90; for the goodness-of-fit index (GFI) > 0.90; 

for the comparative fit index (CFI) > 0.90; for the root mean square error of approximation (RMSEA) 

< 0.08 (McCallum et al., 1996); and the root mean square residual (RMSR), the lower the value, the 

better the fit (Hu & Bentler, 1999). After performing the CFA, the construct reliability, convergent 

validity, and discriminant validity were calculated for each instrument. The reliability of the 

construct should be greater than 0.70. Convergent validity was tested by calculating the average 

extracted variance (AVE), which should be greater than 0.50 (Fornell and Larcker, 1981). 

To study the descriptive statistics of the variables under study, the student’s t-test for a single 

sample was used. The association between the variables under study was assessed using Pearson 

correlations. Hypotheses 1 and 5 were tested using simple and multiple linear regressions. 

Hypotheses 2 and 3 were tested using Student's t-tests for independent samples after verifying the 

respective assumptions. Hypothesis 4, which assumes a moderating effect, was tested using the 

Macro Process 4.2, Model 1, developed by Hayes (2022). A value of 0.50 was considered the level of 

significance.  

3.4. Instruments 

To measure public policies, the questionnaire developed by Fialho et al. (2025) was used. This 

questionnaire consists of nine items distributed across three dimensions: Recruitment, Training, and 

Performance Evaluation. The nine items are anchored on a five-point Likert scale, from 1 ‘Strongly 

disagree’ to 5 ‘Strongly agree.’  A three-factor confirmatory factor analysis was carried out to test the 

validity of this instrument. The fit indices obtained are adequate (χ²/gl = 2.25; GFI = 0.96; CFI = 0.93; 

TLI = 0.90; RMSEA = 0.067; SRMR = 0.075). All items have factor weights greater than 0.50, which is 

considered acceptable (Hair et al. (2017). The construct reliability was 0.76 for recruitment, 0.76 for 

training, and 0.74 for evaluation. Convergent validity has an AVE value of 0.52 for recruitment, 0.51 

for training, and 0.54 for evaluation, above the reference value for good convergent validity, 

according to Fornell and Larcker (1981).  

Retention intentions were measured using the instrument developed by Bozeman & Perrewé 

(2002), adapted to the Portuguese population by Bártolo-Ribeiro (2018), consisting of 6 items, 

classified on a 5-point scale (from 1 ‘Does not apply at all’ to 5 ‘Applies completely’). A one-factor 

confirmatory factor analysis was carried out to test the validity of this instrument. The fit indices 

obtained are adequate (χ²/gl = 3.67; GFI = 0.97; CFI = 0.98; TLI = 0.97; RMSEA = 0.078; SRMR = 0.033). 

All items have factor weights greater than .60, which is considered good (Hair et al. (2017). The 

construct reliability was 0.90. Convergent validity has an AVE value of 0.61, above the reference value 

for good convergent validity, according to Fornell and Larcker (1981). 

4. Results 

4.1. Descriptive Statistics of the Variables Under Study 

Next, a descriptive analysis of the variables investigated was conducted to understand how 

participants' responses in this study were distributed. 

When analyzing the data presented in Table 1, the means of the variables Recruitment, Training, 

and Evaluation are close to or below the midpoint of the scale (3). Recruitment has a mean of 2.61 (SD 

= 0.75), significantly lower than the reference value, suggesting that participants tend to attribute less 

relevance to this dimension (Table 1). Training, with an average of 3.10 (SD = 0.86), shows a 
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statistically significant difference. However, the effect is small, indicating that, although slightly 

above the midpoint, it does not represent a marked trend (Table 1). In the case of Evaluation, the 

average obtained of 3.01 (SD = 0.80) practically coincides with the midpoint, with no statistically 

relevant difference (Table 1). 

On the other hand, the Retention Intentions variable stands out from the rest. With an average 

of 3.56 (SD = 1.06), significantly above the midpoint of the scale, participants tend to want to remain 

in the organization (Table 1). While the other dimensions reveal more neutral or even slightly 

negative positions, the intention to remain emerges as a clearly positive aspect among the participants 

in this study (Table 1). 

Table 1. Descriptive statistics of the variables under study. 

Variable t df p d Mean SD 

Recruitment -8.66*** 281 < 0.001 0.52 2.61 0.75 

Training 1.89* 281 0.030 0.12 3.10 0.86 

Evaluation 0.30 281 0.382 0.02 3.01 0.80 

Retention Intentions 8.80*** 281 < 0.001 0.52 3.56 1.06 

Note. * p < 0.05; *** p < 0.001. 

4.2. Association Between the Variables Under Study 

The association between the variables in the group was tested using Pearson correlations. 

Recruitment, training and performance evaluation are positively and significantly correlated 

with retention intentions (Table 2). The higher the perception of fair recruitment, adequate training 

and fair performance evaluation, the higher the retention intentions (Table 2). 

Whether or not one is a manager is only significantly associated with performance evaluation 

(Table 2). Participants in management positions have a higher perception of fair performance 

evaluation (Table 2). 

Table 2. Association between the variables under study. 

 1.1 1.2 1.3 2 3 

1.1. Recruitment --     

1.2. Training 0.35*** --    

1.3. Evaluation 0.30*** 0.34*** --   

2. Retention Intentions 0.34*** 0.27*** 0.20*** --  

3. Management/ non-management -0.10 0.01 0.15* -0.01 -- 

Note. * p < 0.05; *** p < 0.001. 

4.3. Hypotheses 

The results indicate that perceptions of fair recruitment are positively and significantly 

associated with retention intentions (β = .34; p < .001). The higher the perception of fair recruitment, 

the higher the retention intentions. The model explains 12% of the variability in retention intentions. 

The model is statistically significant (F (1, 280) = 37.44; p < .001) (Table 3). 

Perceived fair training is positively and significantly associated with retention intentions (β = 

.27; p < .001). The higher the perception of fair training, the higher the retention intentions. The model 

explains 8% of the variability in retention intentions. The model is statistically significant (F (1, 280) 

= 22.71; p < .001) (Table 3). 

In the case of performance evaluation, the results indicate that the perception of fair evaluation 

has a positive and significant association with retention intentions but is weaker than for recruitment 

and training (β = .20; p < .001) (Table 3). The higher the perception of fair evaluation, the higher the 

retention intentions. The model explains 4% of the variability in retention intentions. The model is 

statistically significant (F (1, 280) = 11.53; p < .001) (Table 3). 
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The results obtained support hypothesis 1. 

Table 3. Effect of public policies on retention intentions. 

Independent Variable Dependent Variable F p R2 β p 

Recruitment 

Retention Intentions 

37.44*** < .001 .12 .34*** < .001 

Training 22.71*** < .001 .08 .27*** < .001 

Evaluation 11.53*** < .001 .04 .20*** < .001 

Note. *** p < 0.001. 

The results indicate that whether the participant holds a managerial position has no significant 

effect on retention intentions (t (280) = .12; d = .02; p = .900) (Table 4). 

The results obtained do not support hypothesis 2. 

Table 4. Caption. 

Dependent Variable t df p d 
Non-management Management 

Mean SD Mean SD 

Retention Intentions 0.12 280 0.900 0.02 3.56 1.08 3.54 0.94 

The results indicate that there are no statistically significant differences between managers and 

non-managers in their perception of recruitment fairness (t(280) = 1.63, p = .104, d = 0.30) (Table 5). 

Regarding the training variable, there are no significant differences between managers and non-

managers in their perception of training fairness (t (280) = -0.17, p = 0.864, d = 0.03) (Table 5). 

Regarding the last variable, managers have a significantly more positive perception of 

performance evaluation compared to non-managers (t (280) = -2.56, p = 0.011, d = 0.47). The mean for 

managers (M = 3.34, SD = 0.74) is higher than that for non-managers (M = 2.97, SD = 0.79), with a 

moderate effect size (Table 5). 

The results show that statistically significant differences exist only in performance evaluation 

between managers and non-managers, with managers evaluating this process more positively (Table 

5). In the areas of recruitment and training, there are no significant differences between the groups 

(Table 5). 

The results obtained partially support the hypothesis. 

Table 5. Effect of Management/Non-Management on Public Policies. 

Dependent Variable t gl p d 
Non-management Management 

Mean SD Mean SD 

Recruitment 1.63 280 0.104 0.30 2.64 0.76 2.41 0.64 

Training -0.17 280 0.864 0.03 3.06 0.89 3.12 0.66 

Evaluation -2.56* 280 0.011 0.47 2.97 0.79 3.34 0.74 

Note. * p < 0.05. 

As hypothesis 4 assumes a moderating effect, it was tested using the Macro Process (Model 1) 

developed by Hayes (2022). 

Regarding the moderating effect of leadership/non-leadership on the relationship between 

public policies (recruitment, training, and evaluation) and retention intentions, this effect was not 

verified, as the confidence interval in all analyses contains zero (Table 6). 

The results obtained do not confirm the hypothesis. 
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Table 6. Moderated effect. 

Independent Variable 
B SE t p 95% IC 

Recruitment → Retention Intentions (R2 = .13; p < 0.001) 

Constant 3.55*** 0.06 59.14*** < 0.001 [3.43; 3.67] 

Recruitment 0.48*** 0.08 5.95*** < 0.001 [0.32; 0.64] 

Management/ non-

management 
0.02 0.19 0.13 0.899 [-0.36; 0.41] 

R*M/N-M -0.34 0.29 -1.18 0.240 [-0.91; 0.23] 

Independent Variable 
B SE t p 95% IC 

Training → Retention Intentions (R2 = .08; p < 0.001) 

Constant 3.56*** 0.06 58.16*** < 0.001 [3.44; 3.68] 

training .33*** 0.07 4.50*** < 0.001 [0.18; 0.47] 

Management/ non-

management 
-0.03 0.19 -0.15 0.879 [-0.40; 0.35] 

T* M/N-M -0.23 0.28 -0.80 0.423 [-0.79; 0.33] 

Independent Variable 
B SE t p 95% IC 

Evaluation → Retention Intentions (R2 = .04; p = 0.007) 

Constant 3.55*** 0.06 56.23*** < 0.001 [3.43; 3.67] 

Evaluation .28*** 0.08 3.48*** < 0.001 [0.12; 0.43] 

Management/ non-

management 
-0.18 0.21 -0.85 0.395 [-0.59; 0.24] 

E* M/N-M 0.18 0.26 0.68 0.496 [-0.34; 0.70] 

Note. *** p < 0.001. 

5. Discussion 

This study aimed to examine the association between public policies and retention intentions, 

and whether this relationship is moderated by whether the participant holds a management position.  

Firstly, the results confirm that recruitment, training and performance evaluation policies are 

positively associated with retention intentions in the civil service, albeit with varying degrees of 

intensity. 

Hypothesis 1a, which states that training policies are positively and significantly related to 

retention intentions, was confirmed, as training showed a positive association with retention. This 

situation is corroborated by the studies of Benson (2006) and Cunha and Martins (2015), which 

highlight the role of training in organizational commitment, and Meyer et al (2002), which indicates 

that the development of workers' skills promotes affective and normative commitment. The results 

also partially confirm the theory of Cho and Lewis (2012), which posits that training and professional 

growth are key determinants of worker retention in the public sector, particularly among the most 

experienced workers. However, the low R² (8%) suggests that training alone is not sufficient, 

requiring integration with other policies to maximize its effect. 

Hypothesis 1b, which indicates that recruitment policies are positively and significantly related 

to intentions to remain, was confirmed, with recruitment being the strongest predictor in its 

relationship with intentions to remain. These results are in line with the studies by Perry and Wise 

(1990) and Kellough and Osuna (1995), who advocate meritocratic and transparent processes to 

strengthen long-term employee commitment, as well as the study by Cunha and Martins (2015), who 

argue that recruitment practices that are in line with the organization’s values and goals strengthen 

the creation of lasting bonds with the institution. 

Hypothesis 1c, which states that performance evaluation policies are positively and significantly 

related to intentions to remain, was also confirmed, showing a relationship with intentions to remain, 

but at a lower level than the other variables, reflecting the perception of injustice observed by 

employees and reported by Reis (2015) and Madureira (2020). Managers tend to evaluate the system 
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more positively than non-managers, demonstrating their greater involvement and identification with 

hierarchical objectives (Bustos, 2021; Meyer et al., 2002). 

Secondly, hypothesis 2, which states that whether or not one holds a managerial position has a 

significant effect on intentions to remain, was not confirmed, contradicting the studies by Cho and 

Lewis (2012), Meyer et al (2002) and Bustos (2021), which indicate that managers tend to have fewer 

intentions to leave due to their greater affective and normative commitment to the organization. The 

hierarchical culture of the PA can explain the non-confirmation of the hypothesis indicated by Bilhim 

(2021), which may have neutralized the effect, as managers face additional pressures, such as the 

implementation of unpopular policies. Thus, whether one is a manager or not does not significantly 

impact the decision to remain in the PA. 

Thirdly, hypothesis 3, which indicates that whether or not one holds a managerial position has 

a significant effect on public policies (recruitment, training and performance evaluation), was only 

partially confirmed. Managers have a significant impact on public policies related to performance 

evaluation, but do not significantly influence other policies. This conclusion contradicts the argument 

presented by some studies (Perry & Wise, 1990; Cunha & Martins, 2015; Pinheiro, 2025), which 

suggest that the deliberative power of managers enables them to shape public policies based on their 

experiences and vision. However, Madureira (2020) explains that managers in the PA often must 

reproduce authoritarian models, limiting their ability to innovate. 

Fourthly, Hypothesis 4 suggests that whether one is a manager plays a moderating role in the 

relationship between public policies and intentions to remain. This hypothesis was not confirmed, as 

the moderating effect was not statistically significant, which contrasts with the argument put forward 

by Bustos (2021), who suggests that managers' perceptions of public policies can influence the level 

of retention among subordinate workers. This may suggest that the cultural rigidity of the PA and 

the lack of autonomy of leaders (Bilhim, 2021) may consequently limit the role of managers. 

Regarding the descriptive statistics of the variables under study, while the other dimensions of 

the public policy instrument (recruitment, training, and evaluation) reveal more neutral or even 

slightly negative positions, the intention to remain emerges as a clearly positive aspect among the 

participants in this study. 

5.1. Limitations and Future Research 

The context of the PA presents specific challenges that constitute limitations in interpreting the 

results, which must be considered. Despite efforts to include participants from different PA bodies, 

it is essential to note that the sample was obtained through convenience sampling rather than 

probabilistic sampling. This method may introduce selection biases, limiting the representativeness 

of the results for the Portuguese PA universe. Of note is the overrepresentation of employees with 

more than 15 years of service (57.8%), a factor that may skew the perceptions collected, as older 

employees may have different experiences and expectations regarding public policies and their 

intention to remain in the service compared to more recent employees. In addition, voluntary 

participation may favor the inclusion of more motivated or more available individuals, potentially 

increasing voluntary bias.  

The sample also has a predominance of participants with stable employment (permanent 

contracts), which may skew perceptions of retention policies, underestimating the challenges faced 

by precarious workers. Similarly, the cross-sectional nature of the study prevents a causal analysis or 

an assessment of the impact of public policy reforms over time. Finally, this study focused on 

traditional recruitment, training, and performance evaluation policies, and critical variables for 

retention, such as salary, work-life balance, organizational culture, or the impact of teleworking, were 

not included in the study. This omission may limit the holistic understanding of the factors that 

influence employee retention, especially in contexts of digital transformation and generational 

demands. To overcome these limitations, it is recommended that future studies consider probabilistic 

sampling methodologies or, where possible, diversify data collection channels to mitigate these 

biases and increase the robustness of the results. 
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Longitudinal studies should be adopted to analyze the temporal impact of public policies, such 

as the revision of SIADAP, on talent motivation and retention. In addition, the inclusion of omitted 

variables, such as remuneration, flexible working hours, non-monetary recognition, and the 

perception of distributive justice, is suggested to enrich the multivariate analysis. The integration of 

big data and predictive analysis tools could also offer insights into emerging trends, such as the 

impact of artificial intelligence on people management in the public sector. 

5.2. Theoretical Implications 

The results confirm that classical principles such as merit, training, and performance evaluation 

remain relevant to understanding retention in the civil service, in line with the arguments of 

Chiavenato (2014) and Cunha and Martins (2015). However, their effectiveness depends on 

adaptation to the current context, marked by bureaucratic challenges, an ageing workforce and 

demands for modernization (Bilhim, 2021; Madureira, 2020). Although managers did not emerge as 

significant moderators, their role in the perception and implementation of HR policies is highlighted 

by Bustos (2021) and Meyer et al. (2002), suggesting that future theoretical models should consider 

leadership as a critical contextual variable. The literature indicates that retention is not dependent on 

a single variable, but rather on a combination of policies and organizational factors (Cunha & Martins, 

2015; Cho & Lewis, 2012). Thus, there is a need for theoretical models that consider multiple 

dimensions, such as recognition, development, and the organizational culture of employees. 

5.3. Practical Implications 

The perception of fairness and transparency in recruitment, highlighted as a critical factor by 

Cunha and Martins (2015) and supported by the results of this study, underscores the need to 

reinforce meritocratic practices, provide timely feedback to candidates, and maintain clear 

communication during public competition procedures. The slowness of recruitment processes was 

one of the most frequently identified criticisms in the open responses to the questionnaire. This 

limitation hinders the AP's ability to attract new talent, particularly in a competitive environment 

with the private sector. To address this challenge, it is recommended that recruitment procedures be 

simplified and digitized, utilizing online platforms for submitting applications and communicating 

with candidates. This measure can increase transparency, reduce response time and make the AP 

more agile and competitive. 

Continuous training should be aligned with the real needs of employees and services, as 

advocated by Benson (2006) and Chiavenato (2014), and valued in career progression to enhance its 

impact on motivation and retention. Although the results demonstrate its positive impact on the 

intention to remain, participants mention the need to diversify and strengthen the training offer. 

Managers should therefore invest in continuous training plans, adapted to the specific needs of each 

service and employee, and promote mentoring and peer learning programs. Investing in modular 

training and cross-cutting skills can increase employee engagement and contribute to their 

professional development. 

The results and the literature (Reis, 2015; Madureira, 2020) suggest that performance appraisal 

systems should be fairer, more participatory and development-oriented, incorporating regular 

feedback and effective recognition of merit. SIADAP has been identified as a central instrument, but 

it has been criticized for its fairness and transparency, mainly due to the use of quotas. A thorough 

review of this system is recommended, promoting regular feedback cycles and greater employee 

involvement in setting objectives and assessment criteria. Evaluation should be viewed as an 

opportunity for development, rather than just a control mechanism, emphasizing the value of 

dialogue and the joint construction of improvement plans. 

As argued by Bustos (2021) and Meyer et al. (2002), managers should be trained in leadership 

and people management skills to play a more active role in motivating and retaining employees. 

Although the position of manager has not shown a significant moderating effect on the relationship 

between public policies and retention, its role in the perception of performance evaluation is relevant. 
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Therefore, it is recommended to invest in specific training for managers, focusing on communication 

skills, team management, and participatory leadership, which promotes a more open and 

collaborative organizational culture. 

Cunha and Martins (2015) emphasized the importance of integrated strategies that combine 

recruitment, training, evaluation, recognition and opportunities for progression to ensure lasting 

bonds and talent development. The challenges identified by Datar et al. (2022) and Jeswani and Sarkar 

(2008) indicate that HR policies must be adapted to meet employees' expectations of flexibility, 

purpose, and continuous development. 

6. Conclusions 

The results obtained show that public policies are positively associated with workers' intentions 

to remain in their jobs, albeit with varying degrees of influence. 

It is worth noting that the perception of fairness in recruitment processes emerges as the most 

decisive factor in retention, reinforcing the importance of transparent and meritocratic practices that 

align with institutional values. Continuous training, although relevant, has had a moderate impact, 

suggesting that its potential is only fully realized when integrated into a broader strategy of 

professional development and enhancement. Performance appraisal, although significant, has the 

least relative weight, reflecting the limitations and criticisms levelled at the current model, 

particularly in terms of its fairness and effectiveness. 

Regarding the role of managers, the results indicate that, contrary to expectations, holding a 

management position does not significantly influence intentions to remain in the organization, nor 

does it act as a relevant moderator in the relationship between public policies and retention. This 

finding suggests that, in the reality of the Portuguese civil service, job stability and organizational 

dynamics may override the impact of formal leadership. 

The qualitative analysis of the open responses reinforced and deepened the quantitative results, 

highlighting specific concerns of employees, such as the need for greater speed and transparency in 

recruitment processes, the adequacy of training to the real needs of the job, and the revision of the 

performance appraisal system to make it more inclusive, fair, and participatory. 

In summary, this study confirms that talent retention in the civil service depends not only on the 

existence of effective people management policies, but also on their fairness, transparency, adequacy, 

and effective recognition of employee value. The limitations identified, especially in terms of the 

sample, the variables analyzed and the cross-sectional nature of the study, pave the way for future, 

more comprehensive research that integrates other contextual variables and diverse methodological 

approaches. 

It is concluded that the modernization of the PA, in terms of talent management and retention, 

requires an integrated and strategic approach, capable of responding to the expectations of workers 

and the challenges of a sector in constant transformation. Only in this way will it be possible to ensure 

a more efficient, innovative, and better-prepared PA to serve citizens with quality and commitment. 
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