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Abstract 

This theoretical paper advances a lifecycle model of talent acquisition, development, and 
retention that provides the idea of how these three stages are strategically related in service 
organizations. This framework is based on the premise that, using the Social Exchange Theory, 
Theory of a psychological contract., and the Job Demands-Resources (JD-R) Model, learning 
culture, leadership support, and psychological contract fulfillment together determine sustainable 
workforce stability in the service industry. The model emphasizes mediating functions of the 
perceived organizational support and employee engagement as being very important in 
connecting the talent management practices with the outcomes of retention. The paper is a 
synthesis of current empirical results in the years between 2021-2026, and also presents ten 
empirical propositions, which can be tested in future empirical studies regarding service-sector 
settings. The gap that the presented framework helps to fill in the literature is the combination of 
traditionally fragmented functions of talent management into one comprehensive system which 
takes into account the specifics of service industries, where human capital is the main source of 
competitive advantage. Both research and practice implications have been discussed, with a 
specific focus on the need to create evidence-based interventions, which would help 
organizations to attract, nurture, and retain critical talent in the current competitive labor market. 

Keywords: Talent acquisition, talent development, employee retention, service sector, 
employer branding, employee engagement, perceived organizational support, conceptual model. 

Introduction 

Recent changes in the business environment have posed unprecedented challenges on 
organizations that are keen on ensuring their competitive advantage based on human capital. The 
strategic management of talent has become a strategic necessity in the service industry, 
especially where intangible assets and human interaction are the main pillars of the value 
proposition (Darmayanti, 2024). Global forces such as technological upheaval, demographic 
changes, evolving workforce requirements, and rising employee turnover have significantly 
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changed the nature of talent management and forced organizations to reevaluate how they 
traditionally acquire, develop, and retain workers (Bogdanovich, 2026). 

More recent studies show that 73 percent of employees would stay longer at the organization 
they are in provided that the learning and development opportunities were more strong and 95 
percent HR managers admitted that stronger training and skill development directly helps to keep 
employees (TalentLMS, 2026). These statistics highlight an important truth, talent management 
practices cease to be solitary HR functions but rather interdependent strategic operations, which 
when combined together, define organizational sustainability and performance. Although this has 
been realized, most organizations still treat talent acquisition, development and retention as 
independent undertakings that are handled via different policies and practices that lead to 
disjointed results and poor resource allocation. 

The service industry is a specific phenomenon that increases the significance of integrated talent 
management. In contrast to manufacturing or production based organizations, the service 
organization relies heavily on knowledge, skills, attitudes and behaviors of the employees in an 
organization to provide value to the customer. The production and consumption of services 
cannot be separated, which means that the performance of employees has a direct effect on 
customer experiences and organizational reputation (Evans-Uzosike, 2025). Moreover, the 
physical proximity of most service-oriented jobs causes emotional work-related strains affecting 
the well-being of employees, their engagement, and, consequently, retention (Gorham, 2021). 
These peculiarities precondition the necessity of talent management frameworks that are 
specifically tailored to the facts of the service sector. 

Existing sources indicate that there are critical gaps in our knowledge about the interaction of the 
elements of talent management in the service organizations. Although a considerable amount of 
research focuses on individual factors, including recruitment methods, training success, or 
turnover predictors, there is a lack of studies that have a comprehensive view of the dynamic 
interaction of the processes of acquisition, development, and retention (AIHR, 2025). Also, the 
processes relating to how these practices affect retention performance are under theorized 
especially in relation to the contributions of psychological and relational variables like employee 
engagement, perceived organizational support, and psychological contract fulfillment. 

This theoretical article fills these gaps by suggesting a lifecycle of talent that is designed based 
on the needs of the service industry. The model assumes that sustainable workforce stability 
develops as a result of the strategic alignment of employer branding, learning culture, leadership 
support and psychological contract fulfillment with employee engagement and perceived 
organizational support playing a critical role as mediating processes. This framework brings 
together theoretical insights as they relate to the Social Exchange Theory, Psychological Contract 
Theory, and Job Demands-Resources Model in explaining how service organizations can 
maximize the outcomes of talent throughout the lifecycle of employment. 

The structure of the paper is as following: First, we consider theoretical bases and new recent 
empirical data on talent acquisition, development, and retention in the service situation. Second, 
we offer the conceptual model and explain in detail the main constructs and their hypothesized 
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relationship. Third, we state 10 formal propositions which can be derived from the model. 
Fourth, we provide comments on theoretical contributions, practical implications and future 
empirical research directions. Lastly, we conclude by drawing attention to the fact that the model 
can further the scholarship and practice in service-sector talent management. 

Theoretical Foundations 

Social Exchange Theory 

The Social Exchange Theory (SET) offers a theoretical framework through which one can 
interpret the employment relationship, as well as talent management outcomes. Basing on the 
studies of Homans (1958) and Blau (1964), SET presupposes that any social interaction is based 
on mutual exchange of tangible and intangible resources, and people compute the costs and 
benefits and decide whether to continue relations or not. Applied to the organizational context, 
SET implies that the employees consider their employment relationships in terms of the 
perceived fairness and reciprocity between the contributions they make and rewards they get. 

Applied to talent management, SET then provides insights into why staff acquisition, 
development, and support systems lead to employee commitment and retention by the 
organization. By proving caring in terms of competitive employer branding, meaningful 
development opportunities, and enabling leadership, employees show caring in terms of 
increased engagement, loyalty and decreasing turnover intentions (Rhoades and Eisenberger, 
2002). This principle of exchange is especially relevant in the field of service where discretionary 
effort of employees plays a vital role in the quality of services and customer satisfaction. 

Empirical studies in the recent past have indicated that SET has an explanatory power in service 
organizations. Evans-Uzosike (2025) research evidence shows that perceived organizational 
support, which is based on exchange principles, mediated the linkage between HR practices and 
retention of employees. On the same note, research affirms that when employees see their 
psychological contracts being met, they develop a greater level of affective commitment and 
reduced turnover rates (AIHR, 2027). The implications of these findings are that reciprocity 
norms are relevant in determining talent management. 

Psychological Contract Theory 

Psychological Contract Theory is an extension of SET; that is, it considers implicit, unwritten 
expectations that apply in employment relationships. According to Rousseau (1989), the 
psychological contract was a belief of the employees regarding the mutual obligation between 
employees and their employers. Unlike formal employment contracts where there are set terms of 
employment, the psychological contracts contain subjective interpretation of promises, 
commitments and expectations that arise during recruitment, on boarding and continued 
employment. 

The psychological contract approach is especially applicable when analyzing the retention of 
talents in service industries. Employees of the service sector may have expectations of career 
growth, skills training, work-life balance, and appreciation that go beyond contractualite 
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(Chaubey et al., 2019). When organizations make such implicit promises, such as offering the 
development opportunities advertised or supporting cultures promised, employees feel that their 
psychological contract is met and thus, more satisfied, engage, and remain (CFR Group, 2024). 
On the other, perceived violation of psychological contracts initiates the emotions of betrayal, 
disengagement and voluntary turnover. 

The role of psychological contracts as mediators of talent management processes is recent, being 
confirmed by recent research. A survey conducted on the employees of the corporate sector 
revealed that the linkage between the compensation management and job satisfaction is 
significantly mediated by the psychological contract fulfillment (Behery et al., 2012). Among 
service settings in particular, studies have shown that relational elements of psychological 
contracts, such as trust, loyalty, and long-term commitment, have a more influential effect on 
retention compared to transactional aspects, such as pay and benefits (Lee et al., 2014). 

Job Demands-Resources Model 

The third theoretical approach to talent development and retention is the Job Demands-Resources 
(JD-R) Model. The JD-R Model hypothesized by Demerouti et al. (2001) and extended by 
Bakker and Demerouti (2007) suggests that workplace factors can be categorized as demands 
(physical, psychological, social, or organizational factors that cause one to have to work hard to 
meet the needs) and resources (factors that contribute to the realization of the goals, decrease the 
demands, or provoke personal development). 

Using the JD-R Model in terms of talent management, it implies that an organization can ensure 
a balance between what their employees are required to do and the sufficient resources to avoid 
burnout and encourage engagement. When the service industry is full of emotional labour, 
customer interaction, and performance pressure, it is important to ensure that there are adequate 
resources as a retention strategy (Nastenko et al., 2024). Among the resources, there are both 
tangible (training programs and technology, etc) and intangible (supervisory support, autonomy, 
and learning opportunities, etc.) resources. 

The motivational pathway of JD-R Model is specifically applicable in talent development and 
retention. Resources produce motivational processes that lead to better work engagement, 
commitment, and performance and lower turnover intentions (Srimulyani, 2020). The recent 
meta-analytic research confirms that, the following job resources like leadership support, career 
development prospects, and organizational support, always exhibit significant positive 
association with employee engagement and retention in service industries (Evans-Uzosike, 
2025). This theoretical approach focuses on the need to construct resource rich environments 
proactively in order to keep the talent alive during the employment life cycle. 

Talent Acquisition in Service Sectors 

The Evolving Landscape of Talent Acquisition 

The acquisition of talent in 2026 has transformed the conventional approach to recruitment that 
revolves around vacant positions to strategic workforce management which considers future 
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capabilities requirements and creates competitive advantage. Service industries are defined by 
the direct correlation between customer experiences and the performance of employees; thus, 
acquisition practices by service companies have to determine the candidates who are not only 
technically skilled but also oriented on providing services and capable of long-term growth 
(Bogdanovich, 2026). 

There are various challenges with contemporary talent acquisition. First, changes in population 
and skills result in a strong competition among the qualified candidates and especially in the 
specialized areas of service like health care, financial services and technology consultancy. 
Second, the evolving workforce requirements such as flexible working, meaningful work, and 
career-building, puts pressure on organizations to redefine their employee value propositions. 
Third, technological disruption requires the company to rely on acquisition strategies that have 
the ability to select candidates who are adaptively capable and learning-possible instead of 
having fixed skills (iMocha, 2025). 

Some of the latest trends that are redefining talent acquisition are skills-based recruitment, AI-
based recruitment software, and active recruitment of talent. Skills-based hiring is a hiring 
approach that does not emphasis credentials and job titles, instead focusing on proven abilities 
and talent pools and bias reduction. According to research, 59 percent of employers had 
implemented skills-based hiring methods by 2023-2025 and this indicates increasing confidence 
in this hiring model (TestGorilla, cited in iMocha, 2025). The present use of AI and automation 
technologies takes up large shares of administrative recruitment tasks, such as screening and 
scheduling of candidates, and communication, thus enabling talent correction agents to 
concentrate on strategic tasks, such as advising hiring leaders and refinements of decision 
structures. 

Employer Branding Strategic Acquisition 

Employer branding has become an important antecedent to the success of talent acquisition. 
Employer branding is defined as the reputation and value proposition of the organization as an 
employer, thus it entails perceptions that potential and current employees have about the 
organization in terms of their culture, values, development opportunities, and employment 
experience (Mount Talent, 2024). Good employer brands help the company attract good talent, 
lower cost per hire, enhance candidate experience and development of talent pipeline. 

The relevance of employer branding is amplified in service industries because of the nature of 
interaction and social media that expose the employee experiences to customers. The genuine, 
positive employer brands in organizations have serious competitive advantages in terms of 
attracting rare talents. Studies show that employer branding has a direct positive effect on talent 
acquisition by drawing in applicants with organizational culture compatibility in values, 
relationships with passive applicants, and lowering recruiting advertising budgets (Mount Talent, 
2024). 

The main components of effective employer branding strategies are outline of an effective 
employer value proposition (EVP) that describes what the organization is unique, upholding 
strong, consistent messaging on all recruitment channels, featuring employee testimonials, 
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success stories, using social media and digital, and employee advocacy programs. Recent 
findings have indicated that genuineness and openness in employer branding such as candid 
depictions of organizational culture and problems are more effective in building trust than slick 
marketing campaigns (TalentNet Group, 2025). 

There is the relationship between the employer branding and the next stage of talent management 
which is worth considering. Successful employer branding does not only attract but also 
influences development of initial psychological contacts, as the promise of development 
opportunities, work environment and organizational support are communicated. In fulfilling 
promises that are constituted in the employer brands; organizations are enhancing psychological 
contract fulfillment and boosting employee retention. On the other hand, the mismatch between 
employer brand communication and employment experiences leads to breaches of the 
psychological contract, which results in early turnover. 

Recruitment Marketing and Candidate Experience 

The modern-day talent acquisition is progressively using the principles of marketing to involve 
the candidates in the recruitment process. Recruitment marketing is the use of data analytics, 
targeted communication, and personalized communication to draw and develop potential 
candidates (Mount Talent, 2024). This method acknowledges that as consumers do, candidates 
do much research, evaluate options, and have strong impressions based on organizational touch 
points. 

Candidate experience- the impressions and feelings that the candidates accumulate during the 
recruitment processes- plays a great role in determining the success of acquisition and the 
reputation of the employer. Effective communication, the respectful treatment, the efficient 
process, and the timely feedback lead to positive candidate experiences. Such organizations with 
investments in candidate experience have been found to experience better acceptance rates, 
employer brands, and more employee recommendations (Refonte Learning, 2025). 

In the service industries, experience of candidates gains two-fold significance. To begin with, the 
recruitment interactions offer previews of the service culture in the organization and how it treats 
its employees so that the candidates are in a position to determine the cultural fit. Second, each 
candidate is a prospective customer whose experience during recruitment would impact on the 
market perception of other customers. Organizations are gradually appreciating the fact that a 
rejected candidate who undergoes a respectful and transparency process would be an advocate of 
the brand, unlike those who are treated poorly, who would ruin the reputations of the 
organization by writing reviews online and sharing on social media. 

Talent Development in Service Sectors 

Strategic Importance of Talent Development 

Talent development involves the organized steps to increase employee skills, train individuals in 
the pending jobs, and match skills of the workforce with the changing organizational demands. 
Talent development in the context of service industries, where human capital has become the 
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primary competitive advantage, has become a strategic necessity that creates performance, 
innovativeness, and customer satisfaction (SAP, 2025). 

The talent development business case in service organizations makes sense. It has been found 
that 73 percent of workers would stay longer with their organization in case more learning and 
development opportunities were available, and 95 percent of human resource managers have 
confirmed that better training and skill development lead to better employee retention 
(TalentLMS, 2026). These results put talent development as one of the surest retention and 
engagement drivers. In addition, successful development programs boost employee performance, 
enhance service quality, speed up innovation and create organizational nimbleness: skills that are 
becoming more and more valuable in volatile and uncertain environments. 

The modern concept of talent development is confronted with enormous obstacles, especially the 
formation of so-called learning debt the growing difference between the skills demanded in the 
present and future work and the learning actually accomplished (TalentLMS, 2026). Work pace 
that is more rapid than the development capacity results in skill erosion, lack of confidence and 
stress among employees. It has been shown that time is the most significant barrier to employee 
learning, and 50% of HR managers have stated that a large workload does not allow time to be 
devoted to training (TalentLMS, 2026). This fact demands more development strategies that are 
incorporated in the working process instead of being placed at the periphery of the process. 

Components of Effective Talent Development Frameworks 

Well-crafted talent development models take into consideration various interdependent elements 
that ensure incessant development across the employment lifecycle. Primarily, skills analysis and 
gap identification are used to determine the current skills and compare them with the role 
requirements and identify development priorities. Contemporary methods are based on 
competency-based testing, psychometrics, and AI-assisted skill mapping to assess the level of 
employee preparedness objectively (TalentGuard, 2025). 

Second, individualized learning paths offer custom development experience that is individualized 
based on the needs, learning styles, and careers. Instead of general training packages, good 
development systems provide a wide range of options that may include formal courses, on the 
job rotations, coaching, mentoring, project based learning, and independent learning. The studies 
prove that 86 percent of workers learn new skills in practice, which presupposes that the 
development programs should be focused on practical application rather than the theoretical one 
(TalentLMS, 2026). 

Third, career pathing and succession planning bridge the gap between the present development 
activities and the future opportunities so that employees have a clear look of the line between 
acquisition of skills and career development. Clear promotion ladders, accessible advancement 
standards, and apparent aspects on horizontal mobility can boost employee value in investment in 
capability (TalentGuard, 2025). Those organizations who successfully connect learning to career 
development state increased engagement and reduced rates of employee turnover. 
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Fourth, performance integration and feedback incorporates development into the work and not an 
annual performance appraisal or a training retreat. Accountability and keeping up with the 
development is provided by real-time feedback loops, 360-degree reviews, and goal-tracking 
systems. Influential organizations consider skill development as a performance product, and 
learning goals are incorporated in the performance management systems (TalentLMS, 2026). 

Culture as Organizational Resource in Learning 

One of the key resources in organizations that make organizations develop talent effectively is 
learning culture which can be described as shared values, beliefs, and practices that facilitate 
lifelong learning, experimentation and knowledge sharing. Companies that have robust learning 
cultures internalize continuous skill acquisition, embrace research and risk-taking, appreciate 
knowledge dissemination, rejoice learning successes, and devise safeguarded time and resources 
to learn (Iventiv, 2024). 

Studies have shown that the culture of learning has become a strategic focus of Chief Learning 
Officers in 2026, deemed to drive incessant skills acquisition, a speedy reaction of the 
organization to the ongoing change, and resilience of organizations in the ever-changing 
environment (Iventiv, 2024). Learning culture acts as a resource in the organization that 
minimizes the impediments to growth, improves the desire to learn and transfer knowledge 
within the teams and functions. 

They need multi-level interventions to establish strong learning cultures. At the organizational 
level, leadership is required to be on the frontline in leading learning, provision of sufficient 
resources, and systems that encourage development. At the team level, managers need to be role 
models of learning behaviors, offer psychological safety to experimentation, and promote peer 
learning. On the personal level, employees need to be allowed to learn what they are interested 
in, have access to varying resources on learning and be rewarded at the individual level due to 
competency acquisition (SkillsHub, 2026). 

Learning culture and talent retention relationship works in several ways. First, the learning 
cultures are indicative of organizational investment on employee development, which enhances 
perceived organizational support and psychological contracts. Second, they have job resources 
that reduce work demands and burnout and turnover intentions. Third, they improve the 
employability and career opportunities, boosting job satisfaction and organizational commitment. 
It has been shown that the retention level in organizations that have strong learning cultures is 
much higher as compared to organizations that do not have a learning culture (Pierpoint, 2025). 

Leadership Support for Development 

Leadership support, the degree to which supervisors promote, support and shape employee 
development, is an important facilitator of successful talent development. The studies of the 
Center of Creative Leadership show that the active involvement of supervisors in employee 
development leads to the fact that participants of the process note more value of training, 
substantial gains in self-awareness and leadership capacity, more organization effectiveness, 
greater management skills, and higher levels of empowerment of employees (CCL, 2025). 
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Leadership support is represented through various behaviors such as identifying the areas of 
development needs with the help of regular conversations, coaching and feedback, allocation of 
time and resources to learn, creating the possibility of learning a new skill into practice, 
recognizing and rewarding development achievements, and eliminating barriers to participation 
in the development activities (Hannah Brown, 2024). Successful development-oriented leaders 
consider coaching and employee development as a fundamental duty and not a duty by the HR 
departments. 

Leadership support in services industries also gains a greater role, since it has a direct impact on 
employee engagement, motivation and retention. It has been shown that supervisor support is one 
of the most crucial factors of employee retention, and engaged supervisors provide the working 
conditions in which employees feel valued, respected, and empowered (Nastenko et al., 2024). 
The strategies of servant leadership, in which the well-being of employees and their growth are 
considered, show exceptionally high correlations with motivation and retention within service-
based organizations (Nastenko et al., 2024). 

Leader development should be committed to by an organization as a way of integrating 
leadership support in development of talent frameworks. Most supervisors are not confident in 
holding development discussions not knowing what competencies they need to develop or how to 
design growth plans. To achieve the development of employees, organizations need to provide 
leaders with evaluation instruments, career models, coaching competencies, and time 
management (Hannah Brown, 2024). 

Talent Retention in Service Sectors 

The Retention Imperative in Service Organizations 

The retention of desired employees within the organization and limit the exodus of employees 
will be the most important outcome measure to talent management effectiveness. The concept of 
retention is strategic in service sectors because the continuity of employees directly affects the 
quality of service, customer relationship, knowledge management in an organization and the 
financial outcomes. The high turnover creates high expenses such as the cost of recruitment, 
investments in training, loss of productivity, disruption of the customer service process, and loss 
of knowledge (Sparkbay, 2025). 

The service industries have recent evidence that validates the retention problems. Literature in 
the hotel industry records the high rates of employee instability on the international and national 
levels, and research has found training, development, career opportunities, leadership support, 
work-life balance, and job security as the key retention factors (Lim et al., 2024; Siaw et al., 
2022). Equally, the studies concerning the business process outsourcing (BPO) sectors also 
highlight the significance of holistic HR policies, specifically performance management and 
career development, in bringing down the rate of attrition (IARJSET, 2025). 

The current retention practices have developed past the reactive response to resignations to 
systematic and systematic solutions that deal with the underlying causal factors of turnover. The 
evidence-based retention strategies in 2026 would involve providing professional development 
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opportunities, securing the quality of managers by selection and training, providing clear career 
development opportunities, superior onboarding, predictive analytics of turnover, recognition 
programs, preventing overwork and burnout of employees, and offering flexible work 
arrangements (Sparkbay, 2025). 

Psychological Contract Fulfillment and Retention 

Contract fulfillment- the degree to which organizations accord unwritten promises and 
expectations by employees- is a decisive factor of employee retention in service industries. 
Psychological contracts as a discussed topic in theoretical foundations are unwritten ideas 
concerning obligations, career opportunity, treatment as well as reciprocity that transcends 
formal employment arrangements (Rousseau, 1989). Employees get the feeling that 
organizations are fulfilling these implicit commitments and they feel psychologically contract 
fulfilment leading to greater satisfaction, commitment and retention (AIHR, 2027). 

Studies indicate high levels of empirical relationship between psychological contract 
performance and retention performance. Research has found that fair compensation plan is a 
great contributor to employee satisfaction, and psychological contract is a strong moderator of 
the relationship between compensation and satisfaction (Behery et al., 2012). Likewise, studies 
within the service-sector scenarios have demonstrated that, the elements of psychological 
contract, employee obligations, employer obligations and contract fulfillment activities are that 
way correlated to job satisfaction (Rousseau, 1989). Organizations which have balanced 
psychological contracts in which the expectations on each side are well understood and are met 
have lower turnover rates compared to those with ambiguity in the contract or those with contract 
violation. 

Psychological contracts are formed in the process of talent acquisition in terms of employer 
branding and recruitment messages. The promises found in job advertisements, career sites and 
recruiter messages create a perception of what a candidate will expect about the development 
opportunities, work environment, promotion and organizational culture. Organizations should 
avoid psychological contract violation in creating promises during acquisition phase and the 
realities after hiring to avoid immediate turnover. This necessity highlights the relationship 
between the stages of the talent lifecycle and the significance of combined talent management 
systems. 

Employee Engagement as Mediating Mechanism 

Engagement among employees, which is a favorable, satisfying motivational status that is 
elaborated and framed by energy, commitment, and work engagement, is a pivotal mediation 
process between talent management practices and retention performance. When employees are 
engaged, they have high energy levels, a strong commitment to their work, enthusiasm, 
motivation, pride, and the complete focus on the job task (Motlou et al., 2016). The construct is 
not just job satisfaction, but emotional commitment, cognitive involvement and behavioral 
investment in organizational success. 
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A vast amount of empirical data supports the fact that the mediation of employee engagement in 
talent management processes can be proven. The literature shows that practices of talent 
management enhance employee engagement and consequently lower turnover intentions and 
raise retention (Srimulyani, 2020). The mediating pathway is carried out based on the 
mechanisms of Social Exchange Theory: organizations provide their employees with quality 
talent management practices, and employees can pay them back through better engagement, 
which can be reflected in improved commitment and lesser turnover intentions (Kristianto and 
Handoyo, 2020). 

The meta-analytic evidence of the synthesis of studies in industries confirms a strong positive 
relationship between transformational leadership, job autonomy, perceived organizational 
support, and recognition programs and engagement and retention (Evans-Uzosike, 2025). 
Employee engagement mediates relationships among various antecedents and retention such as 
compensation management, talent management practices, and work-life balance (Alias et al., 
2014). These findings determine engagement as an important psychological condition in which 
organizational actions shape retention results. 

Employee engagement takes on a special significance in the context of the service sector because 
of the effect it has on the quality of service delivery. Involved service workers are more customer 
oriented, offer better customer service experiences and build positive company names. The 
spillover engagements by employees to customers form business cases of engagement-based 
retention strategies that cannot be only based on the lure of cost reduction. 

Perceived Organizational Support and Retention 

Perceived organizational support (POS) - which is an employee belief system that describes the 
degree to which the organization attaches importance to their input and cares about their welfare 
is a second important mediating system in talent management systems. Pos is based on the Social 
Exchange Theory, which implies that employees interpret organizational commitment to them 
and is the foundation of mutual commitment of the employees to organizations (Rhoades and 
Eisenberger, 2002). 

There is research that POS has a direct and mediating effect on employee retention. Research 
proves that POS has a positive influence on organizational commitment that, consequently, 
forecasts retention (Benlioglu and Baskan, 2014). To retain employees, organizations have to 
augment organizational support by engaging in organizational solutions that shows value of 
employee contribution to the organization, care about the well-being of the employee, giving 
rewards to the employee as an incentive, addressing the socio-emotional need of the employee, 
building trust with the employee in the aspect of organizational care (Rhoades and Eisenberger, 
2002). 

POS acts as an intermediary between different practices of talent management and retention 
results. The studies on the topic of career development, organizational justice, and trust reveal 
that POS mediates the relationships between these variables and employee retention (Cahyana et 
al., 2013). The mediation process works based on the perceptions of the employees regarding HR 
practices as a kind of organizational support that reinforces the affective commitment and 
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loyalty. Employees who feel a high level of organizational support feel obligated to pay it back 
by maintaining a long-term organizational membership and a higher performance (Afghan et al., 
2018). 

The emotional labor and interpersonal requirements of service work make POS to be especially 
relevant in service industries. The workers who are under heavy customer communication needs, 
emotional control needs, and pressure of performance need the organizational support to ensure 
the well-being and longevity of performance. Organizations that offer both tangible and 
intangible support are characterized by provision of tools, training, supervisory encouragement, 
and work-life balance tools, as well as recognition, respect, and fair treatment, which promote 
POS against turnover intentions (Park et al., 2018). 

The Integrated Talent Lifecycle Model 

Model Overview and Core Propositions 

Based on the theoretical background and the empirical data discussed above, we suggest a 
combined talent lifecycle model which explains the nature of the interdependence between the 
processes of talent acquisition, development, and retention in the setting of service industries. As 
depicted in Figure 1 the model has employer branding, learning culture, leadership support and 
psychological contract fulfillment as intersecting antecedents affecting retention in two 
mediating ways, the engagement of the employee and perceived organizational support. 

 
Figure 1: Integrated Model of talent lifecycle in Service Sector Organization 

Note: Figure 1 illustrates the conceptual model that demonstrates: (1) Four antecedent 
constructs (Employer Branding, Learning Culture, Leadership Support, Psychological Contract 
Fulfillment) on the left; (2) Two mediating constructs (Employee Engagement and Perceived 
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Organizational Support) in the middle; (3) Employee Retention as the outcome variable on the 
right; (4) Direct paths between each antecedent and both mediators; (5) Paths between both 
mediators and retention; (6) Feedback paths between the outcomes Constructs are modeled into 
rectangles with directional arrows which show hypothesized causal relationships. 

The model combines three theoretical perspectives namely, Social Exchange Theory, 
Psychological Contract Theory, and Job Demands-Resources Model to present holistic 
explanations of retention outcomes. The theory of Social Exchange describes the dynamics of 
reciprocity, where the investment of an organization in the branding of the employer, learning 
cultures, the support of leadership, and the fulfillment of psychological contracts forms perceived 
obligations that trigger the commitment and engagement of employees. Psychological Contract 
Theory explains the satisfaction and retention impact on the fulfillment of unspoken promises. 
The JD-R Model elucidates the role of learning culture and leadership support as job resources 
that prompt motivational pathways which trigger engagement and retention. 

Antecedent Constructs 

Employer Branding: Employer branding is defined as the organizational reputation and value 
proposition as an employer and includes perception about culture, values, development 
opportunities and employment experiences. Employer branding, in the model, triggers the talent 
lifecycle by getting candidates whose values match the organizational culture and creates an 
initial psychological contract by recruiting them in a particular way through recruitment 
messages. Good employer brands help secure the talents of quality candidates, minimize the cost 
of recruitment, and create a strong base of the employment relationship (Mount Talent, 2024). 

Employer branding has an impact on both of the mediating variables. First, through the 
correspondence between the experiences of the actual employment and the promises of the 
employer brands, the employees form their perceptions about organizational support because 
they understand that the organization cares about its promises. Second, effective employer 
branding with a focus on meaningful working, self-development, and positive cultures can help 
an employer to engage employees by attracting those, who are already inclined towards finding 
fulfillment within the organizational environment. It is established that such employer branding 
strategies as POS have a tangible impact on retaining employees, and it is mediated by 
organizational commitment (Benlioglu and Baskan, 2014). 

Learning Culture: Learning culture involves organizational values, beliefs, and practices which 
encourage continuous learning, experimentation and sharing of knowledge. Learning culture as 
an organizational resource gives employees psychological safety to take risks, development 
opportunities, and normative support of learning of skills. Good learning cultures eliminate 
obstacles to learning, increase the desire to learn, and transfer knowledge (Iventiv, 2024). 

Learning culture has an influence on employee engagement in the form of resources that 
facilitate the accomplishment of goals and personal development, which is in line with the 
predictions of the JD-R Model. Working in cultures with high levels of learning, employees feel 
more significant to work, have higher levels of autonomy and competence, which encourage 
engagement. Culture has also been observed to improve POS through the indication of 
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organizational commitment to employee growth and long term prosperity. Studies have indicated 
that organizations that value learning experience enjoy very high retention rates compared to 
those that do not establish such cultures (Pierpoint, 2025). 

Leadership Support: Leadership support indicates how leaders demonstrate a willingness to 
support, facilitate and model the development of employees. The supportive leaders create 
awareness of development needs, coach and give feedback, allocate resources towards learning, 
offer chances to apply their skills, and celebrate their developmental accomplishments. 
Leadership support is a type of proximal job resource that has a direct influence on employee 
experiences and perceptions (CCL, 2025). 

Employee engagement is affected by leadership support in a number of ways. Favourable leaders 
increase work significance, offer autonomy, recognition, and eliminate obstacles and these 
elements aroused energy, commitment, and absorption. Studies prove that supervisor support is 
one of the key determinants of engagement (Nastenko et al., 2024). Leadership support also 
influences POS as it can be seen as a concrete sign that the organization is concerned with the 
welfare, success of the employees. Supervisor behaviors are seen by the employees as 
organizational behaviors, whereby leadership support is attributed to the commitment to the 
organization in general. 

Psychological Contract Fulfillment: The psychological contract fulfillment embodies the degree 
to which companies deliver on the unspoken promises and expectations of employees in terms of 
career growth, career development, work-life balance, recognition and fair treatment. The 
fulfillment is achieved when employees realize that their expectations, which had been made 
during the recruitment process and optimized through the organizational experiences, are met by 
the organization (Rousseau, 1989). 

The two mediators are directly affected by the fulfillment of psychological contracts. Fulfilment 
increases the engagement of the employees by providing them with conditions of trust, 
reciprocity and meaning that encourages employees to give discretionary effort. The studies have 
established that job satisfaction and engagement are positively associated with psychological 
contract fulfillment (Rosita, 2017). Fulfillment is also a strengthening factor of POS since it 
reflects the sense that the organization respects commitment and the employment relationship. 
Literature records that there exist strong associations between the elements of psychological 
contracts and perceptions of organizational support (Behery et al., 2012). 

Mediating Mechanisms 

Employee Engagement: The relationships between the four antecedents and retention are 
mediated by employee engagement that occurs via motivational pathways. Employees will find 
work meaningful, feel psychologically secure, see growth prospects, and trust the organization 
when there are excellent employer brands, learning cultures, leadership support, and 
psychological contract fulfillment, which is a situation of engagement. Employees who are 
engaged display lower turnover intentions and increased retention because they are vigorous, 
dedicated, and absorbed employees (Srimulyani, 2020). 
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Engagement is a mediating role that is backed by a lot of empirical evidence. The evidence 
provided with meta-analytic research findings proves that engagement mediates the association 
between organizational resources (such as leadership, autonomy, and support) and retention in 
various industries (Evans-Uzosike, 2025). The mediation works on the basis of reciprocity: 
reciprocity between organizational investments and psychological attachment and behavioral 
commitment by employees results in the creation of a need not to leave the organization and 
more organizational citizenship behaviors. 

Perceived Organizational Support: The POS acts between antecedents and retention in terms of 
exchange-based mechanisms. The employees are viewing the authenticity of employer branding, 
learning cultures, leadership support, and the fulfillment of psychological contract as a 
manifestation of organizational valuation and concern. High POS will produce perceived duties 
to repay with loyalty and dedication which will decrease turnover intentions (Rhoades and 
Eisenberger, 2002). By satisfying socio-emotional needs of approval, respect, and affiliation, 
POS enhances affectionate relationships with organizations. 

Studies have established POS as an intervening variable in service sector retention models. 
Research indicates that career development, organizational justice, trust, and employee retention 
are related to POS (Cahyana et al., 2013). The mediation pathway is consistent with the 
predictions of the Social Exchange Theory: the organizational support provides organizational 
commitment that is reciprocal among employees, which is reflected in improved retention. POS 
also communicates with engagement, and results in synergy effects on retention. 

Outcome Variable 

Employee Retention: Employee retention is the final outcome variable of the model, which is the 
determination of the employees to retain membership of the organization, and reduce voluntary 
turnover. Retention indicates such multidimensional aspects as intention to remain, actual 
turnover behavior and the length of tenure. According to the model, the direct effects of 
engagement and POS combine to produce retention as these two moderating factors mediate the 
effects of the four antecedent constructs. 

The model highlights retention as an action of synergistic talent management actions as opposed 
to retention programmes. Sustainable retention is realized when organizations perform well on 
the talent lifecycle; in attracting their candidates by building authentic employer brands, 
developing employees by building strong learning cultures and supportive leadership and 
meeting psychological contracts by following through on promises. This combined view 
compared to the disjointed approaches, which treat retention in a reactive manner by use of exit 
interviews and counter-offers opposed to proactive methods of talent systems. 

Feedback Loops and Dynamic Processes 

The model brings about feedback mechanisms that form dynamic self-reinforcing processes. 
Employee retention results in strong employer brands because employees who are pleased will 
talk about good experiences via social media, employee referral programs, and online reviews. 
Stronger employer brands will achieve better-quality candidates, which will result in enhanced 
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acquisition performance and start positive circles. On the other hand, failures on retention ruin 
employer brands, which results in recruitment problems and further talent management problems. 

Other feedback loops are based on organizational learning. The retention data offer the 
information concerning effectiveness of the development programs, leadership practices, and 
management of the psychological contracts, which would allow improving continuously. Those 
companies that workspace examine retention trends and change their approach to talent 
management to respond to them develop adaptive capacities that increase workforce stability in 
the long term. These moving variables set the proposed model apart with the rest of the 
frameworks that are fixed and do not consider the time-related and reciprocal connections 
between constructs. 

Formal Propositions 

According to the model of an integrated talent lifecycle, we also suggest ten falsifiable 
propositions that can be used in future empirical work in the service-sector setting: 

The research hypothesis is as follows: The positive impact of employer branding on employee 
engagement is that the more authentic and attractive the employer brand, the more employee 
vigor, commitment, and work absorption. 

Hypothesis 2: The employer branding has a positive relationship with perceived organizational 
support, where those organizations with more employer brand create more perceptions among 
employees that the organization values them and favors their well-being. 

Proposition 3: The learning culture has a positive impact on employee engagement whereby 
organizations with high learning-oriented values, beliefs, and practices have a high degree of 
employee engagement. 

Proposition 4: Culture of learning has a positive impact on perceived organizational support in 
which strong learning cultures indicate organizational investment in employees and increase 
organizational perceived support. 

Proposition 5: Leadership support of development has a positive impact on employee 
engagement, i.e. those supervisors who are both active in encouraging and facilitating employee 
development produce greater levels of engagement among reports. 

Proposition 6: Developmental leadership support is positively related to the organizational 
perceived support, in that supportive supervisor behaviors are related to an increased theme that 
the organization appreciates their efforts and contributions in the organization. 

Proposition 7: Fulfillment of psychological contracts has a positive effect on employee 
engagement, and the implication of this is that employees that feel that organizations meet their 
implicit promises are those that are more engaged. 
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Proposition 8: The perception of organizational support is positively affected by the 
psychological contract fulfillment whereby the psychological contracts fulfillment positively 
affects the employee perception of the organizational support. 

Proposition 9: There is a mediating relationship between talent management antecedents 
(employer branding, learning culture, leadership support, psychological contract fulfillment) and 
employee retention and when there is a mediating effect of the antecedents on employee 
retention by mediating their effects on employee engagement. 

Proposition 10: Perceived organizational support mediates between talent management 
antecedents (employer branding, learning culture, leadership support, psychological contract 
fulfillment) and employee retention, where talent management antecedents have an indirect 
impact on employee retention through their influence on POS. 

Discussion 

Theoretical Contributions 

The model of integrated talent lifecycle contributes to academic knowledge about managing 
talents in service industries in a number of theoretical ways. To elaborate on the retention 
outcomes, the model combines three complementary theoretical approaches, namely Social 
Exchange Theory, Psychological Contract Theory and the Job Demands-Resources Model. This 
multi-theoretical model remedies constraints of single-theory models by considering the aspects 
of exchange, the unofficial expectations, and the resource process that collaboratively influences 
employee behavior to stay in organizations. 

Second, the model explains mediating processes that mediate between the practices of talent 
management and retention. Although the current body of literature reports positive associations 
between personal practices (e.g. training, compensation, leadership) and turnover, less research 
hypothesizes and validates mediating relationships. The psychological and relational processes 
that transform organizational actions into employee retention are explained by the model by 
placing the employee engagement and perceived organizational support as a dual mediator 
between the organizational actions and the employee retention. This contribution gives 
theoretical specificity that is deficient in the black box models which relate practices and 
outcomes without the explications of the intervening mechanisms. 

Third, the model is an integrated/lifecycle approach which acknowledges that there are 
interdependences between acquisition, development, and retention processes. The conventional 
talent management systems view them as individual functions that are governed by different 
policies. The proposed model illustrates the aspects of how the branding by the employer forms 
psychological contracts that determine retention, how learning cultures affect development and 
retention outcomes, and how the leadership support relates development activities to the 
engagement and retention results. This holistic approach is more realistic to the realities of 
organizations in which talent management elements are dynamically interdependent. 
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Fourth, the model touches on the service-sector peculiarities that are usually bypassed in the 
general talent management models. The use of human capital, the high-contact customer 
relations, emotional labor requirements and the inseparability of production and consumption of 
service organizations pose a special talent management challenge. The focus on psychological 
contracts, perceived support and engagement as inherent to the model is based on the realities of 
the service sector where employees attitudes and behavior have a direct influence on the 
experiences of the customers and organizational performance. 

Practical Implications 

The model of an integrated talent lifecycle has several implications to service-based 
organizations in terms of practicality. To begin with, the model emphasizes the strategic nature 
of the authenticity of employer branding. Such organizations need to be careful of aligning 
recruitment messages with the reality of employment experiences to avoid breach of 
psychological contracts that lead to early turnover. This has created the need to have marketing, 
HR and operations collaborate to match external brand promises with internal realities. 
Organizations are supposed to carry out regular brand audit which evaluates the consistency 
between employer brand attributes and employee experiences and may change either messaging 
or practices to ensure consistency. 

Second, the model focuses on establishing learning culture as a method of retention. The cultures 
that standardize continuous learning, psychological safety to experiment, dedicated protected 
time to development, and the significance of skill acquisition need to be built in service 
organizations. Such practical interventions as leadership training to model the learning behaviors, 
the recognition programs as development achievements, and access to learning via the 
technology platforms, and performance management systems rewarding the skill development 
and the completion of the tasks are the examples of such interventions. 

Third, the model emphasizes that leadership support is a highly important lever of engagement 
and retention. Organizations should prepare supervisors to be able to assist employees in terms of 
development using assessment procedures and training skills in coaching, development 
conversation systems, time to spend on developmental work, accountability systems that appraise 
the leader on the results of development. Since it was shown that supervisor support is one of the 
key retention factors, organizations must focus on the selection, development, and evaluation of 
managers with the focus on supportive leadership skills. 

Fourth, the model suggests a proactive psychology contract management during the working life 
cycle. In the acquisition process, the organizations ought to convey manageable expectations in 
terms of development prospects, promotion schedules, workload, and organizational culture. In 
the onboarding process as well as in the continuity of the employment process, organizations 
ought to conduct regular psychological contract concern assessments via stay interviews, 
engagement surveys, and exit interviews. Managers should tackle such breaches of contract 
promptly by communicating through openness and taking corrective measures when employees 
feel that a contract has been violated. 
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Fifth, the model implies a systematic measurement of engagement and perceived organizational 
support as precursors of retention risk. Regular pulse surveys assessing the level of engagement, 
perceived organizational support, and turnover intentions should be employed by organizations 
and allow detecting the risk of retention in advance. The analytics is supposed to divide the 
outcomes by demographics, departments, and working years to define specific intervention 
opportunities. Forecasting turnover is possible through predictive models, which shall predict the 
probability of turnover to be in use and proactive retention efforts directed to high risk and high 
value customers. 

Methodological Considerations for Future Research 

The integrated talent lifecycle model needs to be methodologically carefully considered when 
being empirically validated. To begin with, the researchers ought to utilize longitudinal designs 
that entail recordings of time series among the constructs. Cross-sectional studies do not allow 
proving a causal order or mediation hypothesis. Multiwave longitudinal designs which capture 
Time 1 antecedents, Time 2 mediation and Time 3 retention outcomes have greater capabilities 
of causal inference. 

Second, scholars are expected to rely on various data collections to decrease the common method 
bias. The self-reported survey data on engagement, perceived support, and psychological 
contracts are to be supplemented by objective retention data provided by organizational records, 
supervisor ratings of engagement behaviors, and customer satisfaction measures that would 
reflect on the quality of service. Multi-source designs increase construct validity and test 
hypotheses much stronger. 

Third, the researchers are supposed to analyze boundary conditions, moderating variables that 
affect model relationships. Service sector is a broad range of industries, which may have various 
talent management dynamics, such as healthcare, hospitality, financial services, professional 
services, and retail. The model may have moderators that include industry features, size of 
organizations, level of competition, the state of the labor market and the demographics of the 
work force. Such contingencies are new areas of research that should be examined in the future 
in order to clarify theoretical knowledge and recommendations. 

Fourth, scholars ought to examine cultural settings that can affect the applicability of models. 
The model is mostly based on the Western research that was carried out in North American and 
European contexts. The salience of engagement, perceived support, and psychological contracts 
can be modified based on cultural values in terms of individualism-collectivism, power distance, 
uncertainty avoidance, and long-term orientation. The cross-cultural validation research would 
also improve the generalizability of the model and determine culture-specific changes. 

Fifth, individual differences that can affect how employees react to talent management practices 
should be studied by the researchers. Antecedents, mediators and retention relationships between 
these factors may be moderated by personality traits ( e.g., conscientiousness, openness), career 
orientations ( e.g., protean careers, boundaryless careers), generational cohorts ( e.g., Generation 
Z, Millennials), and life stages. The awareness of individual differences would lead to 
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personalized talent management strategies to maximize the results of various groups of 
employees. 

Limitations and Future Directions 

The suggested model has numerous limitations that indicate the future research directions. First, 
the model is concerned with voluntary turnover and not the involuntary turnover or optimum 
turnover. There is a certain level of turnover which is useful to the organizations in that it will 
help to clear off the bad performers and avoid stagnation. Future studies ought to differentiate 
between functional and dysfunctional turnover, in that, how talent management systems are 
capable of retaining high performing employees and enabling the departure of low performing 
employees. 

Second, the model gives focus to the organization and supervisor-level variables and pays 
minimal attention to the job and peer-level variables. Job characteristics, such as autonomy, 
variety, significance, team dynamics, such as cohesion, trust, conflict, and peer relationships are 
important to engagement and retention. Further studies ought to use the model to multiply the 
multi-level aspects that predetermine the employee experiences and performance. 

Third, the model does not capture dimensions of retention quality and instead makes retention a 
binary outcome (stay vs. leave). Workers are mentally absent but can be present in the workplace 
physically a phenomenon known as presenteeism or quiet quitting. Further studies are required 
on the quality of retention, whether engaged versus disengaged retention is different in terms of 
performance, performance, customer service, and contribution to innovation. 

Fourth, the model is silent on external labor market factors which inhibit or facilitate retention. 
Retention issues become hard during tight labor markets, where there are plenty of opportunities 
and the quality of organizational talent management does not matter. On the other hand, when the 
time comes when there are few options due to economic downturns, employees may also stick 
around even when they are not satisfied. The research in future needs to include the conditions in 
labor market as a boundary condition that moderates the relations in the model. 

Fifth, the model concentrates on the employee-side considerations though it pays less attention to 
organizational capability limits. Small and medium-sized services organizations might not have 
the resources to establish powerful employer brands, learning cultures, or all-inclusive leadership 
development initiatives. Future studies would consider how resource-strained organizations 
would employ scaled talent management strategies that maximize the retention within their 
budget constraints. 

Conclusion 

This theoretical paper presented a model of integrated talent lifecycle that explains the 
interdependence between talent acquisition, development, and retention in a service-sector 
environment. Based on the Social Exchange Theory, Psychological Contract Theory, and Job 
Demands-Resources Model, the framework is based on the inter-related antecedents based on 
employer branding, learning culture, leadership support of the organization, and psychological 
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contract fulfillment as antecedent factors in retention mediated by two pathways: engagement of 
employees and perceived organizational support. 

The model contributes to increased theoretical knowledge through synthesizing the 
complementary theoretical viewpoints, explaining mediating processes, taking on an integrated 
lifecycle approach, and considering specifics of the service sector. Practical implications include 
a focus on employer branding genuineness, culture of learning development, enhancing 
leadership support, active psychological contract administration, and a systematic action in 
regard engagement and perceived support as retention leading indicators. 

The model results in ten formal propositions that give empirical tests to be employed in the 
future. The theoretical accuracy and practical application will be improved with the help of 
validation studies based on longitudinal designs, multiple methods and cross-cultural samples. 
The proposed framework enables service organizations to have evidence-based advice to develop 
a sustainable competitive advantage based on competent talent management by shedding light on 
how the acquisition, development and retention processes are interrelated with each other. 

In a world of talent shortage, increased employee demands and heightened competition over 
essential talent, service organizations need complete talent management systems to produce 
optimal results throughout the employment lifecycle. The integrated talent lifecycle model offers 
a theoretical basis on which such systems can be developed, and eventually benefit organizations 
to recruit, develop, and retain human resources needed to provide quality service experiences and 
to attain strategic goals. 
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