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Abstract

This study aims to explore the determinants and outcome of career
competencies. Based on the notion that organizations and individuals have
respective obligations in the career management of employees’, this study
develops perceived “organizational career management’ (OCM) and “career
commitment” as determinants and career satisfaction as an outcome of career
competencies. One of the focuses of this study is placed on the role played
by organizations in supporting the career management of employees. It is
also important to consider the role that played by individuals in developing
their career competencies. In brief this study aims to explore the effects of
OCM and career commitment on career competencies, and the influence of

career competencies on career satisfaction.

Structural equation modelling (SEM) is used to test and estimate the causal
relationships among the constructs. The posited relationships are stated in
the following hypotheses: (1) OCM has a positive direct effect on career
competencies and career satisfaction; (2) career commitment has a positive
direct effect on career competencies and career satisfaction; (3) career
competencies have a positive direct effect on career satisfaction; and (4)
career competencies mediate the relationship between OCM and career

satisfaction and that between career commitment and career satisfaction.



Both qualitative and quantitative research methodologies were applied in the
study. First, in-depth interviews were conducted to collect primary data
about OCM activities and career competencies; next, a pilot test was
undertaken in the province of Shandong to assess the reliability of the four
main constructs; and finally, the main survey was conducted, based on quota
sampling, among managers working in luxury state-owned hotels in China.
A total of 796 valid questionnaires were collected, and the proposed

structural model was tested using AMOS, a statistic software package.

The findings of this study provide strong support for the proposed structural
model and the hypothesized relationships. All of the research objectives are
achieved. The results indicate that both perceived OCM and career
commitments have positive, direct effects on career competencies and career
satisfaction. Career competencies are found to have a positive, direct effect
on career satisfaction and to mediate the relationship between OCM/career
commitment and career satisfaction. All of the hypotheses specified in the
proposed model are statistically validated. Hence, the hypothesized structural
model has strong statistical ability to predict the determinants of the career

competencies and career satisfaction of hotel managers’.

The theoretical contribution of this study to the literature is fourfold. First,
this study develops a three-dimensional measurement scale for OCM
activities in China’s hotel industry following a widely accepted scale

development procedure. Given the scarcity of research into career

il



management in China, the OCM measurement developed in this study is a
welcome addition to the literature and can serve as a foundation for future
research. Second, this study identifies two determinants, one organizational
and the other individual, of career competencies. Third, the findings enrich
career knowledge by revealing the mediating effect of career competencies.
Finally, the study contributes to the literature by purifying and further
developing the measurement scales of career competencies and career

commitment.

The practical contributions of this study benefit both hotel managers and
hotel employees. The findings of the contribution of perceived OCM and
career commitment to both career competencies and career satisfaction could
enable hotels to better design career management strategies to achieve
desired outcomes and could show employees effective ways to enhance

career competencies and career satisfaction.

Key words: Career Competencies, Organizational Career Management,
Career Commitment, Career Satisfaction, Structural Equation Modeling,

China
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Chapter 1. INTRODUCTION

This chapter presents the research background of the study. The first section
provides an overview of the related research, which covers career
competencies, careers in China, hotel development, and hotel ownership in
China. Based on the discussion of the problem statement, the next section
outlines the research objectives and significance of the study. The final

section gives the definitions of the study’s main constructs.

1.1 Background

1.1.1 Career Competencies Today

Technological advances, global competition and evolving organizational
structures have revolutionized how people conceptualize and manage their
careers. Traditionally, in China, the United States, and many other parts of
the world, careers were stable, upward, and based on a linear progression in
one or two firms (Driver, 1982; Schein, 1979). However, today’s dynamic
working environment and flatter organizations have changed this model to
one that features unpredictable, lateral, and multidirectional development
both within and across organizations (Hall, 2003). To promote a better
understanding of this new career logic, the notion of the “boundaryless
career” has been advanced as an important paradigm in career research

(Arthur & Rousseau, 1996). This notion points to the shift that has taken



place in careers from a traditional pre-ordained and linear type of
development to continuously changing career paths in today’s rapidly
changing environment (Arthur, 1994; Arthur & Rousseau, 1996; Littleton &

Arthur, 2000).

Individuals are now expected to navigate their own careers and lifelong
learning opportunities (Anderson, 1999; Hall, 2003; Patton & McMahon,
2001). They no longer put their career in the hands of one employer (Hall,
2002; Hall & Mirvis, 1996), but proactively manage their careers, seeking
out jobs and organizations that meet specific criteria that are important to

them (Storey, 2000).

In line with the need for career self-management is the increased emphasis in
many parts of the world on the personal qualities that are required for
successful career management. Why do some people have successful careers
whereas others do not? Given the trend towards less stable career patterns,
individuals who are successful are those who are able to achieve desired
career progress by enhancing their career competencies (DeFillippi & Arthur,
1994; Eby, Butts, & Lockwood, 2003). Arthur, Clama & Defillippi (1995)
suggest that personal competencies reflect different forms of knowing, and
that intelligent careers reflect the application of these forms of knowing.
They categorize career competencies into three types: ‘knowing why’,
‘knowing whom’ and ‘knowing how’ competencies. The first is related to
career motivation, personal meaning, and identification; the second concerns

career-relevant networks and contacts; and the third involves career- relevant



skills and job-related knowledge. Today, career competencies, the
acquisition of such competencies by the career actor, and their accumulation
over time have become increasingly important for individuals (Arthur,

Inkson, & Pringle, 1999).

1.1.2 Careers in China — A Unique Culture

Although numerous studies over the past two decades have explored the
nature of careers (e.g., Arthur, Khapova, & Wilderom, 2005; Hall, 1996,
2002, 2003), most have focused on careers in the West (e.g., Sullivan &
Arthur, 2006; Sullivan, Carden, & Martin, 1998). To date, few studies of

careers in China have been published (Tu, Forret, & Sullivan, 2006).

Before 1978, when China implemented an open door policy and economic
reforms, Chinese depended heavily on the government to find jobs for them.
All employees in state-owned enterprises were granted lifelong employment
and benefits, and promoted based on seniority. According to Zhang, Hu, &
Pope (2002), a career at that time was defined by the state and introduced to
the younger generation as “an individual’s total contribution to communism
and social improvement” (p.227). Under such conditions, individuals were
placed by the state in jobs that furthered the state’s interests rather than in

those in which they were interested.

Great changes have taken place since China embarked on economic reform

program. People in the current market-oriented economy tend to find jobs on



their own and self-manage their careers (Wong & Slater, 2002). However,
little is known about career competencies and how they affect the Chinese
employees. With the increasing importance of China in the world
marketplace, there is a great need to expand the research into careers in
China (Granrose & Chau, 1996; Sullivan, Carden, & Martin, 1998). The
hotel sector was the first industry in China to employ international
management after 1978, and careers in the hospitality industry have gone
through major upheavals since then. Hence, in investigating careers in China,

hotel employees’ career competencies are a good place to start.

1.1.3 Hotel Development in China

Over the last three decades, hotel development in China has been impressive,
especially given that the modern era started only in the late 1970s. The first
joint-venture hotel was the Jianguo Hotel, established in 1982, which
imported management from the Hong Kong Peninsula Group (Pine, Zhang,
& Qi, 2000). Since then, China has witnessed a rapid growth in its

hospitality industry.

According to the China National Tourism Administration (CNTA), by the
end of 2008, the number of star-rated hotels in China totaled 14,099 (CNTA,
2009). China is also forecast by the World Tourism Organization (UNWTO)
to be the world’s number one tourist destination by 2015, welcoming 130
million tourists each year (UNWTO, 2000). The significant development of

domestic tourism combined with international tourism has accelerated the



growth of the hotel industry in China. Backed by the sustained development
of the economy and the rapidly growing tourism industry in particular, the

hotel industry is expected to prosper.

1.1.4 Hotel Ownership Types in China

China’s hotel industry is characterized by fierce competition, and multiform
ownership and management systems (Pine, 2002). According to the CNTA,
hotel ownership in China is divided into seven types: state-owned,
collectively owned, private, alliance, stock, foreign-invested, and Hong
Kong-, Macao-, and Taiwan-invested hotels (CNTA, 2009). As shown in
Table 1.1 and Figure 1.1, among all the ownership types, state-owned hotels
(SOHs) comprise by far the majority, representing more than 40.3% of all

hotels in China (CNTA, 2009).

Table 1.1 Overview of China’s Hotels by Ownership Types

Hotel Ownership No.of % of No.of %of  No.of % of
Hotels Hotels Hotels Hotels Hotels Hotels
2000 2000 2005 2005 2008 2008

State-owned 6646  63.41 5528  46.74 5686  40.33
Collective 1280 12.21 964 8.15 872 6.19
Share-holding 69 0.65 309 2.61 345 2.45
cooperative

Alliance 176 1.68 72 0.61 75 0.53
Limited liability 383 3.65 1928 16.30 2903 20.59
Limited liability 395 3.77 518 4.38 703 4.99
share

Private-owned 324 3.10 1624 13.73 2643 18.75
Others 375 3.58 315 2.66 311 2.21
H.K., Macao, 414 3.95 314 2.66 339 2.40
Taiwan invested

Foreign invested 419 4.0 256 2.16 222 1.57
Total 10,481 100 11,828 100 14,099 100




Figure 1.1 Hotel Ownership Types in China (CNTA, 2009)
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1.1.5 Development of China’s State-owned Hotels (SOHS)

State-owned hotels are hotel properties that are owned and managed by
various government statutory bodies. With the boom in China’s hotel
industry, China’s SOHs have gone through three stages of change (Heung,

Zhang, & Jiang, 2008).

First stage (prior to 1984). The central government decided, at the Baidaihe
Conference held in 1979, to allow each province to build a model hotel to

receive international tourists. That marked the beginning of the development



of SOHs, which emerged as “political reception hotels”in the early 1980s.
Their main functions were to accommodate visiting leaders and provide
meeting places for national officials and diplomatic guests (Dai, 2003b).

SOHs operated then as political reception sites on a non-economic basis.

Second stage (1984-1993). The rapid development of China’s economy and
tourism industry throughout the 1980s and early 1990s attracted increasing
numbers of investors and tourists, respectively. In 1984, the State Council’s
approval of the CNTA’s requirement for the “Popularization of the Beijing
Jianguo Hotel’s Management” led to the systematic reform of SOHs. The
focus of the reform was to improve the environment for state-owned
enterprise which required legal management, and taxation reform. At the
same time, the huge demand for hotel accommodation by international
tourists stimulated SOHs to transform themselves into general tourist hotels.
Although SOHs maintained a traditional enterprise system, they tended to

operate in a labor, product, and capital market-oriented system.

Third stage (1993 to present). The rapid development of China’s economy
led to a second peak in hotel investment in the 1990s. A hotel investment
policy of diversification and decentralization was adopted to cater for the
needs of the increasing numbers of domestic and international travelers.
Under this policy, the tourism administration, travel agencies, and local
governments were encouraged to invest in the hotel industry. The
diversification of investment accelerated the rapid development of China’s

SOH sector, which grew to include 10,481 hotels with 948,185 rooms by



2000 (CNTA, 2000). During this stage, the operation of SOHs changed, with
the traditional state-owned enterprise system replaced by a modern enterprise
one, which is based on profit-oriented principles. However, differences in
performances have been noted between SOHs and international hotels in
terms of room occupancy, revenue, and profits level (Z. Gu, 2003; Pine,
2002). Restructuring SOHs has become an urgent task for the Chinese
government and major reform measures have included the restructuring of
the state-owned hotel ownership system. The ownership of SOHs and most
other state-owned enterprises (SOEs) has been transferred to private or

foreign companies through acquisitions or mergers.

In summary, the patterns of SOH management and service have changed
enormously over the past thirty years in China. Once serving as political
reception sites that were heavily dependent on the state, SOHs have become
business units that have to make a profit to survive and thrive. They have
successfully developed and innovated their management practices by
combining international management skills with Chinese culture (Cai, Zhang,
Pearson, & Bai, 2000). In the face of global competition, SOHs are looking

for ways to further expand and develop.

Among the development strategies of China’s SOHs are cooperating and
competing with international hotel groups. Many SOHs have emerged as
new brands, including Shanghai-based Jin Jiang Hotel Group, Nanjing-based
Jinling Hotel Group, Beijing-based Jianguo Hotel Group, Shenzhen OCT

Hotel Management, and Guangzhou-based White Swan Hotel Group. By



continuously absorbing advanced management skills and successfully
combining international information with local culture, SOHs and other
kinds of domestic companies “will probably become stronger in the medium-

to-long-term” (Pine, 2002, p.72).

1.2 Problem Statement

1.2.1 Human Resources Challenges among China’s SOHs

The rapid development of China’s hotel industry has lead to an increase in
the demand for qualified employees. However, the growth of SOHs has been
hindered by human resources issues (Dai, 2003a; Xi, 2005), including the
shortage of qualified staff at both the operational and managerial levels (Qiu
& Lam, 2004; H. Q. Zhang & Wu, 2004) and the lower level of staff
productivity of SOHs compared to that of international hotels (Li, 2004). A
2002 survey (Zhang, Cai, & Liu, 2002) showed that hotel employees were
dissatisfied with their current job and saw little professional development in
the industry. China’s hotels are currently experiencing a very difficult
situation in recruiting and retaining high-quality talent (Gu, Kavanaugh, Yu,
& Torres, 2006). Offering opportunities for career advancement has been
identified as one of the most effective strategies to retain qualified staff (Gu,
Zhao, & Yu, 2005; Wong, Siu, & Tsang, 1999), career management has

become increasingly important for SOHs in China..

However, organizational career management is not yet fully understood by

China’s hotel operators (Xiao & Peng, 2007). Most hotels in China offer few



career development prospects (Kong & Baum, 2006). Ineffective career
management in China’s hotels de-motivates employees to achieve their
potentials and negatively impacts their career competencies (Cheng, 2007).
Without sufficient encouragement and support, the career prospects of
employees are relatively dim. Hence, one way that hotels can attract and
retain qualified staff members is by helping them to develop their own
careers and enhancing their career satisfaction (Barnett & Bradley, 2007). To
secure career development, individuals need to cultivate career competencies
(Lichtenstein & Mendenhall, 2002). It is thus useful to explore the respective
roles of organizations and individuals in facilitating the development of

employees’ career competencies.

1.2.2 Research Gap

Although career competencies are critical for both organizations and
individuals, studies of such competencies are mostly theoretical (e.g., Arthur,
Claman, & DeFillippi, 1995; Arthur et al., 1999; DeFillippi & Arthur, 1994),
and there has been little systematic empirical research into the issue to date

(Eby et al., 2003).

The published studies focus on three areas: the conceptualization of career
competencies, ways to improve them, and the relationship between career
competencies and career success. Many studies have explored different
concepts and dimensions of career competencies (Arthur et al., 1999; Ball,

1997; DeFillippi & Arthur, 1994; Inkson & Arthur, 2001; Kuijpers &
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Scheerens, 2006). Sturges, Simpson, & Altman (2003) find that MBA
education is an effective way to develop career competencies. In terms of
outcomes, Eby et al (2003(2003) examine the relationship between career

competencies and career success.

The Proquest Dissertations & Theses database is searched to develop a
profile of existing research relating to career competencies. Using the term
“career competencies”, only three are relevant. Ballenger (1985) explores the
importance of career competencies, while Nihal (2006) tests only the
moderating role of career competencies. The main focus of the latter study is
not career competencies but the relationship between career
boundarylessness and individual well-being. A search of the Hospitality &

Tourism Complete database yields no study relating to career competencies.

Another notable gap in the literature relates to the determinants of career
competencies. Only by exploring the factors that are important in the
development of career competencies can we provide valuable guidance to
both organizations and individuals. This study therefore explores

organizational and individual influencing factors.

1.3 Theoretical Background

With the development of career theory, Baruch (2006) proposes a balanced
view of the management of career in organizations and beyond. The balance

means that both organizations and individuals have respective obligations in
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the career management of employees (Baruch, 2006). In today’s dynamic
environment, the change in career systems does not mean that organizations
lose their roles in managing careers. In stead, the organization has a new role
by acting as the developer and enabler of its employees. At the same time,
individuals should navigate and manage their own careers. The responsibility
for career management lies in both individuals and in the organization they
work for. The joint responsibility of organization and individual in career
management will result in greater effectiveness. This balanced view of

career management serves as a theoretical foundation for this study.

1.4 Proposed Theoretical Framework

This study aims to identify the determinants and outcome of career
competencies. Based on the balanced view of career management (Baruch,
2006), this study investigates organizational career management (OCM) and
career commitment as two determinants and career satisfaction as an
outcome of career competencies. A theoretical framework is proposed that
comprises four constructs: (1) career competencies, (2) perceived OCM, (3)

career commitment, and (4) career satisfaction.

In the conceptual framework, perceived OCM and career commitment are
treated as exogenous variables that are positively related to career
competencies and career satisfaction, which are conceptualized as

endogenous variables. It is posited that in addition to having a direct positive
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influence on career satisfaction, career competencies also mediate the

relationship between OCM/ career commitment and career satisfaction.

1.5 Research Objectives

This study aims to identify the determinants and outcome of career
competencies. As organizations and individuals are jointly responsible for
the career management of employees, this study will explore the effect of
perceived OCM and individual career commitment on career competencies,
and the influence of career competencies on career satisfaction. The study
also aims to develop a measurement of OCM activities in China’s SOHs.

Hence, the specific objectives of the study include:

To identify the organizational determinant of career competencies;

To identify the individual determinant of career competencies;

To examine the direct effect of career competencies on career
satisfaction;

To examine the direct effect of perceived OCM on career satisfaction;

To examine the direct effect of career commitment on career satisfaction;

To investigate the mediating effect of career competencies on the
relationship between perceived OCM and career satisfaction;

To investigate the mediating effect of career competencies on the
relationship between career commitment and career satisfaction; and

To develop a measurement of OCM activities that can be applied in the

context of the hotel industry in China.
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1.6 Significance of the Study

The current study provides an in-depth examination of career competencies
by exploring their determinants and outcomes. There is very little holistic
research into career competencies, and this comprehensive study fills the

research gap by generating both theoretical and practical contributions.

This study makes theoretical contributions in three main areas. First, this
study develops a three-dimensional measurement scale for OCM activities in
China’s hotel industry following a widely accepted scale development
procedure. Given the scarcity of relevant information on career management
in China, the OCM measurement developed in the current study could serve
as a foundation for future research. Although OCM activities in the West
have been extensively examined by researchers including Gutteridge (1986),
Louchheim and Lord (1988), Baruch (1996, 2003), and Baruch and Peiperl
(2000), these activities might not be applicable in China. The present study is
unique in providing a comprehensive view of career activities in China and

developing a measurement of OCM in the Chinese setting.

Second, the exploration of how organizational and individual variables
influence career competencies provides a more balanced approach to the
theoretical development of the field. Based on the notion that organizations
and individuals have respective obligations in the career management of
employees (Hall, 2003; Orpen, 1994), this study takes perceived OCM and

career commitment to be two determinants of career competencies.
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Therefore, it can provide valuable knowledge to building the theoretical

foundation of career research.

Third, the results of this study enrich career knowledge by examining the
mediating effect of career competencies. Although they may directly
influence career satisfaction, they may be better conceived as a variable
mediating the effect of other variables on career satisfaction, that is, career
competencies may act as carriers or transporters of information along the
causal chain between OCM/career commitment and career satisfaction. A
better understanding of the mediating process by which organizational and
individual variables impact career satisfaction will contribute to career

theory.

Finally, the study contributes to the literature by purifying and further
developing the measurement scales of career competencies and career
commitment. The measurement items for these two constructs were
developed in studies conducted in Western setting (Blau, 1993; Eby et al.,
2003), and might be restricted in another setting. Rather than simply
adopting these measures, this study conducts EFA and CFA to examine the
validity and reliability of the measurement items. The constructs of career
competencies and career commitment are further purified and proven to be

valid in the context of China’s hotel industry.

The practical contributions of this study benefit both hotels and hotel

employees. From the organizational perspective, a greater understanding of
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the determinants of employees’ career competencies could help in the
development of the core competencies of hotels as the former competencies
complement the latter ones. Core competencies are those limited activities
that the firm can presently do, and continue to learn to do, better than its
competitors (Arthur, Claman, & DeFillippi, 1995). Competency
accumulation can contribute significantly to the unfolding competencies of
the firm and its host industry (Arthur et al., 1999; DeFillippi & Arthur, 1994).
Investing in enhancing employees’ career competencies will in turn
strengthen and extend hotels’ core competencies. Based on the results,
recommendations and future directions are presented to assist hotels in

formulating strategic human resources management policies.

Examining the relative contribution of OCM to employee career satisfaction
can help organizations in determining whether investment in supporting
employee career development provides adequate benefits. This will enable
organizations to better design career management strategies to achieve the
desired outcomes. That is, hotels can carry out activities to enhance
employees’ career satisfaction and so potentially increase their ability to
attract and retain employees. In addition, information about the career
competencies of Chinese managers will be useful for foreign investors that

are interested in investing in hotels in China.

From the individual perspective, the study findings will help hotel staff to
understand the ways in which they can enhance their career competencies

and develop sound career paths. Changes in the economic, technological, and
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business environment have significantly impacted people’s career attitudes
and lead to career self-management (Arthur et al., 2005; Hall, 2003). By
developing ‘knowing why’, ‘knowing whom’ and ‘knowing how’
competencies, employees are more likely to have successful careers.
Employees can enhance their career competencies by committing to their

careers and by participating in organizational career practices.

1.7 Definition of Terms

1.7.1 Career Competencies

Career competencies include three components: ‘knowing why’, ‘knowing
whom’ and ‘knowing how’. The first is related to career motivation, personal
meaning, and identification; the second concerns career-relevant networks
and contacts; and the third involves career-relevant skills and job-related
knowledge that accumulate over time and contribute to both the
organization’s and the individual’s knowledge base (Arthur, Clama &
Defillippi, 1995; Arthur et al., 1999; Defillippi & Arthur, 1996). In today’s
environment, individuals with greater career competencies are more likely to
enjoy successful careers (DeFillippi & Arthur, 1994; Eby et al., 2003).
Hence, these career competencies are increasingly important for individuals

(Arthur et al., 1999).
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1.7.2 Organizational Career Management (OCM)

OCM, also known as ‘“organizational support for career development” or
“organizational sponsorship”, refers to the programs, processes and
assistance provided by organizations to support and enhance their
employees’ career success (Ng, Eby, Sorensen, & Feldman, 2005; Orpen,
1994). Nowadays, the organization plays a new role in the career
management system by acting as a supporter and developer of its human
assets. Effective career management policies are important for not only

organizations but also their employees.

1.7.3 Career Commitment

Blau (1985) defines career commitment as one’s attitude towards one’s
profession or vocation. It is a psychological link between a person and his or
her occupation that is based on an effective reaction to that occupation (Lee,
Carswell, & Allen, 2000). A person with strong career commitment will be
more strongly experience more positive feelings about the occupation than

someone with weak career commitment.

1.7.4 Career Satisfaction

Career satisfaction is defined as the satisfaction that individuals derive from
intrinsic and extrinsic aspects of their careers, including pay, advancement,
and developmental opportunities (Greenhaus, Parasuraman, & Wormley,

1990). Employees’ perceived career satisfaction reflects how they feel about
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their career-related roles, accomplishments, and success. Career satisfaction

1s an important predictor of career success.

1.8 Organization of the Thesis

This thesis is composed of eight chapters as shown in Figure 1.2. Chapter 1
introduces the research background, identifies the research gap, and proposes
the conceptual framework of the study. Based on the research objectives, it
then outlines the study’s theoretical and practical contributions. Chapter 2
reviews the literature on OCM, career commitment, career competencies,
and career satisfaction. It also provides a comprehensive review of human

resources issues in the hospitality sector in China.

Chapter 3 elaborates the conceptual framework, which is grounded in the
extensive literature review and theory support. Following the theoretical
framework, it proposes the hypotheses of the causal relationships among the
constructs. Chapter 4 presents the exploratory study of the development of
an initial instrument to measure OCM, which includes specifying the domain

of the construct, developing the initial items, and purifying the measures.

Chapter 5 covers the research methodology. It discusses the research design,
measurement of each construct, pilot test, and the main survey. Chapter 6
presents the findings of the main survey and model testing. It assesses the

measurement model of each construct, the overall measurement model, and
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the structural model. The chapter concludes with a multiple--group analysis

and provides evidence of the model’s equivalence across different groups.

Chapter 7 discusses the overall performance of the model and the structural
relationships, and presents the conceptual and practical contributions of the
study. Chapter 8 summarizes the results and confirms the achievement of all
research objectives. The thesis concludes with a discussion of the study

limitations and recommendations for future research.
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Figure 1.2 Thesis Organization
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Chapter 2. LITERATURE REVIEW

This chapter reviews the literature relating to OCM, career commitment,
career competencies, and career satisfaction. It first presents a balance view
of career management, which serves as the theoretical foundation of this
study. The next sections provide respectively a review of the review of the
theoretical research into intelligent career competencies and a discussion of
the role of OCM, effective activities, and research into OCM in the
hospitality industry. The conceptualization, measurement scale, and
determinants of career commitment are presented, followed by the
conception, importance, and effects of career satisfaction. The final section
concludes the chapter by providing a comprehensive review of human

resources issues in the hospitality sector.
2.1 Career Management —A Balanced View

Rapid economic and technological development has led to significant
organizational change. To be competitive, organizations have to swiftly
respond to changing market conditions. The organizational environment is
dynamic, and careers are unpredictable, lateral, and multidirectional.
Researchers (e.g., Adamson & Doherty, 1998) propose that organizations
can no longer afford to direct their employee’s careers only to achieve
organizational objectives. Individuals have become more involved in

managing their own careers rather than expecting their employers to manage
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them (Hall, 2003; Hall & Mirvis, 1996). However, the function of

organizations in career management should not be neglected (Orpen, 1994).

Baruch (2006) proposes a balanced view of career management, which
focuses on the relationship between the employee and the organization and
the joint managing of the individual’s career. It suggests that the ideal way
for career management is that practiced by organization and individual
jointly. The change in career systems does not mean that organizations need
to lose their role in managing career, rather they can support and develop
their human assets (Baruch, 2006). According to this balanced view, the
organization and the individual have respective obligations in managing
careers. The responsibility for career management lies in both individuals
and in the organizations they work for. Such an approach can be instrumental
in the achievement of success for individuals and hence the organizations
that employ them. Baruch’s (2006) balanced view provides the theoretical
foundation for the current study, which aims to identify the individual and
organizational factors that facilitate the development of employees’ career

competencies and career satisfaction.

2.2 Career Competencies

2.2.1 Concepts of Career Competencies

Inspired by the competency-based and learning-centered view of the
“intelligent enterprise” (Quinn, 1992), Arthur et al., (1995) suggest that

personal competencies reflect different forms of knowing, and the intelligent
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careers reflect the application of these forms of knowing. Career
competencies fall into three categories: ‘knowing why’, ‘knowing whom’
and ‘knowing how’. The first is related to career motivation, personal
meaning, and identification; the second concerns career-relevant networks
and contacts; and the third involves career-relevant skills and job-related
knowledge that accumulate over time and contribute to both the
organization’s and the individual’s knowledge base (Arthur et al., 1995,

1999; Defillippi & Arthur, 1996).

The high rate of career change suggests that individuals are engaged in the
construction of portfolio careers that involve the progressive accumulation of
work experience, skills, and qualifications (Anderson, 2005). With jobs and
career patterns shorter term and less stable, individuals who are successful
are those who are able to achieve desired career progress by enhancing their
career competencies (DeFillippi & Arthur, 1994; Eby et al., 2003).
Individuals with greater career competencies are more likely to be successful
in their careers. Hence, career competencies have become increasingly

important (Arthur et al., 1999).

It is instructive to know the difference between “career competencies” and
the more widely-known idea of “managerial competencies” (Baker, 1991).
According to Arthur et al, (1999), studies of managerial competencies are
based on concepts of a company’s competency needs and corresponding
individual managerial skills. They are typically framed in conventional,

work-based schema of “technical competencies”, “‘interpersonal

24



competencies”, and “conceptual” or “strategic competencies”, and relate
directly to the job to be performed. In contrast, the “career” spans wider
social roles, occupies a much longer time-frame than the “job”, and provides
a more complex framework for conceptualizing competencies and their

accumulation” (p.124).

Although career competencies are personal competencies, they have the
potential to become competencies of the employing institution (Arthur et al.,
1999). An individual’s career competencies are considered to complement an
employing firm’s core competencies, which are those limited activities that
the firm can presently do, and continue to learn to do, better than its
competitors (Arthur et al., 1995). Therefore, competency accumulation can
contribute significantly to the unfolding competencies of firms and their host

industries.

2.2.2 Career Competencies of the Intelligent Career

The importance of career competencies is well recognized (Arthur et al.,
1999; Ball, 1997; DeFillippi & Arthur, 1994; Eby et al., 2003; Hackett &
Doty, 1985; Jones & Lichtenstein, 2000; Kuijpers & Scheerens, 2006;
Kuijpers, Schyns, & Scheerens, 2006; Sturges, Simpson, & Altman, 2003).
Using different approaches, researchers have analyzed what kinds of career
competencies employees need to possess and developed dimensions of

career competencies.
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In the literature on career competencies, studies of intelligent career
competencies merit particular attention. Arthur, Clama & DeFillippi (1995)
suggest that an intelligent career involves the development of ‘knowing why’,
‘knowing whom’, and ‘knowing how’ competencies, and promote a set of
principles that underline intelligent enterprise employment arrangements.
Firm competencies are broadly related to a firm’s culture, know-how, and
networks, with each arena of firm competency having a corresponding arena
of career competency (Arthur & Claman, 1995; Arthur et al., 1995; Arthur et
al., 1999; DeFillippi & Arthur, 1994). Cumulative career competencies are
typified in people’s beliefs and identities, skills and knowledge, and
networks of relationships and contacts (Arthur et al., 1995; DeFillippi &
Arthur, 1994). In summary, individual competencies reflect the three forms
of knowing and intelligent careers reflect the application of these forms of

knowing (Arthur et al., 1995; Inkson & Arthur, 2001).

The ‘knowing why’ competency answers the question ‘why’ as it relates to
career motivation, personal meaning, and identification (DeFillippi & Arthur,
1994). This competency is associated with one’s motivational energy to
understand oneself, explore different possibilities, and adapt to ever-
changing work situations (Arthur et al., 1999). It involve three variables,
namely, career insight, proactive personality, and openness to experience
(Eby et al., 2003). The first, career insight, captures the extent to which one
has realistic career expectations, knowledge of one’s strengths and

weaknesses, and specific career goals (London, 1993; Noe, Noe, &
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Bachhuber, 1990). The second, proactive personality, refers to a
dispositional tendency towards proactive behavior (Eby et al., 2003).
Individuals who are highly proactive are able to identify opportunities and
act on them, demonstrate initiative, and persist in pursuing career goals when
confronted by obstacles and setbacks (Bateman & Crant, 1993). The third,
openness to experience, is related being imaginative, curious, broad-minded,
and active (Barrick & Mount, 1991). People with this trait also seek out new

experiences and are willing to acquire new ideas.

The ‘knowing whom’ competency concerns career-relevant networks and
contacts (DeFillippi & Arthur, 1994) (p309). ‘Knowing whom’ contacts
include relevant relationships inside an organization, such as bosses, peers,
and subordinates, but also extend to contacts with the company’s customers,
such as suppliers and consultants, and personal connections, such as
professional and social acquaintances (Inkson & Arthur, 2001; Parker &
Arthur, 2000b). This competency involves three variables, namely,
mentoring relationships, networks within the organization, and networks
outside the organization (Eby et al., 2003). Mentoring relationships are
important developmental experiences for individuals and valuable sources of
learning. Individuals who are involved in a mentoring relationship take an
increased responsibility for their own career (Murphy & Ensher, 2001).
Networks within and outside the organization are important elements of

career success. Individuals can benefit greatly from networking by gaining
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necessary support and developmental assistance (Kirchmeyer, 1998), and up-

to-date skills (Higgins & Kram, 2001).

The ‘knowing how’ competency reflects career-relevant skills and job-
related knowledge that accumulate over time and contribute to both the
organization’s and the individual’s knowledge base (Arthur et al., 1999;
DeFillippi & Arthur, 1994). It involve two variables, career-/job-related
skills and career identity, the latter of which reflects the directional
component of career motivation (Noe et al., 1990). Individuals who have a
strong career identity tend to spend time and energy developing career-

related skills and competencies (Arthur et al., 1999).

These conceptualizations of career competencies are comprehensive and can
well explain the qualities that employees need to possess for career self-
management. The above definitions have been echoed by Eby et al. (2003)
and enriched by identifying relevant variables to each competency and
examining the relationships between each competency and career success.
Their study illustrates the relative importance of each as predictors of career
success and the findings will serve as a foundation for future empirical

research.

2.2.3 Determinants of Career Competencies

Although the importance of career competencies is widely acknowledged

among researchers, few studies have explored the determinants. The
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literature mainly focuses on three areas: the kinds of career competencies
that employees should possess (Arthur et al., 1999; Ball, 1997; DeFillippi &
Arthur, 1994; Inkson & Arthur, 2001; Kuijpers & Scheerens, 2006), the
means to develop career competencies (Sturges, Simpson, & Altman, 2003),
and the correlation between career competencies and career success (Eby et
al., 2003; Kuijpers, Schyns, & Scheerens, 2006). A notable gap in the
theoretical and empirical research is the examination of the factors that
influence career competencies (Eby et al., 2003). The current study therefore
explores the respective roles of organization and individuals in developing
employees’ career competencies, and in turn, the effect of these
competencies on career satisfaction. By exploring the factors which are
important for career competencies this study aims to provide valuable

guidance to both individuals and organizations.

2.2.4 Career Competencies in the Hospitality Industry

In the hospitality literature, whereas many studies have focused on
identifying leadership/managerial competencies that contribute to high levels
of performance and managerial success (Baum, 1990; Brownell, 1991;
Christou, 2002; Siu, 1998; Tas, LaBrecque, & Clayton, 1996; Tesone &
Ricci, 2006; Tracey & Hinkin, 1994), only a few have explored the career

competencies that are related to career management and career satisfaction.

For example, Chung (2000) examines the competencies that are required of

hotel employees and finds that problem identification is the most important
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competency for career success, while Brownell (2008) identifies a positive
attitude and effective listening as critical competencies for career
development. A previous study of Brownell (1994) reveals that
communication skills and job-related activities are critical factors
influencing career advancement. Listening competence is ranked the most
important communication skill for career advancement, and hard work, a
positive attitude, and communication effectiveness are regarded as the three

most essential items of behaviors contributing to career development.

Most studies focus more on job performance and managerial competencies
than on career management or career competencies. Brownell (2008) defines
a competency as “a skill or personal attribute/ability that is required to be
effective on the job—that is critical to achieving targeted outcomes” (p. 138),
while Chung (2000) argues that competency is demonstrated by the

achievement of required skills and knowledge.

This study differs from the previous studies in two aspects. First, it focuses
on intelligent career competencies in three dimensions—‘knowing why’,
‘knowing whom’, and ‘knowing how’. Second, it uses a comprehensive

approach to explore the determinants and outcome of career competencies.
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2.3 Organizational Career Management (OCM)

2.3.1 The Role of OCM

OCM, which is also known as ‘“organizational support for -career
development” or “organizational sponsorship”, refers to the programs,
processes and assistance provided by organizations to support and enhance

employees’ career success (Ng et al., 2005; Orpen, 1994).

Career competencies are of concern to not only individuals but also to
organizations as personal competencies have the potential to become the
competencies of the employing institutions (Arthur et al., 1999) and
employees’ personal success can eventually contribute to organizational
success (Judge, Higgins, Thoresen, & Barrick, 1999). Therefore,
organizations should seek creative ways to motivate and retain the best talent,
such as helping qualified employees to develop their careers and enhancing

their career satisfaction (Barnett & Bradley, 2007).

Although the responsibility for career management has been transferred from
the organization to the individual, the function of OCM should not be
neglected (Hall & Moss, 1998; Herriot, Gibbons, Pemberton, & Jackson,
1994). The organization plays a new significant role in career management
system as a supportive enabler and developer of its human assets rather than

taking the traditional ‘command and control’ approach (Baruch, 2006).
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2.3.2 Research into OCM Activities

The career management strategies used by organizations have been well
researched and implemented in western countries. Many researchers,
including Baruch (2003), Baruch & Peiperl (2000), Bowen & Hall (1977),
Walker & Gutteridge (1979), Gutteridge, Leibowitz, & Shore (1993), and
Louchheim & Lord (1988) have explored OCM across a broad range of

Western economies.

In an early study of OCM practices, Bowen & Hall (1977) discuss
alternative career planning techniques and their potential advantages,
shortcomings, and probable impacts on psychological success and identity
integration. They propose a variety of career management activities, such as
individual activities, counselor-client activities, and the boss acting as
counselor or coach, and focus on career practices that are individually rather

than organizationally based.

Walker & Gutteridge (1979) propose ten OCM practices. However they
combine OCM activities with human resources management activities, such
as recruitment and work-family interface. Gutteridge (1986) profiles five
groups of common practices in organizational career development programs:
individual counseling, internal labor market information, placement
exchanges, organization potential assessment processes, and developmental
programs. In addition to classifying career management practices, Gutteridge

(1986) elaborates in detail the activities undertaken as part of each practice
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and their respective functions. Portwood & Granrose (1986) assess the
effectiveness of career management activities and find a strong correlation
between mentoring and periodic supervisory career reviews and the attitudes

of employees.

Gutteridge et al. (1993) provide perhaps the most comprehensive list of
OCM activities (Baruch & Peiperl, 2000) to date. They investigate over 1000
large U.S. organizations and identify 32 kinds of career development
activities, which they classify into six groups: employee self-assessment
tools, organization potential assessment processes, internal labor market
information exchanges, individual counseling or career discussions, job-
matching systems, and development programs. The general classification of
OCM practices presented by Gutteridge et al. (1993) form the foundation for
later research. However, their study focuses purely on career management in
the United States, a country in which OCM practices are comparatively

advanced.

Based on a survey of 120 British managers undertaking an MBA programme,
Iles & Mabey (1993) identify nine aspects of career management and explore
their effectiveness, availability, and acceptability. The OCM activities
include career reviews with superiors, psychometric testing and feedback,
career planning workshops, self-assessment materials, the provision of career
paths information, fast-track programs, developmental assessment centers,
assigned mentors and informal mentors. Among these, career reviews with

superiors is the most commonly adopted practice, followed by informal
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mentoring and the provision of career path information. However, the results
of this study should be interpreted with caution as the small sample of 120

managers limits the generalizability of the authors’ findings.

According to Herriot et al. (1994) the career management practices of an
organization are based on five items: (1) the importance that the organization
attaches to training and development; (2) the extent to which the
organization informs employees about job moves and opportunities; (3)
whether the organization provides career development opportunities for a
few or more widely; (4) the degree of choice that the organization allows
individual employees with respect to career moves; and (5) the extent to
which the organization operates fair career procedures and agreements. The
authors do not define specific OCM practices as they believe that the

classification of OCM practices is too general.

Selmer, Ebrahimi, & Li (2000) review a number of OCM practices including
job postings, career path information, annual performance reviews, fast track
programs, career planning information, individual career counseling, career
testing, coaching/mentoring, assessment centers, and career planning
workshops. Among these, the most common is the performance of annual
performance reviews while the least common is the provision of career path
information. Assessment centers and job postings are also rare. Although the
researchers clearly describe the different types of career support provided by

organizations, there remains a need to explore a wider variety of activities.
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Baruch (1996, 2003) and Baruch & Peiperl (2000) provide a detailed
analysis of OCM practices. They identify 20 OCM practices based on
surveys of 254 companies and 25 leading academic scholars. The
participating organizations in Baruch and Peiperl’s (2000) study reflect a
reasonably broad sample of organizations, including firms from the service
(17%) and manufacturing (39%) sectors, and public sector institutions (44%).
The findings of their comprehensive study likely cover the complete range of
career management activities (Baruch & Peiperl, 2000). Baruch (2003) uses
these earlier studies as the basis for proposing a normative model of
organizational career management and gives a detailed explanation of each
career practice discussed. The 20 OCM practices developed by Baruch (1996,
2003), and Baruch & Peiperl (2000) are important references for the current
study. They include: performance appraisal as a basis for career planning;
assessment center; peer appraisal, upward (subordinate) appraisal; career
counselling by a direct supervisor; formal mentoring; career workshops;
common career paths; dual ladder ( parallel hierarchy for professional staff);
written personal career planning (as done by the organization or jointly);
retirement preparation programs; succession planning; books and/or
pamphlets on career issues; postings regarding internal job openings; formal
education as part of career development; and lateral moves to create cross-

functional experience.
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Table 2.1 Selected OCM Activities

Year

Author(s)

OCM Activities

1977

1986

Bowen &
Hall

Gutteridge

A) Individual activities
1.Personal planning with possible aid of self-help materials

B) Counselor-client activities
1. Testing approach: guidance counselor administers vocational
interest and aptitude tests and gives feedback to client; provides
information on occupations, job market, and job hunting
techniques.
2. Counselor approach: emphasis on interpersonal

exploration of client’s needs with counselor.

3.Combination of testing and clinical approaches

C) Boss as counselor or coach
1. Superior regularly or periodically assesses subordinate’s
performance and provides feedback and suggestions for
improving performance and /or career opportunities

A) Self-assessment tools
1. Career planning workshops
2. Career workbooks
3. Preretirement workshops

B) Individual counseling
1. Personnel staff
2. Professional counselor—internal, external
3. Outplacement
4. Supervisor or line manager

C) Internal labor market information/placement exchanges
1. Job posting
2. Skills inventories
3. Career ladders/career path planning
4. Career resource centers
5. Other career communication formats

D) Organization potential assessment processes
1. Assessment centers
2. Promotability forecasts
3. Replacement/succession planning
4. Psychological testing

E) Developmental programs
1. Job rotation
2. In-house human resources development programs
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1993

1993

Iles &
Mabey

Gutteridge,
Leibowitz &
Shore

3. External seminars/workshops

4. Tuition reimbursement/educational assistance
5. Supervisor training in career counseling

6. Dual-career programs

7. Mentoring systems

. Career reviews with superiors

. Psychometric testing and feedback

. Career planning workshops

. Self-assessment materials

. Information on career paths

. Fast-track programs

. Developmental assessment centers

. Assigned mentors and informal mentors

03N LB~ W~

A) Employee self-assessment tools
1. Career planning workshops
2. Career workbooks (stand alone)
3. Preretirement workshops
4. Computer software

B) Organization potential assessment
1. Promotability forecasts
2. Psychological testing
3. Assessment centers
4. Interview process
5. Job assignment

C) Internal labor-market information exchanges
1.Career information handbooks
2.Career ladders or dual-career ladders
3.Career resource centers
4.0ther career information formats or systems

D) Individual counseling or career discussions
1. Supervisor or line manager
2. Senior career advisers
3. Personnel staff
4. Specialized counselor—internal, external

E) Job-matching systems
1. Informal canvassing
2. Job posting
3. Skills inventories or skills audits
4. Replacement or succession planning
5. Staffing committees
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1994

2000

2000

Herriot,
Gibbons,
Pemberton,
& Jackson

Selmer,
Ebrahimi, &
Li

Baruch &
Peiperl

6. Internal placement systems

F) Development programs

. Job enrichment or job redesign

. Job rotation

. In-house training and development programs
. External seminars or workshops

. Tuition reimbursement

. Supervisor training in career discussions

. Dual-career couple programs

. Mentoring systems

. Employee orientation programs

O 00 1 N N B W —

1. The importance that organizations attach to training and

development

2. The extent to which organizations inform employees about job
moves and opportunities

3. Whether organizations provide career development
opportunities for a few or more widely

4. The degree of choice that organizations permit individual
employees with respect to career moves

5. The extent to which organizations operate fair career procedures
and honor agreements

. Job posting

. Career path information

. Annual performance review
. Fast track programs

. Career planning information
. Individual career counselling
. Career testing

. Coaching/mentoring

. Assessment centers

0.Career planning workshops

— O 00 1IN DN W~

. Peer appraisal for career planning
. Assessment centers

. Peer appraisal

. Upward appraisal

. Counseling by manager

. Counseling by human resources manager
. Formal mentoring

. Career workshop

. Common career paths

10. Dual ladder

11. Written career plans

O 0 1NN B W —
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12. Retirement preparation
13. Succession planning
14. Books/pamphlets

15. Job posting

16. Formal education

17. Lateral moves

2003  Baruch
(2003)

. Job posting
. Formal education
. Performance appraisal as a basis for career planning
. Career counseling--direct supervisor, HR department
. Lateral moves
. Retirement preparation programs
. Succession planning
. Mentoring
Common career paths
. Dual career ladder
. Booklets and /or pamphlets on career issues
. Written personal career planning for employees
. Assessment centers
. Development centers
. 360° performance appraisal systems
. Career workshops
. Induction/orientation
. Special programs
. Building psychological contracts
. Secondments

01N DN B~ WK =

N,—,—,—,—,—,—,—,—,—,—\o
SOOI NP W~ O

Taken together, the studies summarized in Table 2.2 give a comprehensive
overview of career management practices and likely cover the whole range
of OCM activities used by employers. They are therefore important
references and provide key implications for further study. However, the
OCM activities identified in these studies are undertaken in Western
countries, and thus might not be applicable in China. A clear and generally
acceptable measurement of OCM related to the hotel industry in China has

not yet been developed. It is therefore necessary to explore how career
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management is handled in China’s hotel sector and to develop a new scale

that captures hotel career management in China.

2.3.3 OCM in the Hospitality Industry

Tourism researchers have examined the influence of specific OCM activities
on careers. For example, Ayres (2006) notes that mentoring programs in the
hospitality industry are increasingly popular as they help individual
employees to cope with the dynamic nature of tourism. Walsh & Taylor
(2007) find that the main benefits that hotel employees seek from their
employers are opportunities for growth and development, support, and
compensation. Iverson (2000) identifies significant relationships among a
complex set of organization-wide practices (including employee career
opportunities and opportunities to develop new skills) and the effectiveness
of valuing diversity. Although employees tend not to rely on their companies
to take charge of their careers, they do expect organizations to provide career
development support (Walsh & Taylor, 2007). However, these studies
explore only a few career practices. There is a paucity of research into the
development of models or measurement scales related to hotel career
management in China. In addition, most hospitality research is based on
qualitative methods, and to date there have been few systematic empirical

studies of career management.
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2.4 Career Commitment

2.4.1 Concept of Career Commitment

Career commitment has long been a topic of research interest. It has been
defined as one’s attitude towards one’s profession or vocation (Blau, 1985).
It is one’s motivation to work in a chosen vocation (Carson & Bedeian,
1994). Many studies of career commitment can be found in the literature,
including those of Blau (1985,1988, 1989, 1999), Meyer, Allen, & Smith
(1993), Morrow (1983), Morrow & Goetz (1988), and Morrow & Wirth

(1989).

2.4.2 Measurement of Career Commitment

The terms career, occupation, and profession have been used somewhat
interchangeably in the commitment literature (Lee et al., 2000). Based on his
definition of career commitment as one’s attitude towards one’s profession
or vocation, Blau (1985) developed an eight-item instrument of career
commitment, showing it to be distinct from other work attitudes such as job

involvement or work or organizational commitment.

Although a significant number of studies have used Blau’s (1985) measure
of career commitment, concerns have been raised about the instrument. For
example, Carson & Bedeian (1994) questioned Blau’s measure in terms of
conceptualization and methodology. Not only is the measure one

dimensional but the occupational withdrawal intention and career
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commitment items overlap (Carson & Bedeian, 1994). Although the
operationalization of the variables has been debated, the instrument has been
found to have good discriminate validity and generalizability (Blau, 1985,
1988, 1989, 1999), good reliability (Aryee & Tan, 1992; Goulet & Singh,
2002), and good psychometric properties (Morrow, 1993). In addition,
Blau’s construct has been found to be distinctly different from other work
commitment variables, such as job involvement or organizational
commitment (Chang, 1999; Cohen, 1999; Morrow & Goetz, 1988). Morrow
(1993) thus recommends this measure “for use in future studies seeking to
include career commitmen [because it] appears to be the cleanest

conceptualization with the best psychometric properties” (p. 28).

2.4.3 Career Commitment in the Hospitality Industry

Hospitality managers actively manage their careers, and the level of their
organizational and professional commitment are influenced by job features
(Walsh & Taylor, 2007). If hotels address employees’ career needs and offer
challenging jobs, then employees are more likely to be committed to their
profession or career. In a study of convention-service professionals,
Montgomery & Rutherford (1994) find that employees with higher titles
have a higher level of commitment compared to those with lower titles, and
that one of the most important factors influencing career commitment is the

value that the organization attaches to convention services.
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Foreign language skills (Leslie & Russell, 2006) and professional
certifications (Damitio & Schmidgall, 2001) have significant effects on the
level of employees commitment to a hospitality career. When employees are
confident about their ability to meet the demands of their position, they are
likely to become increasingly aligned with their career. A UK study of hotel
and catering career choice and career commitment found that those with a
Higher National Diploma were more likely to remain in the hospitality
industry than those with a Bachelor’s Degree, and that the former pursued a
career in the hospitality sector because of the relatively fewer opportunities
open to them rather than a stronger commitment to the industry (Purcell &

Quinn, 1996).

Studies of career commitment in the hospitality industry are summarized in
Table 2.2. Generally, they analyze only the factors that influence career
commitment, and little attention has been paid to its outcomes. As career
commitment is related to motivation to work in a chosen profession, it is

important to explore the effect of career commitment on career competencies.
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Table 2.2 Selected Papers on Career Commitment

Year Author(s) Study Focus Major Concepts/Variables
1994 Montgomery & Job title and career Convention service, job title,
Rutherford commitment career commitment
1996 Purcell & Vocational education Vocational education, career
Quinn and career commitment management, comparison
2001 Damitio & Professional Professional certification,
Schmidgall certification and career  perceived value, career
commitment commitment
2006 Leslie & Foreign language and Language skills, higher
Russell career commitment education, career commitment
2007 Walsh & Job value and career Job value, organizational
Taylor commitment commitment, career
commitment

2.5 Career Satisfaction

2.5.1 Concepts of Career Satisfaction

Career satisfaction is defined as the satisfaction that individuals derive from
the intrinsic and extrinsic aspects of their careers, including pay,
advancement, and developmental opportunities (Greenhaus et al., 1990).
Career satisfaction reflects how people feel about their career-related roles,
accomplishments, and career success. It is commonly measured using the
five-item scale developed by Greenhaus et al (1990). In a recent review of
papers relevant to career satisfaction conducted by Arthur et al. (2005), 14
among 20 studies of career satisfaction used the career satisfaction scale of

Greenhaus et al., (1990).

Career satisfaction is an important predictor of career success, which is

defined as the accumulated positive work and psychological outcomes
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resulting from one’s work experiences (Seibert & Kraimer, 2001). Career
success has been conceptualized to comprise both extrinsic and intrinsic
outcomes and thus is measured using objective and subjective indicators
(Barley, 1989; Nabi, 1999; Stebbins, 1970). Objective career success
indicates an external perspective that delineates more or less tangible
indicators of an individual’s career situation (Arthur, Khapova, & Wilderom,
2005). Indicators of objective career success include salary (Tharenou, 2001),
promotion (Judge et al., 1995), family structure (Schneer & Reitman, 1993),
and job level (Judge & Bretz, 1994). Subjective career success is defined as
“individuals’ feelings of accomplishment and satisfaction with their careers”
(Judge et al., 1995, p. 487), and is most often measured by career satisfaction
(Judge et al., 1999; Ng et al., 2005). Although objective career success
comprises visible outcomes, it usually depends on a third-person perspective.
Therefore, it cannot reflect a person’s appraisal of his or her own success. In
recent years, subjective measures of career success have become
increasingly important (Arthur et al., 2005; Parker & Arthur, 2000a), with

career satisfaction a significant predictor of career success.

2.5.2 Career Satisfaction and Its Effects

Parallel with the transfer of responsibility for career management from
organizations to individuals (Hall & Chandler, 2005; Hall & Mirvis, 1995) is
the increasing importance of career satisfaction. For example, Parker &

Arthur (2000b) propose the notion of the “intelligent subjective career,”
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suggesting that how one feels about one’s career accomplishments is more
important than external indicators such as a salary increase. Hall & Mirvis
(1996) discuss the importance of psychological success, which refers to ‘a
feeling of pride and personal accomplishment that comes from knowing that
one has done one’s personal best’ (p.101), and argue that it is criterion of
career achievement. Career satisfaction is more important than external
achievements because people who have achieved success in the objective
sense may not actually feel successful or proud of their achievements

(Korman, Wittig-Berman, & Lang, 1981).

Positive relationships have been found between career satisfaction and
several organizational outcomes, including organizational commitment
(Carson, Philips, & Roe, 1996), support for organizational change (Gaertner,
1989), and intention to stay (Igbaria, 1991). Carson (1996) and Igbaria (1991)
find that career satisfaction has a positive, direct effect on organizational
commitment and an indirect effect on turnover intention via organizational
commitment. Career satisfaction has also been found to be the strongest
predictor of support for large-scale organizational change (Gaertner, 1989).
That is, if employees are satisfied with their current careers, then they are
more likely to support the adoption of new strategies by their organizations.
These findings emphasize the importance of career satisfaction in attracting
and retaining qualified employees. Therefore, a good understanding of the
factors that are important for career satisfaction may help organizations to

develop motivated and committed workforces (Judge et al., 1995).
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In summary, career satisfaction measures the extent to which individuals
believe that their career progress is consistent with their goals, values, and
preferences (Barnett & Bradley, 2007; Seibert & Kraimer, 2001). The effects
of career satisfaction on both organizational and individual outcomes

highlight the need to examine career satisfaction.

2.5.3 Career Satisfaction in the Hospitality Industry

The relationships between various factors and career satisfaction in the
hospitality industry have been researched. Factors that have been found to
influence career satisfaction include work value, cultural orientations, job
tenure, and future job intention (Kline, Adler, Ghiselli, & Huang, 2008;
White, 2006). Karatepe & Uludag (2008) find that supervisor support is
positively related to career satisfaction, whereas family-work conflict is
negatively related to it. It is therefore important for hotels to provide a
supportive environment for their employees and to help reduce family-work
conflict. A survey conducted by Dickerson (2008) indicates that the
hospitality management alumni’s preview of the industry gained in an
experiential learning component in school may not translate into early career
satisfaction as hospitality management graduates were not satisfied to their

first career position.

In summary, previous studies have identified several factors that influence
career satisfaction. However, the impact of career competencies on career

satisfaction has been left unexplored. Given that the hospitality industry is
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characterized by high levels of mobility and career self-management, there is
a strong need to explore career competencies and their influence on career

satisfaction.

2.6 Career Studies in Hospitality Research

Career development and management is one of the fastest developing areas
in the hotel industry. Previous career research has focused mainly on four

themes: career choice, career path, career commitment, and career success.

The majority of career studies have concentrated on the factors influencing
the choice of a career in the hospitality industry. The issues identified have
primarily been related to job selection (Cho, Robert, & Sciarini, 2006),
career attitude and preferences (Seo, Cha, & Shanklin, 2006), experience
(King, McKercher, & Waryszak, 2003), career anchors (Beck, Lopa, & Hu,
2003), and career expectations (Jenkins, 2001). O'Mahony, McWilliams, &
Whitelaw (2001) find that many tourism graduates wanted a career in the
hospitality industry based on positive personal observations, experience as a
casual or part-time employee, and media reports on the projected growth
rates of the hotel industry. King, McKercher, and Waryszak (2003) highlight

the importance of a practical, training-oriented education program.

The career path has long been a fascinating topic because it reflects mobility,
direction, pace, goals, incentives, barriers, motives, and human capital

accumulation (Ladkin, 2002). Guerrier (1987) identifies three stages in the
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career path of hotel general managers in Britain: training/education,
assistant/functional responsibility, and general manager. Previous studies
have identified various issues associated with career paths, including job
mobility (Ladkin & Riley, 1996), necessary skills (Ladkin & Juwaheer,
2000), educational background (Harper, Brown, & Wilson, 2005), length of
time to become a general manager (Ladkin, 2002), and the importance of
specific jobs to career development (Nebel, Braunlich, & Zhang, 1994;
Nebel, Lee, & Vidakovic, 1995). It has been found that long-term career
planning and managerial skills are critical for a successful career in hotel

management (Ladkin, 2002).

The level of research interest in career commitment has risen in recent years.
A 2007 survey indicates that hotel managers actively manage their careers,
and that their commitment to the profession is influenced by job features
(Walsh & Taylor, 2007). If hotels address the career needs of employees and
offer challenging jobs, then employees are more likely to be committed to
their profession. In a study of the career commitment of convention-service
professionals, Montgomery & Rutherford (1994) find that employees with
higher titles demonstrate a higher level of commitment than those with lower
titles, and that one of the most important factors influencing career

commitment is the value that the organization places on convention services.

Studies of career success generally focus on the effects of skills and personal
attributes on career success. Much has been written about the knowledge,

skills, and abilities needed for success management. It has been found that
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organizational and interpersonal skills (Enz, Renaghan, & Geller, 1993),
communication skills (Kong & Baum, 2006), and technical skills (Annaroud,
2006; Reynolds, 2000) are crucial to management success. Financial
management has also been linked to top-level success (Kay & Moncarz,
2004). Another area of interest in the hospitality literature is the influence of
personality traits on career success. Intrinsic attributes and personal
characteristics are perceived to be crucial to management success, surpassing
even such knowledge of financial management in importance (Brownell,

2004; Kay & Moncarz, 2007).

Although many studies have addressed issues related to career choice, career
path, career commitment, and career success, little attention has been paid to
hotel career management. Studies of hotel career management in China’s
SOHs are even fewer. Hardly any investigated OCM in China’s hospitality
industry as career management in China’s hotel industry is a relatively new

phenomenon.

2.7 Research into Human Resources Management (HRM)

in the Hotel Industry in China: A Literature Review

The rate of development of the hotel industry in China has increased
dramatically since the late 1970s as a result of China’s economic reform and
implementation of the open door policy. This development has spurred

considerable research interest in the industry.
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2.7.1 Methodology of Literature Review

Three databases, ProQuest Basic Search, EBSCO Host Web and Emerald
Management Review, were examined to develop a profile of the English
language research into human resources management (HRM) in China’s
hotel industry. They were accessed online from December 8 to December 18,
2007 and the information obtained was updated on January, 2010. Although
these databases do not offer complete coverage of the research on China’s
hotel development, they do offer broad coverage of relevant academic
journals including those rated by McKercher, Law and Lam (2006) as the
top ten: Cornell Hotel and Restaurant Administration Quarterly,
International Journal of Hospitality Management, Journal of Hospitality and
Tourism Research, International Journal of Contemporary Hospitality
Management, Journal of Hospitality & Tourism Education, FIU Hospitality
Review, Journal of Hospitality & Leisure Marketing, International Journal
of Hospitality and Tourism Administration, Journal of Foodservice Business
Research, and Journal of Human Resources in Hospitality & Tourism.
Leading tourism journals including Annals of Tourism Research, Tourism
Management, Journal of Travel Research, and International Journal of

Tourism Research are also available in the three databases.

Data were collected, analyzed, and classified in two main stages. The first
stage involved a search for relevant papers among the three databases, using

the keywords “China hotel”. Eleven papers were found using ProQuest Basic
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Search, 27 additional papers were obtained via EBSCO Host Web, with 24
were found under the section of “academic journals”. The Emerald
Management Review identified 395 papers, of which 15 were found to be
relevant. The Emerald Management Review database was then searched
more widely using the “abstract & review” function. A further 75 papers
were identified, of which 34 were found to be relevant. Each journal was
then searched individually to find any other papers that might not have
shown up on the searches, which yielded another 13 papers. As the same
paper could be listed in each database, data cleaning was required. Finally,
66 refereed papers were selected. In principle, the papers met the
researcher’s preset criteria of English-language articles published in refereed
international journals. Newspaper articles, editors’ comments, readers’
comments, research notes, book reviews, and papers in Chinese were

excluded.

The second stage involved classifying the selected papers into thematic
groups using a two-step technique. First, each journal title was browsed and
the full paper was accessed. Content analysis was applied to identify the
journal title, year of publication, and name(s) of author(s). Second, the nature
of the article was analyzed, and the research methodology and focus were
identified. The following section reviews the findings on the identified

studies of HRM in China’s hotel industry.
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2.7.2 Human Resources Management (HRM)

Table 2.3 lists selected papers that relate to HRM in China’s hotel industry.
The number of such studies has mushroomed with the rapid development of
the industry. In the early stage, hotel labor was plentiful, especially in joint
venture hotels. Studies in this period focused on employee training (Yam,
1987), job perception (Huyton & Sutton, 1996), motivation (Fisher & Yuan,
1998), attitude towards vocational education (Huyton & Ingold, 1999), and

job satisfaction (Leung, Smith, Wang, & Sun, 1996).

As the industry has matured, the range of research topics has broadened. The
presence of international hotel groups has led to research into cross-cultural
management in general and the role of expatriate managers in particular
(Leung, Wang, & Smith, 2001; Yu & Huat, 1995). Kaye & Taylor (1997)
analyze the culture shock experienced by expatriates working in Beijing
hotels, while Hu, Cai, & Kavanaugh (2001) examine the impact of cultural
differences on employees’ behavior. Mwaura, Sutton, & Roberts (1998)
explore the conflict between corporate and national culture among
hospitality managers in China. Dewald & Self (2008) find that the cross

cultural training for expatriate hotel managers is quite limited.

Feng & Pearson (1999) research several aspects of Chinese culture through a
sequence of observed critical incidents. They uncovered areas of divergence
between national and corporate culture. Interestingly, Littrell’s (2002) study

reveals that Chinese supervisors believe that the ideal manager should
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exhibit tolerance of freedom. The results of that study provide insight into

desired leadership behaviors of multicultural managers in China.

Clearly, there is a need to integrate corporate management into international
firms (Yan, Child, & Chong, 2007) to facilitate the relationship between
citizenship behavior and organizational performance in the practice of
human resources management (Sun, Aryee, & Law, 2007). A competency
model developed by Peng, Dai, & Yue (2006) provides both a theoretical
foundation and practical implications for human resources management. The
growth of information technology (IT) means that relevant training should be

provided for employees to improve their skills (Lam, Cho, & Qu, 2007).

The rapid increase in the number of hotels has resulted in an increase in the
demand for qualified employees. China’s hotels are facing serious human
resources challenges including shortage of qualified staff, high staff turnover
and the unwillingness of university graduates to enter the industry (Zhang &
Lam, 2004; Zhang & Wu, 2004b). The severe acute respiratory syndrome
(SARS) crisis in 2003 also negatively influenced the hotel labor market (Lee
& Warner, 2006). Senior management is also a critical issue. Needed is the
bringing in of high-level international executives (Dolven, 2004) and the
upgrading of the skills of local managers (Li, Tse, & Xie, 2007; Peng et al.,
2006). It is also important for hotels to implement fair payment systems to
increase the pay satisfaction and work performance levels of employees (Wu

& Wang, 2008).
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At present, the hotel industry in China is experiencing difficulties in
recruiting and retaining the best talents because of the highly competitive
environment (H. Gu, Kavanaugh, Yu, & Torres, 2006). According to the
China Tourism Association statistics, the average turnover rate in China’s
hotel industry in 2004 was 21.18% (Wang, 2004). Lack of career
development opportunities has been identified as a key factor contributing to
the high turnover rate (Xiao & Peng, 2007). Kong & Baum (2006) find that
China’s hotels offere unstable career development because of relatively
limited promotional opportunities. A recent study of career choice intention
in the hospitality industry reveals that the career choice of hospitality

management graduates is influenced by their parents (Wong & Liu, 2010).
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Table 2.3 Selected HRM Studies

Authors Field of study Major concepts/variables Methodology | Year
Yam Training Hotel manager training Qualitative 1987
Yu & Huatt Expatriate professionals | Management difficulty factors, expatriate Quantitative 1995
professionals service
Leung, Smith, Job satisfaction in joint Joint venture hotels, job satisfaction, Qualitative 1996
Wang, & Sun venture personnel management, industrial
relations, social justice
Huyton & Employee job Job satisfaction, disparity between Qualitative & 1996
Sutton perceptions expectation and the reality, continuous Quantitative
management training
Kaye & Taylor | Expatriate culture shock | Occurrence of culture shock, factors Qualitative & 1997
influencing culture shock Quantitative
Mwaura, Cooperation and cross- Influence and effects of the national Case study 1998
Sutton, & culture culture, transfer of corporate culture,
Robert national culture effects, culture conflict
Pang, Roberts Corporate culture Chinese culture, concept of corporate Qualitative 1998
& Sutton culture, employees’ resistance
Fisher & Yuan | Motivation Job attribute preferences, good wages, good | Quantitative 1998
working conditions, personal loyalty
Huyton & Attitude towards Teaching quality, course elaboration, Quantitative 1999
Ingold education and training expatriate trainers, Staff-oriented company
Feng & Pearson | Hotel expatriate Selection criteria, important skills and Quantitative 1999
management knowledge, repatriation concerns,
Hu, Cai & Cultural differences Employee behaviour, corporate culture, Quantitative 2001
Kavanaugh human resources management
Leung, Wang & | Role of expatriate Organizational justice, job attitudes, Quantitative 2001
Smith expatriate managers, social comparison
Littrell Desirable leadership Desirable leadership traits, Quantitative 2002
behaviour tolerance, tolerant of freedom
Zhang & Lam Problems of HRM and Human resources-planning issues, Qualitative 2004
training employee turnover, industry training,
Zhang & Wu Human resources Shortage of qualified staffs, education gap, | Qualitative 2004
challenges education and training
Gu,Kavanaugh, | Problems and solutions Employee turnover, training, education Quantitative 2006
Yu, & Torres of HRM
Kong & Baum Skills and work sector of | Employees skills, front office, career move, | Quantitative 2006
hotel staffs promotion opportunity
Peng, Dai &Yue | Competency model of Middle and senior managers, competency Quantitative 2006
managers model
Lee & Warner Impact of SARS on Labour-market, service sector, uncertainty, | Qualitative 2006
HRM unemployment
Li, Tse & Xie General profile of General management, career path, hotel Quantitative 2007
general managers experience
Yan, Child & Integration of corporate | Contractual control and formalization, Qualitative 2007
Chong management in HRM performance, strategic orientation, vertical
integration decision
Sun, Aryee & High-performance HR Organizational citizenship behaviour, Quantitative 2007
Law practices relationship between high-performance
HRM, productivity and turnover
Lam, Cho & Qu | Employee behavioral Information technologies, self-efficacy, Quantitative 2007
intention task-technology fit
Delald & Self Cross culture training Cross culture training, job satisfaction Qualitative 2008
Wu & Wang Work attitudes and Organizational justice, pay satisfaction, Quantitative 2008
performance work attitudes and performance
Wong & Liu career choice Family role, career guidance, career choice | Quantitative 2009
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2.7.3 Implications for Further Research

The literature review shows that 43% of the studies of China’s hotel industry
focus mainly on development strategies, perhaps because of the boom in
domestic and international demand coupled with fierce competition from
international hotel chains. Other critical issues include human resources
management, marketing, brand development, and the development and

globalization strategies of state-owned hotels.

A logical question to ask is what kinds of research is needed right now? The
challenge that the hotel industry faces today is to recruit and retain qualified
talent in a highly competitive environment. Research that adopts a holistic
and comprehensive approach to explore ways to enhance career
competencies, career management, and HRM is essential. This review of the
existing studies of China’s hotel sector provides insights and discloses
further study opportunities. Hotel academics can develop theoretical and
systematic approaches to provide possible solutions to the problem of the
shortage of qualified talent and to enhance the career competencies and

career satisfaction of employees.

China is poised to become the number one international tourist destination.
Further study of emerging trends and new developments is required.

Importantly, the development of hotel theory within a Chinese context is
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lacking. At present, most studies conducted in China of non-Western
phenomena use Western paradigms. The hotel industry in China is different
from that of other countries, because of fierce competition, multiform
ownership, and China’s unique culture. Pine (2002) suggests that
development policies of hotel groups or chains must be formulated within
the context of China, which means that research models need to be

developed specifically for hotel development in China.

2.8 Chapter Summary

This chapter provides a comprehensive review of the literature on OCM,
career commitment, career competencies, and career satisfaction. It first
presents a balanced view of career management and highlights the
importance of the joint responsibility of the organization and the individual
in career management. Then, it discusses theories related to intelligent
career competencies. To try to identify possible determinants of career
competencies, studies relating to OCM and career commitment are
individually discussed. The review also covers the conceptualization,
measurement scale, and effects of career satisfaction. In summary, the
literature review confirms the lack of research into the determinants of career
competencies and the importance and timeliness of this study. The next

chapter elaborates the study’s conceptual framework and constructs.
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Chapter 3. CONCEPTUAL FRAMEWORK

This chapter discusses the conceptual framework and research hypotheses
proposed from the conceptual framework. It consists of three sections: the
first deals with the conceptual framework and hypothesized structure among
its components; the second addresses the hypothesized relationships between
the exogenous and endogenous variables; and the third provides a summary

of the conceptual framework.

3.1 Conceptual Framework
3.1.1 Determinants: Perceived OCM and Career

Commitment

The present study examines the determinants and outcome of career
competencies. Based on the balanced approach for career management,
namely, that organizations and individuals have respective obligations in
career management (Baruch, 2006), this study develops perceived OCM and
career commitment as determinants and career satisfaction as the outcome of
career competencies. It is posited that perceived OCM and career
commitment may exert a significant influence on career competencies,

which in turn influence career satisfaction.

Perceived OCM is proposed to be an organizational influencing factor, as
effective organizational career support can help to promote the career

success of employees. Nowadays, the organization performs as a supportive
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enabler and developer of its human assets (Baruch, 2006), by providing
various OCM activities (Baruch & Peiperl, 2000; Hall, 2003). These
activities are specifically relevant to the pursuit of an individual’s career

goals, and help employees to develop career competencies.

Career commitment is proposed to be an individual influencing factor, as
committed people invest more in their careers. Career commitment is
characterized by the development of personal career goals, and the
attachment to, identification with, and involvement in those goals (Colarelli
& Bishop, 1990). Individuals who are committed to their careers are willing
to persist in pursuing career goals, building networks, and improving job-
related skills (Cheng & Ho, 2001; Crant, 2000; Kaplan & Mazlque, 1983).
Hence, a result of career commitment is the development of career

competencies.

As career outcomes are the joint result of individual efforts and outside
forces over which the individual does not have complete control, both
organizations and individuals have obligations in career management
(Baruch, 2006). It is recognized that career effectiveness is greater when
both the individual and the organization carry out their respective career
management roles (Baruch, 2006; Orpen, 1994). It indicates that OCM and
career commitment are predictors of career competencies and career

satisfaction.
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3.1.2 OQutcome: Career Satisfaction

Career satisfaction is developed as the outcome of career competencies in the
conceptual framework. The framework proposes that perceived OCM and
career commitment have direct effects on career competencies and indirect

effects on career satisfaction, mediated by career competencies.

3.1.3 Mediating Variable: Career Competencies

Career competencies are hypothesized to play a mediating role between
OCM/ career commitment and career satisfaction. On the one hand, career
competencies are influenced by perceived OCM and career commitment; on
the other hand, career competencies exert an effect on career satisfaction.

Figure 3.1 shows the proposed framework.

Figure 3.1 Conceptual Framework

Organizational
Career
Management
(OCM)

Career
Satisfaction

Career
Competencies

Career
Commitment

H5
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H1. Perceived OCM has a positive effect on career competencies

H2. Career commitment has a positive effect on career competencies

H3. Career competencies have a positive effect on career satisfaction

H4. Perceived OCM has a positive effect on career satisfaction

HS5. Career commitment has a positive effect on career satisfaction

H6. Perceived OCM has a positive, indirect effect on career satisfaction,

mediated by career competencies

H7. Career commitment has a positive, indirect effect on career satisfaction,

mediated by career competencies

3.2 Hypothesized Relationships among the Major Constructs

3.2.1 Effect of Perceived OCM on Career Competencies

Effective organizational career support enhances the career competencies of
employees. Organizations can provide a series of activities including
mentoring, training, assessment centers, and networking opportunities
(Baruch & Peiperl, 2000; Gutteridge et al., 1993; Hall, 2002). All of these
activities are specifically relevant to the pursuit of career goals, and can help
employees to develop career competencies. For example, mentoring can play
a valuable role in directing career development and decision making (Ayres,

2006; Baruch, 2003). Through these OCM activities, employees obtain
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knowledge of their strengths and weaknesses and develop specific career

goals, which leads to greater ‘knowing why’ career competencies.

Organizational career support facilitates employees’ knowing-whom
competencies. In addition to the contribution of ‘knowing why’
competencies, mentoring also provides networking opportunities (Higgins &
Kram, 2001). Acting as supporters, organizations provide employees with
the chance to develop new skill sets and to build internal and external
networks (Eby et al.,, 2003). These increase both ‘knowing how’ and

‘knowing whom’ career competencies.

Organizations can enhance employees’ ‘knowing how’ competencies by
providing organizational training and development programs (Sullivan et al.,
1998). Organizational activities including co-learning between coworkers
(Hall & Mirvis, 1996), developmental assignments (Seibert, 1996), on-line
internet training, and career assessment (Baruch, 2003) help employees
remain marketable and keep them up to date with current developments. In
summary, effective career management boosts employees’ competitive
competencies, which can contribute significantly to the wunfolding
competencies of the firm and its host industry (Arthur et al., 1999; DeFillippi
& Arthur, 1994). As a result, effective OCM activities increase the
organization’s ability to compete in the market (Hall & Moss, 1998). Based

on the foregoing discussion, it is predicted that:

H1: Perceived OCM may has a positive effect on career competencies.
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3.2.2 Effect of Career Commitment on Career

Competencies

Career commitment should facilitate the development of career
competencies. It is characterized by the development of personal career goals,
and the attachment to, identification with, and involvement in those goals.
Previous research has found that committed individuals tend to set high
career goals and take action to achieve them, and to persevere in the face of
setbacks (Colarelli & Bishop, 1990). When individuals feel involvement and
identification with a career, they are more likely to exert energy and be
persistent in pursuing career goals. Taking initiative is a means to achieve
such career goals (Crant, 2000), which requires a proactive personality.
Individuals with a higher level of career commitment are expected to

demonstrate greater ‘knowing why’ career competencies.

Career commitment provides the staying power to cultivate business and
professional relationships (Colarelli & Bishop, 1990). It is a psychological
link between a person and his or her occupation based on an effective
reaction to that occupation (Lee et al., 2000). People who are committed to
their careers are willing to build relationships and networks within and
outside the organization, which are useful for trading favors and services
(Kaplan & Mazlque, 1983), as sources of information (Granovetter, 1974),
and for support (Higgins & Kram, 2001). The result of career commitment is
the development of additional contact networks, which indicates the

acquisition of ‘knowing whom’ career competencies.
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Career commitment also has a significant effect on ‘knowing how’ career
competencies. A positive relationship has been found between career
commitment and learning motivation and learning transfer (Cheng & Ho,
2001). For example, people who are committed to their career are willing to
make significant investments in it, such as acquiring new knowledge and
skills through continuing education (McCloskey & McCain, 1988). Career
commitment is associated with skill development (Aryee & Tan, 1992) and
job performance (Colarelli, 1998; Darden, Hampton, & Howell, 1989).
Colarelli & Bishop (1990) note that career commitment may be an
explanatory variable in the development of a high level of skills, as it can
help individuals to persist through years of training. The accumulation of
career-relevant skills and job-related knowledge enhance ‘knowing how’
career competencies (Arthur et al., 1995; Arthur et al., 1999). In sum, career
commitment significantly contributes to the development of career
competencies. People who are committed to their careers identify with their
career and possess more career competencies than those who are less

committed. Hence, it is predicted that:

H2: Career commitment may has a positive effect on career competencies
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3.2.3 Effect of Career Competencies on Career Satisfaction

‘Knowing-why’ competency

The application of career competencies is associated with career satisfaction.
The ‘knowing-why’ competency is related to career motivation, personal
meaning, and identification (DeFillippi & Arthur, 1994). It involve three
variables—career insight, proactive personality and openness to experience.
Career insight refers to the extent to which one has realistic career
expectations, knowledge of one’s strengths and weaknesses, and specific
career goals (London, 1993; Noe et al., 1990). People who know themselves
well exhibit a very strong career identity. They are able to identify what kind
of jobs they are interested in and are able to clarify their career aims (Suutari

& Makela, 2007).

Proactive personality refers to a dispositional tendency towards proactive
behavior, and is a stable individual construct that differentiates individuals
based on the extent to which they take action to influence their environment
(Barnett & Bradley, 2007; Eby et al., 2003). People with a proactive
personality tend to identify opportunities and act on them, deal with setbacks,
and bring about meaningful changes in their environment (Bateman & Crant,
1993; Crant, 2000). In a dynamic environment, there is an increased need for
individuals who can take responsibility for their own careers (Hall, 2002). A
proactive personality should therefore facilitate career satisfaction (Chiaburu,

Baker, & Pitariu, 2006). It has been demonstrated to be significantly and
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positively correlated with career satisfaction and career management

behaviors (Chiaburu et al., 2006; Seibert, Kraimer, & Crant, 2001).

Openness to experience refers to the degree to which individuals are curious,
imaginative, creative, reflective, independent, willing to accept changes, and
accepting of diversity (Barrick & Mount, 1991; Goldberg, 1992, 1993;
McCrae & Costa, 1987; Mignonac, 2008). Individuals who score high on
this trait tend to achieve a high level of job performance (Moss, McFarland,
Ngu, & Kijowska, 2007) by challenging obsolete practices, proposing
creative suggestions, introducing novel practices, and developing additional
skills (Tett & Burnett, 2003). They also seek regular training and
development opportunities to acquire transferable skills, and are ready to
work for a series of organizations (Banai & Harry, 2004). Given today’s
dynamic working environment and trend in career self-management, it is
expected that openness to experience contributes greatly to career

satisfaction.

‘Knowing whom’ competency

“Knowing whom’ competency refers to the career-related networks and
contacts of an individual both inside and outside organizations (Arthur et al.,
1995; Arthur et al., 1999; DeFillippi & Arthur, 1994). They involve three
dimensions—experience in a mentoring relationship, and networking inside
and networking outside organizations. The practice of mentoring brings

together a person who is able to offer valuable advice and knowledge with
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someone who needs them (Baruch, 2003). Mentors help individuals to
become aware of their strengths and weaknesses, managerial potential, and
the skills that they need to develop (Ayres, 2006; Kram, 1985; Murphy &
Ensher, 2001). Networking in the form of mentoring has been demonstrated
to be a useful tool to help individuals cope with a dynamic career
environment (Higgins, 2001). Individuals in a mentoring relationship show
great effectiveness in self-managing their own careers (Murphy & Ensher,
2001). Hence, it is predicted that mentoring relationships are positively

related to career satisfaction.

Individuals can benefit greatly from networks. First, a network is regarded as
a source of new learning, and thereby improves competitive advantages
(Powell, 1990). By networking inside and outside the organization,
individuals can stay on top of new developments and approaches (Higgins &
Kram, 2001). Second, a network may provide opportunities to obtain a good
reputation and new business (Lado, Boyd, & Wright, 1992). Third, a person
can gather career-relevant information and social capital via networks
(DeFillippi & Arthur, 1994; Moss & Barbuto, 2010). Last but definitely not
least, support from superiors and involvement in networks can be leveraged
to maximize career success (Ferris, Perrewe, Anthony, & Gilmore, 2000;
Igbaria & Wormley, 1992; Wolff & Moser, 2009). As both internal and
external networking aid career development (Raider & Burt, 1996; Sturges,
Conway, & Liefooghe, 2010), it is assumed that networking is an important

predictor of career satisfaction.
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‘Knowing how’ competency

“Knowing how’ competency encompasses the career-related skills and job-
related knowledge that are accumulated throughout one’s education and
career (Arthur et al., 1999; DeFillippi & Arthur, 1994; Inkson & Arthur,
2001; Jones & Lichtenstein, 2000). They refers to broad and transferable
skills, with an emphasis on occupational rather than job-related learning
(DeFillippi & Arthur, 1996; Gunz, Evans, & Jalland, 2000; Inkson & Arthur,

2001).

“Knowing how’ competency involves two dimensions--career/job-related
skills and career identity. Career identity is the degree to which people
immerse themselves in skill-enhancing and professional activities (London,
1993; Noe et al., 1990). People who have a strong career identity tend to
seek regular training, acquire portable skills, and construct networks (Suutari
& Makela, 2007). Furthermore, ‘knowing how’ performance enhances self-
confidence and occupational identity, and enables an individual to recast
his/her career even if it is in danger of faltering (Inkson & Arthur, 2001).
Given the unstable employment situation and the need to constantly be on
the lookout for ways to build new skills sets, it is predicted that ‘knowing
how’ competency constitute an important predictor of career satisfaction.
Together, these theoretical predictions and empirical findings lead to the

third hypothesis:

H3: Career competencies may have a positive effect on career satisfaction
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3.2.4 Effect of Perceived OCM on Career Satisfaction

The implementation of OCM activities contributes to career satisfaction and
career success among employees. By conducting various career management
activities, organizations can enhance employees’ perceived career
satisfaction (Baruch, 1999; Ng et al., 2005). Such activities include ongoing
education and assistances for career development. Employees can benefit
from the opportunities provided by the organizations and make themselves
more valuable to an employer by learning and applying the newest strategies

and tactics (Montgomery & Rutherford, 1994).

It has been found that specific OCM activities, including career sponsorship,
supervisor support, training and skill development opportunities, and job
rotation show a positive relationship with career satisfaction (Campion,
Cheraskin, & Stevens, 1994; Greenhaus et al., 1990; Ng et al., 2005). Burke
(2001) and Burke & McKeen (1995) find that support and encouragement,
training and development, and challenging jobs are significantly important to
the career satisfaction of managerial employees. Perceived organizational
support leads to career satisfaction and retention intention (Allen, Eby,
Poteet, Lentz, & Lima, 2004; Armstrong-Stassen & Ursel, 2009; Baruch &

Rosenstein, 1992). In light of this, it is predicted that:

H4: Perceived OCM has a positive effect on career satisfaction
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3.2.5 Effect of Career Commitment on Career Satisfaction

It has been found that career commitment is positively related to career
satisfaction. It has been proved that career commitment predicts career
satisfaction (Carson, Carson, Roe, Birkenmeier, & Phillips, 1999; Poon,
2004) and job satisfaction (Carson et al., 1999). Carson et al. (1999) find that
employees with a high level of career commitment have greater career
satisfaction than those with a low level of career commitment. Career
commitment can be an important indicator of exemplary work performance
(Bandura, 1993; Colarelli, 1998; Ericsson & Lehmann, 1996). When people
are committed to their career, they are willing to embrace career goals and
invest effort to attain them. Greater effort and perseverance generally
contribute to higher performance levels (Bandura, 1993), which in turn leads
to higher salaries (Greenhaus & Parasuraman, 1993), and greater career

satisfaction (Locke & Latham, 1990). Hence, it is predicted that:

H5: Career commitment may has a positive effect on career satisfaction

3.2.6 Mediating Role of Career Competencies

Although career competencies can directly influence career satisfaction, they
may be better conceived as variables that mediate the effects of other
variables on career satisfaction, that is, career competencies work as the
carriers or transporters of information along the causal chain linking OCM,

career commitment, and career satisfaction.
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Organizations can help individuals to achieve career satisfaction by
providing necessary career activities, such as career sponsorship, supervisor
support, and training opportunities. Such activities are likely to facilitate
career satisfaction not only directly but also by helping employees to
develop career competencies. Effective organizational career support
activities should invoke career competencies in various ways. For example,
mentoring helps individuals to build ‘knowing why’ and ‘knowing whom’
competencies (Baruch, 2003). These career competencies in turn enable
individuals to identity opportunities, take action to achieve their career goals,
and thus experience career satisfaction (Crant, 2000; Raider & Burt, 1996).
Therefore, OCM activities provide the appropriate organizational support for
employees to obtain career satisfaction through enhancing their career

competencies. Hence, it is predicted that:

H6: Career competencies may mediate the relationship between perceived

OCM and career satisfaction

Similarly, career commitment should facilitate career satisfaction via the
application of career competencies. Career commitment may encourage
individuals to achieve their career goals by enhancing their career
competencies. For example, most jobs require interaction with others (e.g.
co-workers, supervisors, customers). Whether or not career commitment
translates into career satisfaction will depend on the individual’s level of

‘knowing-whom’ career competencies. People who are able to communicate
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well with others and gain support from superiors and social networks are

likely to achieve career satisfaction (Ferris et al., 2000).

On the basis of the foregoing discussion, it is posited that career
competencies mediate the relationship between career commitment and

career satisfaction, which leads to the seventh hypothesis:

H7: Career competencies may mediate the relationship between career

commitment and career satisfaction

3.3 Chapter Summary

This chapter presents the theoretical framework of the study and develops
the hypothesized relationships among the research constructs—perceived
OCM, career commitment, career competencies, and career satisfaction.
Seven hypotheses are formulated based on a comprehensive literature review

and sound theoretical support.

In the current framework, perceived OCM and career commitment are
conceptualized as exogenous variables, and individually to have a positive
direct effect on career competencies and positive, indirect effect on career
satisfaction through their impact on career competencies. Career
competencies and career satisfaction are conceptualized as endogenous
variables in the framework. Career competencies are hypothesized to play a
mediating role between OCM/ career commitment and career satisfaction.

On the one hand, career competencies are influenced by OCM and career
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commitment; on the other hand, they exert a direct effect on career

satisfaction.
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Chapter 4. EXPLORATORY STUDY—

DEVELOPING AN INITIAL OCM INSTRUMENT

This chapter explains the process of developing an instrument to measure
OCM. It starts with the description of research design and the step-by-step
development of the measurement scale. Then, it presents the process of
developing and purifying the initial instrument based on the recommended
scale development procedure. Three steps of the procedure are specifying the
domain of the construct, developing the initial items, and purifying the

measures.
4.1 Research Design

Of the four constructs identified in this study, the constructs of career
commitment and career satisfaction have been well recognized in the
literature (Erdogan et al., 2004; Goulet & Singh, 2002; Nauta et al., 2009).
The construct of career commitment developed by Blau (1985) has been
found to have high levels of generalizability and discriminant validity (Blau,
1988, 1989, 1993; Morrow, 1993; Goulet & Singh, 2002) and it has been
validated in Asia setting (Huang, 2010; Lee, 2000). The construct of career
satisfaction developed by Greenhaus et al (1990) has been widely used by
other researchers, including Cable & DeRue (2002), Boudreau, Boswell, &
Judge (2001), and Wallace (2001), and it appears to be the best measure

available in the literature (Oberfield, 1993). This scale has also been
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validated and shown to be applicable in an Asian context (Burke, 2001). In
terms of the construct of career competencies, Eby et al. (2003) identify the
measures of each competency category and have tested them in an empirical
study. The measurement items developed by Eby et al. (2003) provide

insight for this study.

Different from other three constructs, career management research and a
clear and general OCM measurement concerning China’s hotel industry are
lacking. Although the OCM activities common among Western countries
have been well researched, these activities may not be applicable in China.
This study aims to explore the career management activities practiced by
hotels in China, and to develop a sound and reliable measurement of OCM
activities. First, a qualitative research methodology was used to investigate
such activities. In-depth interviews based on a semi-structured question were
conducted with both middle and top hotel management. The data collected
were consolidated and content analyzed. The internal reliability and
construct validity were examined by conducting both exploratory factor

analysis (EFA) and confirmatory factor analysis (CFA).

Target samples were hotel general and middle managers. Top hotel managers
were selected as representatives of the hotel, to gain the perspective of the
hotel management and, more importantly, a comprehensive view of the
hotel’s OCM practices. Middle managers were selected as they were

concerned about career development and could therefore provide informative
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data. The results were combined to gain a better understanding of the current

situation of career management in China’s hotel industry.

4.2 Scale Development

Following the procedure recommended by Churchill (1979), which is shown
in Figure 4.1, the scale development included five major steps: (1)
specifying domain of the construct, (2) developing initial items; (3) purifying
measures; (4) collecting data; and (5) assessing the validity and reliability of
the proposed measurement scale. This section focuses on the explanation of
the first three steps, and the assessment of the scale’s reliability and validity

is addressed in the pilot study and main survey.
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Figure 4.1 Suggested Procedure for Instrument Development
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4.2.1 Specifying Domain of the Construct

A construct is an abstract theoretical concept that is generated to explain a
phenomenon, and sound construct measurement is the basis of scientific
advancement (Schriesheim, Powers, Scandura, Gardiner, & Lankau, 1993).
The first step in developing a measurement scale is to specify the domain of
the construct. That is, the researcher should be clear about “what is included
in the definition and what is excluded” (Churchill, 1979, p.67).
Organizational career management (OCM), which is also known as
organizational support for career development or organizational sponsorship,
refers to the programs, processes, and other forms of assistance provided by
organizations to support and enhance their employees’ career success (Ng et

al., 2005; Orpen, 1994).

Most previous research has focused mainly on career management of large
companies in Western countries, and little attention has been paid to hotel
careers in China. The research findings fit into the broader category of
human resources management. This study therefore differs from previous
ones by 1) exploring the career management activities of hotels in China, and
2) considering specific career-relevant practices rather than comprehensive

lists of HRM activities.
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4.2.2 Developing Initial Items

Instrument development generally involves two stages: a literature review
and personal interviews. In this study, an extensive literature review was
conducted to identify relevant OCM practices. As noted, many studies of
OCM activities have been undertaken in Western countries and career
research in the hospitality industry has focused on four themes, namely,
career choice (O'Mahony et al., 2001; Seo et al., 2006), career paths (Ladkin,
2000, 2002; Ladkin & Riley, 1996), career commitment (Walsh & Taylor,
2007), and career success (Kay & Moncarz, 2007). Little attention has been
paid to hotel career management in China’s hotel industry, which is a
relatively new phenomenon. Hence, a holistic and comprehensive approach
is needed to explore the specific activities of hotel career management in

China (Kong & Cheung, 2009).

Given the paucity of studies addressing career management in the hospitality
industry, the literature review covered a wide range of subjects in the
management literature and included the career studies of Gutteridge et al.
(1993), Iles & Mabey (1993), Herriot, Gibbons, Pemberton, & Jackson
(1994), and Baruch & Rosenstein (1992). The 20 OCM activities proposed
by Baruch (2003), and Baruch & Peiperl (2000) were chosen as references
for OCM practices. These activities were identified based on surveys of 254
companies and interviews with 25 leading scholars. The participating

organizations in Baruch & Peiperl’s (2000) study reflect a reasonably broad
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sample of organizations, including firms from the services (17%), and
manufacturing (39%) sectors and the public sector institutions (44%). The
findings from their comprehensive study likely cover the complete range of
possible career management activities (Baruch & Peiperl, 2000). Baruch
(2003) also gives a detailed explanation of each career practice used as a
reference when conducting interviews. The 20 items are shown in Table 4.1
and explanation of each OCM item can be referred to Appendix 1 for detail.

Table 4.1 Twenty OCM Items of Baruch (1996, 2003),
and Baruch & Peiperl (2000)

Scale [tems

1. 360° performance appraisal
2. Job posting
3. Orientation/induction program
4. Formal education/tuition reimbursement
5. Lateral move (job rotations)
6. Dual career ladders

7. Succession planning

8. Counseling by direct manager/human resources manager
9. Formal mentoring

10. Performance appraisal as a basis for career planning

11. Retirement preparation programs

12. Common career paths

13. Booklets and/or pamphlets on career issues

14. Written personal career planning for employees

15. Assessment centers

16. Development centers

17. Career workshops

18. Special program (high flyers, dual-career couples)

19. Creating psychological contracts

20. Secondments

81



The second stage of the research instrument development process involved
conducting in-depth interviews with hotel managers (Ap & Crompton, 1998).
A total of 22 personal interviews were conducted from October 2007 to May
2008 to collect information on major OCM practices. The target sample in
the first round of interviews consisted of employees who matched the
following profile: hotel staff aged 20-38 in middle management positions
with at least two years’ work experience in four or five star hotels. Mid-level
managers were selected to represent the employee perspective. They are
concerned with their career development and may therefore provide
informative data. Through in-depth interviews, middle manager perceptions
of hotel management were solicited to determine whether they were satisfied

with these career activities.

The participants in the second round of interviews were six general managers
and deputy general managers of luxury hotels. Having an average age of just
over 42, these managers typically had more than eight years of hotel
management experience in four or five star hotels. All of the participants
were male and had a bachelor’s or master’s degree. Three of them had
attained a college certificate and the rest were university graduates. All of the
interviews were conducted in Chinese and transcribed into Chinese prior to

being translated into English.

The procedure for the qualitative study was as follows. The interviewer
started the in-depth interviews by taking the participants through a

questionnaire with open-ended questions and asking them to describe the
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types of career management activities practiced in their hotels (refer to
Appendix 2 and Appendix 3). The interviewer recorded all of the
participants’ responses. The interviews yielded a list of 25 items, which are
shown in Table 4.2. The interviewer then presented and explained the 20
OCM activities developed by Baruch (2003) to the interviewees and asked to
what extent these career management activities were conducted in their

hotels. The 20-item list was updated based on the participants’ responses.

Table 4.2 OCM Items Generated from the In-depth Interviews

Scale Items

1. 360° performance appraisal

. Assessment committee

. Job posting

. Online internal recruit system*

. Orientation/induction program

. Financial support for education*

. MBA education

. Lateral move (Job rotations)

9. Dual ladders

10. Star-level staff*

11. Succession planning

12. Counseling by direct manager/by human resources manager
13. Informal mentoring*

14. Performance appraisal as a basis for career planning
15. Balance score card*

16. Outstanding staff working experience workshop
17. Clear work feedback™

18. Grassroots meeting*

19. Career workshop (training)

20. Assessment centers

21. External study activities™

22. Career discussion™

23. In-house training programs*

24. Hotel newspaper™

25. Career development path
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Data analysis and coding were conducted following the process
recommended by Auerbach & Silverstein (2003). In phenomenological
research, the researcher attempts to acquire a greater understanding of what
participants’ mean and seek insight into the phenomena by reference to the
data collected. By trying to understand and interpret what is occurring and
why, the researcher can develop ideas based on the collected information

(Denzin and Lincoln, 1994; Altinay and Paraskevas, 2008).

The qualitative inputs were analyzed using content analysis and comparative
analysis. The researcher analyzed and consolidated the two separate lists and
removed the redundant items. The remaining items were combined and
compared with those identified in the literature. The results of the in-depth
interviews showed that not all of the Western OCM activities identified in
Western studies were practiced in Chinese hotels. In addition, the
interviewees described a few career management activities unique to Chinese
hotels. For example, the type of mentoring practiced in the Chinese sector
was informal rather than formal. The “mentoring” item was thus changed to
“informal mentoring”. The questionnaire responses also indicated that
whereas Chinese hotels typically did not offer formal education, some did
provide financial support for formal education. As a result, the item “MBA

education” was combined with “financial support for education”.

While coding and interpreting the items, some were combined as they
reflected the similar OCM activities. As a result, the item “assessment

committee”, “balance score card” and “performance appraisal as a basis for
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career planning” were combined with “360° performance appraisal”. The
item “online internal recruit system” and ‘“hotel newspaper” were combined
with “Job posting”. The item “star-level staff’ and “outstanding staff
working experience workshop” were consolidated with “clear work
feedback”. The item ‘“grassroots meeting” was combined with “career
discussion”. In the final step, the most frequently mentioned factors were
selected and included as statements in the initial item group. Collectively,
the literature review and interviews generated 16 career management items,
which are shown in Table 4. 3. (* represents items developed in this study).

Table 4.3 Initial OCM Items Based on the Literature Review
and In-depth Interviews

Scale [tems

1. 360° performance appraisal

2. Job posting

3. Orientation/induction program

4. Financial support for education*

5. Lateral move (job rotation)

6. Dual ladders

7. Succession planning

8. Counseling by direct manager/human resources manager
9. Informal mentoring*

10. Performance appraisal as a basis for career planning
11. Clear work feedback™

12. Career workshop (training)

13. Assessment centers

14. External study activities*

15. Career discussion™

16. In-house training programs*
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4.2.3 Purifying the Measures

To confirm the validity of the foregoing 16 career activities, their content
validity was examined. Content validity refers to the degree to which
elements of a research instrument are relevant to and representative of the
targeted constructs (Haynes, Richard, & Kubany, 1995). Seven hotel general
and deputy general managers were individually interviewed. They were
asked to what extent the 16 activities were practiced in their hotels, and then
to examine the initial items for their content validity. The criterion used for
retaining an item was that four or more managers agreed that a particular
item represented the construct in question. The managers were also asked to
edit and comment on the remaining items to enhance their clarity and
readability in Chinese. Based on their comments and suggestions, the
statements of the proposed scale were modified. “Common career path” was
combined with “job rotation” as they both describe career paths that may
lead people through various departments and units within the organization.
“Fair career opportunity” was consolidated with “work feedback” as good
work opportunities are normally offered as a kind of post-appraisal feedback.
Finally, because Chinese hotels did not normally have a formal mentoring
system, “informal mentoring” was combined with “career discussion” and
the following statement was formed: “I have been given necessary career
advice by my direct manager or human resources (HR) manager when I need

it”
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A panel of academic experts also reviewed the content validity of these
preliminary items. Six academic faculty members were selected on the basis
of their research and consulting activities. The academics were asked to
assess the degree to which each item represented its associated construct on a
seven-point scale ranging from 1 (strongly unrepresentative) to 7 (strongly
representative) (Zaichowsky, 1985). If the mean score for the item was
above 4, then the item was retained. Based on the assessments carried out by
the hotel general managers and the academic staff, the number of items was
reduced to 13. The detail information of these 13 items from two round in-
depth interviews was summarized in Appendix 4. The results were combined
to provide better insight into career management and employee perceptions
of career management in China’s SOHs. The updated list was shown in
Table 4.4, and represented the career management practices commonly

adopted in the Chinese hotel sector.

Table 4.4 Updated Scale Items of OCM Activities in China

Scale [tems

. 360" performance appraisal

. Job posting

. Orientation/induction program

. Financial support for formal education*®
. Job rotation

. Dual ladders

. Succession planning

. Career advice from direct manager/human resources manager™
9. Career discussion*

10. Clear work feedback™

11. Career training*

12. External study and visit activities™®

13. In-house training programs*
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4.3 Item Statements

The findings of the in-depth interviews showed that career management was
a relatively new phenomenon and had not been extensively applied in SOHs
in China. Career management may serve as a very useful means of human

resources management in China’s rapidly developing hotel industry,

The purified items were developed into statements as follows.

1. I have experienced 360° performance appraisal in my hotel.

2. I have been informed of job vacancies through the hotel’s job postings.

3. 1 learned about hotel culture and behaviors in an orientation/induction

program.
4. I have been offered financial support for formal education by my hotel.

5. 1 have experienced job rotation conducted by the hotel to gain cross-

functional experience.

6. 1 have been offered dual ladders to enable my upward mobility and

recognition.

7. 1 have been told about succession planning, the possible replacement of

other managers and the potential for promotion.
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8. I have been given necessary career advice by my direct manager or human

resources (HR) manager when I needed it.

9. My direct supervisor/manager has discussed my career development plan

with me.

10. I have been given clear feedback on my performance.

11. T have been given training to help develop my career.

12. I have been given the opportunities for external study and visits.

13. I have participated in in-house training provided by my hotel.

The current study developed a measurement scale for OCM activities in
China’s hotel industry, following the accepted scale development procedure.
A total of 13 items were identified and developed into statements. Given the
scarcity of relevant information on career management in China, the

proposed OCM measurement can serve as a foundation for future research.

4.4 Chapter Summary

This chapter describes the development of an initial instrument to measure
OCM. It is necessary to develop a scale to capture career management in
China as such a measure is lacking. The first three steps in the scale
development procedure are illustrated, including specifying domain of the

construct, developing initial items, and purifying the measures. Based on the
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results of in-depth interviews, a total of 13 items are identified and
developed into statements. The validity and reliability of the measurement
are further assessed by a pilot test and subsequent main survey, which are

described in the next chapter.
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Chapter 5. METHODOLOGY

This chapter presents the research methodology, pilot test, and main survey
of this study. First, the research design is elaborated, including the target
sample, sampling method, and questionnaire development. Second, the
measurement scale of each construct is analyzed. Third, the process and
results of the pilot test, including the content validity analysis, data
collection, and profile of participants are described, as well as the criteria for
exploratory factor analysis. The chapter concludes with a discussion of the
main survey distribution method, data collection process, and method of data

analysis.
5.1 Research Design

Both qualitative and quantitative research methodologies were used, with the
latter applied to the main part of the study. First, as presented in Chapter4,
22 in-depth interviews were conducted to collect primary data on OCM
activities in hotels in China. A total of 13 items were developed based on the
data collected, providing the primary OCM measurement. Second, a pilot
test was conducted in the province of Shandong to assess the reliability of
the career competency constructs, and to get feedback on the wording of
questions in the questionnaire. Third, based on quota sampling, the main
survey was conducted with target samples of managers working in luxury

SOHs in China. Figure 5.1 shows the research design of this study.
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Figure 5.1 Research Design
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5.1.1 Target Sample

The target respondents of the current study were middle managers who
worked in four or five star SOHs in China. Surveys indicate that middle and
higher level hotel managers in China are aged between 25 to 40 (Tuo, 2005),
and that 58% of them have attained a higher education and hotel-related
professional experience (Lou, Shi, & Wang, 2003). Super (1957) identifies
five career stages that individuals pass through in their careers, which are
growth, exploration, establishment , maintenance, and decline. According to
this model, individuals aged 25-44 are in the establishment stage. In this
stage, people are concerned with career advancement in their chosen
occupation. They are trying to establish a stable work environment with the
potential for growth and the opportunity for promotion. For many people in a
variety of occupational pursuits, the 30s and early 40s constitute a highly
creative period, and therefore can provide much information in terms of
career competencies. In the hotel industry in China, the deputy general
manager, department manager, and supervisors make up the main force of a
hotel’s management group. Hence, the target populations of this study were
managers and supervisors who shared the following characteristics:
management position and more than two years’ working experience in four
or five star SOHs in China. To collect a representative dataset, this study

employed quota sampling method in the main survey.
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5.1.2 Questionnaire Development

The questionnaire comprised five parts. Part 1 measured employees’ career
competencies, and part 2 assessed their perception of organizational support
for career management activities in their hotels. Parts 3 and 4 measured
respectively the career commitment and level of career satisfaction of hotel
managers. The last part of the questionnaire included demographic questions.
All of the variables in this study were measured using a seven-point Likert

scale that ranges from 1 (strongly disagree) to 7 (strongly agree).

5.2 Instrument Development

This section addresses the initial instrument, which covers four constructs:

OCM, career commitment, career competencies, and career satisfaction.

5.2.1 Measurement of OCM

The OCM variables reflected employees’ self-reported perceptions of the
extent to which their hotel provides OCM activities. They covered the range
of career management practices that might be available to hotel employees
working in contemporary hotels. Perceived OCM was measured by 13 items
that were developed in the current study and the development procedures
have been explained in Chapter 4. The items were rated using a seven-point

Likert scale (1= strongly disagree, 7= strongly agree).
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5.2.2 Measurement of Career Commitment

Career commitment was assessed using Blau’s (1985, 1999) eight-item
measure. Blau’s (1985) measurement was selected because it has been
found to have high levels of generalizability and discriminant validity (Blau,
1988, 1989, 1993; Morrow, 1993; Goulet & Singh, 2002) and it has been
validated in Asia setting (Huang, 2010; Lee, 2000). Responses to all items
were measured using a seven-point Likert scale (1= strongly disagree, 7=
strongly agree). Carson & Bedeian (1994) argued that the intention to remain
and career commitment items of this measurement overlap. They were, “If I
could go into a different profession other than the profession which paid the
same, | would probably take it” and “I like this vocation too well to give it
up.” Hence, the two items were combined and the former item was used to

measure career commitment.

The updated items used in this study were: 1) “If I could get another job that
is different from this one and paid the same amount, I would probably take
it”; 2) “I definitely want a career in my current area”; 3) “If I could do it all
over again, | would not choose to work in this profession™; 4) “If I had all
the money I need without working, I would probably still continue in this
profession”; 5) “I would recommend a career in the hospitality industry to
others”; 6) “I am disappointed that I ever entered this profession”; and 7) “I
spend a significant amount of personal time reading profession-related

journals or books.”
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5.2.3 Measurement of Career Competencies

The measurement of career competencies was adopted from the study of Eby
et al. (2003). ‘Knowing why’ competency was measured using a 21-item
scale. Sample items included “I have specific career goals and a career plan”,
“I am always looking for better ways to do things”, and “I am creative”.
‘Knowing how’ competency was measured using a nine-item scale adopted
from the study of Eby’s et al., (2003). Sample items included “I seek out
opportunities for continuous learning in my career” and “I have joined

professional organizations that are related to my career goals”.

Two modifications were made in measuring ‘knowing whom’ competencies.
The first concerned the mentoring relationship. According to Baruch (2003),
the practice of mentoring brings together a person with managerial potential
and an experienced manager who is not necessarily the direct manager. Such
a senior manager is expected to provide advice and tutoring, serving as a
kind of uncle or godfather in the workplace. In the study conducted by Eby
et al. (2003), respondents were asked to answer “Have you ever had a
mentor?” by circling 1 or 2 (1=no, and 2=yes). This study differed from that
of previous study by developing three items based on 11 in-depth interviews.
The interviewees were hotel managers working in HR, marketing, food &
beverage, front office departments. They were asked to discuss two topics of
career mentoring and networks within the hotel. Based on the responses,

three items were developed to measure career mentoring. These items were:
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“l gain career guidance from experienced individuals in my work
environment,” “I gain career guidance from experienced people outside the

hotel,” and “I gain career guidance from professional experts.”

The three-item scale of networks within the organization developed by Eby’s
et al., (2003) was used in the current study, with modification. The original
items included: 1) “Co-workers say that I know many people within the
organization”; 2) “I am well connected within the organization”; and 3) “I
have many contacts within the organization.” However, previous studies
suggest that coworker support is also an important factor in internal
networking (Chiaburu & Harrison, 2008; Susskind, Kacmar, &
Borchgrevink, 2007). Therefore, this study added four items based on 11 in-
depth interviews. They were: “When I have problems at work, I know
whom I should contact with,” “Co-workers like to cooperate with me,”
“Many people working in the hotel know me,” and “My work has been

supported by colleagues working within the hotel.”

In summary, apart from the items adopted from the study of Eby’s et al.,
(2003), this study developed seven items to measure ‘knowing whom’
competency, with three measuring mentoring relationships and four
measuring networks within the hotel. Table 5.2 shows all items for ‘knowing

whom’ competency and items developed in this study were represented by *.
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Table 5.1 Items for ‘Knowing whom’ Competency

Sources Items
Mentoring relationship
This study  *1. I gain career guidance from experienced individuals in my
work environment
*2. I gain career guidance from experienced people outside the
hotel
*3. I gain career guidance from professional experts
Networks within hotel
Eby et al., 1. Co-workers say that I know many people within the hotel
(2003)
2. I am well connected within the hotel
3. I have many contacts within the hotel
This study  *4.When I have problems at work, I know whom I should
contact with
*5.Co-workers like to cooperate with me
*6.Many people working in the hotel know me
*7.My work has been supported by colleagues working within

the hotel
Networks outside the hotel
Eby et al., 1.I have extensive contacts within the industry in which I
(2003) work

2.Co-workers say that I know many people outside my hotel
3.1 regularly network with individuals outside of my hotel
4.1 do not have many professional contacts

* represents items developed in this study.

5.2.4 Measurement of Career Satisfaction

Career satisfaction was measured using a five-item measure developed by
Greenhaus et al (1990), which appeared to be the best measurement available
in the literature (Oberfield, 1993). In a review of papers relevant to career
satisfaction conducted by Arthur et al. (2005), 14 of the 20 studies measuring

career satisfaction used the career satisfaction scale developed by Greenhaus
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et al (1990). The measurement items were: 1) “I am satisfied with the
success that I have achieved in my career”; 2) “I am satisfied with the
progress that I have made towards meeting my overall career goals”; 3) “I
am satisfied with the progress that I have made towards meeting my goals
for income”; 4) “I am satisfied with the progress that I have made towards
meeting my goals for advancement”; and 5) “I am satisfied with the progress
that I have made towards meeting my goals for the development of new

skills.”

5.3 Content Validity Analysis

The content validity of these preliminary items was examined by a panel of
seven academics. Content validity indicates the degree to which the elements
of a research instrument are relevant to and representative of the targeted
constructs for a particular assessment purpose (Haynes et al., 1995). The
panel members were selected based on their research speciality. They were
asked to assess the degree of representation of the items (clearly
representative, somewhat representative, not representative) of the associated

constructs (Zaichowsky, 1985).

Based on the literature review and in-depth interviews, a total of 57 items
were developed for career competencies, 13 items for perceived OCM, 7
items for career commitment, and 5 items for carcer satisfaction construct.
The criterion used for retaining an item was agreement among four or more

researchers that a particular item represented the construct in question. Based
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on the comments of the academics, eight items numbered (11, 13, 15, 16, 20,
24, 32, 33) were taken out of the questionnaire, and 74 items were retained

for the pilot test.

The scale items measuring each construct are listed below. The items

developed in this study were highlighted by *.

Career competencies:

1) I have specific career goals and a career plan.

2) I am aware of my strengths and weaknesses.

3) I have sought job assignments that will help me obtain my career goals.

4) I have changed or revised my career goals based on new information that I

have received regarding myself or my situation.

5) I have taken the initiative to discuss my career goals with my boss.

6) I ask co-workers whom I respect for feedback on my performance.

7) I have asked my boss to discuss my specific strengths and weaknesses.

8) I am constantly on the lookout for new ways to improve my life.

9) I feel driven to make a difference in my community.

10) I feel driven to make a difference in my job.
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11) I tend to let others take the initiative to start new projects.

12) Wherever I have been, I have been a powerful force for constructive

change.

13) I enjoy facing and overcoming obstacles to my ideas.

14) Nothing is more exciting than seeing my ideas turn into reality.

15) I love being a champion for my ideas, even if they are against others’

opinion.

16) If I believe in an idea, then no obstacle will prevent me from making it

happen.

17) No matter what the odds are, if I believe in something I will make it

happen.

18) I excel at identifying opportunities.

19) I am always looking for better ways to do things.

20) If I see something that I don’t like, I will fix it.

21) I love to challenge the status quo.

22) When I have a problem, I tackle it head on.

23) I am great at turning problems into opportunities.
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24) I can spot a good opportunity long before others can.

25) If I see someone in trouble, then I help out in any way that I can.

26) I am creative.

27) I am imaginative.

28) I am philosophical.

29) I am intellectual.

30) I am complex.

31) I am deep.

32) I am uncreative.

33) I am unintellectual.

*34) I gain career guidance from experienced individuals in my hotel.

*35) I gain career guidance from experienced people outside my hotel.

*36) I gain career guidance from professional experts.

37) Co-workers say that I know many people within my hotel.

*38) Many people working in the hotel know me.

39) I have many contacts within my hotel.

102



*40) When I have problems at work, I know whom I should contact with.

*41) My colleagues like to cooperate with me.

*42) My work has been supported by colleagues working within the hotel.

43) I am well connected within my hotel.

44) I have extensive contacts within the industry in which I work.

45) Co-workers say that I know many people outside my hotel.

46) I regularly network with individuals outside of my hotel.

47) I do not have many professional contacts.

48) I seek out opportunities for continuous learning in my career.

49) I have a diversified set of job-related skills.

50) I remain current on the trends and developments in my profession.

51) Iseek out training and development opportunities.

52) I constantly update my job-related skills.

53) I have joined professional organizations that are related to my career

goals.

54) I spend my free time on activities that will help my job.
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55) I have taken courses towards a job-related degree.

56) I have kept current on company affairs.

57) I stay abreast of developments in my line of work.

Perceived OCM

*1) I have been given opportunities for external study and visits.

*2) I have attained training programs which help to develop my career.

*3) 1 have been offered financial support for my further education by my

hotel.

*4) I have experienced 360" performance appraisal in my hotel.

*5) I have been given clear feedback on my performance.

*6) 1 have been given necessary career advice by my direct manager or the

human resources (HR) manager when I needed it.

*7) My direct supervisor/manager has discussed my career development plan

with me.

*8) I learned about hotel culture and behaviors in an orientation/induction

program.
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*9) T have experienced job rotation conducted by the hotel to gain cross-

functional experience.

*10) I have been told about the succession plan, the possible replacement of

other managers and the potential for promotion.

*11) 1 have been informed about job vacancies through the hotel’s job

postings.

*12) 1 have been offered dual ladders to enable my upward mobility and

recognition.

*13) I have participated in in-house training provided by my hotel.

Career commitment

1) IfIcould get another job that is different from this one and paid the same

amount, [ would probably take it.

2) I definitely want a career for myself in my current area.

3) If T could do it all over again, I would not choose to work in this

profession.

4) I would recommend a career in the hospitality industry to others.

5) I am disappointed that I ever entered this profession.
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6) If I had all the money I need without working, I would probably still

continue in this profession.

7) I spend a significant amount of personal time reading profession-related

journals or books.

Career satisfaction

1) I am satisfied with the success that I have achieved in my career.

2) I am satisfied with the progress that I have made towards meeting my

overall career goals.

3) I am satisfied with the progress that I have made towards meeting my

goals for income.

4) 1 am satisfied with the progress that I have made towards meeting my

goals for advancement.

5) I am satisfied with the progress that I have made towards meeting my

goals for the development of new skills.

5.4 Instrument Translation

Based on an extensive literature review and the findings of the qualitative
study, a preliminary self-administered questionnaire was developed. Before
pilot test, this research replicated and validated the scales with respondents

from Mainland China. As all of the target respondents were Chinese, the
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questionnaires were back translated into Mandarin Chinese using the method
that was described by Brislin (1976). Two experienced interpreters were
selected to translate the questionnaire from English to Chinese. One of the
translators was a former professor specializing in English and Chinese
culture, and she has a solid background in English translation. Before joining
the Department of Chinese and Bilingual Studies at the Hong Kong
Polytechnic University (HK PolyU) for her PhD study, she teaches at a
university in Mainland China. She was asked to translate the questionnaire
from English to Chinese. Another translator was a PhD student of the
Department of English at the HK PolyU. She was in charge of the translation
from Chinese to English. The two translators were all born in Mainland
China and had lived for two years in an English speaking country. They all
spoke fluent Chinese and English, and had rich working experience in
translation. To obtain feedback about the translation, the researcher first
discussed with supervisors, and then check the reliability and clarity of the
first translation among seven academics and research students whose native
language is Chinese. In addition, the wording in Chinese was also assessed
by 11 hotel managers in the pre-test. Thus, with efforts of the translator and
colleagues, it is believed that the Chinese items should be able to represent

English counterparts as closely as possible.
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5.5 Pilot Test

The pilot test was conducted in the province of Shandong to assess the
questionnaire’s length, clarity, scale reliability, and content validity. Item
and factor analysis were conducted to make the research instrument more
compact and reliable. Factor analysis is a statistic method used to identify
the structure of a set of variables and to reduce a data set to a more
manageable size while retaining as much of the original information as
possible (Field, 2005). According to preset criteria, items with low reliability
or low factor loadings on the underlying factors were deleted in the final

questionnaire.

5.5.1 Data Collection

Before carrying out the pilot test, a pre-test was conducted in early January
2009. The participants were 11 hotel managers working in four or five star
SOHs in China. They were asked to evaluate the reliability of the four main
constructs, and to revise any confusing wording in Chinese. As some
measurement scales were borrowed from the literature and then translated
into Chinese, the accuracy and consistency of wordings required special
attention. The managers were also asked to comment on the newly
developed measures of OCM and ‘knowing whom’ competencies. Based on
their comments and suggestions, the length of the questionnaire and the
wording of some items were slightly modified to ensure the success of the

pilot test.
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The pilot test was conducted from January 1 to February 29, 2009, in
Shandong Province, China. As the target participants were hotel managers of
luxury hotels, only about 20 questionnaires could be collected in each hotel.
Therefore, a wide range of tourist cities were selected to collect sufficient
data, including Qingdao, Jinan, Weihai, Yantai, Zibo, Weifang, Jining, Tian,
and Dezhou. In each of the selected cities, four and five star SOHs were
approached and key persons were contacted to ensure the distribution of the
questionnaires. Altogether 28 hotels were surveyed and 350 questionnaires
were distributed through the HR or marketing managers. A total of 320

questionnaires were collected.

5.5.2 Data Screening

The data were screened and cleaned to ensure their suitability for the
subsequent analysis. First, the dataset was examined for missing data, as
non-random missing data process can bias the statistical results (Hair et al.,
2009). Missing data indicates that some information is not available for a
case whereas other information is available. There were 31 cases with
incomplete data, and they represented less than 10% of the dataset. By
checking these missing cases, the values were found to be missing at random.
In such an event, listwise deletion has been found to be more robust than
other sophisticated methods (Allison, 2002). As a result, listwise deletion
was used, which means all incomplete cases were removed from the dataset.

Then, graphical examination of the data was conducted using box plots to
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detect the outliers. Five cases were found to be mistyped and their scores

were corrected, and six cases were deleted as outliers. The descriptive

statistics of the main constructs after data cleaning are presented in Tables

5.2,5.3,5.4,and 5.5.

Table 5.2 Descriptive Statistics for OCM (N=278)

Item Min. Max. Mean S.D. Skewness Kurtosis
Dual ladders 1.00 7.00 4.71 1.44 -0.43 -0.21
Job rotation 1.00 7.00 5.10 1.58 -0.85 0.12
Succession plan 1.00 7.00 4.73 1.52 -0.52 -0.03
Job posting 1.00 7.00 5.10 1.58 -0.85 0.12
Financial support for 1.00 7.00 488 1.54 -0.65 -0.29
education

Clear feedback 2.00 7.00 525 1.19 -0.69 0.34
Career advice 1.00 7.00 5.09 1.33 -0.69 0.20
360 degree appraisal 2.00 7.00 531 139 -0.83 -0.02
Career discussion 1.00 7.00 5.03 1.36 -0.77 0.17
Induction 1.00 7.00 544 1.19 -0.84 0.87
External visit and study 1.00 7.00 541 1.38 -1.05 0.66
In-house training 2.00 7.00 538 1.18 -0.63 -0.12
Career training 2.00 7.00 5.72 1.06 -0.94 1.05

Table 5.3 Descriptive Statistics for Career Commitment (N=278)

Item Min. Max. Mean S.D Skewness  Kurtosis
Want a career in current area 2.00 7.00 5.58 1.10 -0.60 -0.09
Read relevant journals 1.00 7.00 5.07 1.30 -0.56 0.35
Recommend this career to others 1.00 7.00 5.05 1.28 -0.67 0.25
Still choose this profession 1.00 7.00 5.01 1.38 -0.62 -0.04
Continue in this profession 1.00 7.00 4.77 1.53 -0.68 -0.07
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Table 5.4 Descriptive Statistics for Career Competencies (N=278)

Item Min. Max. Mean S D. Skewness  Kurtosis
Co-workers say I know many 1.00 7.00 5.64 1.14 -1.12 1.89
people outside the hotel

I have many contacts within the 200 7.00 534 122 -0.53 -0.26
hotel

I have extensive contacts within the 1.00 7.00 494 1.29 -0.28 0.68
industry in which I work

Coworkers say that I know many 200 7.00 492 1.0l -0.24 -0.05
people within the hotel

I regularly network with individuals 1.00 7.00 4.96 1.09 -0.40 0.29
outside my hotel

My work has been supported by 2.00 7.00 587 0.87 -0.74 1.02
colleagues within the hotel

Coworkers like to cooperate with 3.00 7.00 5.75 0.92 -0.61 0.22
me

Many people working within the 2.00 7.00 5.89 1.02 -0.88 0.59
hotel know me

When I have problems at work, I 3.00 7.00 5.83 0091 -0.45 -0.26
know whom I should contact with

I am well connected within the 2.00 7.00 594 0.87 -0.94 1.70
hotel

I do not have many professional 1.00 7.00 4.15 1.34 -0.13 -0.08
contacts

I have a diversified set of job 3.00 7.00 5.52 0.96 -0.48 -0.24
related skills

I seek out opportunities for 1.00 7.00 5.79 1.04 -1.11 1.97
continuous learning in my career

I seek out training and development 2.00 7.00 5.96 0091 -0.94 1.37
opportunities

I constantly update my job-related  2.00 7.00 5.25 1.06 -0.37 -0.56
skills

I know trends and developmentsin ~ 2.00 7.00 5.20 1.06 -0.24 -0.31
my profession

I have kept current on hotel affairs  1.00 7.00 5.08 -0.23 -0.17
I stay abreast of developments in 1.00 7.00 5.54 -0.71 0.92
my line of work

I am imaginative 1.00 7.00 548 0.95 -0.57 1.05
I am creative 2.00 7.00 5.30 1.05 -0.43 -0.49
I am philosophical 1.00 7.00 4.78 1.22 -0.31 0.03
I am intellectual 1.00  7.00 5.28 1.06 -0.58 1.03
I am complex 1.00  7.00 435 1.60 -0.24 -0.78
I am deep 1.00  7.00 4.15 1.49 -0.14 -0.78
I spend free time on job 1.00  7.00 499 1.28 -0.38 -0.20
I have joined professional 1.00 7.00 4.73 1.35 -0.45 -0.13
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organizations

I have taken a job-related course

I have discussed my career goals
with my supervisor/manager

I ask coworkers for feedback

on my performance

I have asked my supervisor to
discuss my specific strengths and
weaknesses

I gain career guidance from
people outside the hotel

I gain career guidance from
experienced individuals in my
work environment

I gain career guidance from
professional experts

I feel driven to make a difference in
my community

I feel driven to make a difference in
my job

I have been a powerful force for
constructive change in my jobs

I am constantly on the lookout for
new ways to improve my life

I am great at turning problems into
opportunities

I excel at identifying opportunities
Nothing is more exciting than
seeing my ideas turn into reality
If I believe in something, then 1
make it happen

If I see someone in trouble, I help
out in any way I can

I am always looking for better ways
to do things

When I have a problem, I tackle

it head on

I love to challenge the status quo

I have specific career goals and a
career plan

I have sought job assignments that
will help me obtain my career goal

I have changed my career goals based
on new information received

I am aware of my strengths and
weaknesses

1.00
2.00

1.00

2.00

1.00

1.00

1.00

1.00

2.00

1.00

2.00

1.00

1.00
1.00

1.00

3.00

1.00

2.00

2.00
1.00

1.00

1.00

2.00

7.00
7.00

7.00

7.00

7.00

7.00

7.00

7.00

7.00

7.00

7.00

7.00

7.00
7.00

7.00

7.00

7.00

7.00

7.00
7.00

7.00

7.00

7.00

4.99
4.78

5.48

5.19

4.68

5.10

4.32

4.85

5.58

5.06

5.71

5.06

5.08
6.08

5.44

6.18

5.78

5.66

5.32
5.69

5.08

4.99

5.94

1.40
1.27

1.08

1.13

1.43

1.33

1.45

1.20

1.10

1.25

1.03

1.19

1.14
1.04

1.24

0.87

1.01

0.99

1.32

1.38

0.88

-0.56
-0.36

-0.96

-0.43

-0.37

-0.77

-0.26

-0.15

-0.69

-0.28

-0.59

-0.32

-0.34
-1.31

-0.95

-0.94

-0.83

-0.73

-0.49
-1.01

-0.56

-0.52

-0.84

-0.03
-0.43

1.42

-0.29

-0.33

0.10

-0.56

-0.06

0.23

-0.32

-0.09

-0.27

0.02
2.14

0.99

0.42

1.20

0.55

-0.20
1.72

-0.04

-0.39

1.12

112



Table 5.5 Descriptive Statistics for Career Satisfaction (N=278)

Item Minimum Maximum Mean Std.  Skewness Kurtosis
Dev.

Overall goals  1.00 7.00 470 126 -0.31 -0.38
Advancement 1.00 7.00 4.64 1.23  -0.33 -0.31
New skills 1.00 7.00 4.81 1.24 -0.38 -0.17
Income 1.00 7.00 4.67 1.29 -0.53 -0.23
Success 1.00 7.00 4.72 1.35 -0.35 -0.42
achieved

5.5.3 Profile of Participants

Of the 278 respondents, 53.6% were female and 46.4% were male, and the

main age group represented was those aged 25-35. The majority of the

respondents were department managers (56.5%) or supervisors (29.5%),

while those remaining were deputy general managers (5.0%) and captains

(9.0%). The scope of the respondents’ duties was generally wide, and they

served in a number of departments-- front office, food and beverage,

housekeeping, human resources, sales and marketing, engineering, security,

public relations, purchasing, and accounting. As shown in Table 5.6, 43% of

the hotel managers had a two-or a three-year certificate from a college,

22.7% had bachelor’s degrees, and another 18.1% were educated in

vocational/technical schools.
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Table 5.6 Profile of Participants, Pilot Study (N=278)

Items
Gender

Age

Marital status

Education level

Years working in the

industry

Years working in this
hotel

Position

Department

Terms of employment

Characteristics
Male
Female
<24

25-35
36-44
45-55
Single
Married
Others
Secondary

Vocational/technical school
2-3 years college education

Bachelor’s degree
Master’s degree
PhD

Others

<1 year

1-3 years

3-6 years

6-10 years

> 10 years

<1 year

1-3 years

3-6 years

6-10 years

> 10 years
Deputy general manager
Department manager
Supervisor
Foreman
Marketing

Front office
Housekeeping
Food and beverage
HRM
Engineering
Security

Public relations
Purchasing
Accounting
Recreation

Others

Full time

Frequency (%)
46.4
53.6
12.9
61.5
21.6
4.0
30.1
65.8
4.1
15.9
18.1
433
22.7
0.0
0.0
0.0
1.8
19.4
234
26.6
28.8
7.2
28.2
23.8
22.0
18.8
5.0%
56.5
29.5
9.0
10.5
12.7
14.2
21.5
7.6
4.7
13.5
3.3
1.1
4.7
29
3.3
92.4
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Part time 3.1

Others 4.6
Income <1500 21.2
1501-2500 41.2
2501-4000 27.0
4001-5000 8.4
5001-8000 1.1
8000-10000 0.0
10000-15000 1.1
15000-20000 0.0
>20001 0.0
Hotel stars Four star 65.8
Five star 34.2

5.5.4 Criteria for Exploratory Factor Analysis (EFA)

Exploratory factor analysis (EFA) was used to purify the measurement.
Several criteria were considered for factor extraction. First, one of the most
common criteria for addressing the number of factors is to retain factors with
eigenvalues greater than 1 (Kaiser, 1960). Second, a factoring loading of less
than 0.40 is used as the cut-off point for factor interpretation (Stevens, 1992).
Items with factor loadings that are greater than 0.40 in more than one
component are removed to avoid cross loading (Hair, Anderson, Tatham, &
Black, 2002). Third, although factor loadings are useful, factor selection
should not be based on this criterion alone. Communality and screen plots
should also be used for factor extraction. For a sample size that is larger than
250, the average communality should be greater than 0.60 (Kaiser, 1974).
Fourth, the Corrected Item-Total Correlation value indicates the correlation
between each item and the total score for the questionnaire. In general,

corrected item-to-total correlation values that are less than 0.30 are deemed
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unacceptable (Field, 2005). Finally, Cronbach’s alpha is calculated to
measure the scale reliability for the factors identified, with 0.70 the

minimum acceptable value.

5.5.5 Instrument Purification

EFA was applied to identify groups of variables and to reduce a dataset to a
more manageable size by retaining as much of the original information as
possible. The varimax rotation method was selected because it is a good
general approach to simplify the interpretation of factors (Field, 2005).
Based on the criteria listed for EFA, an iterative process was conducted to
eliminate cross loading items and those with low factor loading and low

item-to-total scores until the acceptable factors were obtained.

EFA Results for OCM

EFA of the 13 OCM items was conducted, and three dimensions were
identified: (1) career appraisal and advice; (2) career development programs;
and (3) career training. As the item loadings were higher than 0.40, all 13
items were retained (Hair et al., 2002), generating three meaningful
theoretical dimensions of OCM activities. The Bartlett test of sphericity was
significant and the Kaiser-Meyer-Olkin (KMO) measure of sampling
adequacy was 0.88, indicating that the patterns of correlation were relatively
compact and that factor analysis should generate distinct and reliable factors

(Field, 2005). Cronbach’s alpha of the total construct was 0.89, the scale
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reliability of each dimensions ranged from 0.80 to 0.85, exceeding the

minimum standard for reliability (0.70) recommended by Nunnally (1978). It

can therefore be concluded that the items comprising the three dimensions

were internally consistent and stable and together formed a reliable scale.

The EFA results for OCM are shown in Table 5.7.

Table 5.7 EFA Results for OCM (N=278)

Item Factor Eigen- %of I-T aifltem «a
value  Var. Co. Deleted

Factor 1: Career 3.09 23.78 0.85

development program

Dual ladder 0.79 0.56 0.89

Job rotation 0.77 0.66 0.88

Succession plan 0.76 0.63 0.88

Job posting 0.74 0.63 0.88

Financial support for 0.60 0.62 0.88

education

Factor 2: Career 3.00 23.06 0.83

appraisal and advice

Clear feedback 0.80 0.68 0.88

Career advice 0.79 0.60 0.89

360° appraisal 0.68 0.55  0.89

Career discussion 0.68 0.62 0.88

Induction 0.61 0.58 0.89

Factor 3: Career training 2.26 17.39 0.80

External visits & study  0.84 0.58 0.89

In-house training 0.80 0.47 0.89

Career training 0.74 0.51 0.89

KMO=0.88, Bartlett’s Test of Sphericity: Chi-square=1649.42,

degree of freedom (df)=78, p<0.000

EV=Eigenvalue, % Var=% of variance explained,

I-T Co.= Item-total correlation,
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EFA Results for Career Commitment

Although the measure of career commitment was borrowed from a previous
study, it was still tested as it is being applied in a different context. Two
items, “If I could get another job that is different from this one and get paid
the same amount of money, I would probably take it” and “I am disappointed
that I have ever entered this profession” were not correlated with the overall
score of the scale, with an item-total correlation value of less than 0.30.
Hence, they were dropped as they did not correlate very well with the scale
overall. The overall reliability (o) increased from 0.68 to 0.76 once these two
items were deleted, confirming that their deletion improved the reliability of

the scale. The EFA results for career commitment are shown in Table 5.8.

Table 5.8 EFA Results for Career Commitment (N=278)

Item Factor FEigen- % of I-TCo. aifltem «
value Var. Deleted
2.61 52.17 0.76
Want a careerin ~ 0.80 0.63 0.68
current area
Read relevant 0.78 0.60 0.69
journals
Recommend this 0.75 0.55 0.71
career to others
Still choose this  0.68 0.48 0.73
profession
Continue in this  0.58 0.41 0.76
profession

KMO=0.71, Bartlett’s Test of Sphericity: Chi-square=370.04, df=10,

p<0.000, % Var=% of variance explained, [-T Co.= Item-total correlation,
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Results of EFA for Career Competencies

Factor analysis was then conducted to analyse the career competencies items.
First, SPSS output suppressed three items with factor loadings of less than
0.40, namely, “I have been a powerful force for constructive change in my
jobs,” “No matter what the odds are, if I believe in something I will make it
happen,” and “I am aware of my strengths and weaknesses.” Second, three
items, “I have kept current on hotel affairs”, “My work has been supported
by colleagues working within the hotel”, and “I love to challenge the status
quo” were dropped as they had dual or triple loadings greater than 0.30 on
more than one factor. Third, another three items “I’'m complex,” and “I’'m
deep,” and “I do not have many professional contacts,” were deleted as their
corrected item-total correlation values were less than 0.30. The deletion of
these items resulted in a higher Cronbach’s a, indicating that their deletion

improve the reliability of the scale (Field, 2005).

Finally, ten factors with eigenvalues greater than 1 emerged from the dataset.
These factors comprised of 40 items, which explained 66.87% of the overall
variance. The overall reliability (o) of the whole construct was 0.94, the
scale reliability of each dimensions ranged from 0.68 to 0.91, indicating high
internal consistency. The high alpha value of measurement is due to the large
number of items and similarity of wording. Thus the reliability of career

competencies was further checked in the main survey.
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Although the item-total correlation values of “I gain career guidance from

professional experts” and “I feel driven to change the community” were less

than 0.30, they were retained, as it is acceptable to have smaller correlation

coefficients with a bigger sample size (Field, 2005). The item “update skills”

cross loaded onto two components with factor loadings of 0.59 and 0.41,

respectively. As this was the first stage of factor analysis, these three items

were retained for testing in the main survey. The EFA results for career

competencies are shown in Table 5.9.

Table 5.9 EFA Results for Career Competencies (N=278)

Item Fac. EV % I-T aif o
Var. Co. Item
Deleted
Factor 1: Networks within and outside 5.18 12.96 0.91
hotels
Coworkers say I know many people 0.74 0.63 0.94
outside the hotel
I have many contacts within the hotel 0.74 0.61 0.94
I have extensive contacts within the 0.71 0.66 0.94
industry in which I work
Coworkers say that [ know many 0.68 0.54 0.94
people within the hotel
I regularly network with individuals 0.67 0.59 0.94
outside my hotel
Coworkers like to cooperate with me 0.66 0.61 0.94
Many people within the hotel know me  0.64 0.61 0.94
When I have problems at work, [ know  0.61 0.65 0.94
whom I should contact with
I am well connected within the hotel 0.54 0.60 0.94
Factor 2: Career/job-related skills 3.61 9.03 0.83
I have many job-related skills 0.70 0.60 0.94
I seek out opportunities for continuous  0.69 0.65 0.94

learning in my career
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I seek out training and development
opportunities

I often update my job-related skills

I remain current on the trends and
developments in my profession

I stay abreast of developments in my
line of work

Factor 3: Openness to experience
I am imaginative

I am creative

I am philosophical

I am intellectual

Factor 4: Career identity

I spend my free time on activities that
will help my job

I have joined professional organizations
related to my career goals

I have taken courses towards a job-
related degree

Factor 5: Career insight

I have taken the initiative to discuss my
career goals with my
supervisor/manager

I ask coworkers whom I respect for
feedback on my performance

I have asked my supervisor/manager to
discuss my specific strengths and
weaknesses

Factor 6: Mentoring

I gain career guidance from
experienced people outside the hotel
I gain career guidance from
experienced individuals in my work
environment

I gain career guidance from
professional experts

Factor 7: Intrinsic motivation™®

I feel driven to make a difference in my
community

I feel driven to make a difference in my
job

0.63

0.59
0.57

0.48

0.75
0.71
0.68
0.67
0.76
0.73

0.59

0.79

0.58

0.53

0.77

0.77

0.55

0.77

0.75

3.03

2.28

2.23

2.15

2.11

7.59

5.69

5.56

5.38

5.28

0.59

0.58
0.55

0.59

0.55
0.54
0.56
0.56
0.56
0.40

0.51

0.49

0.58

0.50

0.45

0.48

0.26

0.28

0.45

0.94

0.94
0.94

0.94

0.94
0.94
0.94
0.94
0.94
0.94

0.94

0.94

0.94

0.94

0.94

0.94

0.94

0.94

0.94

0.82

0.76

0.74

0.68

0.68
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I am constantly on the lookout for new  0.54
ways to improve my life

Factor 8: Identifying opportunities™

I am great at turning problems into 0.75
opportunities
I excel at identifying opportunities 0.71

Factor 9: Proactive personality
Nothing is more exciting than seeing
my ideas turn into reality

If I see someone in trouble, then I help
out in any way I can

I am always looking for better ways to
do things

When I have a problem, I tackle it
head-on

Factor 10: Career goal*

I have specific career goals and plan

I have sought job assignments that

will help me obtain my career goal

I have changed or revised my career goals
based on new information that I have
received

2.10

2.09
0.77

0.64

0.51

0.41

1.96

0.70
0.65

0.48

5.26

5.23

4.90

0.49

0.59

0.60

0.39

0.38

0.63

0.58

0.51
0.36

0.53

0.94

0.94

0.94

0.94

0.94

0.94

0.94

0.94
0.94

0.94

0.83

0.73

0.68

KMO=0.91, Bartlett’s Test of Sphericity: Chi-square=5878.38, df=780,

p<0.000 *Fac.=factor loading, EV=Eigenvalue, % Var=% of variance

explained, I-T Co.= Item-total correlation, a if [tem Deleted= Cronbach’s
alpha if item deleted, * suggested label for factors

EFA Results for Career Satisfaction

EFA of the five items of career satisfaction was conducted, and one factor

with an engenvalue greater than 1 emerged. All of the item loadings were

greater than 0.40, ranging from 0.84 to 0.89. The Bartlett test of sphericity

was significant and the Kaiser-Meyer-Olkin (KMO) measure of sampling

adequacy was 0.80, indicating that the patterns of correlations are relatively

compact and that factor analysis should generate distinct and reliable factors
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(Field, 2005). Cronbach’s alpha of the total construct was 0.89, exceeding
the minimum standard for reliability (0.7) recommended by Nunnally (1978).
It can therefore be concluded that the items measuring career satisfaction are
internally consistent and stable and together form a reliable scale. The EFA

results for career satisfaction are shown in Table 5.10.

Table 5.10 EFA Results for Career Satisfaction (N=278)

Item Factor FEigen- % I-T Co. aifltem «a
value  Var. Deleted
3.46 69.20 0.89
Overall goals 0.90 0.82 0.84
Advancement 0.87 0.78 0.85
New skills 0.83 0.73 0.86
Income 0.76 0.64 0.89
Success achieved 0.79 0.67 0.88
KMO-= 0.80, Bartlett’s Test of Sphericity: Chi-square=830.87, df=10,
p<0.000

EV=Eigenvalue, % Var=% of variance explained, I-T Co.= Item-total
correlation, a if Item Deleted= Cronbach’s alpha if item deleted,

In summary, the pilot study refined the construct items. After conducting
EFA, a total of 63 items were obtained for the main survey and the sources

of measurement items were summarized in Table 5.11.

Table 5.11 Sources of measurement items

Constructs Sources
Perceived OCM 13 items developed in this study
Career commitment 5 items from Blau’s (1985, 1999)
Career competencies 34 items from Eby et al., (2003)

6 items developed in this study
Career satisfaction 5 items from Greenhaus et al (1990)
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5.6 Main Survey

5.6.1 Sampling Method

To collect a representative dataset, this study employed quota sampling
method in the main survey. According to Altinay & Paraskevas (2008),
“Quota sampling is a technique used to ensure equal representation of
participants in each layer of a stratified sample grouping” (p.96). The
corresponding sample distribution can be assured by purposely selecting the
sample units according to quotas set in proportion to a known population
distribution (Foreman, 1991). The hotels under study were first divided into
mutually exclusive subsets according to their geographical distribution, just
as in stratified sampling, and participants from each hotel stratum were then

selected, based on a specified proportion.

The Yearbook of China Tourism Statistics 2009 published by the China
National Tourism Administration (CNTA) was used as a reference to select
the sample frames. Based on the number of four and five star SOHs, Beijing,
Guangdong, Zhejiang, Shandong, Jiangsu, Shanghai, Sichuan, Hubei,
Hainan, and Tianjin were selected as the target areas. They represent seven
provinces and three municipalities directly under the control of the central
government, and are reasonably representative of the main tourist provinces
in mainland China in terms of hotel numbers and geographic distribution
(see the map in Figure 5.2). Subsequently, 52 hotels were located in the

selected cities, most of which were managed by well-known SOH
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management corporations, including Jin Jiang, Jinling, Jianguo, Overseas

Chinese Tourism (OCT), Garden Hotel, and White Swan.

Figure 5.2 Map of the People’s Republic of China
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With regard to the sample size, structural equation modeling (SEM) requires
a larger sample size compared to other multivariate techniques. This is
because the sample provides a basis for the estimation of sampling errors,
and SEM statistical algorithms are unreliable with small samples (Hair,
Black, Babin, & Anderson, 2009). Opinions regarding the minimum sample
sizes vary. Anderson & Gerbing (1988) state that a sample size of 150 is
large enough to obtain a solution for models with more than three indicators

per factor, whereas Stevens (1996) recommends a sample size of at least 400
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to avoid model misspecification. Ghauri & Gronhaug (2005) suggest a

sample size of 200-500 for a regional survey with no subgroup analyses. In

general, when deciding on the sample size, the decisions must be made based

on several factors, including multivariate normality, estimation technique,

model complexity, amount of missing data, and the average error variance of

the indicators (Hair et al., 2009). Taking all of these factors into account, this

study aimed at 1000 completed questionnaires based on the 10:1 ratio of

respondents to items recommended by Hair, Anderson, Tatham, & Black,

(2006). Table 5.12 presents the sample quotas based on the proportion of

four and five star hotels in an area.

Table 5.12 Sampling Quotas Based on the Percentage of Four and Five Star
State-owned Hotels

Provinces/City Proportion  of | Proposed Expected
Four and Five | Sample Size Number of
star hotels (%) Respondents

Beijing 14.2 1000 142

Tianjin 1.7 1000 17

Shanghai 10.2 1000 102

Jiangsu 12.8 1000 128

Zhejiang 13.2 1000 132

Shandong 12.9 1000 129

Guangdong 14.2 1000 142

Sichuan 9.0 1000 90

Hubei 8.0 1000 80

Hainan 3.8 1000 38

5.6.2 Survey Distribution

The main survey was conducted in 52 hotels located in 17 main tourist cities,

Beijing, Shanghai, Tianjin, Nanjing, Hangzhou, Qingdao, Jinan, Weihai,
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Weifang, Yantai, Taian, Qufu, Chengdu, Guangzhou, Shenzhen, Wuhan,

and Sanya, which adequately reflect tourist cities in China. A key person,

such as human resources manager or marketing manger was contacted at

each hotel to ensure the distribution and collection of the questionnaires.

Finally, a total of 980 questionnaires were collected, of which 907 were

retained after screening out the ones which were largely incomplete. The

distribution of hotels for the main survey is shown in Table 5.13.

Table 5.13 Distribution of Hotels, Main Survey

Hotel Code Hotel Location Hotel Star Completed Cases
Rating

Hotel 1 Beijing 4 9

Hotel 2 Beijing 4 34
Hotel 3 Beijing 4 3

Hotel 4 Beijing 4 20
Hotel 5 Beijing 5 19
Hotel 6 Beijing 5 16
Hotel 7 Beijing 5 20
Hotel 8 Beijing 5 20
Hotel 9 Tianjin 5 12
Hotel 10 Shanghai 5 27
Hotel 11 Shanghai 5 26
Hotel 12 Shanghai 4 39
Hotel 13 Shanghai 4 12
Hotel 14 Nanjing 4 23
Hotel 15 Nanjing 5 15
Hotel 16 Nanjing 4 34
Hotel 17 Nanjing 5 28
Hotel 18 Hangzhou 5 20
Hotel 19 Hangzhou 4 25
Hotel 20 Hangzhou 4 18
Hotel 21 Hangzhou 4 29
Hotel 22 Hangzhou 4 22
Hotel 23 Weihai 4 6

Hotel 24 Weihai 5 13
Hotel 25 Weihai 4 12
Hotel 26 Weihai 5 14
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Hotel 27 Qingdao 5 10
Hotel 28 Qingdao 5 11
Hotel 29 Qingdao 5 10
Hotel 30 Qingdao 4 10
Hotel 31 Weifang 4 10
Hotel 32 Weifang 4 5

Hotel 33 Yantai 4 9

Hotel 34 Yantai 5 10
Hotel 35 Jinan 5 10
Hotel 36 Taian 4 5

Hotel 37 Qufu 4 8

Hotel 38 Guangzhou 5 35
Hotel 39 Guangzhou 5 11
Hotel 40 Shenzhen 5 20
Hotel 41 Shenzhen 4 19
Hotel 42 Shenzhen 5 24
Hotel 43 Shenzhen 5 12
Hotel 44 Shenzhen 5 12
Hotel 45 Shenzhen 5 12
Hotel 46 Chengdu 4 26
Hotel 47 Chengdu 5 20
Hotel 48 Chengdu 4 32
Hotel 49 Chengdu 5 10
Hotel 50 Wuhan 4 30
Hotel 51 Wuhan 5 21
Hotel 52 Sanya 5 20

5.6.3 Data Collection

Two methods were employed to collect the survey data. First, the researcher
approached most of the selected hotels (31 hotels) and contacted the general
manager or human resources manager to assist with the distribution of the
questionnaires. The respondents were asked to complete a self-administered
questionnaire, which was collected on the spot by the researcher to ensure

the confidentiality of the information provided.
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It would have been not only time consuming but also expensive to travel to
all of the selected hotels to collect the data. Therefore, the questionnaires
were emailed to target hotels which are far from the researcher’s institution.
To ensure the quality and quantity of the data collected, the researcher first
contacted the general managers of the hotels for assistance, and ascertained
the contact person in each hotel. For example, the researcher visited the
headquarters of a large SOH in Shanghai and received the support of the
chief human resources manager. The questionnaire and required numbers of
data were then emailed to the manager contacted and distributed to the
subordinate hotels. Once the required data were collected, the researcher
responded the hotel managers with a brief results report to express the

gratitude for support and to ensure the future cooperation.

Data Analysis Method

The present study aims to test the relationships among latent constructs—
perceived OCM, career commitment, career competencies, and career
satisfaction—which cannot be directly observed or measured. Hence, these
constructs are measured by some observable variables or items that form the
multi-item scales. SEM was used to statistically examine the specified

relationships.

SEM is a statistical methodology that takes a confirmatory approach to the
analysis of a structural theory bearing on some phenomenon (Byrne, 2001,

p.3). It is a powerful statistical tool that can examine the extent to which the
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model fits the data and the level of statistical significance of the
hypothesized relationships. SEM enables the identification of structural
relationships, especially those between latent constructs or variables, by
integrating the new development of two statistical methods: factor analysis
and path analysis. Factor analysis, especially confirmatory factor analysis
(CFA) (the measurement model), specifies the relationships between the
observed indicators and their posited underlying factors, whereas path
analysis (the structural model) specifies the causal relationships among the
latent variables as posited by the underlying theories (Segars & Grover,
1993). By combining the two statistical methods, SEM overcomes the
methodological limitations of factor analysis and path analysis. It is therefore
a useful statistical tool for understanding the interrelationships among

several latent variables.

SEM was used to test the measurement and structural models using AMOS.
First, EFA and CFA were conducted to purity the measurement indicators
and to specify the relationships between the observed indicators and the
constructs. Second, path analysis was performed to specify the causal
relationships between the latent variables posited by the underlying theories.
Procedurally, SEM helped to find the best fitting model by, in the first stage,
establishing the best fitting measurement model, which then entered the
second stage of testing the hypothesized structural model (Byrne, 2001;

Cheng & Ho, 2001).
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5.7 Chapter Summary

This chapter elaborates the research methodology of the study. It first
discusses the research design, covering the target sample, sampling method,
and questionnaire development. The target populations are middle managers
who work in four or five star SOHs in China. The questionnaire comprises
five parts, and all individual items are measured using a seven-point Likert
scale (1 = strongly disagree, 7 = strongly agree). Second, this chapter
describes the measurement instrument of the four main constructs. Third, it
reports the process and results of the pilot study. After the content validity
analysis, items are developed into statements and piloted in Shandong
province. A total of 278 valid questionnaires are collected in the pilot study
and examined using factor analysis to obtain a purified instrument for the
main survey. Finally, this chapter addresses the questionnaire distribution,
data collection process, and data analysis method of the main survey. The
survey is conducted based on the quota sampling method. SEM is used to

analyze the data, and the results are presented in the next chapter.
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Chapter 6. RESULTS

This chapter reports the results of the main survey. It outlines the data
screening process, normality checking, and profile of the respondents. After
examining the reliability of all of the measurement scale, it describes the
model fit and construct validity criteria and testing procedure. First, the
individual measurement model for each latent construct is assessed by
running EFA and CFA. Second, the overall measurement model is tested
with all latent constructs specified as correlated. Finally, the structural model
is evaluated with the full dataset. The chapter concludes with a report of the

results of hypothesis testing and multi-group invariance analysis.
6.1 Data Screening

In the main survey, a total of 907 valid questionnaires were collected. The
data were screened and purified to ensure that the dataset meets the

requirements for SEM analysis.

Missing data

Before conducting the data analysis, the dataset was examined for missing
data. Handling missing data is very important as non-random missing data
can bias the statistical results (Hair et al., 2009). There are several methods
to deal with missing data, such as listwise deletion, pairwise deletion, mean

imputation, regression imputation, and similar response pattern imputation
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(Enders, 2006; Olinsky, Chen, & Harlow, 2003). Listwise deletion is among
the most commonly used methods in published studies (Gilley & Leone,
1991). It is chosen when the values are assumed to be missing at random and
represent less than 10% of the dataset. In addition, when values are missing
at random, listwis deletion has been found to be more robust than other
sophisticated methods, such as maximum likelihood and multiple imputation
(Allison, 2002). In this study, listwise deletion method was used, which

means to remove all incomplete cases (73) from the dataset before analysis.

Outliers

Outliers are observations that are substantially different from the other
observations of one or more characteristics (Hair et al., 2009). As they bia
the mean and influence the normal distribution (Field & Hole, 2003), it is

important to identify them. This study used several methods to locate outliers.

First, descriptive statistics were used to check the accuracy of the extreme
scores. All of the minimum and maximum scores appeared to be less than 7
except for five cases, which had values of 77 or 33. As the items were
measured using a seven-point Likert scale, the outliers’ scores were
extremely above the top of the measurement scale. As an outlier can be
caused by data entry mistakes, for example, entering “77” instead of “7”, the
raw data were checked (Kline, 1998). It was found that the outliers were

caused by mistyping, and the scores for these cases were corrected.
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Having had a glance at the data distribution and amended the incorrect
entered value, box plots were then used to identify outliers. A total of 18
cases were found with extreme scores on more than one variable. These 18
outliers were deleted as the deletion of univariate outliers can help to reduce
the number of multivariate outliers and normalise the distribution (Bacon,

1995; Kline, 1998).

Possible outliers were also removed using the bootstrap technique, with the
Mabhalanobis d-squared values used as the measure of distance (Byrne, 2001).
Based on the wide gap the Mahalanobis d-squared values between the cases,
a total of 15 cases were judged as outliers and deleted. After the deletion of
the missing data and outliers, a total of 796 valid questionnaires were

retained.

Data Normality

It is critically to ensure that the data have a multivariate normal distribution
before conducting SEM (Byrne, 2001). If the variation from the normal
distribution is too large, then both the Chi-square and the comparative fit
index (CFI) will fluctuate substantially (Bentler, 1990; West, Finch, &
Curran, 1995). Therefore, the dataset was screened to ensure that the data
underlying the analysis meet all of the requirements for multivariate analysis.
Three indices, univariate skewness, univariate kurtosis, and multivariate

kurtosis were typically used to evaluate variable distribution (Finney &
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Distefano, 2006). The bootstrap procedure was also commonly used to test

for the presence of multivariate nonnormal data (Kotz & Johnson, 1992).

Regarding the criteria of univariate normality, Kline (2005) suggests that the
cutoff absolute values should be 3.0 for skewness and 8.0 for kurtosis. That
is, the datasets with absolute values of univariate skewness greater than 3.0
and absolute values of univariate kurtosis greater than 8.0 should be
identified as extremely nonnormal. As shown in Table 6.1, the absolute
values of univariate skewness ranged from 0.06 to 0.97, and those of
univariate kurtosis ranged from 0.01 to 0.65, indicating that all data followed
normal distributions. Although the multivariate kurtosis value indicated
significant positive kurtosis according to Mardia (1970), a situation in which
all variables achieve univariate normality can help to achieve multivariate
normality (Hair et al., 2009). In addition, large sample sizes of 200 or more
may help to reduce the detrimental effects of nonnormality (Hair et al., 2009),
and the deletion of outliers may also contribute to multivariate normality (R.
B. Kline, 2005). Given that all variables were univariate normally distributed
and the sample size of 796 in this study was large enough, the data could be
regarded as following multivariate normal distribution and could be used for

further analysis.
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Table 6.1 Univariate and Multivariate Normality Test Result

Item Skew  C.R. Kurtosis C.R.
OCM
OCMI1: External visit & study -0.68 -7.43 0.67 0.36
OCM2: Career workshop -0.65 -7.09 0.14 0.79
OCM3: Financial support -0.36 -3.89 -0.64 -3.48
OCM4: 360° appraisal -0.61 -6.65 0.22 1.17
OCMS: Clear feedback -0.36 -3.88  -0.10 -0.55
OCM6: Career advice -0.25  -2.70  -0.37 -1.99
OCMT7: Career discussion -0.40 -435 -0.22 -1.23
OCMB&: Induction -0.44 475  -0.03 -0.15
OCMO: Job rotation -0.44  -482  -0.11 -0.61
OCM10: Succession plan -0.30 -3.29  -0.30 -1.61
OCML11: Job posting -0.52  -5.63  -0.09 -0.49
OCM12: Dual ladders -0.08 -0.89  -0.28 -1.53
OCM13: In-house training -0.61 -6.61 0.20 1.11
Career Commitment
ICCT: Still choose this profession -0.50 -5.44 0.10 0.53
ICC2: Recommend this career to -048 -520 -0.27 -1.50
others
ICC3: Continue in this profession -0.32  -046  -0.01 -0.03
ICC4: Want a career in current -0.59 -6.48 0.15 0.80
area
ICC5: Read relevant journals -0.17  -1.82  -0.25 -1.39
Career Competencies
CC1: Specific career goals and plan -0.68  -7.40 0.28 1.50
CC2: Found job that helps obtain -0.48 -529  -0.16 -0.85
career goals
CC3: Change career goals based on new -0.30 -3.23  -0.36 -1.98
information
CC4: Discuss career goals with -0.13  -1.40 -0.49 -2.70
manager
CC5: Ask co-workers for feedback -0.51 -5.54 0.20 1.07
CC6: Discuss strengths and weaknesses -0.31  -338  -0.37 -1.99
CC7: New ways to improve my life -0.64 -7.02 0.06 0.30
CC8: Driven to change job -0.55 -6.03  -0.15 -0.83
CC9: Driven to change community -0.09 -0.94  -0.37 -2.04
CC10: Always looking for better ways -0.51 -5.53  -0.14 -0.76
CCl11: Exciting to see idea realized -0.97 -9.55 0.48 2.64
CC12: Help someone in trouble -0.69 -7.48 -0.14 -0.74
CC13: Identity opportunities -0.12  -1.27  -0.59 -3.23
CC14: Turn problems into opportunities -0.06  -0.69 -0.53 -2.91
CC15: Head-on problems -045 -496 -0.01 -0.01
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CC1e6:
CCl17:
CC18:
CC109:
CC20:
CC21:
CC22:
CC23:

CC24:
CC25:
CC26:

CC27:

CC28:
CC29:

CC30:

CC31:
CC32:
CC33:

CC34:
CC35:
CC36:
: Join professional organizations
CC38:
CC39:
CC40:

CC37

Creative

Imaginative

Philosophical

Intellectual

Mentoring in the hotel
Mentoring outside the hotel
Mentoring by experts
Co-workers say I know many
people within the hotel

People in the hotel know me
Many contacts within the hotel
With problems at work, I know
whom I should contact with
Co-workers like to cooperate
with me

Well connected within the hotel
Many contacts within the
industry

Co-workers say I know many
people outside hotel
Networks outside the hotel
Continuous learning

Training and development
opportunities

Job-related skills

Update skills

Know trends and developments

Spend free time on job
Take job-related courses
Stay abreast of developments

Career Satisfaction
CS1: Income

CS2: Advancement
CS3: New skills
CS4: Overall goal
CS5: Success
Multivariate

-0.21
-0.31
-0.19
-0.25
-0.51
-0.19
-0.37
-0.41

-0.52
-0.23
-0.57

-0.56

-0.49
-0.19

-0.11

-0.09
-0.51
-0.53

-0.39
-0.31
-0.42
-0.21
-0.15
-0.24
-0.32

-0.27
-0.21
-0.16
-0.19
-0.14

-2.26
-3.36
-2.07
=277
-5.51
-2.02
-4.06
-4.44

-5.70
-2.56
-6.25

-6.14

-5.35
-2.07

-1.24

-0.92
-5.56
-5.82

-4.26
-3.44
-4.63
-2.25
-1.61
-2.58
-3.51

-2.97
-2.28
-1.79
-2.03
-1.52

-0.65
-0.41
-0.43
-0.56
0.13
-0.12
-0.04
-0.38

-0.32
-0.64
0.32

0.33

0.19
-0.49

-0.55

-0.42
-0.14
0.18

-0.02
-0.28
-0.11
-0.24
-0.38
-0.40
-0.23

-0.01
-0.19
-0.21
-0.31
-0.22
671.72

-3.54
-2.23
-2.35
-3.08
0.72
-0.65
-0.21
-2.06

-1.73
-3.52
1.77

1.80

1.03
-2.67

-3.00

-2.27
-0.79
0.98

-0.08
-1.55
-0.59
-1.29
-2.07
-2.19
-1.25

-0.02
-1.02
-1.14
-1.68
-1.17
99.31

The descriptive statistics of the main constructs after data cleaning the

missing data and outliers are presented in Tables 6.2, 6.3, 6.4, and 6.5.
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Table 6.2 Descriptive Statistics for OCM (N=796)

Item Min. Max. Mean  S.D.
Dual ladders 1.00 7.00 4.44 1.35
Job rotation 1.00 7.00 4.77 1.38
Succession plan 1.00 7.00 4.72 1.35
Job posting 1.00 7.00 4.93 1.38
Financial support for education 1.00 7.00 4.58 1.63
Clear feedback 1.00 7.00 5.14 1.12
Career advice 1.00 7.00 4.95 1.22
360 degree appraisal 1.00 7.00 5.23 1.27
Career discussion 1.00 7.00 5.02 1.22
Induction 2.00 7.00 5.50 1.01
External visit and study 1.00 7.00 5.51 1.19
In-house training 2.00 7.00 5.75 0.95
Career training 2.00 7.00 5.59 1.07

Table 6.3 Descriptive Statistics for Career Commitment (N=796)

Item Min. Max. M S.D
Want a career in current area 1.00 7.00 5.62 1.05
Read relevant journals 1.00 7.00 5.07 1.20
Recommend this career to others 1.00 7.00 4.85 1.29
Still choose this profession 1.00 7.00 4.97 1.46
Continue in this profession 1.00 7.00 4.91 1.44

Table 6.4 Descriptive Statistics for Career Competencies (N=796)

Item Min. Max. Mean §S. D.

Co-workers say I know many people outside 1.00  7.00 5.01 1.17
the hotel

I have many contacts within the hotel 1.00  7.00 5.27

I have extensive contacts within the industry 1.00 7.00 5.19 1.12
Coworkers say that [ know many people within 1.00 7.00 5.49

the hotel

I regularly network with individuals outside 1.00  7.00 5.05 1.18
my hotel

Coworkers like to cooperate with me 2.00 7.00 577 0.87
Many people working within the hotel know 200 7.00 5.65 1.08
me

When I have problems at work, I know whomI 2.00 7.00 5.88 0.89
should contact with

I am well connected within the hotel 3.00 7.00 5.89 0.82
I have a diversified set of job related skills 2.00 7.00 547 097
I seek out opportunities for continuous learning 1.00  7.00 5.67 1.00
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I seek out training and development
opportunities

I constantly update my job-related skills

I know trends and developments in my
profession

I stay abreast of developments in my line of
work

I am imaginative

I am creative

I am philosophical

I am intellectual

I spend free time on job

I have joined professional organizations

I have taken a job-related course

I have discussed my career goals with my
supervisor/manager

I ask coworkers for feedback

on my performance

I have asked my supervisor to discuss my
specific strengths and weaknesses

I gain career guidance from

people outside the hotel

I gain career guidance from experienced
individuals in my work environment

I gain career guidance from professional
experts

I feel driven to make a difference in my
community

I feel driven to make a difference in my job
I am constantly on the lookout for new ways to
improve my life

I am great at turning problems into
opportunities

I excel at identifying opportunities

Nothing is more exciting than seeing my ideas
turn into reality

If I see someone in trouble, I help out in any
way | can

I am always looking for better ways to do
things

When I have a problem, I tackle it head on
I have specific career goals and a career plan

I have sought job assignments that will help me
obtain my career goal

I have changed my career goals based on new
information received

2.00

2.00
1.00

1.00
2.00
1.00
2.00
2.00
2.00
1.00
1.00
1.00
1.00
1.00
1.00
1.00
1.00
1.00

2.00
2.00

2.00

2.00
2.00

3.00
2.00
2.00

2.00
1.00

2.00

7.00

7.00
7.00

7.00
7.00
7.00
7.00
7.00
7.00
7.00
7.00
7.00
7.00
7.00
7.00
7.00
7.00
7.00

7.00
7.00

7.00

7.00
7.00

7.00
7.00
7.00

7.00
7.00

7.00

5.76

5.25
5.60

5.29
5.55
5.38
5.40
5.42
4.88
4.84
4.91
4.79
5.34
5.13
4.88
5.24
4.81
4.88

5.70
5.74

5.16

5.23
6.08

6.11
5.95
5.68

5.68
5.19

5.11

0.93

1.03
0.99

1.02
0.96
1.04
0.96
1.00
1.15
1.22
1.24
1.27
1.10
1.23
1.23
1.20
1.31
1.26

1.04
1.01

1.13

1.07
1.00

0.85
0.94
0.94

1.00
1.16

1.17
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Table 6.5 Descriptive Statistics for Career Satisfaction (N=796)

Item Min. Max. Mean Std.
Dev.
Overall goals 1.00 7.00 486 1.10
Advancement 1.00 7.00 483 1.15
New skills 2.00 7.00 493 1.06
Income 1.00 7.00 470 1.20
Success achieved 1.00 7.00 494 1.14

6.2 Profile of Respondents

Data were collected from more than ten provinces and regions in China, and
the participants were diverse in terms of age, education level, job position,
working areas and working experiences. As the SOHs are the dominant force
of hotels in China, data collected should reasonably represent the profile of
hotel workforce. Furthermore, the respondent profile in this study reflects
similarly the general population published by CNTA. Table 6.6 presents the
demographic characteristics of the respondents. Of the 796 respondents,
52.1% were male, and 47.9% were female, and more than 77% of the
respondents were aged between 25 and 44. About 69% of the respondents
were married. Over 79% of them had completed college-level education or
above, indicating that a large proportion of the respondents were well
educated. The great majority of the respondents (97.4%) were department
managers or supervisors. Approximately 53% of them typically had on
average more than ten years of hotel management experience in four or five

star hotels. They generally had a wide range of duties and serve in the
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following departments: food and beverage (18.3%), sales and marketing
(12.8%), housekeeping (12.2%), front office (11.9%), human resources
(10.4%), accounting (7.3%), security (6.2%), engineering (4.9%), public
relations (2.6%), purchasing (1.8%), recreation (1.4%) and others (10.2%).
Among the hotels surveyed, 55% were four star hotels and 45% were five

star hotels.

Table 6.6 Profile of Respondents, Main Survey (N=796)

Characteristics Valid N Percentage
Gender

Male 415 52.1
Female 381 47.9
Age

Below 24 47 59
25-35 370 46.5
36-44 246 30.9
45-55 121 15.2
56-64 12 1.5
Marital Status

Married 549 69
Single 204 25.6
Others 43 5.4
Educational Level

Secondary/high school 51 6.4
Vocational/ technical school 93 11.7
College 415 52.1
Bachelor’s degree 215 27
Master’s degree 19 2.4
PhD 0 0
Others 3 0.4
Years of working in the hotel industry

Less than 1 year 12 1.5
1-3 years 83 10.4
3-6 years 131 16.5

6-10 years 147 18.5
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Above 10 years

Years of working in this hotel
Less than 1 year

1-3 years

3-6 years

6-10 years

Above 10 years

Position

Assistant general manager
Department manager
Supervisor

Department
Marketing

Front Office
Housekeeping
Food and Beverage
Human Resources
Engineering
Security

Public Relations
Purchasing
Accounting
Recreation

Others

Monthly Income
Below 1500
1501-2500
2501-4000
4001-5000
5001-8000
8001-10000
10001-15000
15001-20000
Above 20001

Hotel star rating
4 star
5 star

423

80

178
140
124
274

21
444
331

102
95
97
146
83
39
49
21
14
58
11
81

44
192
237
95
150
35
31

438
358

53.1

10.1
22.4
17.6
15.6
34.4

2.6
55.8
41.6

12.8
11.9
12.2
18.3
10.4
4.9
6.2
2.6
1.8
7.3
1.4
10.2

5.5
24.1
29.8
11.9
18.8
4.4
3.9
0.8
0.8

55.0
45.0
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6.3 Scale Reliability

Scale reliability means that a scale consistently reflects the construct that it
measures (Field, 2005). The most commonly reported estimate of reliability
is Cronbach’s coefficient alpha (o). The internal consistency reliability of
each of the scale measuring the study constructs (perceived OCM, career
commitment, career competencies, and career satisfaction was estimated. As
shown in Table 6.7, the reliability coefficients of each construct ranged from
0.84 to 0.96, all of which were above the cut-off point of 0.70, which means
that all of the scales reflected the constructs well (Kline, 1999). The item-
total correlation values were all above 0.30 (Field, 2005), indicating that the
correlation between each item and the total score from the questionnaire was
satisfactory. An examination of the column “Alpha if Item Deleted” revealed
that the deletion of any one of the items would not affect reliability. In
summary, the scale reliability results showed a satisfactory level of internal
consistency within the constructs of OCM, career commitment, career

competencies, and career satisfaction.
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Table 6.7 Reliability of the Measurement of the Major Constructs (N=796)

Item Item-Total  Alpha if  Reliability
Correlation  Item a
Deleted
OCM 0.90
OCMI1: External visits & study 0.53 0.89
OCM2: Career workshop 0.57 0.89
OCM3: Financial support 0.55 0.90
OCM4: 360" appraisal 0.62 0.89
OCMS: Clear feedback 0.68 0.89
OCMB6: Career advice 0.71 0.89
OCMT: Career discussion 0.69 0.89
OCMS: Induction 0.59 0.89
OCM9: Job rotation 0.61 0.89
OCM10: Succession plan 0.67 0.89
OCMI11: Job posting 0.53 0.90
OCM12: Dual ladders 0.65 0.89
OCM13: In-house training 0.56 0.90
Career Commitment 0.84
ICC1: Want a career in current area 0.58 0.82
ICC2: Still choose this profession 0.74 0.77
ICC3: Recommend this career to others 0.70 0.79
ICC4: Continue in this profession 0.65 0.80
ICCS: Read relevant journals 0.54 0.83
Career Competencies 0.94
CC1: Specific career goals and plan 0.59 0.95
CC2: Found job that helps obtain 0.55 0.95
career goals
CC3: Change career goals based on new 0.51 0.96
information
CC4: Discuss career goals with manager 0.57 0.95
CCS: Ask co-workers for feedback 0.53 0.95
CC6: Discuss strengths and weaknesses 0.58 0.95
CC7: New ways to improve my life 0.53 0.95
CC8: Driven to change job 0.56 0.95
CC8: Driven to change community 0.49 0.96
CC10: Always looking for better ways 0.56 0.95
CC11: Exciting idea turn into reality 0.47 0.96
CC12: Help someone in trouble 0.46 0.96
CC13: Identify opportunities 0.66 0.95
CC14: Turn problems into opportunities 0.66 0.95
CC15: Head-on problems 0.64 0.95
CC16: Creative 0.61 0.95
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CC17: Imaginative 0.61 0.95

CC18: Philosophical 0.55 0.95
CC19: Intellectual 0.59 0.95
CC20: Mentoring in the hotel 0.52 0.95
CC21: Mentoring outside the hotel 0.54 0.95
CC22: Mentoring from expert 0.55 0.95
CC23: Co-workers say I know many 0.59 0.95
people within the hotel
CC24: People in the hotel know me 0.57 0.95
CC25: Many contacts within the hotel 0.60 0.95
CC26: With problems in work, I know 0.63 0.95
whom I should contact with
CC27: Co-workers like to cooperate 0.66 0.95
with me
CC28: Well connected within the hotel 0.60 0.95
CC29: Many contacts within the industry 0.67 0.95
CC30: Co-workers say I know many 0.63 0.95
people outside hotel
CC31: Networks outside hotel 0.63 0.95
CC32: Continuous learning 0.63 0.95
CC33: Training and development 0.65 0.95
opportunities
CC34: Job related skills 0.60 0.95
CC35: Update skills 0.61 0.95
CC36: Know trends and developments 0.61 0.95
CC37: Join professional organizations 0.53 0.96
CC38: Spend free time on job 0.58 0.95
CC39: Take job-related courses 0.53 0.96
CC40: Stay abreast of development in 0.65 0.95
my line of work
Career Satisfaction 0.91
CS1: Income 0.73 0.89
CS2: Advancement 0.83 0.87
CS3: New skills 0.74 0.89
CS4: Overall goal 0.81 0.88
CS5: Success 0.72 0.89

6.4 Goodness-Of-Fit Indices

It is important to address the most fundamental issue in SEM --assessing

model validity. Various measures have been developed to assess a model’s
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ability to represent the data. This section discusses commonly used model fit

indices.

Chi-square (x?) Value

The Chi-square value is a traditional measure of the differences between the
observed covariance matrices and estimated covariance matrices. However,
the Chi-square values can be overly influenced by the sample size, which can
lead to the problems of fit. As a result, “findings of well-fitting hypothesized
models, where the x’ value approximates the degrees of freedom, have
proven to be unrealistic in most SEM empirical research” (Byrne, 2001,
p.81). In reality, typically models are complex and have a sample sizes that
makes the Chi-square test less useful as a model fit index (Hair et al., 2009).
As “the Chi-square value is highly sensitive to sample size and thus should
not be used as an indicator of goodness of fit between the model and the
data” (Byrne, B. 2001, p.284). However, researchers should always report
the Chi-square value and the model’s degree of freedom (Cattel, 1956;
MacCallum & Browne, 1993). Thus, no matter what the Chi-square result is,

other Goodness-of-fit indices should be reported.

Given the limitation of the Chi-square statistic, many alternative goodness-
of-fit indices have been developed to evaluate model fit. These measures are
classified into three general groups: absolute measures, incremental

measures, and parsimony fit measures (Hair et al., 2009).
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Absolute Fit Measures

The goodness-of-fit index (GFI) is an absolute index because it basically
compares the hypothesized model with no model at all. A value close to 1
indicates good fit (Hu & Bentler, 1995; Joreskog & Sorbom, 1993). Another
fit statistics is the root mean square error of approximation (RMSEA), which
has recently been recognized as one of the most widely used indices in
covariance structure modelling (Byrne, 2001). The RMSEA, which takes the
error of approximation into account, is first proposed by Steiger & Lind
(1980). RMSEA values less than 0.05 indicate good fit, those between 0.08
and 0.10 indicate mediocre fit, and those greater than 0.10 indicate poor fit

(MacCallum, Browne, & Sugawara, 1996).

Incremental Fit Measures

Incremental or comparative fit measures differ from absolute fit indices in
that they assess how well the estimated model fits relative to the alternative
baseline model. Comparative fit index (CFI) is one of the most widely used
indices. A CFI value that is greater than 0.90 usually suggests a well-fitting

model (Bentler, 1992; Hair et al., 2009).

Parsimony Fit Indices

The parsimony fit indices are designed specifically to provide information
about which model among a set of competing models has the best fit relative

to its complexity. One such index is the parsimony normal fit index (PNFTI).
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Relatively high values represent a relatively better fit, so the index can be
used in the same way as the normed fit index (NFI). PNFI values can be used
to compare models of varying complexity. They range between 0 and 1, with

1 indicating a perfect fit.

Although there is no simple rule to distinguish good models from poor ones,
several general guidelines used together may help to determine the
acceptability of the fit of a given model. Hair et al.(2009) suggest that it
should be sufficient to report three or four fit indices, including at least one
incremental index and one absolute index, in addition to the Chi-square
value and degrees of freedom. Therefore, “reporting the Chi-square value
and degrees of freedom, the CFI or TLI, and the RMSEA will usually
provide sufficient unique information to evaluate a model” (Hair et al., 2009,

p.672).

Following the recommendation of Hair et al., (2009), this study reports the
Chi-square statistics and the associated degrees of freedom (df), CFI, GFI,

and RMSEA of the measurement and structural models.

6.5 Criteria for Assessing Construct Validity

According to Hair et al. (2009), the measurement model validity depends on
two aspects: 1) establishing acceptable levels of goodness-of-fit for the
measurement model and 2) finding specific evidence of construct validity.

Construct validity is “the extent to which a set of measured items actually
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reflect the theoretical latent constructs those items are designed to measure”
(Hair et al., 2009, p.708). Construct validity may be explained by two

components—convergent validity and discriminant validity.

Convergent validity indicates that the items measuring a specific construct
should converge or share a high proportion of variance in common. There
are several ways to assess the relative amount of convergent validity among

item measures.

(1) Factor loadings

The standardized loading estimates should exceed 0.50, and ideally 0.70 or
higher (Hair et al., 2009). In addition to the factor loading, the statistical
significance of each estimated coefficient should be assessed (Anderson &
Gerbing, 1988). An insignificant estimate indicates that the item should be
dropped. The test statistic used in this study is the critical ratio (C. R.), which
represents the parameter estimate divided by its standard error. It operates as
a z-statistic in testing that the estimate is statistically different from zero. The

absolute value of the statistic needs to be greater than 1.96 (Byrne, 2001).

In addition, it is also important to check the squared multiple correlations
(SMC). The SMC is equal to the square of the standardized factor loading
and represents the amount of a variable’s variance that is explained by a
latent factor (Hair et al., 2009). A loading of 0.71 squared equals 0.50, which
means that the factor explains half of the variation in the item with the other

half being the error variance. SMC represents how well an item measures a
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construct, and the recommended threshold value is 0.50 or above (Hair et al.,

2009).

(2) Average Variance Extracted (AVE)

With CFA, the average variance extracted (AVE) is calculated as the mean
variance extracted for the items loading on a construct and is a summary
indicator of convergence (Fornell & Larcker, 1981). An AVE value that

exceeds 0.50 indicates a satisfactory convergent validity.

(3) Reliability

Reliability is another an indicator of convergent validity, and the coefficient
alpha is a commonly used estimate (Hair et al., 2009). The construct
reliability (CR) value is often used together with the SEM model. A
reliability value above 0.70 suggests that all the measures consistently

represent the same latent construct.

Discriminant validity is the extent to which a construct is truly distinct from
other constructs. CFA provides two common ways of assessing discriminant
validity. (1) Correlation. The discriminant validity of constructs can be
examined by checking their correlation. However, this test does not provide
strong evidence of discriminant validity, because high correlations,
sometimes as high as 0.90, can still produce significant differences in fit
between the two models (Hair et al., 2009:710). (2) AVE. A more rigorous

test of discriminate validity is to compare the AVE values for any two
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constructs. If the AVE value is greater than the squared correlation estimate,

it provides good evidence of discriminant validity.

6.6 Cross Validation

It is important to assess the generalizability of the results of a model to the
population. To evaluate the degree of generalizability, cross validation is
conducted to prove that a data structure is representative of the population.
The most commonly used method is to move the results to a confirmatory
perspective and assess the replicability of the results, either with a split
sample from the original data set or with a separate sample (Hair et al., 2009).
If the sample size is large enough, then the researcher may randomly split the
sample into two approximately equal subsets and assess factor models for

each subset.

In this study, the large sample size permits cross validation with two equal
subsets. Following the recommendation of Hair et al. (2009), the entire data
set is randomly split into two subsets of 398, one for calibration (EFA), and

the other for validation (CFA).

6.7 Individual Measurement Test

Individual measurement model was tested using EFA and CFA. The purpose
of EFA is to find groups of variables that may represent an underlying
dimension, while that of CFA is to specify the relationships between

observed measures and their posited underlying factors. EFA with varimax
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rotation is considered an appropriate first step to simplify the interpretation
of the factors identified and to find the major constructs of the data (Field,
2005; Tabachnick & Fidell, 2007). Hence, for each measurement model,
EFA with varimax rotation was first conducted, followed by a CFA at a later

stage.

In conducting EFA, several criteria were considered for factor extraction.
First of all, one of the most common criteria is to retain factors with
eigenvalues greater than 1 (Kaiser, 1960). Second, a factoring loading that is
less than 0.40 is used as the cut-off point for factor interpretation (Stevens,
1992). Items with factor loadings that are greater than 0.40 in more than one
component are removed to avoid cross loading (Hair et al., 2002). Third,
although factor loadings are useful, factor selection should not be based on
this criterion alone. Communality and scree plots should also be used for
factor extraction. For a sample size that is larger than 250, the average
communality should be greater than 0.60 (Kaiser, 1974). Fourth, the
corrected item-total correlation values indicate the correlations between each
item and the total score for the questionnaire. In general, values that are less
than 0.30 are deemed unacceptable (Field, 2005). Finally, Cronbach’s alpha
is then calculated to measure the scale reliability for the factors identified,

with 0.70 the minimum acceptable value.

152



6.7.1 Measurement Model for OCM

EFA for OCM

Consistent with the results of the pilot test, three factors were extracted from

the 13 OCM items. As shown in Table 6.8, the three factors explained

65.92% of the total variance. Bartlett’s test of sphericity was significant and

the Kaiser-Meyer-Olkin (KMO) measure of sampling adequacy was 0.89,

indicating that the patterns of correlations were relatively compact and that

generated distinct and reliable factors (Field, 2005). Cronbach’s alpha of the

total scale was 0.90, and that for the three factors ranged from 0.82 to 0.86,

exceeding the minimum standard for reliability (0.70) recommended by

Nunnally (1978). It can therefore be concluded that the items comprising the

three dimensions were internally consistent and stable and together formed a

reliable scale.

Table 6.8 EFA Results for OCM (N=398)

Item Factor FEigen- Variance Reliability
value  Explained (%) Alpha (o)

Factor 1: Career appraisal 3.19 24.53 0.86
OCMT: Career discussion 0.76

OCMS: Clear feedback 0.76

OCMB6: Career advice 0.73

OCM4: 360" appraisal 0.72

OCMB&: Induction 0.63

Factor 2: Career development 3.02 23.25 0.82
OCM12: Dual ladders 0.80

OCM9: Job rotation 0.79

OCM10: Succession plan 0.72

OCM3: Financial support 0.62

OCMI11: Job posting 0.60
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Factor 3: Career training 2.36 18.14 0.85
OCMI1: External visits & study  0.89
OCM2: Career workshop 0.84
OCM13: In-house training 0.68

KMO= 0.89, Bartlett’s Test of Sphericity: Chi-square=2699.54, df=78,
p<0.000

CFA for OCM

The three-factor construct identified by EFA was then examined by
conducting CFA of the other subsample. With complex models that have
more than one level of latent variable structures, it is important to check each
level separately to ensure that the identification has been achieved (Byrne,
2001). The OCM is a multidimensional construct consisting of three factors
that are measured by 13 items. Hence, it is necessary to carry out first-order

and second-order CFAs.

First-order CFA

First-order CFA was carried out to test the multidimensionality of the
theoretical construct of OCM, which comprised three factors: career

appraisal, career development, and career training.

All of the goodness-of-fit indices (x2=278.58, df=62, CFI=0.92, GFI=0.90,
RMSEA=0.09) indicated an acceptable fit between the model and the sample

data. According to Hair et al. (2009), measurement model validity depends
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on two aspects: 1) establishing acceptable goodness-of-fit level for the

measurement model and 2) finding specific evidence of construct validity.

Convergent validity of OCM was assessed by the size of the factor loadings
and their statistical significance level. Table 6.9 shows the estimate,
standardized factor loading, critical ratio (C.R.), and squared multiple
correlations (SMC) between each variable and the others. All of the
standardized loading estimates exceed 0.5 and they were statistically
significant (as indicated by the C.R. values which are higher than 1.96)
(Byrne, 2001). Thus, it can be concluded that the convergent validity of

OCM was satisfactory (Anderson & Gerbing, 1988; Hair et al., 2009).

Average variance extracted (AVE) was also used to test for both convergent
validity and discriminant validity. As shown in Table 6.10, all AVE values
were greater than 0.50, which indicated a high level of convergent validity.
In addition, the AVE for each construct was greater than the squared
correlation coefficients for the corresponding inter-constructs, confirming

satisfactory discriminant validity (Fornell & Larcker, 1981).
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Table 6.9 CFA Results for OCM (N=398)

Estimate C.R. Std. SMC
Factor
(t-value) Loading

Factor 1: Career appraisal

Appraisal -~ OCM6 1.00 0.82 0.67
Appraisal -> OCMS5 0.85 17.00 0.78 0.61
Appraisal -~ OCM4 0.82 14.41 0.69 0.47
Appraisal -> OCM7 0.96 17.50 0.80 0.64
Appraisal > OCMS 0.60 12.79 0.62 0.39
Factor 2: Career development

Development ->OCM12 1.00 0.84 0.70
Development ->OCM9 0.82 14.23 0.68 0.46
Development ->OCM10 1.03 18.35 0.83 0.69
Development ->OCM3 0.81 11.21 0.55 0.31
Development ->OCM11 0.84 14.02 0.67 0.45
Factor 3: Career training

Training -> OCM1 1.63 13.76 0.85 0.73
Training -~ OCM2 1.51 13.83 0.88 0.77
Training -> OCM13 1.00 0.66 0.43

Table 6.10 Correlations (Squared Correlation), Reliability, AVE, and Mean

Factor Appraisal Development Training
Appraisal 1.00

Development 0.74 (0.54) 1.00

Training 0.56 (0.31) 0.39 (0.15) 1.00
Reliability 0.86 0.82 0.85
AVE 0.56 0.52 0.64
Mean 5.19 4.68 5.59
Std.Dev. 0.94 1.08 0.94

Note: All are significant at the 0.01 level

Second-order CFA

As the latent variable OCM is a multidimensional construct, second-order
CFA was conducted to check the identification status of the higher order

portion of the model. Although the model fit indices showed that the model
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reasonably fit the data, a negative variance estimate of -0.028 was found.
Negative error variance estimates are known as Heywood cases (Hair et al.,
2009). Joreskog & Lawley (1968) suggest that negative error variance occurs
more frequently than might be expected (Chen, Bollen, Paxton, Curran, &
Kirby, 2001). There are many solutions to this problem, including ensuring
construct validity, adding more items (Hair et al., 2009), or reestimating the
model by constraining the error variance to zero or a small positive number
(Chen et al., 2001). As the magnitude of the negative variance estimate is
small (-0.028), the model was reestimated by constraining the error variance
to be 0.05 following the suggestion of Dillon, Kummar, & Mulani (1987).
Finally, the second-order CFA provided the overall fit indices (x’=280.12,
df=63, CFI=0.92, GFI=0.90, RMSEA=0.09), which showed that the
respecified model fit the data reasonably well. As shown in Table 6.11, all
standardized estimates were statistically significant and the effects of OCM
on training, development, and appraisal were 0.54, 0.72, and 0.99,

respectively.

Table 6.11 Second-order CFA Results for OCM (N=398)

Estimate CR Std.  Factor SMC
Loading
OCM-> Training 0.34 8.08 0.54 0.30
OCM -> Appraisal 0.64 10.96 0.99 0.89
OCM -> Development 0.80 11.53 0.72 0.52
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6.7.2 Measurement Model for Career Commitment

EFA for Career Commitment

As shown in Table 6.12, the five items measuring career commitment
accounted for 60.23% of the variance in the structure. The KMO of sampling
adequacy was 0.84, indicating a satisfactory level for the appropriateness of
factor analysis. Cronbach’s alpha, the most common measure of scale
reliability, was 0.83, above the minimum standard for reliability (0.70)
recommended by Nunnally (1978). All of the items were therefore averaged
to form a composite career commitment structure, with a satisfactory internal

consistency reliability of 0.83.

Table 6.12 EFA Results for Career Commitment (N=398)

Item Factor FEigen- % Var. Reliability
value (o)
3.01 60.23  0.83

ICCT1: Still choose this profession 0.86

ICC2: Recommend this career to others .83

ICC3: Continue in this profession 0.76

ICC4: Want a career in current area 0.73

ICC5: Read relevant journals 0.69

KMO= 0.84, Bartlett’s Test of Sphericity: Chi-square=731.74, df=78,
p<0.000, % Var.= Variance Explained (%)

CFA for Career Commitment

The measurement model of career commitment was further tested using CFA.
CFA yielded the following overall fit indices as follows: x’=34.5, df=5,

CFI=0.96, GFI=0.97, and RMSEA=0.11. Although the RMSEA value
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exceeded 0.10, the value of GFI, which is another absolute fit measure, was
0.97 (close to 1). Thus, it can be concluded that the final measurement model

fit the data reasonably well.

The convergent validity of career commitment was assessed by the size of
the factor loadings and their statistical significance level. As shown in Table
6.13, all of the standardized loading estimates exceeded 0.50, and their
respective absolute t-values were higher than 1.96, indicating a high level of

convergent validity (J. C. Anderson & Gerbing, 1988; Hair et al., 2009).

The AVE of career commitment construct was also calculated to test for both
convergent and discriminant validity. As shown in Table 6.14, the AVE
value of career commitment was 0.64, and thus greater than 0.50 and the
square of the correlation estimate between these measures. Hence, based on
the wvalidity index proposed by Fornell & Larcker (1981), both the

convergent and the discriminant validity were satisfactory.

Table 6.13 Confirmatory Factor Analysis of Career Commitment (N=398)

Career Commitment Estimate C.R. Std. Factor SMC
(t-value) Loading

Career commitment -> ICC1 1.00 0.63 0.41

Career commitment -> ICC2 1.83 12.75 0.83 0.69

Career commitment -> ICC3 1.48 12.30 0.78 0.61

Career commitment -> ICC4 1.54 11.79 0.73 0.54

Career commitment -> ICC5 1.05 9.87 0.59 0.34
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Table 6.14 Correlations (Squared Correlation), Reliability, AVE, and Mean

ICCI1 I1CC2 ICC3 1CC4 ICC5
ICCl1 1.00
ICC2 0.53(0.28) 1.00
ICC3 0.50 (0.25)  0.65(0.42)
ICC4 0.47(0.22) 0.61(0.37) 0.57(0.32) 1.00
ICC5 0.37(0.14) 0.49(0.24) 0.46(0.21) 0.43(0.19) 1.00
Reliability ~ 0.83
AVE 0.64
Mean 5.66 4.97 4.86 4.94 5.07
Std. Dev. 1.08 1.52 1.31 1.45 1.23

Note: All are significant at the 0.01 level

6.7.3 Measurement Model for Career Competencies

EFA was conducted with varimax rotation to identify the underlying
structure of the relationships among the constructs. Following factor analysis,
five items were removed. Three items, “identify opportunities,” “turn
problems into opportunities,” and “stay abreast of the development of my
line of work” were dropped because of cross loadings. The item “I feel
driven to change the community” was removed because it had a
communality value less than 0.60 (Field, 2005). Finally, SPSS output
suppressed the item “head-on problems” as the factor loading was less than

0.40.

Eight factors were identified by EFA as shown in Table 6.15, which
explained 61.11% of the overall variance. Consistent with the study of Eby
et al. (2003), the eight factors were labeled: career insight, proactive

personality, openness to experience, mentoring, networks within the hotel,
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networks outside the hotel, career-/job-related skills, and career identity. The

Cronbach reliability scores of the factors ranged from 0.78 to 0.89,

suggesting satisfactory internal consistency.

Table 6.15 EFA Results for Career Competencies (N=398)

Item Factor FEigen- Variance  Reliability
value  Explained (a)
(%)

Factor 1: Networks within the hotel 4.25 12.14 0.89
CC28: Well connected within the hotel 0.74
CC24: People in the hotel know me 0.72
CC27: Co-workers like to cooperate 0.71

with me
CC25: Many contacts within the hotel 0.70
CC26: With problems in work, I know 0.66

whom I should contact with
CC23: Co-workers say I know many 0.65

people within the hotel
Factor 2: Career insight 3.17 9.06 0.82
CC6: Discuss strengths and weaknesses 0.74
CC4: Discuss career goals with manager  0.67
CCS: Ask co-workers for feedback 0.67
CC2: Found job that helps obtain 0.60

career goals
CC3: Change career goals based on 0.54
new information

CC1: Specific career goals and plan 0.43
Factor 3: Proactive personality 3.03 8.64 0.78
CC11: Exciting idea turn into reality 0.76
CC10: Always looking for better ways 0.68
CC12: Help someone in trouble 0.60
CC8: Driven to change job 0.60
CC7: New ways to improve my life 0.48
Factor 4: Openness to experience 2.90 8.29 0.84
CC17: Imaginative 0.79
CC16: Creative 0.78
CC18: Philosophical 0.64

CC19: Intellectual

0.64
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Factor 5: Networks outside the hotel
CC30: Co-workers say I know many
people outside the hotel

CC31: Networks outside the hotel

CC29: Many contacts within the industry

Factor 6: Mentoring

CC21: Mentoring outside the hotel
CC20: Mentoring in hotel

CC22: Mentoring by experts

Factor 7: Career-related skills

CC34: Job related skills

CC32: Continuous learning

CC33: Training and development
opportunities

CC35: Update skills

CC36: Know trends and developments

Factor 8: Career identity

CC39: Take job-related courses
CC38: Spend free time on job

CC37: Join professional organizations

0.77

0.76
0.67

0.70
0.70
0.64

0.74
0.62
0.61

0.59
0.57

0.67
0.57
0.50

2.74

247

2.46

1.48

7.85

7.07

4.42

2.64

0.89

0.79

0.87

0.78

KMO=0.93, Bartlett’s Test of Sphericity: Chi-square=8286.21, df=60,

p<0.000

CFA for Career Competencies

The career competencies construct is complex with more than one level of

latent variable. Hence, a partial aggregation model was applied, as it can

assess the distinctiveness of the abstract constructs. Each level must be

checked separately to ensure that identification has been attained (Byrne,

2001). Thus, CFA was first conducted to specify the relationships between

the 35 observed indicators and the eight factors, namely, career insight,

proactive personality, openness to experience, mentoring, networks within
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the hotel, networks outside the hotel, career/job-related skills, and career

identity.

The model fit indices of the initial model (x2=1732.09, df=532, CFI=0.85,
GFI=0.79, RMSEA=0.08) suggested a poor fit of the model to the data.
Thus, some modification to the specification was needed to determine
whether the model represented the sample data well. An examination of the
modification indices (MIs) revealed that CC35 was inappropriate because of
its factor loadings and misspecifies error covariances. This item was then
deleted and the model was subsequently respecified based on the remaining
34 items. After several processes of model respecification following
examination of the MlIs, CC24, CC25, and CC2 were removed and a total of
31 items were retained. The final model fit indices (x2=1122.45, df=406,
CFI=0.90, GFI=0.85, RMSEA=0.06) indicated the model fit the data

reasonably well.

A reviewing of the modifications and the model fit indices suggested that the
model could be further improved. However, all of the factor loadings
exceeded 0.50, with highly significant loadings on the corresponding factors,
which supported a high level of convergent validity (J. C. Anderson &
Gerbing, 1988; Hair et al., 2009). In addition, the AVE for each construct
was higher than the squared correlation coefficients for the corresponding
interconstructs, which indicated satisfactory discriminant validity (Fornell &
Larcker, 1981). Cronbach’s alpha of each construct ranged from 0.78 to 0.92

(career insight 0.79, proactive personality 0.80, openness to experience 0.83,

163



mentoring 0.78, networks within hotel 0.84, networks outside hotel 0.92,
career/job related skills 0.80, and career identity 0.79), exceeding the

minimum value for reliability (0.7) (Nunnally, 1978).

First-order CFA

Once the validity of the 31 indicators was confirmed, a partial aggregation
model was estimated to focus on a higher level of abstraction. To deal with
complex structural models, four approaches were normally used: total
disaggregation, partial disaggregation, total aggregation, and partial
aggregation (Bagozzi & Edwards, 1998). Partial aggregation involves the
aggregation of all items for a component with the resulting aggregates
serving as indicators of a factor, which is itself defined as a facet accounting
for two or more components (Bagozzi & Edwards, 1998). A partial
aggregation models is deemed appropriate when researchers aim to focus on
a higher level of abstraction rather than the specific components (Bagozzi &
Edwards, 1998). This model has been wieldy used in the psychology
(Macnab & Fitzsimmons, 1987; Pryor, 1987; West et al., 1995), and tourism
(Hwang, Lee, & Chen, 2005) research. Hence, consistent with the research

objectives of this study, partial aggregation was applied in this study.

According to Bagozzi & Edwards (1998), when items within components are
aggregated (the means of the measurement items in this study), the
aggregates can be used as indicators of the components. Partial aggregates

constitute relatively abstract dimensions of the previous scales. Thus, career
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insight, proactive personality, and openness to experience were aggregated
as indicators of ‘knowing why’, while mentoring, networks within the hotel,
networks outside the hotel were aggregated as indicators of ‘knowing-
whom’, and career/job related skills, and career identity were aggregated as

indicators of ‘knowing how’.

First-order CFA provided the overall fit indices (x2=1 15.66, df=17, CFI=0.93,
GFI=0.92, RMSEA=0.10), which showed that the measurement model fit the
data reasonably well. Therefore, the validity of the model was tested.
Convergent validity was assessed by the size of the factor loadings and AVE,
and discriminant validity was examined by comparing the AVE value with
the square of the correlation estimate. As shown in Table 6.16, the
standardized loading estimates exceeded 0.50 and their respective absolute t-
values were greater than 1.96, indicating that the measured items reflect the
theoretical latent constructs that they are designed to measure (J. C.

Anderson & Gerbing, 1988; Hair et al., 2009).

In addition, all of the AVE values were greater than 0.50, confirming high
convergent validity (shown in Table 6.17). Finally, the AVE for each
construct was higher than the squared correlation coefficients for the
corresponding interconstructs, which indicated that each construct was truly

distinct from others (Fornell & Larcker, 1981).
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Table 6.16 CFA for Career Competencies (N=398)

Estimate

C.R.

Std.  Factor SMC
(t-value) Loading

Factor 1: Knowing Why
Knowing why -> insight
Knowing why -> openness
Knowing why -> personality

Factor 2: Knowing Whom
Knowing whom -> mentoring
Knowing whom-> networks in
Knowing whom -> networks
outside

Factor 3: Knowing How
Knowing how -> skills
Knowing how -> identity

1.09
1.00
0.87

0.84
0.74
1.00

0.87
1.00

14.78

13.59

10.93
12.66

13.31

0.77
0.75
0.71

0.61
0.73
0.68

0.80
0.69

0.59
0.56
0.50

0.38
0.53
0.46

0.65
0.47

Table 6.17 Correlations (Squared Correlation), Reliability, AVE, and Mean

Knowing Why  Knowing Whom Knowing How

Knowing Why 1.00

Knowing Whom  0.71 (0.50) 1.00

Knowing How 0.67 (0.45) 0.67 (0.45) 1.00
Reliability 0.88 0.87 0.84

AVE 0.55 0.50 0.56

Mean 5.54 5.31 5.25

Std.Dev. 0.67 0.77 0.80

Second-order CFA Model

Second-order CFA was conducted to check the identification status of the

higher order portion of the career competencies model. The fit indices of

second-order were as follows (x2=115.67, df=17, CFI=0.93, GFI=0.92,
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RMSEA=0.09), indicating the model fit the data reasonably well. All
standardized estimates were statistically significant at p < 0.05 level. As
shown in Table 6.18, the effects of career competencies on ‘knowing why’,
‘knowing whom’, and ‘knowing how’ were statistically significant with the
standard regression weights of 0.98, 0.99, and 0.94, respectively. The
parameter estimates revealed strong significant relationships for career
competencies as a function of ‘knowing whom’, with a standardized

regression weight of 0.99.

Table 6.18 Second-order CFA Results for Career Competencies (N=398)

Estimate C.R. Std.  Factor SMC

Loading
Career Competencies-> Knowing whom 0.74 14.17 0.99 0.98
Career Competencies -> Knowing why 0.59 15.78 0.98 0.95
Career Competencies -> Knowing how 0.67 13.46 0.94 0.89

6.7.4 Measurement Model for Career Satisfaction

EFA for Career Satisfaction

EFA with Varimax rotation was conducted, which yielded five items that
explained 74.76% of the total variances as shown in Table 6.19. Bartlett test
of sphericity was significant and the Kaiser-Meyer-Olkin (KMO) measure of
sampling adequacy was 0.87, indicating that the patterns of correlations are
relatively compact and that factor analysis should generate distinct and

reliable factors (Field, 2005). Cronbach’s alpha of the scales was 0.92, above
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the minimum standard for reliability (0.70). It can therefore be concluded
that the items comprising career satisfaction construct were internally

consistent and together formed a reliable scale.

Table 6.19 EFA Results for Career Satisfaction (N=398)

Item Factor  Eigen-value Variance Reliability
Explained (%) (o)
3.74 74.76 0.92

CS2: Advancement 0.90
CS4: Overall goal 0.90

CS3: New skills 0.85
CS5: Success 0.84
CS1: Income 0.83

KMO= 0.87, Bartlett’s Test of Sphericity: Chi-square=1381.74, df=10,
p<0.000

CFA of Career Satisfaction

The five items identified by EFA were then further examined using CFA.
The CFA results provided the following overall fit indices: x’=85.2, df=5,
CFI1=0.93, GFI=0.91, and RMSEA=0.20. The RMSEA value indicated some
degree of misfit of the measurement model. An examination of the MIs
revealed a misspecification associated with the pairing of Items 1 and 2. The
maximize likelihood (MI) was 49.93, which indicated that if this parameter
to be freely estimated in a subsequent model, the overall Chi-square value
would drop by at least 49.93. As the measurement error covariances
represented a high degree of overlap in item content (Byrne, 2001), the
model was subsequently re-specified with these two measurement errors free

up. The correlation of the two measurement errors resulted in a final model
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that fit the data fairly well (x* =9.0, df=4, CFI=0.99, GFI=0.99,

RMSEA=0.06).

The convergent validity of career satisfaction was assessed based on the size
of the factor loadings and their statistical significance level. As shown in
Table 6.20, all of the standardized loading estimates exceeded 0.50 and their
respective absolute t-value was greater than 1.96, indicating a high level of

convergent validity (Anderson & Gerbing, 1988; Hair et al., 2009).

The AVE of career satisfaction construct was calculated to test both
convergent validity and discriminant validity. An AVE value exceeding 0.50
indicates satisfactory convergent validity, and that greater than the squared
correlation coefficients of the corresponding construct, confirmed
discriminant validity (Fornell & Larcker, 1981). As shown in Table 6.21, the
AVE value of career satisfaction (0.62) was greater than 0.50 and the square
of the correlation estimate between these measures. Thus, the convergent and

discriminant validity of career satisfaction were confirmed.

Table 6.20 CFA Results for Career Satisfaction (N=398)

Estimate C.R. Std. Factor SMC
(t-value) Loading

Career satisfaction -> CS1 1.00 0.69 0.48
Career satisfaction -> CS2 1.07 20.02 0.80 0.64
Career satisfaction -> CS3 0.99 14.08 0.79 0.63
Career satisfaction -> CS4 1.13 15.13 0.88 0.77
Career satisfaction -> CS5 1.05 13.70 0.77 0.59
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Table 6.21 Correlations (Squared Correlation), Reliability, AVE, and Mean

Income Advancement  New Skills Overall Goal  Success
Income 1.00
Advancement 0.77 (0.59) 1.00
New Skills 0.55(0.30) 0.63(0.40) 1.00
Overall Goal 0.60 (0.36)  0.70 (0.49) 0.70 (0.49) 1.00
Success 0.53(0.28) 0.61(0.37) 0.61(0.37) 0.67(0.45) 1.00
Reliability 0.92
AVE 0.62
Mean 471 4.85 4.94 4.87 4.94
Std.Dev. 1.22 1.13 1.06 1.09 1.15

Note: All are significant at the 0.01 level

6.8 Overall Measurement Model

After testing the fit and construct validity of each individual measurement
model, the overall measurement model was examined. As the model is
complex, containing a large number of variables, partial aggregation was
applied as it can assess the distinctiveness of abstract constructs while
controlling the level of random error and minimizing model complexity
(Bagozzi & Edwards, 1998). This study aims to explore the relationship
between four constructs—OCM, career commitment, career competencies,
and career satisfaction. Consistent with the research objectives of this study,

partial aggregation models are deemed as appropriate.

Partial aggregation involves the aggregation of the variables under each
factor. Item within components are aggregated (e.g. summed or averaged),
and the resulting aggregates can be used as indicators of the components. In

this study, two latent variables—OCM and career competencies, were treated
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as partial aggregation models. Each indicator of the two models was an
aggregate (e.g. mean) of the items from the respective subscales. That is,
career appraisal, career development, and career training were aggregated as
three indicators of OCM, while ‘knowing why’, “knowing whom’, and

‘knowing how’ were indicators of career competencies.

The entire sample (N=796) was used to test the overall measurement model.
Based on the model fit indices (x2=528.50, df=97, CFI=0.95, GFI=0.92,
RMSEA=0.08), it can be concluded that the model fit the sample data fairly
well. As shown in Table 6.22, all factor loadings were statistically significant
and ranged from 0.64 to 0.85 (all exceeding 0.50). The AVE value of each
construct exceeded 0.50 and was greater than the squared correlation.

Therefore, both the convergent and discriminant validity were satisfactory.

In reviewing the modification index, it showed that the model could be
further improved with the addition of possibly two more correlated errors.
However, the specification of correlated error terms should be supported by
a strong theoretical rationale, not only for purposes of achieving a better
fitting model (Joreskog, 1993). There was a lack of sufficient theoretical
support to add correlations between measurement errors. Therefore, the

model was considered the best fit for the sample data.
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Table 6.22 Correlations (Squared Correlation), Reliability, AVE, and Mean

Construct oCM Career Career Career
Commitment Competencies Satisfaction

oCM 1.00

Career 0.57 1.00

Commitment (0.32)

Career 0.67 0.63(0.40) 1.00

Competencies (0.45)

Career Satisfaction (.62 0.63 (0.40) 0.62 (0.38) 1.00
(0.38)

Reliability 0.78 0.84 0.88 0.91

AVE 0.86 0.52 0.86 0.67

Mean 5.16 5.09 5.35 4.86

Std.Dev. 0.83 1.01 0.66 0.96

Note: All are significant at the 0.01 level.

6.9 Structural Model Test

As the measurement model was found to be acceptable, the hypothesized
structural model can be evaluated. The structural model was tested using all
the sample data (N=796). As indicated in the conceptual framework, the
structural model aims to assess the hypothesized theoretical relationships
between perceived OCM, career commitment, career competencies, and
career satisfaction. Perceived OCM and career commitment were proposed
to be exogenous variables, and career competencies and career satisfaction to

be endogenous ones, as shown in Figure 6.1.
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Figure 6.1 Structural Model
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The proposed structural model was tested using AMOS software package,
and the results of its estimates are shown in Figure 6.2. It is important to
evaluate the model’s overall fit before testing the hypotheses (Bollen &
Long, 1993). The model fit indices were as follows: X’ =528.47, df=97,
CFI=0.95, GFI=0.92, and RMSEA=0.08. The CFI (0.95) and GFI (0.92)
values indicated that the model represented an adequate fit to the data. The
RMSEA value for the hypothesized model was 0.07, with the 90%
confidence interval ranging from 0.06 to 0.08. The confidence interval
indicated that one can be 90% confident that the true RMSEA value in the
population will fall within the bounds of 0.069 to 0.080, which represents an

acceptable degree of precision (MacCallum et al., 1996). The Chi-square
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statistic was significant. However, as explained, the Chi-square value is
sensitive to sample size (Bollen & Long, 1993; Hair et al., 2009). Typically,
models are complex and have a sample sizes that make the Chi-square
significance test less useful as a model fit index (Hair et al., 2009). In
practice, although the Chi-square value is statistically significant, the model
may still be judged to provide an acceptable fit according to other fix indices
(J. C. Anderson & Gerbing, 1988). Thus, based on the CFI, GFI, and
RMSEA values, the structural model was considered to fit the sample data

fairly well.

The SMC value represents proportion of variance that is explained by the
predictors of the variable in question (Byrne, 2001). That is, it represents the
proportion of an endogenous variable’s variance that is explained by the
exogenous variable. The higher is the SMC value, the greater is the joint
explanatory power of the exogenous variables (Diamantopoulos & Siguaw,
2000). The SMC values of career competencies and career satisfaction were
0.70 and 0.63, respectively. Thus, it can be determined that 70% of the
variance associated with career competencies was explained by its two
exogenous variables: OCM and career commitment. These two variables
also accounted for 63% of the variance associated with career satisfaction.
Taken together, the results which are shown in Table 6.23 indicated the
strong effects of the exogenous variables (OCM and career commitment) on

the endogenous ones (career competencies and career satisfaction).
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Table 6.23 Results of Structural Model Estimates (N=796)

Estimate C.R. Std. SMC
(t-value) Factor
Loading

OCM
OCM - > Appraisal 1.00 0.85 0.72
OCM -> Training 0.74 18.44 0.64 0.41
OCM ->Development 1.03 22.82 0.76 0.58
Career commitment
Career commitment ->ICCl1 0.72 18.69 0.68 0.46
Career commitment-> ICC2 1.18 22.27 0.80 0.64
Career commitment-> ICC3 1.00 0.77 0.59
Career commitment-> ICC4 1.02 19.27 0.70 0.49
Career commitment-> ICC5 0.78 17.54 0.64 0.41
Career competencies
Career competencies -> Knowing why 0.86 26.59 0.85 0.72
Career competencies -> Knowing whom 0.99 25.70 0.82 0.68
Career competencies -> Knowing how 1.00 0.82 0.66
Career satisfaction
Career satisfaction -> CS1 1.00 0.72 0.52
Career satisfaction -> CS2 1.11 28.85 0.84 0.70
Career satisfaction -> CS3 0.99 21.91 0.81 0.66
Career satisfaction -> CS4 1.02 19.27 0.88 0.77
Career satisfaction -> CS5 0.78 17.54 0.78 0.61

Note: x’=528.47, df=97, CFI=0.95, GFI=0.92, RMSEA=0.08

6.10 Hypothesis Testing

As the model was found to fit the data fairly well, hypotheses testing was
conducted. Table 6.24 shows the parameter estimates and significance levels.
The test statistic used here was the C.R., which indicated whether the
parameter estimate is statistically different from zero (Byrne, 2001). As
shown in Table 6.24, all structural path estimates were statistically
significant (as indicated by C.R. > 1.96) and validated. Figure 6.2 shows the

structural model associated with standardized parameter estimates.
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Figure 6.2 Final Structural Model with the Estimated Path Coefficients
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Note: x’=528.47, df=97, CFI=0.95, GFI=0.92, RMSEA=0.08

Table 6.24 Path Results for the Structural Model
(Hypotheses Testing) (N=796)

Hypotheses/ Path Coefficient  t-value Results
H1, OCM-> career competencies 0.48 11.92**  Supported
H2, Career commitment -> Career 0.20 6.78 **  Supported
competencies

H3, Career competencies -> career satisfaction 0.21 2.44%* Supported
H4, OCM -> career satisfaction 0.41 5.91 **  Supported
H5, Career commitment -> career satisfaction 0.30 6.95 **  Supported
H6, Mediating effect of career competencies 0.10 2.39 * Supported
between OCM and career satisfaction

H7, Mediating effect of career competencies 0.04 2.30* Supported
between career commitment and career

satisfaction

Notes: * Parameter estimates significant at p<0.05,
** Parameter estimates significant at p<0.01
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Hypothesis 1: Perceived OCM has a positive effect on career competencies.

The hypothesis was tested by examining the path coefficient between the
exogenous variable perceived OCM and the endogenous variable career
competencies. As shown in Table 6.24, the path coefficient from OCM to
career competencies was 0.48, while the C.R. was 11.92 (greater than 1.96).
The path coefficient value and significance level together indicated that the
influence of perceived OCM on career competencies was both positive and

significant; thus the hypothesis 1 was supported.

H2: Career commitment has a positive effect on career competencies.
The hypothesis was tested by evaluating the path coefficient between the
exogenous variable career commitment and the endogenous variable career
competencies. The path coefficient was found to be positive (0.20) and

statistically significant (C.R.> 1.96); thus the hypothesis 2 was supported.

H3: Career competencies have a positive effect on career satisfaction.
The hypothesis was tested by examining the path coefficient between the
exogenous variable career competencies and the endogenous variable career
satisfaction. The path coefficient from career competencies to career
satisfaction was found positive (0.21) and significant; thus the hypothesis 3

was supported.

H4. Perceived OCM has a positive effect on career satisfaction.
The hypothesis was tested by examining the path coefficient between the

exogenous variable perceived OCM and the endogenous variable career
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satisfaction. The path coefficient from OCM to career satisfaction was found

to be positive (0.41) and significant; thus the hypothesis 4 was supported.

HS5. Career commitment has a positive effect on career satisfaction.
The hypothesis was tested by examining the path coefficient between the
exogenous variable career commitment and the endogenous variable career
satisfaction. The path coefficient from OCM to career satisfaction was found

to be positive (0.30) and significant; thus the hypothesis 5 was supported.

H6. Perceived OCM has a positive indirect effect on career satisfaction,

mediated by career competencies.

Career competencies were hypothesized to mediate the relationship between
OCM and career satisfaction. There are many methods to assess mediation
hypotheses, but some of the criteria may be used only to informally judge
mediating effects. Baron & Kenny (1986) describe a procedure developed by
Sobel (1982), which is referred to as the Sobel test. Subsequent statistically
based methods have been popularized by researchers, including MacKinnon
& Dwyer (1993), and MacKinnon, Warsi, & Dwyer (1995). Among the
various methods, the Sobel test seems to perform best in a Monte Carlo
study (MacKinnon et al., 1995), and converges closely with a sample size

greater than 50 or above. Thus, it is deemed appropriate for this study.

Following the formulae from MacKinnon, Warsi, & Dwyer (1995), the
indirect effect was calculated as follows: Indirect effect =a X b (a is the

path coefficient of the association between the exogenous variable and the
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mediator, while b is the path coefficient for the association between the
mediator and the outcome). Significance level was calculated using Sobel

test.

The results of the analysis of the mediating effect of career competencies on
the relationship between perceived OCM and career satisfaction were as
follows: indirect effect coefficient = 0.10, t-value = 2.39, and p-value = 0.02.
As the indirect effect coefficient was positive and significant (p < 0.05), it

can be concluded that the hypothesis 6 was supported.

H7. Career commitment has a positive indirect effect on career satisfaction,

mediated by career competencies.

Career competencies were also hypothesized to mediate the relationship
between career commitment and career satisfaction. Following the formulae
described above, the mediating effect of career competencies was calculated.
The results (indirect effect coefficient = 0.04, t-value=2.30, p-value = 0.02)
indicated that the indirect path linking career commitment and career
satisfaction via career competencies was significant (Sobel test, p < 0.05);

thus this hypothesis 7 was supported.

To conclude this section, the findings for the models were summarized as
follows. First, the five direct causal paths specified in the hypothesized
model were found to be statistically validated. These paths reflected the
effect of perceived OCM and career commitment on career competencies

and career satisfaction. Second, career competencies were found to mediate
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the relationship between perceived OCM and career satisfaction, and that
between career commitment and career satisfaction. Hence, the findings

supported all seven hypothesized causal relationships.

6.11 Multigroup Invariance

Multigroup invariance analysis was performed to test whether or not the
components of the measurement model and/or the structural model are
equivalent across different groups. Measurement invariance is usually
assessed first as it is a logical pre-requisite for substantive cross-group
comparisons (Joreskog, 1971; Vandenberg & Lance, 2000). It indicates
whether or not a set of indicators assesses the same latent variables in
different groups (Kline, 1998). Once measures are proved to be invariant

across different groups, the structural model is tested.

When testing for multigroup invariance, the Chi-square difference between
two or more different groups should be tested first. If the Chi-square
difference is not significantly different, then the model is considered to be
equivalent across groups (Byrne, 1998). However, the Chi-square value is
sensitive to sample size and nonnormality and thus should not be regarded as
a criterion for multigroup invariance (Cheung & Rensvold, 2002). As a
result, two alternative indices, the CFI and RMSEA, are suggested (Byrne,
2001; Little, 1997). According to Little (1997), the CFI values between
models should not exceed a value of 0.05. Cheung & Rensvold (2002)

evaluate 20 goodness-of-fit indices within the context of invariance testing
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and suggest that the CFI difference be no more than 0.01. Following the
suggestion of Byrne (2001), the key indices calculated in this study are the
Chi-square value and the CFI and RMSEA values. AMOS was employed to
test for invariance across gender. Procedurally, the measurement model was

first tested prior to the structural model.

Multigroup Invariance--Gender

Women working in the hospitality industry constitute a significant
proportion of labor force, and most of them working in lower and middle
management positions. The issue of gender difference is of particular
importance in China given the large number female workforce in the
hospitality industry. Thus, testing for measurement equivalence was first
conducted simultaneously across two groups: males (415) and females (381).
As shown in Table 6.25, the comparison yielded a Chi-square difference
value of 45.20 with no difference in the degrees of freedom. The CFI
difference value for the measurement model (0.03) was within the
recommended range of acceptability suggested by Little (1997). Hence, it
can be concluded that the proposed measurement model was equivalent
across male and female.

Table 6.25 Results of Testing for Measurement Invariance across Gender

Chi-square df RMSEA CFI
Male 340.90 97 0.08 0.90
Female 386.10 97 0.09 0.93
Difference 45.20 0 0.01 0.03
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Next, the structural model was assessed for invariance across gender. As
shown in Table 6.26, the goodness-of-fit indices indicated that the model fit
the data well. The Chi-square difference value (45.20), and CFI difference
value (0.01) was also within the recommended range of acceptability
recommended by Little (1997). The findings suggest that the structural

model was invariant across gender.

Table 6.26 Results of Testing for Structural Invariance across Gender

Chi-square Df RMSEA CFI1
Male 340.90 97 0.08 0.94
Female 385.10 97 0.09 0.93
Difference 44 .20 0 0.01 0.01

Multigroup Invariance—Marital status

The test for multigroup invariance was then conducted simultaneously across
two groups: married (549) and single (204). The rest of the 43 respondents
whose marital status listed as others was not considered due to the small
sample size. As shown in Table 6.27, the goodness-of-fit indices showed that
the measurement model fit the data well. However, the x° difference value
was 65.85 which was mainly due to the difference of sample size, as the
number of married participants were double of that of single ones. As the
chi-square value is highly sensitive to sample size (Byrne, 2001) it should
not significantly influence the result of cross invariance. According to the
suggestion of Little (1997), the CFI difference (0.02) and NFI difference

value (0.03) were all within the recommended range of acceptability.
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Therefore, it is concluded that the measurement model was equivalent across

married and single groups.

Table 6.27 Results of Testing for Measurement Invariance across Groups of

Marriage
Chi-square df RMSEA CFI NFI
Married 318.50 97 0.08 0.94 0.93
Single 252.65 97 0.09 0.92 0.90
Difference 65.85 0 0.01 0.02 0.03

After the test of measurement model, the structural model was assessed for
equivalence across marriage groups. As shown in Table 6.28, the goodness-
of-fit indices show that the model fit the data marginally well. The CFI
difference value (0.02) suggested that it was relatively invariant across

marriage groups.

Table 6.28 Results of Testing for Structural Invariance across Groups of

Marriage
Chi-square df RMSEA CFI NFI
Married 318.50 97 0.08 0.94 0.93
Single 252.70 97 0.09 0.92 0.90
Difference 65.80 0 0.01 0.02 0.03

Multigroup Invariance—Position

The measurement and structural models were assessed for invariance across
two groups: manager and supervisor. They were selected because the sample
size are The subsample size were close to or exceed the required sample size
of 200 (Hair et al., 2009). As shown in Table 6.29 and Table 6.30, the CFI

difference and NFI difference values were all within the recommended range
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of acceptability. Therefore, the measurement and structural models were

equivalent across manager and supervisor groups.

Table 6.29 Results of Testing for Measurement Invariance across Groups of

Position
Chi-square df RMSEA CFI NFI
Manager 412.3 97 0.09 0.93 0.92
Supervisor 294.0 97 0.08 0.93 0.89
Difference 118.3 0.00 0.01 0.00 0.03

Table 6.30 Results of Testing for Structural Invariance across Groups of

Position
Chi-square df RMSEA CFI NFI
Manager 412.3 97 0.09 0.93 0.92
Supervisor 290.0 97 0.08 0.93 0.90
Difference 122.3 0.00 0.01 0.00 0.02

6.12 Chapter Summary

This chapter presents the results of the main survey, model testing,
hypothesis testing, and multi-group invariance analysis. First, it describes the
data screening process. After dealing with missing data and outliers, a total
of 796 valid questionnaires are retained. Next, the profile of the respondents
is given. In the following section, the reliability and validity of the data are
tested and found to be satisfactory. The data are cleaned for data analysis,
and the criteria for model fit and construct validity are discussed. Then, the
process and results of the individual measurement model assessment are
presented. The results of EFA and CFA of the measurement models of

perceived OCM, career commitment, career competencies, and career
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satisfaction show that the constructs are valid and reliable. The overall
measurement and structural models are then assessed. Both models are found
to fit the data well; hence, the seven hypotheses are supported. The chapter
concludes with multigroup invariance analysis, the results of which indicate

that the proposed model is equivalent across different groups.

185



Chapter 7. DISCUSSION OF the FINDINGS

This chapter first discusses the overall model performance. Then, the
proposed constructs and the causal relationships among the variables are
reviewed. The structural relationships are discussed, and the results of this
study are compared with those of previous research. The chapter concludes
with the implications for future research and practical applications of the

study findings.
7.1 Overall Model Performance

The findings of this study fully supported the proposed model, which
showed the relationships among four constructs: perceived OCM, career
commitment, career competencies, and career satisfaction. Seven hypotheses
were tested and the results were statistically significant. Following the scale
development process proposed by Churchill (1979), a three-dimensional
measurement of OCM was developed and the measurement scale of career
competencies and career commitment were purified. The measurement scale
of career satisfaction was adopted from a previous study (Greenhaus et al’s,
1990), as it has been widely used by researchers including Judge et al., (1995)
and Burke (2001) in different fields. It is a popular measure of career
satisfaction (Oberfield, 1993). The findings of this study indicated that the
measurement was also valid in the hotel setting in mainland China. Overall,

both the internal consistency and construct validity of each latent variable

186



were found to be satisfactory, indicating that the developed and the purified

measurement scales are reliable and valid.

Based on a sound theoretical foundation, this study proposed a conceptual
framework. EFA and SEM were performed, and the results showed that both
the measurement model and the structural model fit the data well, indicating
that the models are satisfactory and effective. The results of multiple-group
analysis revealed that components of the measurement and structural models
were equivalent across different populations. The findings provided evidence
that the models may be used across different groups to increase the level of

the generalization and reliability of the results.

In summary, all seven hypotheses were supported. The final model
explained 70% of the total variance in career competencies and 63% of the
total variance in career satisfaction. As a result, the proposed structural
model has strong statistical ability to predict the determinants of the career
competencies and career satisfaction of hotel managers, and the outcome of

hotel career management.

7.2 Perceived OCM

OCM activities have been widely implemented in Western countries, and are
well researched (Baruch, 2003; Baruch & Peiperl, 2000; Bowen & Hall,
1997; Gutteridge, Leibowitz, & Shore, 1993). However, the OCM activities

undertaken in Western countries may not be applicable to the Chinese
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context, and little research attention has been paid to career issues in China
(Tu et al., 2006). It is therefore necessary to explore OCM practices and a

new scale of career management in China’s hotel industry.

This study developed a three-dimensional measurement scale of OCM
activities in China’s hotel industry using both qualitative and quantitative
approaches. Adopting a widely accepted scale development procedure
(Churchill, 1979), this study developed the measurement scale in four steps:
developing initial items, implementing purifying measures, data collection,
and assessing the reliability and validity of the proposed measurement scale.
Based on a comprehensive literature review and in-depth interviews, a total
of 13 items were identified and then developed into statements for a survey.
Factor analysis of the 13 items yielded three valid and meaningful OCM
dimensions: career appraisal and advice, career development program, and

career training.

CFA revealed that the three dimensions showed a high level of internal
consistency, with alpha reliability estimates ranging from 0.82 to 0.86. All
AVE values for the three dimensions exceeded 0.50 and were greater than
the squared correlation coefficients for the corresponding inter-constructs,
suggesting satisfactory convergent and discriminant validity (Fornell &
Larcker, 1981). Therefore, the proposed measurement scale of OCM

activities in China’s hotel industry was both reliable and valid.
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In the three dimensions identified, career training was an important factor of
OCM. Based on the means of the factors, training programs were found to be
the most commonly practiced OCM activity, followed by career appraisal
and development programs. The findings were consistent with those of
previous research (Kong, Cheung, & Zhang, 2010) and further highlighted
the importance of career training in the hotel industry in China (Baum, 2007;
Dewald & Self, 2008; Kong & Baum, 2006). Employees are eager to be
educated and empowered with further training. Hence, it is critical for hotel
managers to conduct various kinds of training programs in addition to pre-
job and on-the-job training. As career training plays an important role in
career development, it should be offered together with other career
development activities to address the long-term career aspirations of

employees.

Career appraisal system was commonly considered to be a dimension of
OCM. Gutteridge et al., (1993) propose six OCM factors, among which two
are related to career appraisal (assessment). This is because career appraisal
or assessment centres have been found to be a reliable and valid tool for
career management (Baruch, 2003). In this study, a high correlation was
found between career appraisal and career development. The findings were
consistent with those of previous research, namely, that hotels in China had a
relatively comprehensive appraisal systems and used performance appraisal
as a basis for employees’ career planning and further promotion (Kong,

Cheung, & Zhang, 2010). For example, most hotels conducted 360° appraisal,
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which included the appraisals given by the direct manager, peers,
assessment committee, or a combination of several sources, and upward
appraisal (Baruch, 2003). As career counseling by managers and mentoring
were also positively related to skill development among employees (Chao,
Walz, & Gardner, 1992; Williams, Scandura, & Gavin, 2009), these
activities should be considered to further evaluate the potential of present or

future managers.

Career development program was a well-recognized dimension of OCM
(Gutteridge, 1986; Gutteridge et al., 1993). In this study, job postings were
ranked the highest among all development activities. This indicated that
most hotels in China favored internal promotion over recruitment from
outside the company. Information on job vacancies was published on the
Internet, newsletters, or hotel notice boards. Compared with other career
development activities, dual ladders were less common. As career
development is one of the greatest motivators among hotel employees
(Wong, Siu, & Tsang, 1999), a regular career appraisal program,
development system, and training activities could help hotels in China to

attract and retain qualified hotel staff.

Regarding the structural relationships, perceived OCM had a significant,
positive impact on career competencies and career satisfaction. The results
were consistent with those of previous studies, which show that perceived
career management facilitate career development and career satisfaction

(Barnett & Bradley, 2007; Orpen, 1994). The findings of this study also
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verified the positive relationships between perceived OCM and networking

and skill development (Hutchings, French, & Hatcher, 2008).

In summary, this study provided a comprehensive profile of hotel career
management practices in China, and the three dimensions developed were
consistent with those OCM practices identified in previous studies (Baruch
& Peiperl, 2000; Gutteridge, 1986; Gutteridge et al., 1993). The greatest
contribution of this study was the development of a valid and reliable OCM
measurement scale in the context of the China’s hotel sector. As OCM
activities have not been extensively researched in China, the findings of this

study can serve as a foundation for future research.

7.3 Career Commitment

Studies of career commitment in the hospitality literature have focused on
the influencing factors, and little attention has been paid to outcomes. As
career commitment is related to one’s motivation to work in a chosen
profession (Blau, 1988), it is important to explore the effect of career

commitment on career competencies and career satisfaction.

An eight-item measurement scale developed by Blau (1985) was used in this
study, as this instrument has been found to have high levels of
generalizability and discriminant validity (Blau, 1988, 1989, 1993; Morrow,
1993; Goulet & Singh, 2002). However, Blau’s (1985) measurement scale

was questioned by Carson & Bedeian (1994) for the overlap between the
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intention to remain and career commitment items, which were: “If I could
get a job in a different profession that paid the same, then I would probably

2

take it” and “I like this vocation too well to give it up.” Therefore, the two
items were combined and the former item was used to measure career
commitment. The seven refined items were then examined in a pilot test.
Two items that had an item-total correlation value less than 0.30 were
deleted. The remaining five items were used in the main survey, and the
composite Cronbach’s alpha value (0.83) exceeded the minimum value of
0.70. The reliability coefficients also exceeded the cut-off point of 0.70,

which means that all of the items reflected the constructs fairly well (Hair et

al., 2009; Kline, 1999).

Based on the means of the items, “I want a career in my current area” ranked
the highest, followed by “I read profession-related journals” and “If I had all
the money, I would probably still continue in this profession”. This was
because those who are committed to their current career are likely to invest
in further education and knowledge acquirement (Aryee & Tan, 1992;
McCloskey & McCain, 1988). Participating in career-oriented activities
motivates people to engage in continuous study (e.g., read profession-related
journals) and help them to enjoy working in the profession even if they have

a great amount of money.

Regarding the structural relationships, career commitment had a significant
positive impact on career competencies and career satisfaction. These

findings corresponded with those of previous research, which demonstrated
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that committed employees usually pursue skill development and training
(Colarelli & Bishop, 1990). The accumulation of skills and job-related
knowledge may lead to the enhancement of career competencies (Arthur et
al., 1999). Consistent with previous studies (Ellemers, University, Gilder, &
Heuvel, 1998; Hartog & Belschak, 2007; Locke & Latham, 1990), this study
found a positive relationship between career commitment and career

satisfaction.

In general, the career commitment items identified in this study showed a
high degree of consistency with those from Blau’s (1993) study. Based on
the literature, this study refined a career commitment measurement scale and
the final five items were found to reflect the construct well. The instrument
for career commitment was both valid and reliable, and therefore an effective
measurement model. Given the scarcity of research into career commitment
in China, the measurement refined in this study is a welcome addition to the

literature and may serve as a foundation for future research.

7.4 Career Competencies

In today’s dynamic environment, career competencies are increasingly
important. They can be divided into three categories: ‘knowing why’,
‘knowing whom’ and ‘knowing how’ (Arthur et al., 1996). Although they
are critical for both individuals and organizations, career competencies have
not been extensively researched (Arthur & Claman, 1995), and the existing

studies are mostly conceptual with little attention paid to identifying their
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determinants. This study seeks to explore the factors that are important for
career competencies and to provide value guidance to both individuals and

organizations.

Arthur and his colleagues propose the conceptualizations and dimensions of
career competencies (Arthur et al., 1999; DeFillippi & Arthur, 1994; Inkson
& Arthur, 2001). Based on the theoretical study of Arthur et al (1995), Eby
et al. (2003) identify the relevant variables of each competency category.
The measurement items developed by Eby et al. (2003) provide insight for
the current empirical research. However, borrowing constructs directly from
pervious studies is questionable, because like other psychological
dimensions, they are context specific. Career competency constructs that
have been developed in Western contests may not be applicable to the
Chinese context. Therefore, it is necessary to check their constructs’ validity

and reliability.

First, content validity was assessed to evaluate the degree to which the
elements of the research instrument are relevant to and representative of the
targeted constructs (Haynes et al., 1995). In this study, seven academics were
selected based on their research speciality, and asked to assess the degree to
which items were representative of the associated constructs, using a seven-
point Likert-type scale (1= not representative, 7= clearly representative)
(Zaichowsky, 1985). Based on the comments of the panel, eight items were

deleted from the questionnaire. The researchers were also asked to edit and
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comment on the remaining items to enhance the construct of the three forms

of career competencies.

Two modifications were made of the ‘knowing whom’ competency. The first
concerned the mentoring relationship. Three items were developed based on
11 in-depth interviews with hotel managers. They were: “I gain career
guidance from experienced individuals in my work environment,” “I gain
career guidance from experienced people outside the hotel,” and “I gain
career guidance from professional experts.” The other modification was
made to the measure “networks within the organization.” Four items were
added to measure coworker support, which is an important element of
internal networking (Chiaburu & Harrison, 2008; Susskind et al., 2007). The
items were: “When I have problems at work, I know whom I should
contact,” “Coworkers like to cooperate with me,” “Many people working in
the hotel know me,” and “My work has been supported by colleagues

working within the hotel.”

All items were then developed into statements and examined in the pilot test
and the main survey. EFA generated 14 valid scales for ‘knowing why’
competency, 10 for ‘knowing whom’ competency, and 7 for ‘knowing how’
competency. The internal consistency of the total construct was 0.94, and
Cronbach’s alpha for the three dimensions ranged from 0.84 to 0.86,
exceeding the minimum standard for reliability of 0.70. It is therefore
concluded that the items comprising the career competencies construct were

internally consistent and stable and together form a reliable scale.
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The means of the three dimensions show that ‘knowing why’ competencies
was considered by respondents to be the most important career competency,
followed by ‘knowing whom’, and ‘knowing how’ competences. This is
because ‘knowing why’ competency is related to career goals, career insight,
and a proactive personality (DeFillippi & Arthur, 1994). Consistent with
previous studies, individuals scoring high on proactive personality were
found to have more realistic career expectations and career goals (Crant,
2000), and to be more likely to build networks (Chiaburu et al., 2006;
Lambert, Eby, & Reeves, 2008) and develop various kinds of skills (Tett &
Burnett, 2003), which enhanced both ‘knowing whom’ and ‘knowing how’

career competencies.

In summary, this study refined a measurement construct of career
competencies. The items identified in this study were consistent with those
found in previous studies (Bateman & Crant, 1993; Eby et al., 2003). A
positive relationship was found between career competencies and career
satisfaction. The career model was proven to be effective and applicable in
China, and the refined measurement construct could be an important

reference for future study in this area.

7.5 Career Satisfaction

The importance of career satisfaction is well recognized in the literature
(Erdogan, Kraimer, & Liden, 2004; Martins, Eddleston, & Veiga, 2002;

Nauta, Vianen, Heijden, Dam, & Willemsen, 2009). Career satisfaction was
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measured in this study using the five-item construct developed by Greenhaus
et al (1990). This construct was selected because it has been widely used by
other researchers, including Cable & DeRue (2002), Boudreau, Boswell, &
Judge (2001), and Wallace (2001). For example, in a recent review of career
success papers conducted by Arthur et al. (2005), 14 of the 20 studies used
the career satisfaction scale developed by Greenhaus et al., (1990), which
appears to be the best measure available in the literature (Oberfield, 1993).
This scale has also been validated and shown to be applicable in an Asian

context (Burke, 2001).

Among all career satisfaction items, “career success achieved” was ranked
the highest, followed by “development of new skills” and “achievement of
career goals”. The correlation between “career advancement” and “income”
was higher than that between other items. One explanation is that income is
usually associated with career promotion, that is, when a person is promoted

his or her salary is usually increased.

In this study, the five items developed by Greenhaus et al., (1990) showed a
high degree of internal consistency, with Cronbach’s alpha of 0.92. Both
convergent and discriminant validity were found to be satisfactory. Thus, it
can be concluded that the career satisfaction construct is effective. The

findings also indicate that it is valid and applicable to China’s hotel industry.
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7.6 Structural Relationships

This study examined the relationships among four constructs—OCM, career
commitment, career competencies, and career satisfaction. Based on a
comprehensive literature review and sound theoretical foundation, seven
structural relationships were identified and proven to be statistically
significant. These causal relationships were as follows: perceived OCM and
career commitment individually have a positive, direct effect on career
competencies and on career satisfaction, and competencies have a positive,
direct effect on career satisfaction. Career competencies also mediate the

relationship between OCM/career commitment and career satisfaction.

7.6.1 Effects of Perceived OCM and Career Commitment on

Career Competencies

The findings of this study indicated that two determinants—perceived OCM
and career commitment, were all positively related to career competencies
and career satisfaction. This provided empirical support for the notion that
both organizations and individuals should be involved jointly in the career
management of employees (Baruch, 2006). It suggested that the ideal way of
career management should be the one jointly practiced by organization and

individual.

Interestingly, perceived OCM was found to contribute more to career

competencies and career satisfaction compared to career commitment. These
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findings differed from those of Western studies, which indicate that the
responsibility for career management has shifted from the organization to the
individual (Adamson & Doherty, 1998; Hall, 1996; Heaton & Ackah, 2007).
This study illustrated that organizational factors played a more powerful role
than individual ones in enhancing career competencies and career
satisfaction. Therefore, it is important for hotels to practice effective career
management activities, including mentoring, career training and career

appraisal.

The findings showed that perceived OCM activities had a significant effect
on both career competencies and career satisfaction. The understandardized
estimates of the direct effect of OCM on career competencies and career
satisfaction were 0.48 and 0.41, respectively. This means that a one point
increase in OCM will result in a 0.48 point increase in career competencies
and 0.41 point increase in career satisfaction. Compared with career
commitment, employees’ perceptions of OCM contributed more to career
competencies and career satisfaction among employees. The findings
indicated that effective career management practices were important to both
hotel operators and employees. These results were also consistent with the
findings in in-depth interviews. The qualitative data showed that hotel
employees had strong demand for effective hotel carecer management,

including career mentoring, career appraisal, and career training.

Of the three dimensions of OCM, career appraisal and advice factor made

the greatest contribution to career competencies, followed by career
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development and career training. This highlighted the importance of formal
and informal mentoring, including career advice, career discussion, and clear
work feedback, and induction and 360° performance appraisal. Effective
hotel career support could enhance employees’ career competencies. It is
difficult to compare the results with those of previous studies, as this study is
the first empirical study examining the relationship between OCM and career
competencies, and the OCM measure is new. However, the results of this
study corresponded with those of previous studies, which addressed
individual OCM practices. For example, as one of OCM activities,
mentoring has been found to be highly important to skills development and
individual/team learning (Chao et al., 1992; Whitely, Dougherty, & Dreher,
1991; Williams et al., 2009). Individuals involved in mentoring relationships
tend to use effective career strategies and report a high level of job

satisfaction (Murphy & Ensher, 2001; Uhl-Bien & Green, 1998).

The empirical results were also supported by the findings of qualitative
research. In the in-depth interviews, one employee stated “I do hope there is
a chance to detail out my own strengths and weaknesses so that I can
develop my career and responsibility in the right way.” There was a strong
desire for formal mentoring from the hotel employee point of view. In
addition to mentoring, a career plan was also found useful for hotel
managers’ long-term career development. Having a clear foreseeable future

is a great motivation for them. All participants agreed that they had benefited
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from attending career workshops, especially those geared toward their own

future employability.

The findings of this study also indicated that committed individuals had
greater career competencies. Career commitment is characterized by the
development of personal career goals and involvement in those goals
(Colarelli & Bishop, 1990). Previous research shows that committed
individuals are willing to build networks within and outside the organization
(Higgins & Kram, 2001), pursue high career goals (Colarelli & Bishop,
1990), and invest in skills development (Aryee & Tan). However, previous
studies have merely focused on specific individual career competencies. The
findings of this study expanded the research by linking career commitment
to three forms of career competencies. The results provided initial empirical
evidence of a positive relationship between career commitment and career

competencies.

7.6.2 Effect of Career Competencies on Career Satisfaction

This study revealed that three categories of career competencies, ‘knowing
why’, ‘knowing whom’, and ‘knowing how’, were all positively related to
career satisfaction. The empirical results were consistent with previous
findings (Eby et al., 2003), and confirmed the theory that intelligent career
competencies are important for career satisfaction (Arthur et al., 1995;
Arthur et al., 1999). The findings also reinforced the importance of

enhancing career competencies in today’s fast-paced environment.
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The three forms of career competencies made similar positive contributions
to career satisfaction. Among them, ‘knowing why’ competency made the
relatively greatest contribution to career satisfaction, followed by ‘knowing
whom’ ‘knowing how’ competencies. The finding regarding ‘knowing why’
competency was consistent with that of previous research (Eby et al., 2003).
This was because ‘knowing why’ competency was related to career
motivation, personal meaning, and identification. They involve three factors,
namely, career insight, proactive personality, and openness to experience
(DeFillippi & Arthur, 1994). Previous studies have found that having a
proactive personality increases an  individual’s ability to invest in
networking (Lambert et al., 2008), and that individuals who are open to
experience are more likely to be involved in mentoring relationships
(Dougherty, Cheung, & Florea, 2007). Such people also tend to develop
various kinds of skills (Tett & Burnett, 2003). As both networking and
mentoring are important predictors of career satisfaction, it is concluded that
individuals with a high level of ‘knowing why’ competency will have greater
career satisfaction. That is, such competencies will enhance the ability of
individuals to network and develop skills. The accumulation of networks and
skill sets will enhance the chance of attaining promotion and therefore,
career satisfaction. Consistent with previous studies (Eby et al., 2003;
Seibert et al., 2001), the present study found that individuals who were
proactive and open to experience tended to thrive in an ever-changing

marketplace, and hence had higher level of career satisfaction.
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In contrast to the findings of a previous study (Eby et al., 2003), ‘knowing
whom’ competency was found to make a slightly greater contribution to
career satisfaction than ‘knowing why’ competency. This is related to
Chinese culture, as social networking or “guanxi” plays an important role in
daily life (Geddie, DeFranco, & Geddie, 2002; Xie & Amine, 2009) and
career development (Li & Wright, 2000) in China. The ‘knowing whom’
competency may enhance career satisfaction as it incorporates the support,
information, and advice that are received from a group of relevant friends
and networks (Greenhaus, Callanan, & Godshalk, 2000). The results of this
study further confirmed the idea that networking is critical in today’s market
(Denicolai, Cioccarelli, & Zucchella, 2010). It is therefore important for
hotel employees to build networks both within and outside the hospitality
industry and to be involved in a mentoring relationship. As networking is
associated with career strategies (Forret & Dougherty, 2004; Sturges et al.,
2010) and job performance (Susskind et al., 2007), future study is needed to
further explore the influence of ‘knowing whom’ competency on career- and

job-related issues.

‘Knowing how’ competency was also important for career satisfaction. It
refers to career-related skills and career identity (Arthur et al., 1995).
Previous studies state that developing profession-related skill sets is of
critical importance for individuals in today’s competitive marketplace (Hall
& Mirvis, 1996; Mirvis & Hall, 1994). People who have a strong career

identity tend to engage in regular training and acquire extensive skills
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(Suutari & Makela, 2007). Consistent with previous research, this study
found a positive relationship between ‘knowing how’ competency and career
satisfaction. People with portable skill sets have greater confidence in
themselves (Inkson & Arthur, 2001), which allow them to adapt well to the
changing employment environment and therefore achieve greater career
satisfaction. The findings supported the importance of developing
profession-related skills and suggested that hotel employees should have a
clear career identify and update career-related skills by attending seminars

and investing future career-related study.

7.6.3 Effects of Perceived OCM and Career Commitment

on Career Satisfaction

Perceived OCM was also important to career satisfaction. Once again,
career appraisal and advice made the greatest contribution, followed by
career development and career training. One explanation is that career
appraisal works as a valid and reliable tool for career planning, and career
advice and mentoring provide useful information for career development
(Baruch, 2003). Employees who engage more in career discussion and
mentoring receive more in the way of promotions, and thus achieve higher
levels of career satisfaction (Chao et al.,, 1992; Murphy & Ensher, 2001;
Uhl-Bien & Green, 1998). Consistent with previous studies (Barnett &
Bradley, 2007), this study further confirmed the important role of career

appraisal in increasing the level of career satisfaction.
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Career development activities were also significantly related to career
competencies. The findings underlined the importance of specific career
development practices, such as job postings, job rotation, succession
planning, dual ladders, and financial support. The results provided support
for the positive effect of job rotation on skill enhancement (Azizi, Zolfaghari,
& Liang, 2010), and the positive effect of training programs on career
satisfaction (Ng et al., 2005). Together with the finding of a significant
positive relationship between perceived OCM and career satisfaction, this
study confirmed the theory that effective organizational support for career
management leads to greater career satisfaction among employees
(Armstrong-Stassen & Ursel, 2009; De Vos, Dewettinck, & Buyens, 2009).
As expected, perceived OCM was positively related to both career

competencies and career satisfaction.

Consistent with previous research (Carson et al., 1999; Poon, 2004), this
study found that career commitment was positively related to career
satisfaction, which provided strong support for the importance of career
commitment and confirmed the idea that committed individuals may have
more positive feelings and satisfaction regarding their careers. The findings
indicated that organizations should adopt effective practices such as job
rotation and mentoring to increase the level of employee career commitment.
Future studies could further explore other influencing factors and outcomes

of career commitment.
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7.6.4 Mediating Effect of Career Competencies

In addition directly affecting on career satisfaction, career competencies
were found to mediate the relationship between perceived OCM/career
commitment and career satisfaction. This study represented a first step in
empirical research into this topic, and provided initial evidence of the
mediating effect of career competencies. Building on the theoretical ideas of
Arthur et al (1995), this study highlighted the importance of career
competencies. It is suggested that hotel managers should be better able to
enhance their career competencies to achieve career satisfaction if their
career management is supported through organizational activities such as
mentoring, job rotation, and career appraisal and they are committed to their
career. Both organizations and individuals should adopt effective practices to
enhance career competencies. Individuals need to be committed to their
career, and to navigate their own careers by identifying career goals,

developing diverse networks, and engaging in continuous learning.

7.7 Theoretical Contributions

This study conducts a holistic and comprehensive empirical research to
explore the determinants and outcome of career competencies. The findings

of this study make theoretical contributions in four major areas.

First, this study contributes to the literature by developing a three-

dimensional measurement scale for OCM activities in China’s hotel industry.
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Following a widely adopted scale development procedure (Churchill, 1979),
this study developed measurement in four steps: developing initial items,
implementing purifying measures, collecting data, and assessing the
reliability and validity of the proposed measurement scale. A total of 13
measurement scales were developed, and three dimensions were identified.
All items composing the three dimensions were found to be reliable and
valid. Given the scarcity of research into career management in China, the
OCM measurement developed in this study is a welcome addition to the

literature and can serve as a foundation for future research.

Second, this study makes a unique contribution by identifying organizational
and individual determinants of career competencies. Although career
competencies are critical to both organizations and individuals, they have not
been extensively researched (Arthur & Claman, 1995), and there is a lack of
understanding of their determinants. In addition, previous studies of career
competencies are mainly theoretical, and there is a paucity of empirical
studies (Eby et al., 2003). Based on the balanced view of career management
(Baruch, 2006), two constructs, perceived OCM and career commitment, are
developed as the determinants of career competencies. The findings indicate
that both constructs have a positive effect on career competencies.
Interestingly, perceived OCM is found to contribute more to career
competencies and career satisfaction compared to career commitment. The
results of this study differ from those of Western studies, which show that

organizations assume less responsibility for the career management of
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employees compared to individuals (Hall, 1996; Heaton & Ackah, 2007).
That is, the results reported here indicate that perceived organizational
activities contribute more to employees’ careers than career commitment
does. This study contributes to the existing literature by exploring
organizational and individual factors that influence career competencies,
which represents a more balanced approach to theoretical development in
this area. In addition, the conflicting research findings stimulate further
research into career management in China. The findings of this study thus
serve as a foundation for further study, in particular, the analysis of

employees’ career competencies and expectations.

Third, the results enrich career knowledge by revealing the mediating effect
of career competencies. Although career competencies have been found to be
a significant predictor of career satisfaction (Eby et al., 2003), empirical
evidence of the mediating role of such competencies is limited. This study
found that in addition to being directly associated with two exogenous
variables (perceived OCM and career commitment) and career satisfaction,
career competencies also mediate the relationship between perceived OCM
and career satisfaction, and that between career commitment and career
satisfaction. These findings provide initial evidence of the mediating effect
of career competencies. The identification of such a mediating role provides
a relational approach that emphasizes the function of ‘knowing why’,

‘knowing whom’, and ‘knowing how’ career competencies.
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Finally, the study contributes to the literature by purifying and further
developing measurement scales of career competencies and career
commitment. The measurement items for these two constructs were
developed in studies conducted in Western settings (Blau, 1993; Eby et al.,
2003), and might not be applicable in another setting. Rather than simply
adopting these measures, this study performs EFA and CFA to examine the
validity and reliability of the measurement items. The constructs of career
competencies and career commitment are further purified and proven to be
valid in the context of the hotel industry in China. This study also develops a
measurement scale for mentoring, one of the ‘knowing whom’ competency
based on in-depth interviews. Overall, all of the constructs identified in this
study show a high degree of consistency and validity, and could be used for

future research of this kind in Asian settings.

7.8 Practical Contributions

This study represents the first attempt to empirically explore the
contributions that organizations and individuals make to employees’ career
competencies and career satisfaction. The findings indicate that both
perceived hotel career support and individual career commitment are
positively related to career competencies and career satisfaction. The
findings indicate that the joint efforts of hotels and hotel managers lead to
the successful development of individuals’ career and thus the enhancement

of organizational success. The results also reveal the meditating role played
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by career competencies in the relationship between hotel career management
and career satisfaction, and that between career commitment and career
satisfaction. The findings of this study may provide valuable guidance to

hotel managers and employees.

7.8.1 Implications for Hotel Operators

The findings can help hotels to better design career management strategies to
achieve desired outcomes. The respective contributions of perceived hotel
career management and career commitment suggest two strategies for
retaining qualified staff: implement effective career management practices,
and facilitate employee career commitment. This study finds that employees’
perceptions of hotel career management contribute more to career
competencies and career satisfaction than career commitment does. That is,
in contrast to the practice of individual responsibility for career management
in Western countries (Adamson & Doherty, 1998; Hall, 1996), hotel
employees in China still depend on their organization to support their career
development. This highlights the importance of providing effective career
management activities, such as career appraisal and advice, career
development system, and training programs. It is important for hotels to
provide constructive information to individuals to show them how they can
develop a career within the hotel industry. For example, hotels in China
could design personal career plans for managers to provide a clear picture of

career advancement. It is also informative to organize seminars in which
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successful hotel managers share their working experience and career paths.
This kind of seminars may provide concrete examples of successful practices,
which could help seminar participants in plotting their career development
and identifying future opportunities. As the successful hotel managers
around them are their role models and their information shared may also

motivate the seminar participants to commit to their hotel careers.

Second, this study provides guidance for the development of specific career
management activities. Given the rapid development of the hospitality
industry in China, career management is an important issue in strategic
human resources management. In designing a career management system, it
is necessary for hotel managers to know what activities play an important
role in enhancing employees’ career competencies and career satisfaction.
This study identifies the function and relative importance of a number of
OCM practices. For example, career appraisal and advice are found to
contribute more to the development of career competencies and career
satisfaction than either career development programs or career training. It is
thus important for hotels to develop necessary career appraisal and advice
activities, such as mentoring, clear feedback on work, and 360° performance
appraisal. Both the empirical findings and the qualitative information
indicate that providing clear appraisal feedback to hotel managers may help
them to be aware of their strengths and weaknesses, and their managerial

potential (see Appendix 4).
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In addition to career counseling by direct managers, various kinds of
seminars or workshops could be given by different department managers to
provide advice and tutoring to participants to help them to acquire career-
related knowledge and skills. Furthermore, formal mentoring has been found
to be strongly related to employee career development, but it is not a
common practice among hotels in China (Kong et al., 2010). It is therefore
urgent for hotels in China to implement both formal and informal mentoring
for hotel managers. The findings of the in-depth interviews also suggest that
grassroots meetings be held, namely, face-to-face meetings that include not
only department managers but also regular staffs members. Such meetings
provide general managers with the opportunities to listen to diverse voices
and obtain more information about employees’ career needs and expectations.
In terms of career training, findings of in-depth interviews indicate that hotel
employees are eager for formal education and structured training programs.
It is widely accepted that hotel operators place too much stress on pre-job
training. The information collected can help in the incorporation of career

management systems into the strategic level of hotel management.

Third, a greater understanding of the determinants of employees’ career
competencies could help in the enhancement of hotels’ core competencies, as
the career competencies of individuals contribute to the core competencies of
organizations (Arthur et al., 1999). Core competencies are those limited
activities that the firm presently does, and can learn to do, better than its

competitors (Arthur et al., 1995). The accumulation of competencies by
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employees can contribute significantly to the unfolding competencies of the
firm and its host industry (Arthur et al., 1999; DeFillippi & Arthur, 1994).
By implementing effective career management, hotels in China will keep
their core competency and also retain those talents who contribute to the core
competency. This is a win-win situation. To achieve mutual benefits, it is
important for hotels to develop career management systems that are
consistent with the hotel’s objectives and needs. For example, as China
develops into a world-class tourist destination, hotel development that
combines international and domestic strategies and practices may be the best
model for hotel success. This would benefit both hotels and hotel managers.
Such development could ensure the sustained growth of hotels and provide
good career paths for hotel managers. Such paths could lead hotel managers
to work in various departments not only within one hotel but also in
multinational hotel groups. Overseas working experience and career
opportunities could together enhance the career competencies of employees,

which could in turn boost the competitive advantage of hotels in the market.

Finally, the study findings may provide insight to hotels in China into how to
retain and develop committed workforces. Consistent with previous research,
this study finds that perceived OCM, career commitment, and career
competencies all contribute significantly to career satisfaction. OCM
activities have been found to influences career satisfaction and career
commitment among employees (Iles, Mabey, & Robertson, 1990).

Employees who are satisfied with their current careers are more likely to
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commit to their organizations (Carson et al., 1996) and to support the
adoption of new strategies by their organization (Gaertner, 1989).A high
level of career satisfaction also strengthens the intention to stay (Igbaria,
1991). Therefore, it is critical for hotels in China to provide various kinds of
career management activities to enhance employees’ career commitment,

career competencies, and career satisfaction.

For example, to retain qualified talents, hotels can show them a clear picture
of career advancement. A hotel planning framework is useful to determine
the possible replacement of every manager within the organization, and
evaluate the potential for promotion of each manager. A clear career ladder
can motivate employees and increase the level of their career and
organizational commitment. In addition, as branding is a strategic weapon
for hotels, it is important for hotels to develop a long-term brand-oriented
plan and promote brand loyalty among employees (Damonte, Rompf, Bahl,
& Domke, 1997). When employees perceive their hotel as one that provides
career opportunities and positive supervision, they will commit to their
organization and spend more time to do the hotel’s main work of serving
customers (Schneider & Bowen, 1985). Nowadays in China, some SOHs,
including Jinjiang and Jianguo, have capitalized on the market opportunity
for consolidation to rapidly develop their business. However, hotel branding
in China is still in the initial stage. Market demand for professional
management and brand enhancement will continue to stimulate the growth of

the hospitality industry. As a result, building and managing a strong brand is
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considered to be one of the key drivers of success in the hotel industry and

could help to retain talents.

7.8.2 Implications for Hotel Employees

The findings of this study could provide employees effective ways to
enhance their career competencies and achieve a high level of career
satisfaction. First, the results highlight the importance of participation by
employees in OCM activities. They show that employees who are dually
committed to their hotels and career are more likely to have high levels of
career competencies, willingness to engage in career-related activities, and
career satisfaction. Proactive and committed employees also demonstrate
‘knowing why’, ‘knowing whom’, and ‘knowing how’ competencies.
Therefore, hotel employees should actively participate in the various kinds of
career activities offered by their hotel, which could help them to develop
specific career goals, improve career-relevant skills, and widen career-

related networks.

Second, it is important for hotel employees to be committed to their hotel
career. Committed individuals tend to set high career goals and take action to
achieve them, and to persevere in the face of setbacks (Colarelli & Bishop,
1990). Individuals who feel involved and identify with their career are more
likely to exert energy and be persistent in pursuing career goals compared to
those less committed peers. They also achieve higher level of career and job

satisfaction (Carson et al., 1999; Poon, 2004). The findings of both the in-
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depth interviews and empirical research conducted in this study confirm the
idea that career commitment is a prerequisite of career success. For example,
one hotel general manager who was interviewed started his hotel career as a

porter. His success is the result of his commitment to his profession.

Third, the study findings also provide strong support for the importance of
the development of ‘knowing whom’ career competency. This company
contributes more to perceived career satisfaction in China than in Western
countries. This highlights the importance of networking in China’s
hospitality industry. In response to the increasing opportunities in this sector,
hotel managers in china should make efforts to build networks not only

within but also outside the hospitality industry.

There are many ways for hotel practitioners to enhance their ‘knowing
whom’ competency. First, they should join a hotel association or association,
such as the China Tourism Hotels Association, Union International des
Concierges d’Hotels “Les Clefs D’or. Second, attending local and
international hospitality-related forums and seminars provide excellent
networking opportunities and can help industry practitioners to keep abreast
of emerging trends in the domestic and international hotel markets. For
example, the International Forum on China Hotel Brand Development
provides an invaluable platform for hotel managers, government officials,
academics, and business leaders to discuss the development and management
of hotel brands in China, and to network with people within and outside the

hotel industry. Third, hotel managers could benefit greatly from various
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kinds of continuous learning. They could learn more about the industry and
get to know more people by enrolling in industry-related courses or a master
or PhD program, or joining a university alumni association. Additionally,
hotel managers should actively participate in various social functions to
develop relationships with powerful individuals, increase their skills, and

create a positive reputation outside the hospitality industry.

Finally, the findings of the meditating effect of career competencies
highlight the importance of career self-management. In addition to being
actively involved in OCM activities, individuals should identify career goal,
develop a diverse network, and engage in continuous learning. The need for
career self-management has been addressed in the career literature (Arthur et
al., 1999; Hall, 2003), to which this study contributes by identifying the
importance of specific competency. Both hotels and individuals need to pay

more attention to the development of career competencies.

In summary, the findings suggest that the joint involvement of hotels and
hotel employees in career management results is a win-win situation. The
ideal way of career management should be based on the joint effect of the
hotel and the hotel managers. From the hotel’s perspective, investing in
OCM can help to enhance employees’ career competencies and career
satisfaction. In addition, a greater understanding of the determinants of
employees’ career competencies contributes to the enhancement of a hotel’s
core competencies. From the employees’ perspective, committing to a hotel

career can lead to greater career satisfaction. Hotel employees can also
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improve their career skills and widen their networks by participating in hotel

career management activities.

7.9 Chapter Summary

This chapter discusses the study results and compares them with those of
previous research to identify similarities and differences. The three-
dimensional OCM measurement developed in this study is assessed and
proven to be both valid and reliable. This chapter also discusses the purified
measure and the validity of the borrowed measurement scale. The causal
relationships among each construct are explored, and the findings fully
support the proposed model. The chapter concludes by offering the
theoretical and practical implications of the findings and recommendations

for career management to create a win-win situation.
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Chapter 8. CONCLUSIONS

This chapter concludes the thesis. The first section provides an overview of
the study, which is followed by a discussion of the achievement of the
research objectives. The next session discusses the study limitations. The
final section concludes the thesis by offering suggestions for future research

and presenting concluding remarks.

8.1 Overview of the Study

This study aims to develop and test a structural model that explains the
determinants and outcome of career competencies. The thesis is organized as
follows. Chapter 1 introduces the research background and identifies a
research gap. In today’s dynamic business environment, career competencies
have become increasingly important. However, research into intelligent
career competencies is mostly conceptual, such as the work of Arthur et al.
(1999), and there has been little systematic empirical study of this topic (Eby
et al., 2003). There is a notable gap in the literature regarding the
determinants of career competencies. This study aims therefore to explore
both organizational and individual factors influencing career competencies.
Chapter 1 also presents the research objectives, significance of the study, and

definitions of the main constructs.

Chapter 2 reviews previous studies relating to OCM, career commitment,

career competencies, and career satisfaction. It first discusses Baruch’s (2006)
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balanced view of career management, which holds that today’s career
environment makes necessary the joint effort of organizations and
individuals in career management. Based on the illustration of theoretical
foundation, Chapter 2 conducts an extensive literature review, which
encompasses studies of the new role of OCM in career management systems
and effective OCM activities and related research in the hospitality field. The
review also covers the conceptualization, measurement scale, and
influencing factors of career commitment, and the concept, importance and
effects of career satisfaction. The final section presents a comprehensive

review of human resources issues in the hospitality sector.

Based on the literature review, Chapter 3 develops a conceptual framework
that is supported by a strong theoretical foundation. Based on Baruch’s
(2006) balanced view of career management, perceived OCM and career
commitment are explored as determinants and career satisfaction is
examined as an outcome of career competencies. The chapter descries the
development of the theoretical model and hypothesizes the nature of the
relationships among its constructs. Perceived OCM and career commitment
are assumed to be exogenous variables and positively and directly related to
career competencies and career satisfaction, which are conceptualized as
endogenous variables. Career competencies are posited to have a direct
effect on career satisfaction and to play a mediating role in the relationships

among the other constructs in the framework.
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Chapter 4 illustrates the exploratory study of to develop an initial instrument
to measure OCM. As an acceptable measurement of OCM does not yet exist,
it is necessary to develop a measurement scale to capture career management
in China. This chapter explains the first three steps of the scale development
procedure: specifying domain of the construct, developing the initial items,
and purifying the measures. Based on the results of in-depth interviews, 13
items are identified and developed into statements. The wvalidity and
reliability of the measurement are checked by a pilot test and subsequent
survey. Given the scarcity of relevant information on career management in
China, the OCM measurement developed in the current study can serve as a

foundation for future research.

Chapter 5 explains the research methodology. It first elaborates the research
design, including the target sample, sampling method, and questionnaire
development. It then illustrates the measurement of each construct, and
discusses the process of the pilot test and main survey. The section on the
pilot test covers the content validity analysis, data collection procedure,
sample characteristics, EFA criteria and results of instrument purification.
The last section describes the main survey: its distribution, the data

collection method, and SEM as a method of data analysis.

Chapter 6 presents the results of the main survey and model testing. It
discusses the data screening procedure, profile of the respondents, and
criteria for goodness-of-fit, construct validity, and cross validation. Then, it

assesses the measurement model of each construct and the overall
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measurement and structural models. The measurement and structural models
are proven to fit the data well, and the hypothesized relationships are
confirmed. The chapter concludes with multiple-group analysis, the results
of which provide evidence of the model’s equivalence across different

groups.

Chapter 7 discusses the study findings and provides suggestions for future
research and practical management. It first assesses the overall model
performance, and then discusses the constructs and their structural
relationships. The discussion of the causal relationships covers the results of
this study and a comparison of the current findings with those of previous
studies. Finally, the chapter presents the theoretical and practical

contributions of this study.

Chapter 8 concludes the thesis. It first presents an overview of the study,
which is followed by a recapitulation of the research findings. The next
section addresses the achievement of each of the research objectives. The
final section concludes the thesis with a discussion of the study limitations

and suggestions for future research.

8.2 Support for the Hypotheses

This study develops a novel conceptual framework for understanding the
determinants and outcome of career competences, and examines the

structural relationships among four constructs are identified in this study and
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they are: perceived OCM, career commitment, career competencies, and
career satisfaction, using SEM. The study examines the role that
organizations play in enhancing employees’ career competencies. Perceived
OCM is proposed to be an organizational influencing factor, as effective
organizational career support can help to enhance career satisfaction. The
role that individuals play in their career management is also investigated.
Career commitment is posited to be an individual influencing factor, as
committed people invest more in their career. Career satisfaction is proposed
to be an outcome of career competencies as employees with high level of
‘knowing why’, ‘knowing whom’, and ‘knowing how’ competencies are
willing to develop networks and career-related skills, which enhances their

prospects of attaining career goals and thus, career satisfaction.

The findings of this study provide strong evidence to support the proposed
structural model and posited relationships as stated in the seven hypotheses.
To summarize: (1) perceived OCM has a positive, direct effect on career
competencies (0.48) ; (2) career commitment has a positive, direct effect on
career competencies (0.20); (3) perceived OCM has a positive, direct effect
on career satisfaction (0.41); (4) career commitment has a positive, direct
effect on career satisfaction (0.30); (5) career competencies have a positive,
direct effect on career satisfaction (0.21); (6) career competencies mediate
the relationship between perceived OCM and career satisfaction (0.10); and
(7) career competencies mediate the link between career commitment and

career satisfaction (0.04). The findings indicate that perceived OCM makes a
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greater contribution to both career competencies and career satisfaction than
does career commitment. That is, organizational factors play a greater role in
employee career management than individual ones. This highlights the

importance of effective OCM practices.

8.3 Achievement of Research Objectives

The study findings show that all eight research objectives are achieved. The
first objective is to identify an organizational determinant of career
competencies. Perceived OCM is proposed to be an influencing factor based
on sound theoretical foundation. The findings prove that perceived
organizational career support greatly contributes to career competencies.

Thus, the first objective is achieved.

The second objective is to identify an individual determinant of career
competencies. Career commitment is proposed to be an individual
influencing factor. The results provide strong support for a positive
relationship between career commitment and career competencies. Hence,

the second objective is achieved.

The third objective is to examine the effect of career competencies on career
satisfaction. Consistent with previous research, this study finds that career
competencies contribute to perceived career satisfaction. Specially,
employees with a high level of career competencies are more likely to

achieve greater satisfaction. Therefore, the third objective is achieved.
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The fourth objective is to examine the effect of perceived OCM on career
satisfaction. The findings illustrate that three forms of career competencies--
‘knowing why’, ‘knowing whom’, and ‘knowing how’, are all important in
predicting perceived career satisfaction. Thus, the fourth objective is

achieved.

The fifth objective is to examine the effect of career commitment on career
satisfaction. The results reveal a positive connection between career
commitment and career satisfaction. Specifically, people with a high level of
career commitment achieve greater career satisfaction than their less

committed peers. Hence, the fifth objective is achieved.

The sixth objective is to investigate the mediating effect of career
competencies on the relationship between perceived OCM and career
satisfaction. The findings confirm such an effect. That is, in addition to
directly influencing career satisfaction, career competencies mediate the link
between perceived OCM and career satisfaction. Therefore, the sixth

objective is achieved.

The seventh objective is to investigate whether career competencies also
mediate the link between career commitment and career satisfaction. The
results confirm such a mediating effect. Thus, the seventh objective is

achieved.

The eighth objective is to develop a measurement of OCM activities. This

study developed a three-dimensional measurement scale of OCM activities
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in China’s hotel industry following a widely used scale development
procedure. The measurement construct is found to be both valid and reliable.

Hence, the eighth objective is achieved.

Overall, all questions related to the research objectives are satisfactorily
answered. The achievement of the research objectives confirms that
perceived OCM and career commitment are respectively organizational and
individual factors influencing career competencies. Hence, the development
and enhancement of career competencies should be the joint responsibility of
organizations and individuals. In addition to directly affecting career
satisfaction, career competencies mediate the relationships between
OCM/career commitment and career satisfaction. This study proposes a
novel comprehensive conceptual framework for understanding the
determinants and outcome of career competencies, which together with the

study findings can serve as a foundation for future research.

8.4 Study Limitations

One limitation of this study is the restriction of the target sample to
managers of SOHs. Data are collected from more than ten provinces and
regions in China, and the participants are diverse in terms of age, education
level, job position, working areas and working experiences. However, they
might not represent a broad sample of hotel management, as China’s hotel
industry is characterized by diverse ownerships, having state-owned,

collective, private, alliance, stock, foreign-invested, and Hong Kong-,
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Macao-, and Taiwan-invested hotels (CNTA, 2000, p.92). Future research

should seek samples that work in hotels of different ownership types.

Another limitation is related to the partial aggregation model, which
obscures any distinctiveness among the components within a construct
(Bagozzi & Edwards, 1998). As the construct of career competencies is
complex, containing a large number of variables, partial aggregation was
applied to simplify the model. The use of partial aggregation helps to deal
with the complex model and to achieve all research objectives, but also
limits the level of analysis to an overall model of first-order factors. To help
overcome this limitation, future research is needed to explore the causal
relationship between perceived OCM and each dimension of career

competencies.

8.5 Suggestions for Future Research

This is the first empirical study to examine the determinants and outcome of
career competencies. The findings provide initial evidences of understanding
the influencing factors of career competencies, and have several implications

for future research.

This study finds that perceived OCM and career commitment are important
influencing factors of career competencies. This confirms Baruch’s (2006)
balanced view of career management: that is, ideally, career management is a

joint effort by organizations and individuals. Of the two factors, perceived
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OCM contributes more to career competencies and career satisfaction than
career commitment. Interestingly, this finding differs from that of Western
studies, which show that the responsibility for career management has
shifted from the organization to the individual (Adamson & Doherty, 1998;
Hall, 1996; Heaton & Ackah, 2007). This study finds that in China,
organizational characteristics still play a more powerful role than individual
ones in predicting career competencies and career satisfaction. As this study
considers only hotels in China, a logical question is: How about other hotels
in different culture settings? As government’s engagement with tourism and
hospitality also play a useful role in guiding policy to enhance the quality of
human resources (Baum & Szivas, 2008), it is also important to invest the
influence of government functions on career competencies. These questions
represent interesting and potentially important areas for future research into
the respective role played by government, organizations, and individuals in
career management systems across hotels of different ownership types and
across different settings. The comparative results could provide further

implications for career management in different cultures.

Future research could expand this study by further exploring the outcomes
related to organizational competencies. According to Arthur et al., (1995),
the career competencies of individuals complement the core competencies of
organizations. The accumulation of competencies by employees can
contribute significantly to the unfolding competencies of the organization

and its host industry (Arthur et al., 1999; DeFillippi & Arthur, 1994). Hence,
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the investment of an organization in the enhancement of its employees’
career competencies can result in a corresponding enhancement of its core
competencies. However, these claims rest mostly on theoretical work, and to
date there is little systematic empirical evidence to confirm them. Future
empirical studies could determine the contributions of career competencies
to organizational core competencies. Apart from this, will there be other
potential outcomes? Future study may try to further test the other outcomes

of this model, such as job involvement and retention intention.

Another interesting research area is the examination of the causal
relationships between the two determinants and the second-order factors of
career competencies. As the construct of career competencies is complex,
containing a large number of variables, partial aggregation was used to
simplify the model. As mentioned, using this technique makes difficult the
determination of the distinctiveness of the components within a construct
(Bagozzi & Edwards, 1998). Given this limitation, future research is
encouraged to explore the respective effects of perceived OCM and career
commitment on each category of career competencies (‘knowing why’,
‘knowing whom’, and ‘know how’). For example, does perceived OCM
influence equally all three forms of career competencies? Do individuals
who participate in organizational career practices network more effectively
(‘knowing whom’ competency)? To which category are organizational
factors the most important? It is also necessary to test the influence of career

commitment on the three forms of career competencies. Another idea for
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future study is to compare the relative importance of organizational and

individual factors on the various kinds of competencies.

It is also important to determine whether there are gender differences in
career competencies in China. Women working in the hospitality industry
constitute a significant proportion of the labor force. Despite the increasing
number of successful career women, only a few have reached top managerial
positions as they are discouraged from applying for executive positions
(Cooke, 2005). A post hoc analysis was conducted to explore whether
differences exist between male and female respondents in career
competencies. The test results show that the correlation between career
competencies and career satisfaction is greater and more significant for men
than women. As women are more likely than men to learn more and invest in
education (accumulation of ‘knowing how’ competencies) (Granrose, 2007),
why do women have a lower level of perceived career satisfaction compared
to men? To investigate this difference, future research could compare the
‘knowing why’, ’knowing whom’, and ‘knowing how’ competencies across

gender, to test which career competency type explains more of the difference.

Another issue is related to influencing factors. In addition to the two
determinants identified in this study, will be there other important factors
influencing career competencies? Deery (2008) find that four themes appear
frequently relating to hospitality employee work performance and turnover,
which are job satisfaction, organizational commitment, personal attributes,

and work-life balance. Hence, future research might examine the influence
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of work-life balance issues (Deery, 2009; Szivas, Riley & Airey, 2003;
Wong & Ko, 2009), family supportive supervisor (Thomas & Ganster, 1995),
government engagement (Baum & Szivas, 2008), and Chinese culture

factors on career competencies.

It is also suggested that researchers explore the relationship between the
demographic characteristic of hotel managers and career competencies,
career commitment, and perceived OCM. Previous study has shown that age
has a significant effect on network diversity (Lambert et al., 2008), which
provides an important insight into the determinants of career competencies.
In addition, career competencies may vary based on job tenure, and
organizational career support activities may differ based on the size of the
hotel (Kong et al., 2010). Clearly, there is a much room for future research to
explore the influence of relevant demographic factors on career

competencies, career commitment, and perceived OCM practices.

8.6 Chapter Summary

This chapter concludes the thesis. It provides an overview of the study and
summarizes the main findings. Based on study results, it discusses the
achievement of the research objectives. This chapter also outlines the study

limitations, and provides directions for future research.
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8.7 Concluding Remarks

In today’s environment, learning-centered career competencies have become
increasingly important. However, to date, research into career competencies
is mostly conceptual (e.g., Arthur et al., 1995; Arthur et al., 1999; DeFillippi
& Arthur, 1994). There is little systematic empirical research into this area
(Eby et al., 2003), and there is a notable gap in the literature regarding the

influencing factors of intelligent career competencies.

This study aims to identify the determinants and outcome of career
competencies. Based on the concept of the balanced approach for career
management (Baruch, 2006), OCM and career commitment are developed as
the determinants, and career satisfaction are developed as the outcome of
career competencies. This study investigates the role that the organizations
play in supporting employees’ career management, and that individuals play
in developing career competencies. In summary, this study aims to explore
the respective contributions that organizations and individuals can make in
the development and enhancement of career competencies, and the influence

of career competencies on career satisfaction.

Both qualitative and quantitative research methodologies were applied. First,
in-depth interviews were conducted to collect primary data on OCM
activities; second, a pilot test was undertaken in the province of Shandong to
assess the reliability of the career competency constructs; and finally, the

main survey was conducted, based on quota sampling, targeting managers
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who work in luxury state-owned hotels in China. A total of 796 wvalid
questionnaires were collected, and the proposed structural model was tested

using AMOS software package.

The findings of the study indicate that both perceived OCM and career
commitments are positively related to career competencies and career
satisfaction. Ideally, career management is joint effort by organizations and
individuals. In addition to directly affecting career satisfaction, career
competencies mediate the relationships between OCM/career commitment
and career satisfaction. All of the hypotheses specified in the proposed
model are statistically validated, and all of the research objectives are
achieved. The findings of this study provide strong evidence of the
importance of joint organizational and individual career management. This
study is grounded in both theoretical and empirical research, and therefore

may serve as a foundation for future research.
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Appendix 1 OCM Activities

1.360-degreeperformance appraisal

360 feedback can take the form of peer appraisal, upward appraisal,
committee, or a combination of several sources in addition to that given by the

direct manager PA.

2. Performance appraisal (PA) for career planning

Close connection can be established between the performance appraisal (PA)
system and career development. PA system may be utilized for HR in a
similar way to that which accountancy reports cater for the finance and
accountancy systems. PA would indicate whom should be promote, who
should be made redundant in case of downsizing, identify training and

development needs and so on.

3. Assessment centers

Assessment centers are used for the evaluation of people in an extended
work sample process. They are specifically designed for conducting the
rigorous process of evaluating the potential of present or future managers.
They are in use for two main purposes: as a selection tool for managerial
recruitment, and as an indicator of managerial potential. Assessment centers
have gained a lot of interest in academia and by organizational practitioners.

They have been found as a reliable and valid tool for career management.
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4. Development centers

Development centers evolved from assessment center, and share many
features with them, but are directed not necessarily toward selection, but
rather to general development and enhancement of the manager, preparing

him/her for future roles.

5. Formal mentoring

The practice of mentoring brings together a person with managerial
potential and an experienced manager, who is not necessarily the direct
manager. Such a senior manager is expected to provide advice and tutoring,

serving as a kind of uncle or godfather in the workplace.

6. Career counseling by direct manager or by the HRM department

Career counselling is a two-way communication between the employer and
the employee regarding career issues. Two main sources are available for
conducting such counselling: the direct manager ( pr another higher manager)
who has a good knowledge of the employee’s attitudes, behaviours, skills etc;
and an HRM manager. Depending on organizational complexity and financial

resources, external counselling can additionally be provided.

7. Written individual career plans
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Written personal career plans is a practice in which the organization prepare,
for each manager, specific long-term career progress plan, with identified

positions for the foreseeable future.

8. Career workshops

Career workshops are short-term workshops focusing on specific aspect(s)
of career management and aim to provide managers with relevant knowledge,
skills and experience. They usually focus on specific aspects such as
identifying future opportunities, improving the employability of the

participants, or enhancing their career resilience.

9. Career booklets/pamphlets

Booklets, pamphlets or leaflets on career issues are a formal presentation by
the organization of all kinds of career-related information. They introduce
what is being offered by the organization in terms of career opportunities and
provide an introduction to all available career planning and management
practices. The aim of such booklets is to provide everyone in the organization,
especially new-comers, with relevant information, releasing the direct

manager from the job of presenting that information to subordinates.

10. Orientation/induction programme

The process of introducing people to their new organization is the first
career practice the employee experiences. It is called induction or socialization.

This is a process whereby all newcomers learn the behaviours, attitudes,
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norms and culture of their new organization. Part of it is formal, lead by
organizational officials, whereas other aspects are learned in an informal

manner, not necessarily in line with organizational formal norms and policies.

11. Formal education as part of career development

Under this practice, the organization selects people of managerial or
technical/professional potential and sends them on a formal program of study
as part of their development path. These can be a first degree in engineering,
an MBA, or other graduate or post graduate studies for managerial personnel,
or professional and vocational qualification courses for non-managerial
employees. Most organizations also provide training programs for managers.
That is, the organization sends managers to formal program of study or
organizes some workshops, seminars to open their horizons and improve their

skills.

12. Lateral moves (Job rotations)

Lateral moves are job transitions, which occur at the same hierarchy level
within the organization. They aim to create cross-functional experience, and
are particularly important when there are fewer hierarchy levels and horizontal
communication is the key to success, thus people will no longer move up the
ladder so fast. Applying this practice indicates to the employees that career

advancement is not along the old lines of historic upward movements.
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13. Job posting (internal job opening)

Whenever a vacancy occurs, the organization can look to fill it within the
internal labor market. The vacancy can be published within the organization’s
boundaries, which means job posting. Extensive use of job posting indicates to
the employees that the organization prefers internal promotion to recruiting
managers from outside. Traditionally, job posting is offered either on notice-
boards or in the company newsletter but during the 1990s we witnessed a shift

to the internal e-mail or intranet.

14. Dual ladder

Dual ladder is a parallel hierarchy created for professional or technical
staff which enables them upward mobility and recognition without conducting
a managerial role. The practice emerged in response to the typical phenomena
of excellent promising engineers or technicians being promoted to managerial
levels, cases which ended too often with an accomplished professional
transformed into a poor manager. This practice, albeit important, is suitable
for only a specific section of the employees—professionals without

managerial skills or with no intention of becoming managers.

15. Common career path

A career path is the most preferred and recommended route for the career
advancement of a manager in the organization. Such career paths can lead

people through various departments and units within the organization as in the
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case of future top level managers in multinational companies who will take a

managerial role in an overseas subsidiary.

16. Succession planning

A framework of organizational planning to determine the possible
replacement of every manager within the organization, and evaluate the
potential for promotion of each manager. Succession planning (also labelled
management inventory) can be valuable when long-term planning occurs,

building mainly on internal labor markets.

17. Retirement preparation programs

This is a practice directed at the target population of employees
approaching retirement and about to leave the organization. Its aim is to ease
the transition of the older employee from full working life to retirement, and
usually consists of several elements, form financial considerations, leisure,
health and contract with the employer, union and other bodies such as support

group after the retirement.

18. Special programs

* For ethnic minorities, women, disabled, dual career couples etc. Specific
programs aim at tackling all possible kinds of discrimination and support
populations of unique circumstances. Many programs are meant to support the
population discriminated against, sometimes even create “‘positive

discrimination”. Gender, ethnic background, disability, age, sex orientation
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and religion discrimination car prevent appropriate people form utilizing their

contribution.

Special programs are not necessarily concerned with discrimination. The
case of dual career couples directs us into another matter, i.e., how to enable
tow people to develop side by side when both have a career (in their working

life).

* For expatriates and repatriates. For multinational/global enterprises, the
management of expatriates is a crucial part of their career system agenda. In
addition, there are growing concerns about special attention needed to be
devoted to the management of repatriation process (e.g., relating to the

“reverse culture shock” effect).

* For high flyers. The so-called high flyers or those with high potential are
those perceived as a special asset, possible of making a unique contribution to
the future of the organization, and thus considered to be worth having higher
attention, and resources dedicated specifically to them. In particular fast track
paths and close observation and control are directed to this group of promising

managers.

19. Building psychological contracts

In layman terms, “psychological contract” would be “The unspoken
promise, not present in the small print of the employment contract, of what the

employer gives, and what the employees give in return”. To develop and
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maintain these psychological contracts organizations need to keep clear career
options and intentions. This can start with a realistic job preview, through fair
and open career communication, to open discussion of organizational

departure.

20. Secondments

Secondment is the temporary assignment to another area within the
organization, and sometimes even to another associated organization (such as
a customer or supplier). It is a period in which the manager acquires a
different perspective within the company. At an advanced level, secondments

can be taken outside the organization.
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Appendix 2 Questionnaire for First Round In-depth

Interviews

1. How long have you been working in this hotel?

2. What kind of OCM activities are practiced in your hotel? (Please write

them down)

3. Here is a list of OCM activities used in Western countries (refer to the
appendix). Please check which are also the OCM activities practiced in your

hotel. (Full details are given in appendix 1)

4. To what extent have these OCM activities in your hotel meet the needs of

your own career development?

5. In terms of the activities in the appendix, what do you think important for

your career development?

6. Which OCM activities should be improved in your hotel?
7. To what extent are you satisfied with your current career situation?
8. What do you expect the hotel to do in terms of career development?

9. Which department is in charge of these OCM activities? (HRM or a special
department)?
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Appendix 3 Questionnaire for Second Round In-depth

Interviews

How long have you been working in this hotel?

What kind of OCM activities are practiced in your hotel? (Please write
them down)

Here is a list of OCM activities used in the Western countries (refer to
the appendix). Please explain to what extent have these items practiced in your
hotel. (Full details are given in appendix 1)

To what extent have the OCM activities in your hotel meet employees’
needs for their career development?

What do you think is the most important for employees’ career
development?

Which department is in charge of these OCM activities? (HRM or a
special department)?

Please analyze why some OCM activities have not been practiced in

your hotel?
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Appendix 4 Summary of findings of the 13 OCM items

Items Hotels’ perspectives Employees’ perspectives Perception gap
(2" round in-depth interviews) | (1 round in-depth interviews)
1. 360" The performance appraisal has | There is a demand for fair The function of
performa | been applied by most hotels, but | measurement of employees’ evaluating the
nce few standard grading has been performance assessment. potential of present or
appraisal | found and practiced. future managers still
need to be improved.
2. Job It has been applied well. It is easy to get the information | Most of the hotel
posting Internal job opening has been of internal job opening. staff are satisfied
well practiced to offer promotion with this.
information for staffs first.
3.Orientat | Orientation has been conducted | Most new staff learned the Further counseling is
ion/induc | well in most hotels. behaviors and culture of their needed by
tion organization. supervisors and mid-
program level managers.

4. Some forms of financial support | Some executives have been Except a few senior
Financial | have been offered to hotel lucky to be offered the managers, most
support managers for formal education. | opportunities of formal employees were
for education. eager for the rare
education chance for further

study.
5. Job Job rotation has been practiced Participants agreed that job Job rotation has been
rotations | systematically in a few hotels. rotation has widened their used as an effective
horizons and offered them the tool to improve
opportunities to know more managers’
about the different departments | management
of the hotel. competency.
6. Dual Dual ladder is available in some | This practice was supported by | A comprehensive and
ladder leading hotels. However, it is employees. systematic regulation
still unavailable in some others. of dual ladder should
be established.
7.Success | In some well-run hotels, Employees are satisfied with There is still a need
ion succession planning has been succession planning. for communication
practiced systematically. channels to
planning understand
employee’s career
needs.
8. Career | Owing to the lack of relevant There is a strong desire for Formal mentoring
advice knowledge, it is difficult to offer | formal mentoring from the hotel | and counseling were
from formal mentoring for employees. | employee’s point of view. strongly demanded
direct among employees
manager although these
or human activities have been
resources conducted informally.
manager
9. Some hotels have practiced Some leading hotels have paid The discrepancy
Career “conversation mentoring”, that more attention to their results in the staff’s
discussio | is, a conversation between employees’ career development, | confusion about their
n supervisors and employees about | whereas, others only provide future development
(Informal | their future development. informal counseling. Employees | and career
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mentorin therefore have vague views satisfaction.
g) about their career plans
10. Clear | Feedback was given, and In addition to work performance | Employees want
Work training and promotion feedback, career advice was hotels to provide
feedback | opportunities were identified needed. them with more
based on performance appraisal. feedback on their
career advancement.
11. Some well-run hotels have It is also informative to organize | This kind of
Career practiced some kinds of career workshops in which successful | workshops may
workshop | workshop and training. hotel managers share their provide examples of
training working experience and career successful practices
paths. and help employees
in plotting their
career development
and identifying future
opportunities.
12. In terms of training managers, Training was sufficiently Employees were
External | hotels sponsored managers for provided when required or, in eager for more
study and | external training and visits to other words, on an ad-hoc basis. | training opportunities
visit hotels in other regions. to widen their
activities horizons and to learn
more about skill
improvement and
career development.
13. Most hotels provided managers | Young managers were eager to A training plan
Training | various training opportunities, improve skills that apply to their | practiced well in
programs | such as internal and external jobs and career development. most hotels although
for training opportunities. it still can not meet
managers the needs of

employees’
requirement of
improving
professional know-
how.
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Appendix 5 Publications during PhD Study

Journal papers:

1. Kong, Haiyan., Cheung, Catherine., Zhang, Hanqin (2010). Career
management systems: What are China’s state-owned hotels practicing?
International Journal of Contemporary Hospitality Management, 22(4),

467-482.

2. Kong, Haiyan., Cheung, Catherine., Song, Haiyan (2010). Hotel career
management in China: Developing a measurement scale. International

Journal of Hospitality Management, In press.

3. Kong, Haiyan., Cheung, Catherine (2009). Hotel development in China:

A review of the English language literature. International Journal of

Contemporary Hospitality Management. 21(3), 341-355.

4. Kong, Haiyan., Cheung, Catherine., Baum, Tom (2009). Are tour guides

in China ready for the booming of tourism industry? Journal of China

Tourism Research, 5(1),65-76.

4. Song, Zibin., Kong, Haiyan., & Chen, Yong. (2008). Tourists’
satisfaction, perceived service value, and their repurchase intentions:

The case of Hong Kong’s airline, hotel, and restaurant services. Journal
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of China Tourism Research, 4 (3-4), 336-364.

Conference papers:

1. Kong, Haiyan., Cheung, Catherine., & Song, Haiyan. (2008). “A
systematic research of hospitality literature on career management:
Concepts identified and implications for research”. Proceeding of

2008 International Forum of Tourism Management. 455-460.

2. Kong, Haiyan., Cheung, Catherine., & Song, Haiyan. (2009). “Career
management in China’s hotel industry: Developing a measurement
scale”. Proceeding of 2009 The Sixth China Tourism Forum.

3. Kong, Haiyan., Cheung, Catherine. (2009). “Determinants and outcome of
career competencies: perspectives of hotel management in China.”
Proceeding of 2009 I-CHRIE Conference.

4. Cheung, Catherine., Law, Rob., & Kong, Haiyan. (2009). “How does

employees’ Branding and employees’ behavior influence hotel
service quality?” Proceeding of 2009 I-CHRIE Conference.

5. Kong, Haiyan., Baum, Tom., & Cheung, Catherine (2009). A comparative
study of the job perceptions of hospitality and tourism staff in China.

2009 TTRA Annual Conference Proceedings, 1-10.

6. Kong, Haiyan., Cheung, Catherine., Song, Haiyan., Wu, Keying (2010).

Will career commitment lead to career competencies? An empirical
study in China’s hotel sector. Proceeding of the 9™ Biennial

Conference on Tourism and Hospitality Industry in Asia.
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Appendix 6 Pilot Questionnaire (Chinese)
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B
71. BUSEIRFE (RWAEFA) XAHixms, A DK TS 1 2 3 4 5 6 7
AT P J6 1) i 7=
72. WS R BB REIX AN H bR 5, o B ST Yk 1 2 3 4 5 6 7
TRt =
73. S ILERNE RAE B RR 1M S, AT B TS 13 R IR R 1 2 3 4 5 6 7
=y
74, Feh H CAERRN A T ELS 1) Rt I 2 i 1 2 3 4 5 6 7
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Appendix 7 Pilot Questionnaire (English)

Measuring Career Competencies of Hotel Managers
in China

Dear Sir/ Madam,

The School of Hotel and Tourism Management at the Hong Kong Polytechnic University is conducting a study on
career competencies of China’s hotel management. [ would like to seek for your help in answering the following
questions.

This questionnaire comprises of 5 pages and will take about 10-15 minutes for you to complete. All data will be used
by university research staff for research purposes only and your responses will be kept strictly confidential.

Please read and answer all these questions carefully to avoid omission. Please choose only ONE answer for each
statement. Please identify the degree to which you agree with each statement by ticking ~ the appropriate number.
1 _,7, Strongly disagree __, Strongly agree.

Part 1. In this part, there are 25 statements assessing “knowing why” career competency. This competency
includes three predictors—career insight, proactive personality, and openness to experience.
Please identify the degree to which you agree with each statement by ticking \ the appropriate number.

1 > 7
Strongly disagree Strongly agree
ow g lozo| =z 2 » > > @
Career Insight Z 3 & |F78| g S8 | % 5
= 2 g 8 &Z| £ |S% | & |Bg
&< g 2| = 8= =
1. I have specific career goals and plans. 1 2 3 4 5 6 7
2. I am aware of my strengths and weaknesses 1 2 3 4 5 6 7
3. I have sought job assignments that will help me obtain my 1 2 3 4 5 6 7
career goal
4. I have changed or revised my career goals based on new 1 2 3 4 5 6 7
information [ have received regarding myself or my situation
5. I have taken the initiative to discuss my career goals with my 1 2 3 4 5 6 7
boss
6. I ask co-workers I respect for feedback on my performance 1 2 3 4 5 6 7
7. I have asked my boss to discuss my specific strengths and 1 2 3 4 6 7
weaknesses
Proactive Personality
8. I am on the lookout for new ways to improve my life 1 2 3 4 5 6 7
9. I feel driven to make a difference in my community 1 2 3 4 5 6 7
10. I feel driven to make a difference in my job 1 2 3 4 5 6 7
11. I have been a powerful force for constructive change in 1 2 3 4 5 6 7
my jobs
12. Nothing is more exciting than seeing my ideas turn into reality 1 2 3 4 5 6 7
13. No matter what the odds, if I believe in something I will make i 1 2 3 4 5 6 7
happen
14. I excel at identifying opportunities 1 2 3 4 5 6 7
15. I am great at turning problems into opportunities 1 2 3 4 5 6 7
16. I am always looking for better ways to do things 1 2 3 4 5 6 7
17. I love to challenge the status quo 1 2 3 4 5 6 7
18. When I have a problem, I tackle it head-on 1 2 3 4 5 6 7
19. If I see someone in trouble, I help out in anyway I can
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Openness to Experience =R = =B% z >0 > A
g |5 | g5 | f |FE| 3 |G
QR E: © g = ¢ g o ¢ g
8= ;= = s =
20. I am creative. 1 2 3 4 5 6 7
21. I am imaginative. 1 2 3 4 5 6 7
22. 1 am philosophical. 1 2 3 4 5 6 7
23. I am intellectual. 1 2 3 4 5 6 7
24. 1 am complex. 1 2 3 4 5 6 7
25. 1 am deep. 1 2 3 4 5 6 7

Part 2: In this part, there are 14 statements assessing “knowing whom” competency. This competency includes
three predictors— mentoring relationship, networks within the hotel, and networks outside the hotel.
Please identify the degree to which you agree with each statement by ticking \ the appropriate number.

1 7
Strongly disagree Strongly agree
=)
2f | £ | ¢ | F |&g¢ | & | &%
g 3 %9 $ 8 = = B = = 3
Mentor Relationship LE- : 'E gl e g & 88
8= gz = s =
26. I gain career guidance from experienced individuals in my 1 |2 3 4 5 6 7
hotel
27. 1 gain career guidance from experienced individuals outside 1 2 3 4 5 6 7
my hotel
28. I gain career guidance from professional experts 1 2 3 4 5 6 7
Networks Within the Hotel
29. Co-workers say that I know a lot of people within my hotel 1 2 3 4 5 6 7
30. Many people working in the hotel know me 1 2 3 4 5 6 7
31. I have a lot of contacts within the hotel 1 2 3 4 5 6 7
32. When I have problems at work, I know whom I should 1 2 3 4 5 6 7
contact with
33. My colleagues like to cooperate with me 1 2 3 4 6 7
34. My work has been supported by colleagues working within 1 2 3 4 5 6 7
the hotel
35. I am well connected within my hotel 1 2 3 4 5 6 7
Networks Outside the Hotel
36. I have extensive contacts within the industry in which I work 1 2 3 4 5 6 7
37.Co-workers say that I know a lot of people outside the hotel 1 2 3 4 5 6 7
38. I regularly network with individuals outside of my hotel 1 2 3 4 5 6 7
39. I do not have many professional contacts 1 2 3 4 5 6 7
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Part 3: In this part, there are 10 statements assessing “knowing how” competencies. This competency includes
two predictors— career/job-related skills, and career identity.
Please identify the degree to which you agree with each statement by ticking \ the appropriate number.

1 L7
Strongly disagree Strongly agree
o w = - w z - > > ®
Career/job-related Skills 3 % ?U,' E g £ 3 7|3 3
ERIEE AR 2
40. I seek out opportunities for continuous learning in my career. 1 2 3 4 5 6 7
41. I seek out training and development opportunities 1 2 3 4 5 6 7
42. I have a diversified set of job related skills 1 2 3 4 5 6 7
43. I constantly update my job-related skills
44. I remain current on the trends and development in my 1 2 3 4 5 6 7
profession
Career Identity
45. 1 have joined professional organizations related to my career goals. 1 2 3 4 5 6 7
46. I spend my free time on activities that will help my job. 1 2 3 4 5 6 7
47. I have taken courses toward a job-related degree. 1 2 3 4 5 6 7
48. I have kept current on company affairs. 1 2 3 4 5 6 7
49. 1 stay abreast of developments in my line of work 1 2 3 4 5 6 7

Part 4: In this part, there are 13 statements measuring organizational career management (OCM) activities
practiced in your hotels.
Please identify the degree to which you agree with each statement by ticking \ the appropriate number.

1 .7
Strongly disagree Strongly agree
Perceived OCM Activities % g | Z = gl 3 8| % |%2
® = L g E
50. I have been given the opportunities for external study and 1 2 3 4 5 6 7
visits
51. I have been giving training to help develop my career 1 2 3 4 5 6
52. I have been offered financial support for my further education 1 2 3 4 5 6 7
by my hotel
53. I have experienced 360" performance appraisal in my hotel
54. 1 have been given clear feedback on my performance 1 2 3 4 5 6 7
55. I have been given necessary career advice by my direct 1 2 3 4 5 6 7
manager or the human resources (HR) manager when I need it
56. My direct supervisor/manager has discussed my career 1 2 3 4 5 6 7
development plan with me
57. 1 learned about hotel culture and behaviors in an 1 2 3 4 5 6 7
orientation/induction program
58. I have experienced job rotation conducted by the hotel to gain 1 2 3 4 5 6 7
cross-functional experience
59. I have been told about the succession plan, the possible 1 2 3 4 5 6 7
replacement of other managers and the potential for
promotion
60. I have been informed of job vacancies by hotel’s job postings 1 2 3 4 5 6 7
61. I have been offered dual ladder to enable my upward mobility 1 2 3 4 5 6 7
and recognition
62. I have participated in in-house training provided by my hotel 1 2 3 4 5 6 7
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Part 5: In this part, there are 7 statements measuring career commitment of hotel managers in China.
Please identify the degree to which you agree with each statement by ticking \ the appropriate number.

1 .7
Strongly disagree Strongly agree
=)
ee | F |ge| 7z |z2| & |&2
Career Commitment 2 | 3 | % %5: g |3 ezo g | 88
&< &g = g =
63. If I could get another job different from this one and 1 2 3 4 5 6 7
get paid the same amount of money, I would probably take it.
64. I definitely want a career for myself in my current area. 1 2 3 4 5 6 7
65. If I could do it all over again, I would choose to work in this 1 2 3 4 5 6 7
profession
66. [ would recommend a career in hospitality industry to others 1 2 3 4 5 6 7
67. 1 am disappointed that I ever entered this profession 1 2 3 4 5 6 7
68. If I had all the money I need without working, I would probabl: 1 2 3 4 5 6 7
still continue in this profession
69. I spend a significant amount of personal time reading 1 2 3 4 5 6 7
profession-related journals or books

Part 6: In this part, there are 5 statements measuring career satisfaction of hotel management in China.
Please identify the degree to which you agree with each statement by ticking \ the appropriate number.

1 7
Strongly disagree Strongly agree
=)
se | §F |z2| 7z |2gg| & |z%
i i £ S L g 5 £ S B 3 S
Career Satisfaction © 2 E: = g 3 &g 8 SR
&= 8z = s <
70. I am satisfied with the progress I have made toward meeting 1 2 3 4 5 6 7
my goals for income
71. 1 am satisfied with the progress I have made toward meeting 1 2 3 4 5 6 7
my goals for advancement
72. 1 am satisfied with the progress I have made toward meeting 1 2 3 4 5 6 7
my goals for the development of new skills
73. 1 am satisfied with the progress I have made toward meeting 1 2 3 4 5 6 7
my overall career goals
74. 1 am satisfied with the success I have achieved in my career 1 2 3 4 5 6 7
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Part 7: Personal Information

1. Gender 1) Male 2) Female
2. Age

1) 24 or below 2) 25-35 3) 36-44

4) 45-55 5) 56-64 6) 65 or above
3. Marital Status: 1) Single 2) Married 3) Others

4. Education
1) Secondary/High School
2) Vocational/Technical School
3) Colleague Education
4) Bachelors Degree
5) Master Degree
6) Ph.D
7) Others, please specify

5. Years of working in the hotel industry:
1) <lyear, 2) 1-3years, 3) >3-6 years, 4) >6-10 years, 5) > 10 years
6. Years of working in this hotel:

1) <lyear, 2) 1-3years, 3) >3-6 years, 4) >6-10 years, 5) > 10 years

7. Position in this hotel
1)Deputy General Manager 2) Department manager 3) Supervisor 4) Captain

8. The hotel department you work for:
1) Sales and Marketing ~ 2) Front Office ~ 3)Housekeeping  4)Food and Beverage

5) Human Resources 6) Engineering 7)Security 8) Public Relations
9) Purchasing 10) Accounting  11) Recreation 12) Others (Please indicate )

9. Employment contract:

1) Full-time employee, 2) Part-time employee, 3)Others (Please indicate )
10. Monthly personal income (RMB/month)

1) 1,500 or Below 2) 1,501-2,500 3) 2,501-4,000

4) 4,001-5,000 5) 5,001-8,000 6) 8,001-10, 000

7) 10,001-15, 000 8) 15,001-20, 000 9) 20,001 or above
11. Your hotel star rating: 1) 4 star 2) 5 star

This is the end of the questionnaire. Thank you very much!
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Appendix 8 Main Survey (Chinese)
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R | K| | B | B |E
A B | R | S| R [
] = | B | B =
=
1.3A A ERNY H AR FE &) 1 2 3 4 5 6 7
2. FRAR BN T REAE P S ILHRMY A= H AR TAE 1 2 3 4 5 6 7
3. WA TR A ST HE R, FUCE T 1 2 3 4 5 6 7
EIE T IO H b5
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Appendix 9 Main Survey (English)

Measuring Career Competencies of Hotel Managers
in China

Dear Sir/ Madam,
The School of Hotel and Tourism Management at the Hong Kong Polytechnic University is conducting a study on
career competencies of hotel managers. [ would like to seek for your help in answering the following questions.
This questionnaire comprises of 5 pages and will take about 10-15 minutes for you to complete. All data will be
used by university for research purposes only and your responses will be kept strictly confidential.
Please read and answer all these questions carefully to avoid omission. Please choose only ONE answer for each
statement. Please identify the degree to which you agree with each statement by ticking N the appropriate number.
1 _,7, Strongly disagree __, Strongly agree.

Yours Sincerely

Kong, Haiyan

Tel: (00852) 3400-3149
Email: hy.kong@

Part 1. In this part, there are 19 statements assessing “knowing why” career competency. This competency
includes three predictors—career insight, proactive personality, and openness to experience.
Please identify the degree to which you agree with each statement by ticking \ the appropriate number.

1 -7
Strongly disagree Strongly agree
. oz | £ |gr| 2z |22 & |&2
Career Insight g3 % - = g 2 2 z g
1. I have specific career goals and plans. 1 2 3 5 6 7
2. I have sought job assignments that will help me obtain my 1 2 3 4 5 6 7
career goal
3. I have changed or revised my career goals based on new 1 2 3 4 5 6 7
information [ have received regarding myself or my situation
4. I have taken the initiative to discuss my career goals with my
boss
5. I ask co-workers I respect for feedback on my performance 1 2 3 4 5 6 7
6. I have asked my boss to discuss my specific strengths and 1 2 3 4 5 6 7
weaknesses
Proactive Personality
7.1 am constantly on the lookout for new ways to improve my 1 2 3 4 5 6 7
life
8. I feel driven to make a difference in my job 1 2 3 4 5 6 7
9. I feel driven to make a difference in my community 1 2 3 4 5 6 7
10. I am always looking for better ways to do things 1 2 3 4 5 6 7
11. Nothing is more exciting than seeing my ideas turn into reality
12. If I see someone in trouble, I help out in anyway I can 1 2 3 4 5 6 7
13. I excel at identifying opportunities 1 2 3 4 5 6 7
14. I am great at turning problems into opportunities 1 2 3 4 5 6 7
15. When I have a problem, I tackle it head-on 1 2 3 4 5 6 7
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sz | F |gz| z |z2| 2 |22
Openness to Experience g3 = 22 g s 2 3 3 S

sE | 8 |32 & |2 ° | "%

® < - g <
16. I am creative 1 2 3 5 6 7
17. I am imaginative 1 2 3 4 5 6 7
18. I am philosophical 1 2 3 4 5 6 7
19. I am intellectual

Part 2: In this part, there are 12 statements assessing “knowing whom” competency. This competency includes
three predictors— mentoring relationship, networks within the hotel, and networks outside the hotel.
Please identify the degree to which you agree with each statement by ticking \ the appropriate number.

2 7
Strongly disagree Strongly agree
Mentor Relationship °2 § S| ZF g8 | & |£%
&= 8z = s <
20. I gain career guidance from experienced individuals in my 1 2 3 4 5 6 7
hotel
21. I gain career guidance from experienced individuals outside 1 2 3 4 5 6 7
my hotel
22. 1 gain career guidance from professional experts 1 2 3 4 5 6 7
Networks Within the Hotel
23. Co-workers say that I know a lot of people within my hotel 1 2 3 4 5 6 7
24. Many people working in the hotel know me 1 2 3 4 5 6 7
25. 1 have a lot of contacts within the hotel
26. When I have problems at work, I know whom I should 1 2 3 4 5 6 7
contact with
27. My colleagues like to cooperate with me 1 2 3 4 5 6 7
28. I am well connected within my hotel 1 2 3 4 5 6 7
Networks Outside the Hotel
29. I have extensive contacts within the industry in which I work 1 2 3 4 5 6 7
30.Co-workers say that I know a lot of people outside the hotel 1 2 3 4 5 6 7
31. I regularly network with individuals outside of my hotel 1 2 3 4 5 6 7

306




Part 3: In this part, there are 9 statements assessing “knowing how” competencies. This competency includes
two predictors— career/job-related skills, and career identity.
Please identify the degree to which you agree with each statement by ticking V the appropriate number.

2 -7
Strongly disagree Strongly agree
ez | gz | 2 |22 2 |22
Career/job-related Skills = 2 E % '2: §' 2 '2: 2 2 E
8= &g = g =
32. I seek out opportunities for continuous learning in my career. 1 2 3 5 6 7
33. I seek out training and development opportunities 1 2 3 4 5 6 7
34. 1 have a diversified set of job related skills 1 2 3 4 5 6 7
35.1 constantly update my job-related skills
36. I remain current on the trends and development in my 1 2 3 4 5 6 7
profession
Career Identity
37. I have joined professional organizations related to my career goals 1 2 3 4 5 6 7
38. I spend my free time on activities that will help my job 1 2 3 4 5 6 7
39. I have taken courses toward a job-related degree 1 2 3 4 5 6 7
40. I have kept current on company affairs 1 2 3 4 5 6 7

Part 4: In this part, there are 13 statements measuring organizational career management (OCM) activities
practiced in your hotels.
Please identify the degree to which you agree with each statement by ticking \ the appropriate number.

1 .7
Strongly disagree Strongly agree
Perceived OCM Activities R E: 52 2 &g 3 &
® = - g S
41. I have been given opportunities for external study and visits 1 2 3 5 6 7
42. I have been given training to help develop my career 1 2 3 4 5 6 7
43. I have been offered financial support for further/formal 1 2 3 4 5 6 7
education by my hotel
44. 1 have experienced 360° performance appraisal in my hotel
45. I have been given clear feedback on my performance 1 2 3 4 5 6 7
46. 1 have been given necessary career advice by my direct 1 2 3 4 5 6 7
manager or the human resources (HR) manager when I needed it
47. My direct supervisor/manager has discussed my career
development plan with me
48. I learned about hotel culture and behaviors in an 1 2 3 4 5 6 7
orientation/induction program
49. I have experienced job rotation conducted by the hotel to gain 1 2 3 4 5 6 7
cross-functional experience.
50. T have been told about succession plan, the possible 1 2 3 4 5 6 7
replacement of other managers and the potential for promotion
51. I have been informed of job vacancies by hotel’s job postings
52. I have been offered dual ladders to enable my upward 1 2 3 4 5 6 7
mobility and recognition
53. I have participated in in-house training provided by my hotel 1 2 3 4 5 6 7
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Part 5: In this part, there are 5 statements measuring career commitment of hotel managers in China.
Please identify the degree to which you agree with each statement by ticking \ the appropriate number.

1 .7
Strongly disagree Strongly agree
=)
g2 z 22 Z |g¢ | & | &%
Career Commitment 2 | 3 | % %5: g |3 ezo g | 88
8= &g = g =
54. 1 definitely want a career for myself in my current area 1 2 3 5 6 7
55. If I could do it all over again, I would choose to work in this 1 2 3 4 5 6 7
profession
56. I would recommend a career in hospitality industry to others 1 2 3 4 5 6 7
57. If I had all the money I need without working, [ would probabl:
still continue in this profession
58. I spend a significant amount of personal time reading 1 2 3 4 5 6 7
profession-related journals or books

Part 6: In this part, there are 5 statements measuring career satisfaction of hotel management in China.
Please identify the degree to which you agree with each statement by ticking \ the appropriate number.

1 7
Strongly disagree Strongly agree
se | 7 |z2| z |z2| 2z |22
i i £ S L g 3 £ =3 S Q3
Career Satisfaction © = E: = 3 e g & 88
8= gz = s =
59. I am satisfied with the progress I have made toward meeting 1 2 3 4 5 6 7
my goals for income
60. I am satisfied with the progress I have made toward meeting 1 2 3 4 5 6 7
my goals for advancement
61. I am satisfied with the progress I have made toward meeting 1 2 3 4 5 6 7
my goals for the development of new skills
62. I am satisfied with the progress I have made toward meeting
my overall career goals
63. I am satisfied with the success I have achieved in my career 1 2 3 4 5 6 7
Part 7: Personal Information
1. Gender 1) Male 2) Female
2. Age
1) 24 or below 2) 25-35 3) 36-44
4) 45-55 5) 56-64 6) 65 or above
3. Marital Status: 1) Single 2) Married 3) Others
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4. Education
1) Secondary/High School
2) Vocational/Technical School
3) Colleague Education
4) Bachelors Degree
5) Master Degree
6) Ph.D
7) Others, please specify

5. Years of working in the hotel industry:

2) <lyear, 2) 1-3years, 3) >3-6 years, 4) >6-10 years, 5) > 10 years

6. Years of working in this hotel:

1) <1 year, 2) 1-3 years, 3) >3-6 years, 4) >6-10 years, 5) > 10 years

7. Position in this hotel
1)Deputy General Manager 2) Department manager 3) Supervisor 4) Captain

8. The hotel department you work for:

1) Sales and Marketing ~ 2) Front Office ~ 3)Housekeeping  4)Food and Beverage

5) Human Resources 6) Engineering 7)Security 8) Public Relations

9) Purchasing 10) Accounting  11) Recreation 12) Others (Please indicate )

9. Employment contract:
1) Full-time employee, 2) Part-time employee, 3)Others (Please indicate

10. Monthly personal income (RMB/month)

1) 1,500 or Below 2) 1,501-2,500 3) 2,501-4,000

4) 4,001-5,000 5) 5,001-8,000 6) 8,001-10, 000

7) 10,001-15, 000 8) 15,001-20, 000 9) 20,001 or above
11. Your hotel star rating: 1) 4 star 2) 5 star

12. Hotel location: 1)Beijing  2)Shanghai 3)Tianjin 4)Shandong 5)Zhejiang

6) Jiangsu  7)Guangdong 8)Sichuan  9)Hainan 10)Hubei

This is the end of the questionnaire. Thank you very much!
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Appendix 10 Measurement Model—Confirmatory Factor Analysis

Covariance Matrix of Measurement Model
Sample size = 796

Implied (for all variables) Covariances (Group number 1 - Default model)
CS CCICC OCM CS1 CS2 CS3 CS4 CS5 WHY WHOM HOW ICC1 ICC2 ICC3 ICC4 ICCS5 AP TR DV
CS. 798
CC. 408 .420
ICC.486 .354 .589
OCM.543 429 427 .681
CS1.773 .395 470 .525 1.438
CS2 .858 .438 .522 .583 1.038 1.316
CS3.764 .390 .465 .519 .739 .821 1.113
CS4 .863 .440 .525 .586 .835 .927 .8251.219
CS5 .798 .408 .486 .543 .773 .858 .764 .863 1.306
WHY .350 .361 .304 .369 .339 .376 .335 .378 .350 .431
WHOM .406 .419 .352 .428 .393 .437 .389 .439 .406 .360 .615
HOW .408 .420 .354 .429 .395 .438 .390 .440 .408 .361 .419 .633
ICC1 .451 .328 .548 .397 .437 .485 432 488 .451 .282 .327 .328 1.106
ICC2 .737 .537 .895 .649 .714 .793 .705 .797 .737 .461 .535 .537 .831 2.117
ICC3 .624 .454 757 .549 .604 .671 .597 .674 .624 .390 .453 .454 .703 1.149 1.662
ICC4 .634 .461 .769 .558 .614 .682 .607 .685 .634 .396 .460 .461 .715 1.168 .988 2.062
ICCS5 .486 .354 .589 .427 .470 .522 .465 .525 .486 .304 .352 .354 .548 .895 .757 .769 1.442
AP .525 415 413 .659 .508 .564 .502 .567 .525 357 .414 .415 .384 .627 .531 .540 .413 .882
TR .390 .308 .307 .489 .377 .419 .373 .421 .390 .265 .308 .308 .285 .466 .394 .401 .307 .473 .867
DV .543 429 427 .681 .525 .583 .519 .586 .543 .369 .428 .429 .397 .649 .549 .558 .427 .659 .489 1.178

Note: CS = Career satisfaction, CC = Career competencies, ICC = Career commitment,

OCM = Organizational career management, AP = Appraisal, TR = Training, DV= Development
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Measurement Model
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Appendix 11 Structural Model

Covariance Matrix of Structural Model

ICCS
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