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Abstract

Purpose — This paper aims to examine employees’ evaluative repertoires of tourism and hospitality jobs
and segments them based on a set of job attribute preferences. Understanding the social-cultural
underpinnings of employees’ job preferences is vital if employers are to overcome the challenging task of
finding and retaining talented employees in the tourism and hospitality industry.
Design/methodology/approach — A discrete-choice experiment with waiters, barkeepers, cooks and
front-desk employees working in the Tyrolean tourism industry was conducted. Employees were categorized
into distinct segments using a hierarchical Bayesian analysis and a cluster analysis.

Findings — Results show that flexible working hours and the ability to balance professional and private
aspirations are the most important job attributes for employees. Overall, the evaluative repertoires of the
“green” and “domestic (family)” conventions are most prevalent.

Research limitations/implications — This study contributes to literature on talent management by
providing insights into employees’ evaluations of jobs and their evaluative repertoires embedded in the
broader social—cultural context.

Practical implications — Industry representatives and employers can adapt their recruiting and retention
strategies based on employees’ job preferences.

Social implications — Adapting job attributes according to employees’ evaluative repertoires helps to
ensure the long-term sustainability of the industry workforce.

Originality/value — Applying the Economics of Convention (EC) perspective, combining organizational
job attributes and socially embedded evaluative repertoires provides a new approach to analysing and
understanding employees’ job preferences.

Keywords Cluster analysis, Choice-based conjoint analysis, Hospitality employees, Job evaluation,
Economics of Convention, Job preferences, Evaluative repertoires, Tourism and hospitality industry,
Discrete-choice experiment

Paper type Research paper

1. Introduction
Working conditions, both anticipated and experienced, play an important role in employees’
choice of a profession or job or their decision to change it, especially in the tourism and
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hospitality industry (Richardson, 2009; Penny Wan et al., 2014; Schoffstall and Arendt, 2016;
Park et al., 2017). Although employers determine (anticipated) working conditions (Ladkin
and Buhalis, 2016), these conditions are also situated within broader societal perceptions of the
reputation or status of an industry, job or profession (Kusluvan and Kusluvan, 2003; Blomme
et al., 2008; Ramakrishnan and Macaveiu, 2019). The attractiveness of a job and how satisfying
it is to employees, however, varies according their expectations and aspirations (Charlesworth
et al, 2014; Mufioz de Bustillo ef al, 2011). Although some insightful studies explain these
different employee perceptions in terms of worker characteristics (Knox et al, 2015; see also
Kong et al, 2018 for an overview), few studies have sought to analyze how tourism and
hospitality employees assess jobs through evaluative repertoires related to broader social—
cultural values. This study seeks to provide a more comprehensive understanding of tourism
and hospitality employees’ job preferences by identifying employees’ ideal and preferred job
attribute constellations and explaining them in terms of societal values.

To better understand employees’ assessments, the study draws on the Economics of
Convention (EC) perspective developed by Boltanski and Thévenot (2006). EC’s central idea
is that individuals refer to various conventions (higher order principles such as societal
values) when evaluating practices such as job attributes. With this perspective, this study
assumes that employees make use of evaluative repertoires rooted in societal values
(conventions) when evaluating jobs. Conjoint and cluster analysis reveals the job attributes
that employees find attractive when evaluating job descriptions and the societal values that
influence how they evaluate these job attributes. Accounting for employees’ evaluative
repertoires from an EC perspective allows for an understanding of employees’ job attribute
preferences from a social—cultural embedded perspective.

The study setting is the Tyrolean (North and South Tyrol) Alpine tourism and
hospitality industry. The terms “Tourism” and “hospitality” are used interchangeably
(Nykiel, 2005), while acknowledging that guests may also be business travellers (Okumus
et al.,, 2010), not tourists. In this study, though, this might be less the case. The industry is
seasonal (dominant winter season and a shorter summer season) and decentralized (remote
valleys) and consists mostly of small- and medium-sized family-owned-and-operated
organizations (Kallmuenzer, 2018). The tourism and hospitality industry in this region is
important to the economy: it represents 16 per cent of regional GDP and employs almost a
quarter of the region’s workforce (Eurostat, 2018). Despite this importance, bars, restaurants
and hotels struggle to find and hire adequate staff, significantly constraining the industry’s
economic growth (AMS, 2015). In 2015, the greatest staff shortages in Austria were for cooks
and waiters (AMS, 2015). To better understand the job attributes employees in this region and
industry are looking for, this study empirically focuses on waiters/barkeepers,
cooks and front-desk employees, all of whom face a multitude of societal demands from
different stakeholders (family, peers, previous employers, teachers, the media and the public).

2. Literature review

2.1 Evaluation of tourism and hospitality jobs

The tourism and hospitality industry is concerned about its poor reputation (Blomme et al.,
2008; Ramakrishnan and Macaveiu, 2019) because of its low wages, unsociable working
hours, limited career-advancement possibilities and low-skilled tasks (Richardson, 2009,
Kong et al, 2018). At the job level (McPhail et al., 2015; Schoffstall and Arendt, 2016), job
satisfaction is driven by career-advancement opportunities, variety and control of tasks and
positive workplace relationships, whereas their absence, combined with long working hours
and physically demanding and hazardous tasks, causes employees to leave (Davidson ef al,
2011). At the organizational level, organizational socialization tactics (Song ef al, 2015)



fostering a person—organization fit (Song and Chathoth, 2011) enhance job satisfaction,
whereas employees’ overall job embeddedness (Robinson ef al., 2014), job involvement and
organizational commitment (Zopiatis et al., 2014) reduce their intentions to leave.

When identifying what makes a job attractive and satisfying, some scholars consider
employees’ expectations and aspirations (such as the possibility for self-actualization, see
Park et al., 2017) to be more decisive than the job attributes themselves (Charlesworth ef al.,
2014; Mufioz de Bustillo ef al, 2011). They suggest that individuals’ job preferences
(Holman, 2013) are shaped by organizational and industry culture (Tepeci and Bartlett,
2002), as well as by the broader social-cultural context (Holman, 2013; Sledge et al., 2008).
This view implies that job assessment is a subjective process based on individual
preferences that must consider the embeddedness of working life within general societal
value constellations (Knox et al., 2015; Baum, 2015).

Talent management literature (Deery and Jago, 2015; Baum, 2008; Deery, 2008)
emphasizes that organizational and industry attributes, such as an eco-friendly image (Yen
et al, 2013) or CSR activities (Ko et al,, 2019; Day et al.,, 2013), and individual employee
characteristics (Bellou et al, 2018) are factors crucial for employees' job attraction,
satisfaction and retention However, this research has studied these attributes and
characteristics in isolation. So far, it has not included societal values (Tepeci and Bartlett,
2002, for an exception) when analysing employees’ job attribute preferences. Including these
values makes possible an integration of individual preferences and the evaluation of
organizational and industry attributes. This paper argues that the values, norms and beliefs
embedded in a wider societal context play an important role in employees’ evaluation of jobs
and seeks to explain job attribute preferences by recognizing employees as socially embedded
individuals. The study aims to identify employees’ ideal and preferred job attribute
constellations and explain them in terms of societal values. It is relevant because tourism and
hospitality employers play a decisive role in shaping their organizations and jobs to foster
person-organization fit (Song and Chathoth, 2011) and employees’ job embeddedness (Robinson
et al, 2014), thus making these jobs more attractive. To account for this, this paper studies
employees’ evaluations of jobs (their evaluative repertoires) from an EC perspective.

2.2 Evaluative repertoires: the Economics of Conventions perspective

An EC perspective postulates that people need to interpret the meaning of job attributes
because these attributes are ambiguous. Boltanski and Thévenot (2006) proposed that
conventions, or “higher order principles” such as societal values, serve as reference points
that allow individuals to interpret and evaluate practices such as job attributes. For example,
“career development” can have considerably different meaning depending on what convention
is used to interpret it: it can be a means to earning a higher salary, as a source of self-fulfilment
or as a symbol of status and reputation. By choosing their “ideal” job description, employees
reveal their “ideal-typical” convention for their practical reality (Diaz-Bone, 2011); that is, the
conventions they regard as important and the expectations they have of their employer
(Pernkopf-Konhdusner and Brandl, 2011). In each convention, individuals evaluate things,
activities and people differently and attribute them different value and worth, rendering the EC
a micro-perspective of articulated interests embedded within a broader social-cultural context
(Pernkopf-Konhéusner and Brandl, 2011; Brandl et al, 2019).

Four conventions, market, family (domestic), fame (Boltanski and Thévenot, 2006) and
green (Thévenot et al., 2000) inform the analysis of employees’ job preferences and comprise
their evaluative repertoires. In theory, all conventions are equally available yet each is
mutually exclusive. These conventions depict the multitude and complexity of different
societal demands in which organizations and employees are embedded (Thévenot, 2001).
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Thévenot (2001) described the market and the family (domestic) conventions as most
prominent in organizational settings. To account for the specific characteristics of the Alpine
tourism and hospitality industry, the fame and the green conventions were also included. Fame
here refers to the importance for an organization that it is well known and has a good
reputation (Peters and Frehse, 2011), whereas green refers to the importance of operating
sustainably and responsibly (Strobl et al., 2015; Kallmuenzer et al., 2017; Green, 2006).

Building on Boltanski and Thévenot (2006), in the market convention employees look for
“the best deal” in terms of what they can get in return for their work, evaluating jobs based
on a principle of economic exchange. The best situation for employees in this convention is
one in which they have multiple job opportunities and are in a strong position to demand a
high salary and other benefits. In the domestic (family) convention, people value authority,
which is acquired and maintained by building trust through personal ties and is drawn from
traditions. Experience, craftsmanship and individual company-specific know-how are
important in this convention. In the fame convention, people are valuable when they have an
excellent reputation, a high level of awareness or are famous. Having a reputation as a “good”
cook, waiter or barkeeper is important for people in the fame convention, as they strive to make
a brand name for themselves. Finally, in the green convention, people are valuable when their
actions toward themselves and their environments are sustainable and responsible. Lamont
and Thévenot (2000) argued that the convention people choose (what their evaluative repertoire
1s) is not necessarily bound to a specific individual or a group, but rather evolves with the
features of their setting. These features include specific industry characteristics (working times,
career opportunities) or are related to societal institutions, such as labour market flexibility,
tenure or education (Pernkopf-Konhiusner and Brandl, 2011).

A few studies have used a socially embedded value framework to investigate employees’
preferences (Bullinger and Treisch, 2015), but none have analyzed employees’ value preferences
for various job attributes in the hospitality industry. As cooks, waiters/barkeepers and front-
desk employees are most in demand in the Alpine region, this study first asks which job
attributes are most important for these employees when choosing their ideal job. Second, it asks
how current employees evaluate the different job attributes and which conventions are most
important to them. Third, it seeks to segment employees by their value preferences.

3. Methodology

3.1 The conjoint analysis method

To examine these questions, the paper uses a choice experiment based on the conjoint
analysis method developed by Luce and Tukey (1964). The advantage of this method is that
it evaluates attributes simultaneously as respondents select a job description from a set of
job descriptions (choice set), and thus excludes socially desirable responses. Furthermore, it
provides greater face validity, as job seekers make a choice between actual job descriptions
with multiple attributes. These job descriptions (Bullinger and Treisch, 2015; Montgomery and
Ramus, 2011) are presented in the form of job vignettes (Aguinis and Bradley, 2014) instead of
keywords. During the experiment, respondents engage in cognitive job crafting (Wrzesniewski
and Dutton, 2001) as they develop their own ideal future job by selecting from different
descriptions and combining their desired elements together into a purposeful entity.

From a review of the literature (McPhail ef al., 2015; see Kong et al., 2018 for an overview),
five job attributes were selected: notion of work, work tasks, working hours, work-related
relations and career opportunities. For each attribute, four attribute levels were developed,
which represent the four conventions described above. Level 1 represents the domestic
(family) convention, Level 2 the market convention, Level 3 fame and Level 4 represents the
green convention. The descriptions and terms used in the vignettes for each attribute level



come from a semantic dictionary of conventions by Boltanski and Thévenot (2006) that was
later extended by Patriotta et al. (2011). Attributes and levels are shown in Table I. The
original individual attribute levels were written in German and were of equal length to
prevent respondents from perceiving longer passages as more important than shorter ones.
The English translations do not necessary maintain these equal lengths.

Attributes Levels®”

Employees’
evaluative
repertoires

3177

Personal notion of work In my job, I pass on my experience to preserve the tradition of my
profession and the company I work for.
In my job, I am such a valuable worker that my employer is willing to pay
me a high salary.
In my job, I enjoy public recognition and a good public image (e.g. in my
field, in my region, . . .).
In my job, I have the possibility to experience both professional and
private self-realization.

Work tasks My work tasks are specialized and require company-specific know-how
that helps me fulfil these tasks.
My work tasks are appropriate relative to the salary I receive and the
position I hold in the company.
My work tasks are varied and require different skills such that I can work
and receive recognition in different job areas.
My work tasks can be done in the time available and require a decent
amount of mental and physical energy.

Working hours My working hours allow me to be together with my colleagues during the
entire day.
My working hours make it possible to cope with work-intensive days via
overtime, which is compensated.
My working hours make it possible to work during main business hours to
become acquainted with many guests.
My working hours can be scheduled flexibly for my job, myself, my family
and my health.

Work-related relationships Work with my colleagues is based on the mutual trust which we have
developed over time.
Work with my colleagues is based on a barter system, involving
information, know-how and working times.
Work with my colleagues is based on the reputation one acquires in the
company through one’s skills.
Work with my colleagues is based on the shared appreciation of health,
society and environment.

Career opportunities In the course of my career, years of experience will make me a leader
among my peers.
In the course of my career, I will acquire those skills that are in great
demand in the job market.
In the course of my career, I will become known for my expertise and gain
public recognition.
In the course of my career, I will keep a local job, support the region and be
healthy.

Notes: “The attribute levels are based on the respective convention. The family (domestic) convention
forms the first level, the market convention makes up the second level, the fame convention is depicted in
the third level and the green convention is represented by the fourth attribute level; ®The original German
text for the individual attribute levels was written so that each was of equal length to prevent longer
passages from being perceived by respondents as more important than shorter ones. These equal lengths
are not necessarily reflected in the English translations

Table 1.
Job attributes and
attribute levels
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3.2 The questionnaire, the sample and data analysis

The choice experiment used a fractional-factorial design (Hair et al.,, 2010; Aizaki, 2012). The
order of the job attributes in each job description was fixed — a common feature of job
descriptions — yet the arrangement of the paired job descriptions in each choice set (right
and left side, respectively) and the order of presentation of the choice sets was randomized to
exclude lexicographic and sequencing effects.

A pre-test with a small number of cooks, waiters/barkeepers and front-desk employees
was conducted to ensure that the choice tasks were understandable and represented
appropriate combinations. The discrete-choice experiment was carried out between August
and December 2017 with cooks, waiters/barkeepers and front-desk employees who, at the
time of data collection, were employed in hotels, bars or restaurants in the German-speaking
hospitality industry in Tyrol, a region with a labour shortage. The sub-regions (North Tyrol/
South Tyrol) share geography, political history, employment structure, cultural tradition
and language; hence, differences between these sub-regions were not of interest.

Data were collected from 213 respondents by an interviewer handing out self-
administered, Web-based questionnaires in German. A total of 12 records were discarded
because respondents worked in other jobs, and 3 records were discarded because values
were missing or implausible. Respondents were first asked to imagine ideal working
conditions for their current position and complete the choice task. Subsequently, data on
employee satisfaction, job reputation, socialization, current job, type of current employer
and completed training were collected along with other socio-demographic information, as
shown in Table I

The separate part-worths (Rossi et al, 2005) formed the basis for determining
respondents’ preference shares. A cluster analysis was carried out using these results to
find appropriate segments who favour different job attributes and conventions. The
cluster analysis is based on the part-worth estimates for the four levels of the five
attributes used in the conjoint analysis. The classification uses Ward’s method based on
the Euclidean distance (Suzuki and Shimodaira, 2006), the standard approach for
segmenting customer and employee preferences (Guillet and Kucukusta, 2016; Guillot-
Soulez and Soulez, 2014).

4. Results
4.1 Importance of job attributes and part-worth utilities for attribute levels
Part-worth utilities represent each individual's subjective preferences for different job
attribute levels. Utility values show the impact of each of the 20 attribute levels and thus
indicate employees’ preference structures. If the utility value is zero, respondents have no
preference. If the utility value is positive, respondents do have a certain preference. A
zero on reputation and public image would signify that respondents assign a lower utility
to those attributes than to others such as traditional work approach, employee
recognition expressed by a high salary and balancing professional and private
aspirations. It does not signify that respondents do not attribute any value to reputation
and public image. Within each attribute, the level with the lowest utility is rescaled to
zero, whereas the level with the highest utility is rescaled to 100. Utility values of
attribute levels and the importance of each job attribute are displayed in Table III. The
estimated model is highly significant (R2cm' = 2,869,83, df = 15, p =0.001) and has an
excellent model fit (R%,,» = 0.653).

Attribute importance is shown in Column 2 of Table III. As the part-worths are converted
to a common scale, the factor with the greatest range of part-worths (from low to high)
contributes most to the overall utility and hence constitutes the most important factor (Hair



Working hours and Personal notion of
work task-oriented ~ work-oriented

Sample®” type® (8.6%) typeP (91.4 %)
Gender
Female 62 53 62
Male 38 47 38
No answer 0 0 0
Age of respondent 29.55 (s.d.=10.83) 31.88 (s.d.=13.20) 29.33 (s.d.= 10.60)

Family status (multinominals)
Married/registered partnership
Permanent relationship
Child/children

Single

Divorced

Widowed

Number of children (of those who have children)

Completed tourism-specific training

(multinominals)
None
Apprenticeship
Vocational schools

Vocational schools with higher education

entrance qualification
University (or equivalent)
Other

Current occupation
Job satisfaction

13 24 12
35 6 38
12 12 12
46 71 44
4 0 4
1 0 1

191 (s.d.=0.73)  2.00(s.d. = 0.009 190 (s.d.= 0.77)

20 6 22
29 29 29
33 41 33
7 12 7
4 1 4
14 24 12
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(Statement: “How satisfied are you with your ~ 5.21 (s.d.=1.49)

current job?”, 7-point Likert-type scale,
7 indicating “very satisfied” and 1 indicating
“very unsatisfied”)

Job status
(Statement: “In your opinion, how does
society rate your job in terms of status?”, 7-
point Likert-type scale, 7 indicating “very
high” and 1 indicating “very low”)

422 (.d.=150)

5.59 (s.d.=1.28) 5.18 (s.d.=1.50)

435d=150) 421 (5.d.=150

Current job (multinominals)
Waiter
Barkeeper
Cook
Front desk
Other
Job duration in months

Types of contract

Full-time contract

Part-time contract

Temporary job

Work hours per week

Usual overtime hours per week

43 24 45
11 6 12
26 41 25
26 29 26

0 0 0

3453 (s.d.=51.70) 4647 (s.d.=47.89) 33.40 (s.d.=50.03)

80 88 79
17 6 18
3 6 3

3924 (5.d.=136) 3753 (5.d=17.95) 39.40 (s.d.= 13.70)
655.d=846) 465(5.d=628)  6.73(s.d=_862

(continued)

Table II.
Socio-demographic
background of
cluster members
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31,8 Working hours and Personal notion of
work task-oriented ~ work-oriented
Sample®” type® (8.6%) typeP (91.4 %)
Quertime compensation of those who work
overtime (multinominals)

3180 Comp time 414 45¢ 40f
Overtime is paid for 45¢ 18° 47t
Overtime is included in the basic salary 254 36° 24
Other 04 0e of
Work contract
All-year contract 69 75 68
Seasonal contract 31 25 32
Other 0 0 0
Current employer
Location

North Tyrol 59 47 60

South Tyrol 41 53 40
Company size

1-9 employee(s) 15 12 15

10-49 employees 43 47 43

50-249 employees 32 29 33

250 or more employees 9 12 9
Operation

Year-round operation 73 65 77

Seasonal operation 27 35 26
Management

Family members only 42 42 42

Family members and external managers 29 29 29

External managers only 28 28 28
Socialization

Number of friends who decided for an education
in tourism at the time when I did so

None 40¢ 29" 42!
Some 48% 50" 48
Many 10¢ 140 9
Everybody 28 ™ 4

I have no education or training in tourism
Number of family members working in tourism

Nobody 40 47 40
Some 43 29 45
Many 13 18 13
Everybody 3 6 3
My parents own a hospitality business 15 35 13
My parents manage a hospitality business 14 29 12

Notes: “Based on the 198 respondents remaining after having discarded 12 responses, as the respondents

did not work in the fields under mvestlgatlon and 3 responses because of missing values and implausible

answers in the socio-demographic variables; "Mean or percentage; “Two respondents have two children

each; “Based on 157 respondents who work overtime; “Based on 11 respondents who work overtime; Based

on 146 respondents who work overtime; *Based on 146 respondents who were educated or tramed in

tourism; "Based on 14 respondents who were educated or trained in tourism; 'Based on 132 respondents
Table II. who were educated or trained in tourism




wm L 0N — = 8L o
n = -
0.2 &8 o0 HZeEZ
) b 28y
> O =£ 853
(SN 92] = = O
—_ [ m.de
pam T:mtmm
§% 0 28 £
Ga) = =, c_m

]
o a

2

€690 =78 1000 = ¢ ‘T = IP ‘€8'698°C = ,:GN% 1 [POIAl JUSpu0dSal YoBa 10J SAIN(LIJIE SAL [[B SSOIOR ()T 0} NS
$91008 doueIodwl ANALINY (0T 03 SUIZI[BULIOU PUR SIIUSIRIIIP Y} SUILIUNS INALIIR YIRS J0J 1IoM-11ed ISI[[RWS 9} PUB JSOSIR] 9} UsoM]d( SOUIIRIP a}
Sunndwod Aq pajenored are syysom juelioduw] 9[goid qol & Jo 9010y 9y} SAoULN[JUI )AL ol & yonur Moy S109[Ja1 9NJLIIR YOra JO sduelodwl oy ], ~19)sn(
Jod 9)nqLIe Yoea Jo aouk}Iodul JO UBIL JYIUILTY, ‘SIUSPUOASAT PUE S[AAS] ANLI}E SSOIDE UOSLIEAWIOD 10] SIN[A [[110M-}1ed [[B SSOIIE 9[EIS UOUIOD B 9PIA0Id
mnq ‘grom-)red Aue Jo spniruSewt 9y} 1995J. JOU 0P S9BWI)SS 989y ], (00G S[ENba Juapuodsal yors 10 SeInLIIR 9AL) oY) SSOIOR Son[eA liom-}1ed 9y} Jo wms ay)
JBY) 0S PI[BISAI A1 S9JRWNISI [110m-11ed 9y T, ~193sn(d 1od syliom-1red pa[edsal JO UBSW JLSWYILIY, J[OAS] SNALIIE YLINOJ 9} A( PajuasaIdal ST UOIJUSAUOD UIIIS
AU} PUR [9A3] PIIY) 9Y) UL PAIIASp ST UONUSATOD SUIRY 9} ‘[9AS] PUOISS 9} dN SIyBUWI UOLIUSAUOD JONIBUL 9} ‘[9AJ] ISILJ 9} SWLIOJ UOIIUIAUOD (J1ISIWOP) A[IUIe]
9, "UONUAAT0D 9ANOAASIT AT} UO PaSe| dIe S[AAJ] ANALNIR YT, BIEP 9y} Aq partoddns A[Suons ST 10)SN(O A Jey) 2)edIPUT JuD 1ad G6 JO SanTea-¢,, :S9J0N

08¢ 6965 S7'9e uor3a.1 0] Ay Ul qof §
000 000 000 uonusooa1 pue uoneindai orqnd paseq-s[[iyS ¢
0wy €9'LE aLey Jo¥{ 1B qOf Ay} Ut PIPUBIIP SIS g
L1 8¢y TLT CI'T 781 813 songes[[0d Juowre Jadxy ‘T sanunyioddo 1991
JUSWIUOIIAUS PUB
0¢'€e 887¢ 2162 £391008 ‘Wireay Jo uoneaidde pareys §
000 000 000 $9ne9[[00 Suowe uonendal PAIRRIS[[IYS ¢
(sowmy
€912 398 29'82 FuryIom pue MOY-MOU3| ‘UOIJBULIONUI) WAISAS I9)Iey 7 suoneraI
8¢ G6'8G [ ¥Sor L'€e 6695 SN0 [EMnAL T POIB[RIIO N
919 895 8929 SMOY SULI0M J[(IXA[,] F
000 000 000 SINOY SSAUISN(| UTRIA °C
prans 1969 €L6e SUWIT}IBAO PIE] g
T7e ¥S0T 91¢ 16'CS V9% Lv'8¢ SINOY SULYIOM 2I0)) T SIMOY SULIOA|
000 89CE Sger 110779 S[(BUOSBAI JJIM J[(LaSBUBW SYSB ], F
9¢°0 000 000 SYSB) PazIu0091 A[opIM PUR PILIBA ¢
169 6791 SO'TT onel uonesuadwod /3se) Poox) g
(45 608 671 L2072 96 682 Auedwod ay) 03 oy10ads syse ], ‘T SYSB) JIO A
suonendse aeand pue
Ga'es 19°€€ 6119 [euorssojoid Suouereq §
000 Lvvl 000 ofew orqnd pue uoneinday ¢
109¢ 000 1901 Axeres Y3y Aq passaidxa uoniugodar sgsordwy g J[10M JO
Lee €4°¢9 €ar 92°0¢ 8GC 0' LY yoeoidde syIom [BUODIPEBI], ‘T Uonou [BUOSI9 ]
peouEIody LAmmn pRouEpoduy SAmn pRouEodM] JAnmn SPAT saNqLy
560="7 560=7(L1=1) (861 =) ddureg
(181 =) ad4) pajusLIo-yse)
9d£) PajusLIO-3I0M JI0M PUB SINOY SUIHIO A

JO UOTIOU [BUOSIO ]




[JCHM
318

3182

et al, 2010). For this sample, the most important attribute of an ideal job is the “working
hours” attribute, as it has the greatest range of utility values (0.00 to 62.68) and the highest
importance (26.4). The second-most important attributes are “personal notion of work”
(importance = 25.8), “work-related relationships” and “career opportunities”. Interestingly,
the “work tasks” attribute is least important.

The utility values of the attribute levels are shown in Column 1 of Table III. The first
attribute, “personal notion of work”, is noteworthy because within this attribute, employees
prefer the attribute level “balancing professional and private aspirations”, which offers them
1.3 times the value of the “traditional work approach” and 5.7 times the value of “employee
recognition expressed by a high salary”. “Balancing professional and private aspirations”
offers the second-highest utility of all attribute levels and has an impact of 12.2 per cent
(61.19/500). As for the second attribute, “work tasks”, employees do not show distinct
preferences. Within the third attribute — “working hours” — “flexible working hours” provide
1.8 times the benefit of paid overtime and 2.2 times the benefit of a job with core working
hours shared by a team. Within the “working hours” attribute, the attribute level “flexible
working hours” offers the highest utility of all attribute levels, with an impact of 12.5 per
cent (62.68/500). In the fourth attribute “work-related relations”, “mutual trust” offers a 1.9
times greater benefit than a shared appreciation of health, society and environment, and a
2.0 times greater benefit than having a barter exchange system among colleagues. With an
impact of 11.3 per cent (56.29/500), “mutual trust” offers the third-highest utility of all
attribute levels. As for the fifth attribute, “career opportunities”, employees value acquiring
skills that are sought-after in the job market 1.2 times more than keeping a job in the local
region and 1.6 times more than becoming an expert among colleagues. Acquiring skills that
are sought-after in the job market offers the fourth-highest utility of all attribute levels and
has an impact of 8.7 per cent (43.72/500). The green convention is the most relevant
evaluative repertoire in the hospitality and tourism industry, preferred 1.2 times more than
the family (domestic) convention and 1.6 times more than the market convention. The
convention of fame (attribute Level 3) is the least relevant evaluative repertoire.

4.2 Identifying employee segments and cluster membership

On the basis of utility values and the importance of each job attribute, a cluster analysis led
to a segmentation into two clusters, “working hours and work task-oriented type” and
“personal notion of work-oriented type” (Table III). Employees in each cluster have different
attitudes about working hours and personal notions of work (Figure 1). In Cluster 1, the
most important attribute of an ideal job is “working-hours” and the second-most important
is “work-related relationships”, whereas “career opportunities”, “personal notion of work”
and “work task” form a uniform group of less-valued job attributes. In Cluster 2, the most
important attribute is “personal notion of work”. “Working hours” and “work-related
relationships” constitute a second group of important attributes, whereas “career
opportunities” and “work task” are less important. Cluster 1 and Cluster 2 differ in
distinctive ways: Cluster 1 attributes a high value to “working hours” and “work tasks”, but
less to “personal notion of work” (Figure 1).

Cluster 1 (8.6 per cent), the “working hours and work task-oriented type”, especially
favours paid overtime, mutual trust, skills demanded in the job market, balancing
professional and private aspirations and tasks manageable with reasonable effort
(Table III). The preference for paid overtime and tasks manageable with reasonable effort
makes this cluster especially distinct from Cluster 2. The attribute levels with the highest
values — paid overtime, flexible working hours and core working hours — all belong to the
“working hours” attribute.
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Cluster 2 (91.4 per cent), the “personal notion of work-oriented type”, dominates the overall
results displayed in Table III. In contrast to the entire sample, Cluster 2 strongly favours two
job-attribute levels, namely, the “traditional work approach” and becoming an “expert
among colleagues”. Furthermore, Cluster 2 job attribute values differ: the most highly
valued job attribute level — balancing professional and private aspirations — provides 1.9
times the benefit of acquiring sought-after job market skills. The preference for balancing
professional and private aspirations and following a traditional work approach, which both
belong to the attribute “notion of work”, makes this cluster particularly unique (Table III).

For both clusters, the green convention is most relevant, whereas the family (domestic)
convention is the second-most relevant evaluative repertoire. The third most relevant
convention for both clusters is market; however, it plays a distinct role for Cluster 1. Fame is
the least-relevant convention for both clusters.

The members of the two clusters were also characterized by their socio-demographic
background, depicted in Table I Cluster 1 includes a much higher proportion of cooks and a
lower proportion of waiters compared with Cluster 2. Moreover, Cluster 1 members have the
highest percentage of all-year contracts, longer average job duration and work slightly
fewer hours per week. Members of Cluster 1 also work less overtime per week and are paid
overtime less often. Members in this cluster are more likely to have parents who own or
manage a hospitality business and are slightly more satisfied with their current jobs.

5. Discussion and conclusion
5.1 Conclusions
The results show that employees perceive “working hours” as the most important job
attribute. In terms of employees’ evaluative repertoires, when assessing “working hours”,
the green attribute level (“flexible working hours”) is the one they value most. This finding
supports studies claiming that working hours foster perceived job quality, in case
employees can align working hours to fit their lifestyle (Kalleberg, 2008; Green, 2006).
“Notion of work” is the second-most relevant job attribute. Also here, the green
convention, “balancing professional and private aspirations” is the most valued job attribute
level. This strong preference for the green convention underscores the importance of the
meaning of work (Holman, 2013; Sledge et al., 2008) for employees’ job decisions (Tepeci and
Bartlett, 2002), informed by employees’ interests (Charlesworth et al., 2014; Muioz de Bustillo
et al, 2011), which are shaped by their social-cultural context such as personal lifestyle,
relationships, values and experiences (Holman, 2013; Sledge et al, 2008). This desire for
balance can be viewed in light of its contrast with the reality of employees’ daily work
experiences, in which it barely possible to combine professional and private aspirations
(Richardson, 2009). The domestic convention, represented by “traditional work approach”, is
the second-most important attribute level within “notion of work”. The importance to
employees of preserving tradition, passing on experience and having “mutual trust” parallel
the findings of Judge and Bretz (1992): that concern for others, mutual achievement and trust
tend to have more influence on employees’ perception of good job quality than do payment or
promotional opportunities. Interestingly, the “reputation and public image” of the job is least
important. Although other research works (Penny Wan et al, 2014; Kusluvan and
Kusluvan, 2003) indicate that the social status of tourism and hospitality jobs is important
for industry commitment, this study indicates that when choosing from different “personal
notions of work”, reputation and image are least relevant to employees. This finding can be
attributed to the overall poor reputation of tourism and hospitality jobs (Blomme et al.,
2008; Ramakrishnan and Macaveiu, 2019) and illustrates the reciprocal relationship
between employees’ preferences and the societal context in which they are embedded in.



The study’s findings that “work-related relationships” is ranked third by employees,
whereas “career opportunities” is ranked fourth and “work tasks” is hardly important,
partly contrast with earlier findings showing that one of the most-important drivers of job
satisfaction for hospitality employees are career advancement opportunities (McPhail et al.,
2015). Besides the overall importance of the green and/or domestic convention in four of the
five job attributes, when it comes to career opportunities, the market convention attribute
level of acquiring “skills demanded in the job market” is most important. This finding
highlights the weakness of internal labour markets specific in the tourism and hospitality
industry (Baum, 2008) and explains why tourism and hospitality employees, especially in
small-scale Alpine-region entities, pursue skills in demand in the external labour market,
hence rendering career opportunities within an organization less important.

In contrast to these general results, the smaller Cluster 1 (8.6 per cent) has an overall distinct
preference for the market convention. This employee segment may mirror recent findings on
the effects of the commercialization on hospitality employees (Golubovskaya et al.,, 2017), where
value for money (Kandampully and Solnet, 2015) has become the dominant principle. Members
of Cluster 1 also more often have parents who manage or own a hospitality business, possibly
implying that their socialization lends itself to a focus on a market convention (“making
business”), supporting their identification with their jobs and the industry in this specific way.
Working for a family-owned-and-operated business might enhance these respondents’ job
embeddedness (Robinson et al., 2014) and person—organization fit (Song and Chathoth, 2011), as
their jobs are more adequately designed to fit their preferences.

Overall, the two clusters depict tourism and hospitality employees’ different and
contradictory yet complementary job expectations: first, that jobs should provide a decent
salary for a reasonable amount of working time and tasks (Cluster 1), which connects to
research identifying salary as a key driver to industry commitment (Penny Wan et al, 2014);
second, that jobs should allow private and professional life to be combined and should
provide a feeling of belonging (Cluster 2). Cluster 2 connects to research indicating the
importance employees place on stable working environments and on being taken care of
(Kong et al., 2015), and to research indicating the importance of work-life balance (Deery and
Jago, 2015). The greater prevalence of Cluster 2 compared to Cluster 1 indicates that money
and career development is less important than previous research (Penny Wan et al., 2014;
Kong et al., 2015) suggests.

5.2 Theoretical implications

This study reveals that different evaluative repertoires inform employees’ evaluation of
specific job attributes and are therefore an important factor for job attraction and job choice
(see also Judge and Bretz, 1992). There have been — to date — no scholarly accounts of which
social-cultural aspects underlie employees’ job evaluations in the tourism and hospitality
industry. This study contributes to a nuanced understanding of employees’ attribute
preferences and their evaluation of tourism and hospitality jobs in the following ways: First,
the findings of this study supports research calling for sustainable employment relations
(Baum, 2008) and for notions of mutual trust and tradition (Andersson et al., 2002). These
results empirically reflect employees’ strong preferences for green and domestic (family)
conventions (Boltanski and Thévenot, 2006; Thévenot et al, 2000). According to some
authors (Zhao and Ghiselli, 2016), employees evaluate jobs according to premises of
belonging to an organization and contributing to its long-term sustainability, as they strive
for high-trust relationships and family-like structures (see the notion of “work family” in
Sturges, 2013), whereas others suggest that work features which foster the well-being of the
worker (Green, 2006) and take employees’ personal life values and lifestyle into account
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(Charlesworth et al., 2014) influence employees’ job evaluations (Gallie et al., 2016), especially
in the tourism and hospitality industry (Deery, 2008; Deery and Jago, 2009). This study adds
to current research on job evaluation (McPhail et al, 2015) by embedding employees’ job
expectations in a broader social-cultural framework, which allows for a more nuanced
explanation of variance in the importance to employees of common job attributes. This
situated view implies that employees evaluate jobs according to the premises of the
recursive constitution of their individual interests and a more general societal concern for
such things as the sustainability or well-being of others.

Second, the homogeneity of employees’ evaluative repertoires is theoretically interesting.
Most important to employees are the green and domestic convention. From an EC perspective,
this homogeneity conforms to Lamont and Thévenot (2000), who suggested that employees’ job
expectations evolve from features of the setting and the social—cultural environment in which
they are embedded. As every institutional arrangement displays a specific set of conventions
(Diaz-Bone, 2011; Thévenot, 2001), this paper shows that from an employee’s perspective the
green and the domestic (family) convention most prominently characterize the institutional
arrangement of work and employment in the tourism and hospitality industry.

The prevalence of the domestic (family) convention can be understood in light of the
context of an industry situated in an Alpine (mostly rural) setting made up of small-scale,
mostly family-owned-and operated (Kallmuenzer, 2018) organizations. As for the domestic
(famuly) convention, tradition and craftsmanship are important (Boltanski and Thévenot,
2006), and it can be argued that these are important features that characterize the product
and the brand of tourism in this region, which then also become relevant in employment.
The dominance of the green convention, though, is rather surprising since it has so far not
been associated with work-related settings. Two specific aspects of the Alpine setting might
help explain this finding: First, tourism and hospitality in this region are very much
dependent on the natural environment and its regional products and employees (Strobl ef al.,
2015), whose sustainability is key to economic success (Kallmuenzer ef al., 2017). Second —
and related — the green dimension also reflects recent increased attention on work-life
balance in this industry (Deery and Jago, 2009; Ko et al., 2019). Hence, these findings suggest
a connection between the type of work (tourism and hospitality jobs), the type of
organization and industry (small-scale, mostly family-owned-and-operated) and the
prevalent conventions and evaluative repertoires. This study thus contributes to EC
research by more specifically characterizing the setting of tourism and hospitality
employment and by operationalizing the framework to envision the connection between job,
industry and conventions and thus empirically confirming actors’ embeddedness in a
broader social—cultural framework.

5.3 Practical implications
The findings of this study will help tourism and hospitality employers to better manage
employee talents (Baum, 2008, 2015; Deery and Jago, 2009, 2015) by enhancing employers’
understanding of their current and prospective employees and helping them design jobs and
job offerings that better fit workers’ preferences and expectations. Tourism and hospitality
employers in general, and human resource managers specifically, play a key role (Baum,
2008), as they have the authority to (and need to) significantly alter job attributes and
working conditions to differentiate themselves in an industry with an overall negative
reputation and a volatile workforce. This study’s findings suggest several practical
implications for improving tourism and hospitality organizations’ recruitment and retention.
For recruitment, tourism and hospitality employers should adapt their job postings to
attract more applicants (Ladkin and Buhalis, 2016). For instance, as employees look for



combinations of the green and domestic (family) convention characteristics when assessing
job offers, and while job postings are usually very brief, the findings strongly suggest that
employers should emphasise and expand the “benefits” section of their job postings,
explicitly offering flexible working hours and explaining precisely how they help employees
balance professional and private life. This might also include offering child care or
continuous (instead of split) shifts and providing industry-acknowledged skill-development
programs. Furthermore, the job posting should communicate an employment relationship
characterized by mutual trust and an appreciation of every single employee, whose work
will continue and preserve the tradition of the profession and the company.

To retain employees, this study’s findings suggest that tourism and hospitality
businesses must adapt their jobs to match employees’ ideal job preferences and enhance job
embeddedness (Robinson et al, 2014) and person—organization fit (Song and Chathoth,
2011). The set of preferred identified job descriptions can serve as a starting point for
adapting jobs. Overall, designing jobs according to green and domestic (family) convention
characteristics facilitates organizational socialization (Song et al., 2015) and contributes to
job satisfaction. Corporate culture should focus on sustainability, both in terms of the
business and the employment relationships. This kind of sustainability would involve
rethinking employment regimes, including changing contracts from seasonal to all-year
work, allowing employees to have a job in the same region throughout the year or
redesigning work schedules to respond to employee and customer demands. These changes
would help employees balance their private and professional aspirations.

A final practical implication is that corporate culture should focus on building and
developing a sense of belonging and trust among colleagues and with the company. One
way to do so would be to include individual employees in corporate product communication,
as employees are the ones who actually produce the high service quality and maintain the
regional traditions customers expect. Furthermore, just as customer relationships are
managed, fostering long-term relationships with employees — even seasonal ones — can
make them feel integrated and make it easier to retain them. Although these are general
suggestions, members of Cluster 1 might especially value opportunities to take part in and
contribute to the company’s overall business success. This could be achieved by organizing
tourism and hospitality businesses as cooperatives, issuing shares for employees or
allowing them to participate in the company’s profit.

5.4 Limitations and future research

This study has a few limitations. First, to simplify the job descriptions, and for methodical
constraints, only four (out of eight possible) conventions were selected for the conjoint
analysis. Further research can include other conventions, such as the industrial or network
convention, to gain a more comprehensive picture of employees’ preferences.

Second, the paper assumed that an additive composition rule was appropriate and that
no interaction terms were needed. Consequently, only choice sets with no level overlaps were
presented. Thus, only main effects were estimated. Future research can address interaction
effects between job attributes.

Third, future research should investigate the antecedents and variations in the
envisioned connection between the type of work (tourism and hospitality jobs), the type of
organization/industry, culture and the prevalent conventions and evaluative repertoires.
Our findings suggest that in other jobs in other industries, such as banking and finance, a
different set of conventions characterizes the setting. The sample from a singular cultural
context, the Tyrolean Alpine region, therefore presents a limitation. While in this study the
“green” and the “domestic (family)” conventions stand out, preferences might be different in
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other tourism regions around the world (see for example Park et al, 2017 for the Korean
context, or Sledge et al., 2008 for the Brazilian context). Future research could investigate
the effects of socialization in different contexts over time, such as working for employers in
different organizational cultures or regions. In-depth qualitative accounts are needed to
further confirm and elaborate on the meaning of work for tourism and hospitality
employees, particularly given the prevalent conventions indicated here.

Fourth, future studies should examine the influence of the degree-of-fit between value
and job-attribute preferences and employees’ current jobs on outcomes such as job
satisfaction and job duration. Drawing on research on person-organization fit (Song ef al.,
2015; Song and Chathoth, 2011), job embeddedness (Robinson et al., 2014) and organizational
commitment (Zopiatis et al, 2014), we speculate that job satisfaction increases when
employers adapt their jobs to fit to employees’ values and job attribute preferences.
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