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This study critically examines an earlier presented content
model of attractive work. The point of departure is a theo-
retical overview of attraction research in the fields of recruit-
ment, retention, and employee commitment. The theories
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aspects identified in the theories. The examination focuses on !

correspondence between model and theories, and on aspects .
or processes presented in the theories that are not included in
the content model. The content model of attractive work gives
an overall picture of dimensions and qualities that contribute
to make work attractive, but, there are still factors relevant for
work attraction that the model does not explicitly describe.
The study therefore results in some opportunities for im-
provement of the model, as well as providing a first step in giv-
ing theoretical guidance to interventions for attractive work.
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Abstract

The purpose with this paper is to critically examine a content model of attractive
work, based on a theoretical overview of attraction research in the fields of re-
cruitment, of retention, and of employee commitment.

Theories used within attraction research are reviewed and summarized with
emphasis on what can be learned from each theory, and on factors or aspects that
have received empirical support. A content model of attractive work, aiming at
providing an overall picture of the dimensions and qualities contributing to at-
traction is examined against the factors or aspects identified in the theories. The
examination focuses on the level of correspondence between the model and the
theories, but also on aspects or processes presented in the theories that are not in-
cluded in the content model, and therefore provide opportunities for improve-
ment of the model. A conclusion is that the content model of attractive work
gives an overall picture of dimensions and qualities that contribute to make a
work attractive, but, there are still factors relevant for work attraction that the
model does not explicitly describe.



Introduction

Researchers have long been interested in why people choose to enter organiza-
tions, why they are motivated, and why they stay (Sekiguchi, Burton & Sablyn-
ski 2008). These are the main topics for research on attractive work (Marks &
Huzzard 2008). Accordingly, attractive work deals with the ability of an organi-
zation to recruit competent employees (applicant attraction); have a high degree
of job stability (retention); and foster employee commitment (Ateg, Andersson &
Rosén 2009). These aspects have also been included in definitions of attractive
work used by Marks and Huzzard (2008) and Hedlund (2006).

Research on applicant attraction is extensive with a range of theoretical per-
spectives, and the attention has increased considerably in recent years. Attracting
and retaining high-quality applicants is seen as very important, since it can pro-
vide a sustained competitive advantage (Turban, Forret & Hendrickson 1998;
Holcombe Ehrhart & Ziegert 2005).

Research focusing retention explores why employees stay. Workforce trends
point to an impending shortage of skilled employees, and organizations that fail
to retain employees will be hindered in their ability to remain competitive
(Hausknecht, Rodda & Howard 2009).

Commitment (engagement is another construct widely used) has, as in the
case of recruitment and retention, been subjected to extensive interest based on
the expected benefits (Meyer, Becker & Vandenberghe 2004). Commitment is
argued to bind an individual to an organization and thereby contributes to reten-
tion (Meyer et al 2004; Korunka, Hoonakker & Carayon 2008; Chalofsky &
Krishna 2009). Employees are also increasingly expected to show initiative, be
responsible for their own development, and committed to high quality (Bakker,
Schaufeli & Leiter 2008).

Attractive work has been defined and described in different ways. Attractive
work has been treated as partly due to job characteristics, and to recruitment var-
iables (Breaugh 2008); or as organizational attraction (Highhouse, Lievens & Si-
nar 2003). Holcombe Erhart and Ziegert (2005) states that they use an expansive
approach in defining attraction as getting potential candidates to view an organi-
zation as a positive place to work. Their definition focuses on the organization
rather than on characteristics of the job itself. However, there are major differ-
ences between attractive work based on the characteristics of a particular job or
position, and on characteristics of an organization. Attraction to an organization
implies to what degree an individual wants to become a member — to a large ex-
tent without regarding the position. Holcombe Erhart and Ziegert (2005) uses
‘applicant attraction’ and ‘attraction to organizations’ synonymously, although
some of the theories reported within their study include the perspective of job
and position attributes. Organizational attraction focus on how an organization is
perceived based on constructs such as signals, image, brand, exposure, fit, and
self-concepts. Job attraction on the other hand, which is based on position attrib-
utes, focus on work environment, earning opportunities, challenging work, loca-
tion etc (see e g Turban et al 1998).



It is here argued that attractive work must include both organizational and job at-
traction. Attractive work is not just constituted by coveted organizational mem-
bership, but also includes the job characteristics, or position attributes. In order
for work to be attractive, both job and organizational characteristics need to be
perceived as attractive. Further, an attractive work also mean that the individual
wants to stay, and becomes committed. These aspects have been included in def-
initions used by Marks and Huzzard (2008); Ateg et al (2009) and Hedlund
(2006). Attractive work has been described as work that stimulates positive at-
tention through its positive characteristics, even in the long term and with closer
experiences (Ateg et al 2009).

In this paper, attractive work is defined as: a job position that an individual
want due to positive job characteristics in an organization perceived as a positive
place to work (applicant attraction); where the employee’s closer experiences
gain job stability (retention); and fosters employee identification and dedication
(commitment).

Attraction research focuses on factors leading to positive outcomes, and Hed-
lund (2007) states that attractive work emanates from a promoting perspective
where positive factors of work are emphasized. Hence, there is a strong case for
claiming that attraction research is closely kindred to positive organizational
scholarship (POS).

POS is described as the study of positive outcomes. POS focus on enablers,
motivations, processes and attributes associated with positive phenomena, and
factors that enable positive consequences for individuals, groups, and organiza-
tions (Cameron, Dutton & Quinn 2003; Wright & Campbell Quick 2009). One
question asked within POS is what organizations can do to attract and retain cre-
ative, dedicated and thriving employees who make organizations flourish (Bak-
ker & Schaufeli 2008).

The need of activities to improve organization and job attraction can be seen
in the fact that over 30 percent of the employers around the world have difficul-
ties to fill available jobs depending on the lack of a suitable work force (Man-
power 2010). Many development projects have been conducted within the work
life, for example by labour organisations, often based on research results and in
interaction with researchers (Johansson & Abrahamsson, 2009).

Further, attractive work can be seen as having components common with the
concept “the good work”, which has been an established concept and much dis-
cussed as a normative theory in the industrial context in the Swedish working life
(Johansson & Abrahamsson 2009). Ambitions have been to describe how work
should be constituted in order to reduce difficulties to recruit, reduce turnover,
and to create more attractive work (Ateg 2006). Although an important concept
in the Swedish working life since the mid-1980s, the concept is today relatively
invisible, giving way to more individualistic perspectives and concepts such as
lean production (Johansson & Abrahamsson 2009.

In order to develop an understanding of attractive work from an empirical
standpoint, the concept has previously been charted based on interviews (Ateg,
Hedlund & Pontén 2004; Hedlund 2006; Ateg et al 2009). A specific goal was to
develop a content model using an empirical approach, since the previous re-
search until then (2004) almost invariably used an expert perspective when stipu-



lating what an attractive work is. The model of attractive work that resulted is
stated to give an overall picture of the qualities contributing to work attractivity.
The model contains about 80 qualities, constituting 22 dimensions, divided into
three different categories. The categories are attractive work content, work satis-
faction and attractive working conditions (Ateg et al 2004). The model will be
more closely presented in the section The Attractive Work Model, below.

Aim
The aim is to critically examine the content model of attractive work based on a

theoretical overview of attraction research in the fields of recruitment, of reten-
tion, and of employee commitment.

Method

The paper is based on a review of previous research on attractive work extending
over applicant attraction, retention, commitment, and engagement. These fields
are extensive and necessitate a high degree of condensation. The material used is
peer-reviewed papers in scientific journals publishing research focusing on fields
such as organizational and vocational behavior, HRM, and personnel, organiza-
tional and managerial psychology. The search engine ELIN@dalarna (Electronic
Library Information Navigator) has been used in the search. Key words have
been centered on the fields’ attraction, retention, commitment, and engagement,
but also in combination with work/job/organization, employee, recruitment, mo-
tivation etc. Also, in some cases, specific theories have been used in the search.
In total, this has resulted in 102 read peer-reviewed papers, of which 63 has been
included, along with some books. The decision of including a paper or not, and
hence the theory used, has been made based on whether it uses one or more of
the included theories as perspective, or tests the theory empirically, or describes
how the theoretical contribution has received empirical support in previous re-
search. Further, the papers and the included theory needed to explain factors
within attractive work, i e in the fields of attraction, retention, or commitment.

The included theories have been used in studies conducted in a wide range of
contexts, both in branches and in composition of people. A few random exam-
ples is recruitment interviews with campus applicants in marketing, finance and
management, were over 90 percent where white and 49 percent where female
(Turban et al 1998), a large American telecommunication company (Sekiguchi
et al 2008), small companies in the Scottish technology sector (Marks and Huz-
zard 2008), a regional grocery store chain with 77 percent women and employees
in hospital (nurses, administration, maintenance etc) with 84 percent women
(Mitchell, Holtom, Lee, Sablynski & Erez 2001). A majority of the studies are
made in western countries.

This paper is partly based on a broad theoretical overview. This means that a
range of approaches and theoretical fundaments are represented, as theories
based on different perspectives are included. However, as a large portion of the



paper is indebted to Holcombe Erhart & Ziegert (2005) and their theoretical
framework for applicant attraction, it is here suggested that their foundation and
examination of theoretical underpinnings applies. The perspective used in their
examination is why individuals are attracted to organizations, from the appli-
cant’s perspective. Hence, their perspective is not based on the view of the or-
ganization, but on the applicants” point of view based on empirical research fo-
cusing on individuals” attitudes and behaviours.

The content model of attractive work holds a similar perspective. The model
is also based on attitudes and behaviors of the individual. However, a significant
difference is that the model does not only focus on applicants” point of view, but
also emphasizes the view of those already employed. The theoretical framework
presented by Holcombe Erhart & Ziegert (2005) is further stated to have implica-
tions throughout the job search and employment process, indicating that also
theoretical contribution within the fields of retention and commitment is possible
to bring together within the perspective that they apply. This means that although
founded on several theoretical underpinnings, the theories here presented can be
brought together within the broader perspective of representing factors affecting
individuals” attraction to work.

In the following, focus is on theories which expresses or implicates signifi-
cance for work attraction. The content model of attractive work is then critically
examined based on the theories included.

Theoretical Overview of Attractive Work

The overview of will focus on recruitment, retention, and commitment, in that
order.

Attractive Work and Recruitment

Recruitment is an employer’s actions that are intended to bring a job opening to
the attention of potential job candidates, influence whether these apply for the
opening, affect whether they maintain interest until a job offer is extended, and
influence whether the offer is accepted (Breaugh 2008). In attraction research the
concept applicant attraction is used. Applicant attraction is in itself an extensive
field, one which Holcombe Erhart and Ziegert (2005) have given a thorough
treatment, which is drawn upon in the section below. However, original articles
have been treated in order to explore significant details. Also, theories and stud-
ies published in later years are added.

Holcombe Erhart and Ziegert (2005) states that most research on applicant at-
traction only briefly refer to theory and instead place emphasis on empirical re-
search. But research on applicant attraction still roots in a number of theoretical
approaches.

Attraction can be seen as partly due to characteristics of the job itself — that is
to say position attributes, such as pay, job tasks and work hours — or to recruit-
ment variables, such as the content of job advertisement, the design of a compa-
ny’s website, or a recruiter’s behaviour. Conventional wisdom is that characteris-



tics of the job itself are more important to job applicants than recruitment varia-
bles, but still advertisement and recruiter behaviour can be crucial for the right
people to attend a job opening and accepting a job offer (Breaugh 2008).

However, Holcombe Erhart and Ziegert (2005) define applicant attraction as
getting potential candidates to view the organization as a positive place to work.
This, they claim, include a number of components, such as having a positive af-
fective attitude toward an organization, viewing it as a desirable entity, and ex-
erting effort to work in it. Thus, their definition focuses the organization rather
than job characteristics.

Further, Holcombe Erhart and Ziegert (2005) organize the theoretical ap-
proaches to applicant attraction into three metatheories. The first include theories
that focus on how individuals process information to develop perceptions of the
organization, which determine attraction. The second metatheory include theo-
ries that incorporate the fit between personal and organizational characteristics.
The third metaheory include theories that focus on how processing of infor-
mation about the self influences perceptions of fit and attraction.

Attraction as a function of perceptions of the organization. The theories in
this metatheory are, first, signalling theory, image theory, and the heuristic-
systematic model. However, we have added the elaboration likelihood model,
since it has been used in the context of the effect of recruiter on attraction. These
four theories provide understanding of how individuals process information
about organizations or work, and perceive their characteristics. Further, the meta-
theory includes the theories exposure theory, expectancy theory, and decision
processing model. These theories explain how perceptions of organizations or
work are processed and related to applicant attraction (Holcombe Ehrhart &
Ziegert 2005). Theories we have added is the brand equity perspective, and em-
ployer branding.

Signalling theory is based on that applicants often have limited information
about job and organizational characteristics of potential employers, at the time
job choice decisions are being made (Larsen & Phillips 2002). Signalling theory
offers an explanation of how individuals interpret the available information
about the organization as signals of organizational characteristics, ¢ g firm’s rep-
utations being used as signals about working conditions (Cable & Turban 2003).
That individuals interpret organizational variables such as organizational poli-
cies, recruiter behaviour and recruitment activities as signals has been estab-
lished in several studies, but the theory has been commented upon not to be able
to predict which variables are the most important (Holcombe Ehrhart & Ziegert
2005).

However, the theory does propose a useful perspective on how individuals
from limited information form an opinion of attractivity based on organizational
features. Empirical support is reported, where firms engaged in socially respon-
sible activities are perceived as more attractive employers than other firms. Such
results suggest that firms with more positive reputations will attract larger appli-
cant pools than other firms (Cable & Turban 2003).

Further, individuals who view a recruiter as personable, trustworthy, informa-
tive, and competent are more attracted to a position within the organization. Al-
so, applicants are suggested to have more positive perceptions of job and organi-



zational attributes and greater attraction to the firm when recruiters provide more
information (Breaugh 2008).

The elaboration likelihood model (ELM) describes the recruiter effects on at-
traction, through the applicants processing of information. ELM proposes that
the processing of information occurs along a continuum with the end points high
and low elaboration. Elaboration describes to what degree a person engages in
examining the content of presented information. High levels of elaboration mean
careful examination and formation of attitudes by central processing — i e re-
quires “thought” and occurs only when both ability and motivation to evaluate
the information about the job and organization are high. Lower levels of elabora-
tion mean use of peripheral processing and formation of attitudes based on sim-
ple environmental cues, such as signals from the recruiter (e g preparedness may
be interpreted as a signal of organizational efficiency). The lower the degree of
elaboration, the more likely the applicant is to interpret recruiter behaviour as in-
formation about the organization (Larsen & Phillips 2002).

Image theory proposes that individuals evaluate attraction to jobs and organi-
zations through considerations of how the job alternatives fit their image of what
is desired. People do not only use the available information, but evaluate and
weight certain information heavier and disregard some (Holcombe Ehrhart &
Ziegert 2005). A job offer prompts a comparison of the information with the per-
son’s important values regarding the job (value image). Next, the individual will
compare the job offer with the goals that motivates job behaviour (trajectory im-
age). Last, the job offer is compared with the strategies believed to be effective
in attaining job-related goals (strategic image). If the job offer is compatible with
the three images, then the individual compares the job offer with status quo or
other alternatives (Harman, Lee, Mitchell, Felps & Owens 2007). However, im-
age theory has not been widely used in attraction research (Holcombe Ehrhart &
Ziegert 2005).

The heuristic-systematic model proposes that different kinds of cognitive pro-
cessing of information are used depending on the message. A specific and per-
sonally relevant message is systematically processed and more information is
considered. Processing in a heuristic manner uses less effort and information.
Holcombe Erhart and Ziegert (2005) reports that individuals become more at-
tracted to the organization when both receiving feedback indicating a high de-
gree of fit with the organization and using systematic processing.

Exposure theory states that repeated exposure to an object yields increasingly
positive evaluations of it, and has been used in attraction research in treating in-
dividuals’ familiarity with an organization. Exposure theory contributes by ex-
plaining how attraction develops through individuals’ processing of perceptions
(Holcombe Ehrhart & Ziegert 2005).

Further, expectancy (VIE) theory (Vroom 1964) suggests that individuals are
attracted to jobs or organizations that can be perceived to offer valued character-
istics. According to Holcombe Erhart and Ziegert (2005), expectancy theory is
an important theoretical foundation for applicant attraction. The theory predicts
attraction and job choice based on the degree of consistency between perceptions
of the environment and the individual’s desires, needs, and goals —i e an organi-
zation is attractive if one perceive that one’s desires can be satisfied by it (Hol-



combe Ehrhart & Ziegert 2005). However, expectancy theory also takes into ac-
count the degree to which a job is seen as attainable. Thus, an excellent firm rep-
utation should be more attractive to applicants, but may lead applicants to per-
ceive difficulties obtaining a job since the competition probably is high and the
firm highly selective (Cable & Turban 2003).

The decision processing model states that choice of a job or organization is
based on the individual’s ideal work environment. A set of criteria is used in the
decision process to select an implicit favourite — the most preferred job or organ-
ization. Acceptable alternatives are then evaluated against this implicit favourite,
as well as important criterias of the work environment. Although supported in
early studies, the theory have not been used explicitly in more recent attraction
research (Holcombe Ehrhart & Ziegert 2005).

Brand equity is common in marketing research, and Cable and Turban (2003)
states that organizational reputation is a major determinant of an organization’s
ability to recruit new talent: a job is more attractive when offered by an organiza-
tion with a positive reputation. The organizational reputation, or brand, is seen as
adding value to a job beyond the attributes of the job itself. The brand is influ-
enced by type of industry, financial performance, company size, media exposure,
and advertisement (Cable & Turban 2003). The concept “brand” is applied to
names, terms, signs, symbols, and designs in order to differentiate goods and
services, create loyalty, to satisfy and to develop an emotional attachment, and
distinguish the employer in the minds of employees (Backhaus & Tikoo 2004;
Davies 2008).

The brand equity perspective is supported through results showing that reputa-
tion perceptions are positively related to job seekers’ evaluations of job attrib-
utes. Also, employers are an important part of people’s self-concept and social
identity, and joining an organization is an expression of a person’s values and
abilities. Membership in an organization with a positive reputation is positively
related to anticipated pride — replaced by embarrassment and discomfort in the
case of an organization with poor reputations (Cable & Turban 2003).

Employer branding is the use of branding principles to human resource man-
agement (Backhaus & Tikoo 2004). Employer branding is described as the sum
of a company’s efforts to communicate to existing and prospective staff that it is
a desirable place to work (Berthon, Ewing & Hah 2005). Backhaus and Tikoo
(2004) define employer branding as ‘a targeted, long-term strategy to manage
the awareness and perceptions of employees, potential employees, and related
stakeholders with regards to a particular firm’ (p 501).

A strong employer brand can facilitate employee acquisition and increase em-
ployee retention (Berthon et al 2005). Employee satisfaction is increased when
the employer brand is characterized by an image for agreeableness — the employ-
er is perceived as friendly, concerned, honest, thrust worthy, supportive and
open. This is supported by research stressing the importance of trust in the rela-
tionship between employer and employee (Davies 2008).

Attraction as a function of interaction. The theories included are need-press
theory, interactional psychology, theory of work adjustment, and attraction-
selection-attrition.



Need-press theory is an early theory that states that environments have character-
istics that either facilitate or inhibit the satisfaction of individual’s needs. The
theory stresses the match between individual’s needs and the satisfaction of those
needs by the environment (Holcombe Ehrhart & Ziegert 2005).

Interactional psychology is another early theory that has influenced attraction
research. Interactional psychology views behaviour as a result of interaction be-
tween person and situation, and thereby highlights the importance of similarity
between individual and actual environmental characteristics to attraction (Hol-
combe Ehrhart & Ziegert 2005).

The theory of work adjustment (Dawis & Lofquist 1984) does not in itself use
the concept of attraction, but states that individuals desire “correspondence” with
their work environments, which is achieved and maintained through a process of
work adjustment (Holcombe Ehrhart & Ziegert 2005). This match is initially
made during the recruitment process. Thereafter the employee continuously ad-
just to changing personal or work circumstances, such as downsizing or balanc-
ing work and family life. The adjustment can be active, e g the workers try to
achieve correspondence by changing the work environment, or reactive when
workers try to change themselves, e g by increasing skills (Eggerth 2008). The
theory has received support for its predictions that correspondence is related to
outcomes such as tenure and satisfaction (Holcombe Ehrhart & Ziegert 2005).

The attraction-selection-attrition (ASA) model is the most frequently applied
theory in attraction research. The ASA-model states that different kinds of or-
ganizations attract, select, and retain different kinds of people (Holcombe
Ehrhart & Ziegert 2005). Since attraction is seen as a result of individuals’ per-
ception of the correspondence between personality and organization, e g goals,
processes, structures and culture, individuals are predicted to experience varying
degrees of attraction to different organizations (Schneider & Goldstein 1996).
ASA describes how an individual with personalities that corresponds with the
organization tends to be attracted to it (4¢traction). Through selection, organiza-
tions tend to recruit individuals that are similar to those already employed (Selec-
tion). Over time, individuals with personality features that do not correspond
with the organization or other employees are more likely to exit the organization,
voluntary or involuntary (Aftrition) (Schneider & Goldstein 1996; Schneider
2001; Slaughter, Stanton, Mohr & Shoel 2005).

The processes of attraction, selection and attrition lead to what is called the
homogeneity hypothesis (Denton 1999; Halthill, Nielsen & Sundstrom 2008): as
organizations mature, they become increasingly occupied by similar people — not
by socialization but depending on individual’s original values. As a result, mem-
bers in an organization are thought to be similar in terms of personality, values
and interests (De Cooman et al 2009). Hence, organizations could be well
served by developing greater tolerance for diversity, since diversity in personali-
ty characteristics is believed to be important to organizational functioning
(Slaughter et al 2005), and a more heterogeneous workforce would broaden their
fit with a wider range of recruits (Gardner, Reithel, Foley, Cogliser & Walumb-
wa 2009).

The support for the ASA-model is extensive (Gardner et al 2009). The attrac-
tion component have been supported in a number of studies (Holcombe Ehrhart



& Ziegert 2005). People are attracted to organizations that fit their personalities,
organizations are relatively homogenous when looking at member personalities,
and employees are more likely to leave organizations where they do not percieve
fit (Gardner et al 2009). Further, the ASA-model is supported in studies showing
that individuals are attracted to organizations which culture reflects the individu-
al’s personality characteristics, e g individuals high in attributes such as material-
ism and self-efficacy has been shown to be more attracted to organizations with
high pay levels and individual-based pay. However, personality traits such as
self-esteem moderates the interaction between person and organization and
thereby attraction (Lievens, Decaesteker, Coetsier & Geirnaert 2001).

Attraction as a function of perceptions about the self. The theories includ-
ed are social learning theory, conmsistency theory, and social identity theory.
However, we have added the self-categorization theory.

Social learning theory includes a self-efficacy component which has been ar-
gued to influence the interaction between subjective fit and attraction. Individu-
als are attracted to jobs and organizations where they believe they can be suc-
cessful, judged against percieved self-efficacy, i e they believe they will fit. For
example, people who generally perceive them selves to be capable of high per-
formance should be more attracted to organizations that offer individual perfor-
mance or skill based rewards (Holcombe Ehrhart & Ziegert 2005).

Consistency theory states that individuals prefer work that fits with their self-
image, where self-esteem is said to be positively associated with attraction. Indi-
viduals with high self-esteem should be more attracted to organizations with fitt-
ting characteristics, than individuals with low self-esteem. Individuals with lower
self-esteem are said to not value fit with their environment as much, based on
their more negative self-evaluations. However, the theory has not been explicitly
used in attraction research (Holcombe Ehrhart & Ziegert 2005).

Social identity theory also considers the role of the self in attraction. Social
identity theory states that the self-concept is influenced by the evaluation of the
group that an individual identifies with (Holcombe Ehrhart & Ziegert 2005). So-
cial identity can be described as when individuals classify, define and evaluate
themselves in terms of membership in a social group (Lembke & Wilson 1998).
Individuals relate to important social entities, such as work, as “us”. Social enti-
ties have the capacity to provide personal security, social companionship, emo-
tional bonding, intellectual stimulation, and collaborative learning, and provide a
sense of self in terms of group membership (Haslam, Jetten, Postmes & Haslam
2009).

Social-identity theory also focuses on the obtainment of social approval. It is
suggested that a person’s self-concept is made up of a personal identity (e g per-
ceptions of one’s own abilities and traits), and a social identity (e g organization-
al affiliations). Thus, people will find it attractive to identify with an organiza-
tion that enhances their self-esteem, lets them express them selves and acquire
social approval. Organizational attraction is stated to be determined partly by in-
strumental attributes of the job (such as the perceived quality of its pay, benefits,
and opportunities for promotion), and partly by symbolic meanings associated
with being a part of a particular firm. In a study of banks, symbolic factors such
as perceived innovativeness and competence where found to be of more im-
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portance for firm attraction than factors such as pay and advancement (High-
house, Thornbury & Little 2007).

Further, people are likely to differ in their concern for social adjustment in
organizational choice. Self-representation consists of social adjustment and value
expression, and people high in social-adjustment consciousness are likely to be
more attracted to firms with high reputation, while people high in value-
expression consciousness are more attracted to firms that are more socially con-
scious (Highhouse et al 2007).

Self-categorization theory has been used in combination with social identity
theory. Individuals become team members through a behavioural as well as a
cognitive and emotional process of alignment, achieved through social identifi-
cation, including discarding all other options for identification. Identification is
based on the individual’s desire to become a member of a group, based on how
attractive and clearly understood the group purpose is. Adopting a social identity
requires that the individual is aware of the group’s social category and seeing
that one can be part of it. The process is seen as unconscious (Lembke & Wilson
1998). Self-categorization theory is treating group or organizational membership
at a greater length than social identity theory through the categorization process
where people evaluate whether they are sharing category membership with oth-
ers, or not (Haslam et al 2009).

Attractive Work and Retention

Retention of valued employees is critical for organizations, to avoid replacement
costs, disrupted social networks (Holtom, Mitchell & Lee 2006; Gardner et al
2009), as well as in reduced customer satisfaction, productivity, future revenue
growth, and profitability. However, some individuals may have a propensity to
quit while others are likely to stay (Zimmerman 2008).

Research focusing retention of employees has been utilizing theories such as
the behavioural model, job embeddedness, the unfolding model, realistic job
preview (RJP), quality of working life (OWL), and psychological contract theory.
Further, some of the applicant attraction theories treated above would also be
relevant within the context of retention — e g the ASA-model and the theory of
work adjustment.

The behavioural model has been a foundation for traditional theories on em-
ployee voluntary turnover, and states that dissatisfaction will ultimately cause
employee turnover (Sekiguchi et al 2008). When entering an organization, em-
ployees agree to be subjected to organizational authority and perform the activi-
ties instructed in accordance with the employment contract. When employees
feel dissatisfaction, and perceive the employment contract as unchangeable, the
only options is either to accept or withdraw (Mahoney 2005). However, dissatis-
faction is combined with the perceived ease of movement to job alternatives
(Harman et al 2007). Hence, the two major causes of employee turnover or reten-
tion are seen to be job satisfaction and job alternatives. People who are satisfied
with their job will be less attracted to alternative jobs. Those who are dissatisfied
and perceive many alternatives will be likely to leave, whereas those who are
dissatisfied but perceive few available alternatives are likely to stay. However,
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that people who are satisfied or have few alternatives will remain on the job is a
simplistic view (Holtom et al 2006). Also, the model’s ability to predict volun-
tary turnover has been remarkably weak (Harman et al 2007).

Job embeddedness create understanding of why people stay, by looking at
forces that keep employees in their current employment, even when alternatives
exists (Mitchell et al 2001; Sekiguchi et al 2008; Ng & Feldman 2009b).

The term “embeddedness” has been used in the sociological literature to ex-
plain the process by which social relations influence and constrain economic ac-
tion (Granovetter 1973). A person’s life can be seen as a web created by links
connecting the different parts of one’s life. A person who has more roles, respon-
sibilities, and relationships would have a more complex web than someone who
has fewer. The person with the more complex web is more embedded in a situa-
tion; more links to the job brings more “job embeddedness” (Holtom et al 2006).
Empirical studies have supported the theory in that individuals with high job
embeddedness are less likely to exit voluntarily (Ng & Feldman 2009b).

Employees become tied to their organizations through many different types of
links, investments and affective and cognitive appraisals that create this web.
However, not only links to the job or organization is relevant. Employees with
high levels of job embeddedness are involved in and tied to projects, people,
friendship, task interdependence, and activities in and outside the organization,
and they will feel professionally and personally tied to the organization (links).
They fit well in their jobs and community, and can apply their skills, their abili-
ties match organizational requirements and their interests match organizational
rewards (fit). They also believe they will loose valued things if they quit (sacri-
fice), ¢ g the perceived cost of material or psychological benefits such as pen-
sions, insurances, or a safe or pleasant work environment. These links, fit and
sacrifice have both on-the-job factors (e g the organization or job) and off-the-
job factors (e g family or community). Both kinds of factors are relevant in ex-
plaining why individuals stay (Mitchell et al 2001; Holtom et al 2006; Sekiguchi
et al 2008; Ng & Feldman 2009b). The effect of job embeddedness on employee
retention has been well supported in a variety of research settings (Sekiguchi et
al 2008).

The unfolding model criticize the view that employees leave an organization
due to negative job attitudes, and that increased job satisfaction is the solution to
avoid voluntary turnover. According to the model, voluntary turnover has much
more to do with shocks than satisfaction (Harman et al 2007). When an employ-
ee is faced with information that leads to reconsideration of job-related values
and goals, and strategies for obtaining the goals, this is described as shocks. A
shock that can trigger the decision to leave a job can be internal or external to the
employee. Examples are a fight with the boss, winning the lottery, or receiving
an unanticipated job offer. The unfolding model holds five paths to voluntary
turnover. In the two first paths, the employee leaves the organization without
considering alternatives. In the first path, a shock triggers a pre-existing script

(e g will quit work if becoming pregnant). In the second path, new infor-
mation is interpreted as violating a person’s value, goal or strategic images, and
triggers leaving (e g a disliked co-worker gets promoted to be one’s boss). The
third path contains a shock that triggers an evaluation of the current job, which
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may lead to voluntary turnover through comparison of job alternatives (e g due
to an unexpected job offer). The fourth path holds two branches. In the first, job
satisfaction becomes low enough to trigger the employee to leave immediately,
without considering job alternatives. In the second, low satisfaction leads to
search of job alternatives (Harman et al 2007).

The unfolding model has received support from several turnover studies and is
claimed to be more accurate than rationalistic approaches such as the behavioural
model and stresses that job satisfaction may not be governing the decision to
quit. Even satisfied employees may leave, and turnover is not stopped by lack of
job alternatives (Harman et al 2007).

Realistic job preview (RJP) is another approach used in research on employee
retention. The basic assumption is that applicant expectations generally are in-
flated due to employers’ habit of trying to appear to be a good place to work. Af-
ter accepting a position based on inaccurate perceptions, employees are expected
to be more likely to become dissatisfied, and therefore quit, than applicants who
have more accurate expectations (Breaugh 2008). Early communication about
corporate culture, opportunities for development, compensation, and benefits
have been shown to be related to applicants’ attraction to the organization as well
as their sense of fit, satisfaction and retention after accepting a position (Gardner
et al 2009). The logic is that the degree of person-job and person-organization fit,
and hence retention, increases through the communication of both positive and
less desirable (but accurate) information (Breaugh 2008). RJPs have been shown
to be effective in reducing turnover, i e improving employee retention (Gardner
et al 2009). However, according to Breaugh (2008) the results of many RJP stud-
ies have not been able to satisfyingly confirm the logic of RJPs.

Quality of working life (OWL) encompasses the quality of the relationship be-
tween employees and the total working environment, with special focus on job
satisfaction, organizational involvement and stress, since these are assumed to
influence employees’ intention to turnover (Korunka et al 2008). QWL has been
used in attraction research, e g in hotels and hospitality organizations who find it
difficult to attract and retain employees. One of the reasons is the perceived poor
working conditions. The job characteristics included where person-job fit, com-
pany image, HR policies, work-group relationships, physical working conditions,
work-life balance, and interaction with customers. However, QWL has been ar-
gued to be lacking an accepted definition (Kandasamy & Ancheri 2009).

QWL has also been applied in research predicting turnover based on job de-
mands, job control, social support, job content, role conflict, and role ambiguity
(Korunka et al 2008). Research have found that improved quality of work life
have an impact on turnover, through a process by which an organization re-
sponds to employee needs, allowing participation in decisions and ensuing the
well-being of employees (Kandasamy & Ancheri 2009).

QWL has also been used in explaining turnover intention in IT workforce,
where retention was positively related to employees control over their work,
challenging work, supervisory support, career opportunities, and rewards. Salary
is on of the most important reasons to leave a job, while a perceived fair reward
system increases retention (Korunka et al 2008).
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Psychological contract theory is relevant for understanding and managing em-
ployment relationships. Generally speaking, a psychological contract is based on
subjective interpretations and evaluations of the employment deal (De Vos &
Meganck 2009). Specifically, a psychological contract consists of beliefs of re-
ciprocal obligations — a belief that a promise has been made and accepted by
both employer and employee. However, since the psychological contract is sub-
jective, the parties do not necessarily share a common understanding of the con-
tract — even though they believe this to be the case (Robinson & Rousseau 1994).

The psychological contract is renegotiated throughout the employment based
on social interaction and workplace changes (Robinson & Rousseau 1994; Con-
way & Briner 2005).

Violation and breach are two important aspects of psychological contract.
Breach consists of perceptions of failure to fulfil the agreement. Violation is the
emotional state that may result from breach (Zhao, Wayne, Glibkowski & Bravo
2007). Often focus lies on the perceptions of promises made by the employer,
but both parties can experience violations (Robinson & Rousseau 1994). Em-
ployees, who believe their psychological contract is breached, react with reduced
commitment, intentions to leave, or actual turnover. Perceived violations of the
psychological contract can explain the difficulties many organizations experience
in retaining their employees (De Vos & Meganck 2009). Violations are most
common regarding career perspective, compensation and promotion (Zhao et al
2007). Further, breach severity describes the extent to which employees perceive
that the most important promises in their psychological contracts have gone un-
fulfilled. The reaction to breach is likely to be both more intense and more nega-
tive, the more severe the breach (Ng & Feldman 2009a). Although there is a rela-
tionship between violation and turnover (Robinson & Rousseau 1994), employ-
ees may not actually withdraw from the organization, due to the high cost of
withdrawal (Zhao et al 2007). Nevertheless, for effective retention management,
the employer needs to manage employees’ perceptions of the employment deal
(De Vos & Meganck 2009), especially during organizational change (Robinson
& Rousseau 1994).

Attractive Work and Commitment

The constructs of engagement and commitment are closely related and in every-
day language the definitions and meanings are often overlapping. However, in
academic research there is a need to understand each construct as distinct and
unique (Saks 2006), and there are examples where they are treated as distin-
guishable from each other (Meyer et al 2004).

Engagement is a popular concept, but its theoretical structure and definition is
stated to be in need of development, as well as clarification of the connections to
commitment (Wefald & Downey 2009). While the commitment construct has
been researched for more than four decades, the research on engagement is of re-
cent origin (Chalofsky & Krishna 2009). Engagement has been defined as a per-
sistent and positive affective-motivational state of fulfilment in employees, char-
acterized by vigor, dedication, and absorption (Schaufeli, Salanova, Gonzalez-
Roma & Bakker 2002).
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Vigor is characterized by high levels of energy and mental resilience while work-
ing, the willingness to invest effort, and persistence. Dedication is characterized
by a sense of significance, enthusiasm, inspiration, pride, and challenge, and
brings psychological identification with work. Absorption means being fully
concentrated and happily engrossed in work, whereby time passes quickly and
detachment is difficult (Schaufeli et al 2002; Schaufeli, Bakker & Salanova
2006). However, absorption has started to be seen as more closely related to flow
than to engagement (Schaufeli, Bakker & van Rhenen 2009).

Other authors have defined engagement as the degree to which an individual
is attentive and absorbed in the performance of their roles. Engagement have also
been divided into job engagement and organizational engagement (Saks 2000).

Commitment is suggested to be a component of work motivation, even though
they have separate origins: work motivation from general motivation theories;
and commitment from sociology and social psychology. In the organizational
behavior literature, commitment has been used as a potential predictor of em-
ployee turnover (Meyer et al 2004). Commitment is used for important actions or
decisions that have relatively long-term implications, while motivation is used
also in cases including relatively trivial and short-term implications. Commit-
ment is stated to be a force that binds an individual to a course of action and it
can be directed towards various targets, such as the organization, occupation,
team, customer etc (Meyer et al 2004). Organizational commitment is described
as employee identification with and involvement in an organization (Leiter &
Maslach 1988).

Three different aspects of commitment have been identified to influence re-
tention and turnover: affective attachment to the organization, obligation to re-
main, and perceived cost of leaving. These aspects, labelled “affective commit-
ment”, “normative commitment”, and “continuance commitment” respectively,
all bind the employee to the organization (Meyer et al 2004). Affective commit-
ment refers to employees’ emotional attachment to, identification with, and in-
volvement in the organization. Normative commitment refers to employees’ feel-
ings of obligation to remain in the organization. Continuance commitment is
based on the costs that employees associate with leaving the organization (Wasti
2003).

Both engagement and commitment holds important qualities for attraction re-
search. Which of the constructs that is most suitable is difficult to conclude. Both
constructs have been used in attraction research. Further, the two constructs are
overlapping — e g the aspect of engagement that has been shown to be negatively
related to employees’ intention to quit has also been described as continuance
commitment (Schaufeli et al 2008).

This overlap is possibly indicating that one of the constructs is used as over-
arching and the other as an aspect, not based on a thorough theoretical or aca-
demic understanding, but as a result of the researchers’ theoretical and scholarly
background. In the following, theories used based on both constructs will be in-
cluded, although treated separately.

Engagement-related theories. Engagement theories that have been used in at-
traction research are Job Demands-Resources model, Effort-Recovery model,
Self-determination theory, and Job characteristics theory.
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The Job Demands-Resources model divides job characteristics into demands and
resources. Job demands uses employees’ capacities with psychological and/or
physiological costs, which turn into stressors if the capacities are exceeded. Job
demands can be task interruptions, workload, work-home interference, organiza-
tional changes, and emotional dissonance (Van den Broeck, Vansteenkiste, De
Witte & Lens 2008). Job resources are social, organizational psychological or
physical factors that can be used to reduce job demands, achieve goals, and stim-
ulate personal growth, learning and development. Increased job resources, such
as social support, feedback, skill utilization and variety, rewards, autonomy,
learning opportunities, and career opportunities, leads to increased work en-
gagement (Bakker et al 2008; Van den Broeck et al 2008; Schaufeli et al 2009).
Engagement, in turn, leads to organizational attachment and a somewhat lower
tendency to turnover (Schaufeli & Bakker 2004).

The Effort-Recovery model also utilizes job resources in explaining the moti-
vational role that work environment may offer through many resources that fos-
ter the willingness to dedicate one’s efforts and abilities to the work task. En-
gagement is stated to occur through satisfaction of basic needs or through
achievement of work goals, which is made more likely when colleagues are sup-
portive or when superiors give feedback (Schaufeli & Bakker 2004).

Self-determination theory states that work contexts that support psychological
autonomy, competence and relatedness enhance well-being and increase intrinsic
motivation (Schaufeli & Bakker 2004). The theory is based on an empirical
foundation, but has been tested in relatively few studies within the organizational
setting. The focus is on need satisfaction, where the need for autonomy is
deemed as being more essential than competence and relatedness (Kuvaas 2009).
Self-determination is the experience of engaging in behaviors that are not pres-
sured or coerced, but based on autonomous reasons fully endorsed by the em-
ployee (Lam & Gurland 2008). Autonomy involves acting with a sense of voli-
tion and having the experience of choice. Autonomy-supportive work climates
are ones in which managers are able to take employee’s perspectives, provide
greater choice, and encourage self-initiation. Even the value of uninteresting
tasks — which people tend to feel resistance of doing — can be internalized by
employees, if their perspective and feelings about the task is acknowledged by
managers. Further, structuring work to allow interdependence among employees
and identification with work groups, as well as being respectful and concerned
about each employee, have been argued to have a positive effect (Gagné & Deci
2005). Identified positive outcomes are intentions to remain on the job as long as
possible before retirement, greater work satisfaction, and lower emotional ex-
haustion, as well as lower turnover intentions (Lam & Gurland 2008).

Job Characteristics Theory also recognizes the intrinsic motivational potential
of job resources. Job characteristics theory states that every job holds a potential
for motivation, which is depending on the five job characteristics skill variety,
task identity, task significance, autonomy, and feedback. It is argued that the job
characteristics are positively linked to work performance, job satisfaction, low
absenteeism and low turnover (Schaufeli & Bakker 2004). The characteristics are
argued to be able to reach through combining tasks, forming natural work units,
establishing client relationships, and feedback channels (Kira 2003).
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Commitment-related theories. Commitment theories that have been used in re-
search that adhere to attractive work include Work centrality, Transformational
leadership, Social exchange theory, and Affective events theory.

Work centrality describes identification with the work role and conceptualizes
what constitutes a general commitment to work based on the individuals’ beliefs
regarding the value and importance of work in their life. When work centrality is
high, people strongly identifies with work, which in turn is linked to highly
committed employees (Hirschfeld & Feild 2000). However, Hirschfeld and Field
(2000) raises the question whether engagement is one aspect of commitment, and
hypothesize that employees who are committed to work both identify with the
work role, and are engaged in work.

Transformational leadership has been described as having a significant and
positive relationship with organizational commitment (Wang & Walumbwa
2007). A transformational leadership style includes “soft” influence behaviour:
involving employees in decision-making, and using emotional language to
arouse enthusiasm and create commitment through transformation of employees’
value systems to be aligned with organizational goals (Clarke & Ward 2006).
Being attentative to employees’ needs, provide support, act as mentors, and fos-
ter individual growth, as well as provide constructive feedback and encourage
creativity when faced with complex problems, are also included (Wang &
Walumbwa 2007).

Research show a positive relationship between transformational leadership
and commitment, especially when leaders are supportive and attentive to indi-
viduals and their needs (Lok, Westwood & Crawford 2005).

Social exchange theory is based on the principle of reciprocity, where em-
ployees feel obliged to exert extra effort in return for extra benefits. If employees
perceive that they are being cared for, they are more apt to feel that the organiza-
tion is treating them well and thus obliged to reciprocate with commitment to the
organization. Research have provided support for social exchange theory through
results showing that when organizations provide family-friendly programs and
benefits to their employees, this produce higher levels of organizational com-
mitment (Wang & Walumbwa 2007).

Affective events theory is closely linked to psychological contract theory and
holds that a significant positive or negative workplace event triggers emotional
experiences that influence work attitudes and behaviours, but also trust (or mis-
trust). Trust-based relationships are important emotional experiences, leading
employees to make emotional investments. When employees experience that
breach occurs, this is likely to cause lowered employee commitment to the or-
ganization. Within affective events theory, job satisfaction is important and seen
as caused by the perceived relationship between promises and what is perceived
to be offered. When there is a discrepancy, this is likely to lead to dissatisfaction
(Zhao et al 2007).

Summarizing Comments

Attraction research includes a large amount of empirical and theoretical contribu-
tions. Both the volume and the width of the field of attraction research bring
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challenges, since some of the theoretical contributions are contradictory to each
other. Also, some theories have received strong support, while others although
based on sound logic, have not received much empirical support. One example is
the common view where retention to a very large extent is seen as due to satis-
faction — satisfied employees are believed not to leave voluntarily. Such assump-
tions are easily taken for granted.

Holcombe Erhart and Ziegert (2005) launched a systematic analysis on appli-
cant attraction, and calls to attention of the other aspects of attraction research.
The aim here can be described as mapping the theoretical territory of attraction
research, and use the learning from each theory in an examination of the attrac-
tive work model. This way, the examination of the model as well as the theoreti-
cal overview may be suggested as a foundation for future attraction research.

The Attractive Work Content Model

The attractive work model (Ateg et al 2004) builds on interviews with employees
and HR-representatives in SMEs according to a chartering method, with an aim
to create an understanding about what makes work attractive. The method is in-
spired by Grounded Theory (Walker & Myrick 2006) and repeated analysis was
conducted through an iterative process starting with the empirical data followed
by theoretical studies. The literature studies focused on theories on work organi-
zation such as scientific management, human relations, socio-technical systems,
and motivation, but also attractive work and adjacent concepts. The result is stat-
ed to be a content model which focuses on promotion and possibilities. Qualities
that do not contribute to attraction are not included, e g stress, or even the ab-
sence of stress. All in all, the content model is claimed to give an overall picture
about dimensions and qualities that contribute to make a work attractive (Ateg et
al 2004).

The model contains about 80 qualities, constituting 22 dimensions, divided in-
to three different categories: attractive work content, work satisfaction, and at-
tractive working conditions. Attractive work content includes dimensions dealing
with aptitudes the employee uses and characteristics encountered while carrying
out the work. Work satisfaction encompasses dimensions dealing with aspects
the employee perceives as resulting from carrying out the work. Attractive work-
ing conditions encompass dimensions describing the circumstances surrounding
the work, some of which are common to all employees at a work place.
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Table 1. Dimensions and categories in the content model of attractive work
(Ateg et al 2004).

Category Attractive Work Satisfaction Attractive Working
Work Content Conditions
Dimensions Familiarity Sought after Location
Freedomto plan  Acknowledgement  Hours of work
Physical activity ~ Status Physical work envi-
Mental work Stimulation ronment
Practical work Outcomes Suitable equipment
Work rate Organization
Variation Leadership
Loyalty
Contact
Relationships
Salary

Table 1 shows the dimensions divided into the three categories. The whole at-
tractive work model, including categories, dimensions and qualities, is presented
in attachment 1. The content model of attractive work describes what contributes
to make work attractive. Below, a brief description is made of the dimensions
(within quotes) and qualities (in italic) in the model.

Attractive Work Content

“Familiarity” includes qualities describing that the employee knows what and
how to do, and what to expect during the work day.

“Freedom to plan” refers to the possibility to organize and manage one’s own
and others’ work.

“Physical activity” means that there is some kind of bodily activity within the
work task. It includes that the work load is healthy and movement between dif-
ferent work areas.

“Mental work” refers to cognitive activity within the work. It can be as a part
in the work tasks or when solving problems, as well as to learn new things
through teaching or in daily work, and to be involved in organisational develop-
ment. It is also attractive if the mental work is done together with work mates
and/or management.

“Practical work” means that there are practical tasks included when perform-
ing the work, i e working with one’s hands, but also to be creative and to use
one’s skills.

“Work rate” refers to in which pace the work is performed. In order for work
to be attractive, it shall hold both intensive and calm periods and breaks. These
three qualities support each other and all of them must be present to make work
attractive. The calm periods give opportunities to reflection and recovery.

“Variation” means the presence of different work tasks. It includes work rota-
tion, altered tasks and flexibility. Work rotation is obtained by doing several
tasks, which concerns all employees. Altered tasks can be achieved by develop-
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ing current tasks or by getting new ones and get rid of old. The flexibility can be
within tasks, 1 e to perform a task in different ways, or between tasks, i ¢ to vary
the order in which different tasks are performed.

Work Satisfaction

The dimension “sought after” includes that the employee feels that Ais/hers com-
petence is in demand, that what he/she does is important and that he/she is need-
ed.

“Acknowledgement” can be divided into inner and external acknowledge-
ment. Inner acknowledgement is constituted by the personal perception of doing
a good job. External acknowledgement is to get appreciation from management,
co-workers or other people, for example customers. The external acknowledge-
ment can be expressed as rewards, which can be related to performance and in-
dividually based. The rewards can also be expressed as extraordinary activities
or monetary rewards.

“Status” contains the qualities pride, success and professional identity. Both
pride and success can be dependent on own performance or linked to the organi-
zation.

“Stimulation” means the satisfaction that the employee feels by doing his/her
work. It can be achieved by a challenging work, personal development and an in-
teresting job.

“Outcomes” are expressed in different qualities. Outcomes can be direct in
conjunction with performed work, visible to the employee and concrete. To work
with different types of products or services, and to have a sense of context for the
own outcomes contributes to attraction.

Attractive Working Conditions

“Location” concerns the geographical place of the work place. To travel fo and
from work includes time and cost for transportation, and means of transport, such
as being able to walk, bicycle, go by bus etc. Also the convenience of the work-
place related to residence and the area around the work place are important.

“Hours of work” includes the time that the employee is at work. It is im-
portant to have known working hours, to know at which hour the work starts and
ends. It also includes the possibility to influence the range, and weekly distribu-
tion, and to have flexible working hours, as well as being able to take time off at
short notice.

“Physical work environment” concerns the environment around the employee
during work, how the premises and the interior are looking. The air quality
should be good, the noise level low and it should be clean.

“Suitable equipment” means that the organization supply with machines, tools
and other equipment which are modern and gives conditions to perform a good
job with high quality and high productivity. The equipment shall contribute to a
healthy work load, both physically and mentally.
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“Organization” concerns how prosperous the company is, as well as its size. Job
security is important. Also career opportunities and fringe benefits contribute to
attraction.

“Leadership” contains well working communication and confidence between
management and employees. The manager should have confidence for the em-
ployee and the employee should have confidence for the manager. By infor-
mation, the employees know what is happening within the organization. The
management should be innovative, make appropriate demands and encourage
the employees. It is also important that the management delegate responsibility
and authority which contributes to participation and influence.

“Loyalty” is divided to three different directions. Loyalty towards co-workers
can be expressed by supporting each other. Loyalty towards the workplace can
be found between different departments. To feel for and stand up for the business
are signs for loyalty towards the organization.

“Contact” means that there are social contacts at work. It can exist during
work and during breaks. The employee can have contact with co-workers or with
other people, such as customers.

“Relationship” describes how the social contacts within the organization func-
tions. It is important to give support, empathy, and to be helping each other, as
well as to have a team spirit, cooperation, honesty, outspokenness, openness and
humour at the work place. Social interaction can occur during work and during
leisure time.

“Salary” means the agreed monetary pay for performed work. Of importance
is that the salary is high, its relation to performance, that the salary increases
regularly and that is sufficient in order to manage.

Comments on the Model

Ateg et al (2004) reports that in working with the model, it became apparent that
there is a need to take the dialectics between parts and whole into consideration.
The qualities can only be fully understood in the context of the dimension and
category to which it is belonging. The qualities and the dimensions are comple-
mentary and in order not to be overly reductionist, the model must be seen as a
totality where qualities and dimensions sometimes may be combined in order to
achieve combinations allowing for greater complexity.

The model has been commented upon as stimulating a focus on promotion
and possibilities, and is intended to contribute to a positive outlook on the organ-
ization. The model can be used in order to give a comprehensive view on work
(Bornberger-Dankvart, Ohlson, Andersson & Rosén 2005).
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The Attractive Work Model in Light of the
Theoretical Overview

The purpose with this paper is to examine the Attractive Work model based on
the theoretical overview in order to scrutiny the theoretical support for the mod-
el, as well as to identify where the theories contradicts or holds qualities or fac-
tors not included in the model, and to identify whether there are dimensions or
qualities in the model for which there are no corresponding attraction theory.

However, it has become apparent that many of the theories included in the
overview holds a rather different perspective when looking at attraction, com-
pared to the perspective which the model is based on. This is especially evident
for most theories used within applicant attraction research. Many of these theo-
ries do not present factors or aspects of the job or organization that contributes to
attraction, but are instead describing HOW or WHY attraction is created: i e
they explain by which processes the individual becomes attracted. This means
that the content in these theories do not correspond with the content in the attrac-
tive work model, which instead describes WHAT qualities in work that contrib-
utes to attraction. However, these theories still holds valuable contributions to
the understanding of work attraction. Also, the model does not always explicitly
show correspondence with factors or aspects in the theories, but by combining
dimensions or qualities in the model in the manner in which Ateg et al (2004)
commented it is sometimes possible to identify a correspondence with specific
factors from theories

(e g the dimension leadership with the quality support found in the dimension
relationships provide support as an aspect of transformative leadership).

In the analysis, the level of correspondence between the theories and the mod-
el has been described through three different groups (see table 2). The first group
is theories which have a very high degree of correspondence with qualities in the
model: the factors that the theory in question states is significant for attraction is
matched by qualities in the model. The second group is theories which show a
correspondence with the model, but which holds some factors that bring new or
partly new information with which the model could be developed. The third
group holds theories for which there are no or less clear correspondence with
qualities in the model, and as described above do not present factors, but instead
how attraction is created through informational, interactional, or mental process-
es. However, signalling theory, which is included in group two, also emphasize
such a process but will only be discussed in the context of group two.

Correspondence between theories and the attractive work model. In total,
there are 31 theories presented in the overview of attraction research. Out of the-
se, the attractive work model can be identified to have qualities or dimensions
that correspond to the content in factors or aspects within 18 of the theories,
which places them in group one or two.
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Table 2. Correspondence between the theories divided into three groups
and the attractive work model.

Corre- New Focus:

?;g:ge(;f Included theories spond- fac-  Factor/
ence tors  Process
1 Brand Equity perspective
Appl. Employer Branding
attr. Social Learning theory
Social Identity theory

Ret. Job Embeddedness High No Factor

Eng./ Job Demands-Resources
Effort-Recovery

Com. .
Work Centrality
2 Appl.  Exposure theory
attr. Signaling theory
Ret. Realistic Job Preview
Quality of Working Life
Psychological Contract
theory Me- So-  Factor/
Eng./  Self-Determination theory dium me  Process

Com.  Job Characteristics theory
Transformational Leader-
ship
Social Exchange theory
Affective Events theory

3 Appl. Elaboration Likelihood
attr. model
Image theory
Heuristic-Systematic model
Expectancy theory
Decision Processing model
Need-press theory
. Low
Interactional Psychology Nless No  Process
Theory of Work Adjust-
clear
ment
Attraction-Selection-
Attrition
Consistency theory
Self-Categorization theory
Ret. Behavioral model
Unfolding model
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The first group, which content as mentioned is matched by the attractive work
model, holds four applicant attraction theories, one retention theory, and three
engagement-related theories (see table 2). In short, the theories present factors or
aspects on organizational level, such as the company’s size and performance, and
more individual and job specific aspects such as individual successfulness, stim-
ulation, pay, benefits and promotion, but also a safe and pleasant work environ-
ment.

The second group, describing theories with correspondence but also adding
new information to the model, holds two applicant attraction theories. Signalling
theory describes the importance of firm reputation. This is well covered by the
attractive work model. But, the theory also provides the factor organizational
policies, which does not correspond with any single quality or group of qualities
(dimension). Instead, organizational policies can be seen as being a more general
factor, including many different aspects. Further, signalling theory describes the
importance of recruiter behaviour for applicant attraction. These are however not
factors explaining what is attractive in the job or organization. Instead, recruiter
behaviour describes a process of how attraction can be created, regardless of job
or organizational characteristics. Exposure theory adds the importance of famili-
arity with the organization.

The three retention theories in the second group are realistic job preview
(RJP), quality of working life (OWL), and psychological contract theory. RJP ac-
tually holds the aspect of taking efforts to give accurate expectations. The attrac-
tive work model does not include such a quality, but mentions openness, outspo-
kenness, communication, and information, which if combined comes a long way
in contributing in creating more accurate expectations.

Further, the theory also holds the aspect of communication about corporate
culture. Corporate culture per se is not mentioned in the attractive work model,
but communication is one important leadership quality. The model does not,
however, prescribe what the communication should be about. Instead the quality
focuses on how the communication is functioning. QWL holds a large number of
factors that are important for attraction, and which correspond with qualities in
the attractive work model, such as relationships, physical work environment,
customer interaction, job demands, job control, job content, support, career, re-
wards, participation in decisions, etc. However, QWL also adds the aspect of
roles, with an emphasis on avoiding role conflict and role ambiguity. Since role
conflict and ambiguity can be seen as contrary to attractive, such qualities are
not, and should not be, included in the attractive work model.

Psychological contract theory holds the aspects of fulfilment of promises and
perceptions of the employment deal. Such qualities are not included in the attrac-
tive work model. However, the dimension of leadership holds several positively
oriented qualities, such as confidence, communication, and participation and in-
fluence etc, that taken together more or less rules out management behaviour that
leads to psychological contract breach and violation.

The latter of the aspects is closely connected to leadership, since the theory
emphasizes the importance of managing such perceptions. There is no single cor-
responding leadership quality in the attractive work model, but the dimension
holds several qualities that taken together cover a large area, such as raising ap-
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propriate demands etc. The psychological contract theory illustrates important
aspects which are not explicitly described in the model. Even if qualities and di-
mensions in the model does not exclude that view is taken of promises and the
employment deal, the theory still brings focus on these aspects so that opportuni-
ties are given for acting consciously and to a greater extent avoid negative con-
sequences.

This group also holds five commitment/engagement theories. The self-
determination theory includes autonomy, competence, and relatedness. From
managers, the theory stresses providing choice, encourage self-initiation,
acknowledge feelings, allow employee interdependence, facilitate group identifi-
cation, and being concerned of employees. However, taking employee perspec-
tives and being respectful are factors that show less correspondence with the at-
tractive work model. These factors therefore provide new information that could
be added to the attractive work model. Job characteristics theory holds the form-
ing of natural work units as a strategy to reach the characteristics. In the model,
aspects of group work are mentioned, but not explicitly natural work units.
Transformational leadership provides four new aspects which is not included in
the model, from being attentive to employee needs, provide support, mentoring
and encourage creativity. Encouragement is mentioned in the model as an aspect
of leadership, but not specifically related to creativity. Social exchange theory
specifically mentions family-friendly programs. This is not mentioned directly in
the model, but the model does include the dimension of work hours, with quali-
ties such as flexibility, possible to influence, and allowance for employees to
take time off at short notices. In the work hour dimension, it is explicitly stated
that in order for work to be attractive, it is important to be able to work daytime
in order to making life with children easier (Ateg et al 2004). However, family-
friendly programs may include other aspects than work hours, aimed at facilitat-
ing a satisfactory work-life balance. Affective events theory holds one aspect
which is new to the model, which it has in common with the retention theory
psychological contract theory. This aspect is the fulfilment of promises in order
to avoid employee experiences of breach and violation. In the attractive work
model, a combination of the leadership qualities information, communication
and confidence, but also openness and outspokenness provides a content that
comes close to what is stated to be important in order to avoid such negative ex-
periences.

As seen in table 2, the third group, which has been labelled as containing pro-
cess theories, includes a majority of the applicant attraction theories and two of
the retention theories. These theories, while contributing with important insights
to how applicants become attracted to jobs/organizations, starts out from a
somewhat different approach, making it less fruitful to look for aspects or factors
that can contribute to the attractive work model. The content of the theories in
the third group does not fit to be used in order to develop the content of the mod-
el itself. Instead, these theories can be used in bringing a more specific under-
standing of the processes that foregoes a situation where the model comes into
play.

Dimensions without support from theories. The attractive work content
model consists of 22 dimensions. For 20 of these, there is correspondence with
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attraction theories, even if the model sometimes is more detailed and the dimen-
sions holds more qualities than the number of factors or aspects that are de-
scribed in the theories.

Two dimensions belonging to the category working conditions are not de-
scribed in the theories. These dimensions are suitable equipment and loyalty.

Suitable equipment points out the importance of the equipment, which should
be modern, and provide conditions to have a healthy work load and to perform a
good job. The importance of a healthy work load shows correspondence with the
theories Job embeddedness and Effort-recovery. But these theories do not raise
the importance of the equipment. To perform a good job is supported by the So-
cial learning theory, described as wanting to be successful. Neither in that theory
is the equipment mentioned. If the dimension suitable equipment only contained
the two qualities of healthy work load and of perform a good job, one could con-
sider the equipment only to be an instrument to reach attractivity, and not a
quality of an attractive work. But, the quality “modern” and the division of suita-
ble equipment as a part of the conditions supports that the equipment in itself is
important for the attractiveness. A scenario is that a person is choosing between
two different jobs which are identical except for the equipment. One work place
offers new computers, wireless networks and cell phones. The other one offers
typewriters, reference books and telephones. For many (albeit not necessarily to
all) the first job is the more attractive.

The dimension loyalty, with qualities describing the loyalty to be directed to-
wards co-workers, work place and organization, is included in the model, but
there is no corresponding factor in the theories. Loyalty towards co-workers can
partly be seen as included in the quality support/empathy in the dimension rela-
tionship. However, a distinction is that the dimension relationship is describing
how the social interplay is functioning while the dimension Joyalty is describing
a feeling/an emotion. Loyalty should also be directed towards the workplace and
the company, besides towards co-workers. It is not only the own loyalty that is
important, but also the loyalty of workmates.

Processes for attractive work. As mentioned, the third group of theories can
be used to bring understanding of processes contributing to individual’s percep-
tions of attraction. This group contains mainly applicant attraction theories, but
also two retention theories. The theories in this third group can be divided into
on the one hand those connected to the recruitment processes, and on the other
hand those that concern the individual’s decision processes.

Qualities that are important to take into consideration in the recruitment pro-
cess are pointed out by signalling theory and elaboration likelihood theory. Sig-
nalling theory' tells us that a recruiter who is personable, trustworthy, informa-
tive, and competent contributes to make a position within an organization more
attractive. Elaboration likelihood model describes that the individual’s attitudes
and perceptions of attraction is formed dependent on how carefully examined the
information is about the job and the organization, and how recruiter behaviour is
interpreted. These theories indicate that opinions of attraction are not only

! Signaling theory is included in group two, since it includes both factors and processes.
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formed by characteristics of the work, and thus affect applicants’ job choice. Re-
cruiter behaviour and how the recruitment process is managed are important as-
pects for organizations in their efforts to be attractive.

Most theories in the third group concern the individual’s process of forming
attitudes of attraction. The theories describe in a general way what the attraction
is based on, for example satisfaction (need-press theory and behavioural model),
homogeneity (attraction-selection-attrition) and social identification (self-
categorization). However, the theories do not point out which qualities are being
judged in the decision process of whether applying for a job, or of leaving an
employment. Ten different theories” are dealing with the basis for attraction.
Most of them are describing how attraction is based on the individual’s values or
needs, to which characteristics of the job are compared. The heuristic-systematic
model describes that different kinds of cognitive processing of information are
used depending on the message, indicating that employers have a possibility to
increase attraction by giving personally relevant messages.

Five of the theories® concern processes of retention or turnover. The theory of
work adjustment and ASA indicate that employees’ will decide to leave an em-
ployment if correspondence respectively homogeneity is not fulfilled. The be-
havioural model states that whether or not an employee will stay is not only de-
pending on the level of attraction to that current job, but also on other job alter-
natives. The unfolding model supports the fact that events external to the organi-
zation influences weather the employee will stay or not. According to this theo-
ry, the process of deciding whether to stay or leave an employment can be short,
while many other theories indicate a decision process more prolonged in time.
Psychological contract theory is an example where the decision process is long-
er. The individual will consider leaving the organisation if promises are not ful-
filled.

Concluding Remarks

The aim with this paper was to critically examine the content model of attractive
work based on a theoretical overview of attraction research in the fields of re-
cruitment, retention, and commitment. We have identified three potential weak-
nesses in the theoretical overview.

First, within then field of recruitment, there was already an extensive over-
view available through Holcombe Ehrhart & Zeigert (2005). In the fields of re-
tention and commitment no such existing overview was found. Potentially, this
gives a larger probability that theories that could have been included might be
missing. On the other hand, the volume of papers included in the search and the

% Image theory, Heuristic-systematic model, Expectancy theory, Decision processing model, Need-press
theory, Interactional psychology, Theory of work adjustment, Attraction-selection-attrition, Consisten-
cy theory, and Self-categorization theory all concern the decision process when an individual is judging
whether to apply for a job or not.

3 Theory of work adjustment, Attraction-selection-attrition, Behavioral model, Unfolding model, and
Psychological contract are theories that concern the decision process on whether to stay or leave a job.
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number included in the overview gives an indication that the important theories
are included.

Second, the theories included have had different impact in attraction research and
are described and supported to different degrees. Here, the included theories
have not been weighted against each other since the focus has been to identify
factors contributing to attraction.

Third, only theories within the fields of recruitment, retention and commit-
ment that explicitly have been used in attraction research are included. However,
it is much likely that theories in other fields hold factors that impact organiza-
tional or job attraction.

The analysis shows that the theories to a high degree support the content of
the model of attractive work, i e most dimensions and qualities that according to
the model contribute to make work attractive can also be found in the theories.
However, for the two dimensions suitable equipment and loyalty in the model of
attractive work, there is no correspondence in the attraction theories. This can be
interpreted in several ways. One is that this indicates that the model contributes
with new knowledge. Most theories focus on factors or aspects that are stated to
be of great importance or the most important factors for attractive work. The
model on the other hand aims to cover as many dimensions and qualities as pos-
sible that contribute to work attraction, which could explain that the model is
“wider” than the theories. Another interpretation is that since the dimensions is
given no support from the theories these dimensions are of minor or even no de-
gree in contributing to explain work attraction. This interpretation would rest on
the assumption that the theories really do cover the important factors for attrac-
tion, and that these dimensions would be obsolete. In order to provide support to
one of these interpretations, if any, a larger survey needs to be done.

The many qualities in the model also show the depth and width of the content
of the attractive work model. Even so, some theories describe aspects which
could be included in the dimension leadership within the model, but which are
not. A conclusion is that the content model of attractive work gives an overall
picture of dimensions and qualities that contribute to make a work attractive, but,
there are still factors relevant for work attraction that the model does not explicit-
ly describe.

The analysis has also contributed to an understanding of the importance not
only of the content of the model of attractive work, but also of processes contrib-
uting to perceived attraction. Especially these processes concern recruitment, but
to some extent also retention and commitment, and therefore influencing people
to be attracted to, stay employed, and become committed in a job. The theories
points out different types of processes. Some of these can be influenced by the
employers, others can not. The knowledge that can be obtained can be used by
companies in order to prioritize efforts in their ambitions to become more attrac-
tive.

There is a close relation between the attractive work model and many of the
theories in the fields of recruitment, retention and commitment. This relationship
can be useful in development processes aimed at increased attraction. The model
of attractive work can be used to identify areas in need of development, i e di-
mensions and qualities which are prioritized to work with to raise the attractive-
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ness, or where opportunities for improvement exist. Depending on which dimen-
sion or quality is in focus, one or more theories can provide information on how
the development can be carried out.

Finally, this article has focused on the content of attractive work: the dimensions
and qualities described by the attractive work model; and the factors and aspects
identified in the theories. How to develop more attractive work, on the other
hand, has not been more than briefly touched upon. Further research can be di-
rected in several ways. One is to describe and analyze processes aiming at in-
creased attraction. Another is to use results from quantitative studies using ques-
tionnaires to analyze the attractive work model.
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Attachment 1. The content model of attractive work contains about 80
qualities that contribute to make a work attractive. The qualities consti-
tute 22 dimensions divided into the three categories Work Satisfaction,
Attractive Working Conditions, and Attractive Work Content.
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