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ABSTRACT

One of the biggest challenges employers in the hospitality and tourism industry in Greece
face is acquiring and retaining talented employees who are considered to be the driving
force of any company. The demand on the market is very high and at the same time the
pool of talents is limited. Employer branding plays a key role in attracting high performing
employees and gives employers an advantage to the so-called “world for talent”. It could
be used as a strategic tool along with talent management to improve the company’s overall
image as well as the HR practices and contribute to the company's success. However, there
is not a clear picture of what talented employees look for in a potential employer and what
their priorities are when seeking for a job. The present study aims to investigate which
factors render a hospitality employer attractive in the minds of talented employees and
whether socio-demographic characteristics have an influence on those factors. In this
context a survey was conducted in which 333 hospitality talented employees participated
that have been assessed as “talented” through a series of questions. For the data collection,
an online structured questionnaire was used. Based on the results of the statistical analysis,
development, economic and social values are the factors talented people mostly focus on
when making a job choice. However, no statistical differences were found among sociodemographic characteristics and the factors of attractiveness, except for educational
background. Therefore, hospitality employers need to improve the above factors and
enhance their brand image and employer value proposition so as to attract high performers
and be perceived as a “desirable place to work” in the minds of potential talented
candidates. The managerial implications are thoroughly presented so that they ameliorate
the employer branding strategies and ensure a sustainable competitive advantage.

Keywords: employer attractiveness, employer branding, talents, hospitality and tourism
industry
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Chapter 1: Introduction

1.1 Background of the study

The hospitality and tourism industry confronts a deficiency of stable workforce and high
turnover rates, due to a number of reasons. In the first place, a large amount of hospitality
and tourism employees is relatively young and consider their jobs temporary.
The seasonality that characterizes the hospitality and tourism jobs decreases their
reliability in the eyes of potential applicants. Furthermore, the excessive working hours
along with the proportionally low wages that hospitality and tourism organizations offer,
result in the unappealing image of this industry in terms of potential employees (Brien,
2004; Richardson, 2009). This situation raises concerns, especially considering that the
hospitality and tourism sector is a pillar of the Greek economy.
Nevertheless, the nature and core component of most jobs in hospitality and tourism is the
delivery of service, primarily depended on the workforce of a company. As a result,
employees are directly responsible for customer satisfaction and retention (Sheehan et al,
2018). A well-educated human capital with strong communication skills that is customeroriented and motivated will be able to deliver exceptional service and contribute to
customer retention (Foster et al, 2014). Along these lines, front line employees in the
hospitality and tourism sector act as ambassadors of the corporate brand. This increases the
need and competition for such qualified and educated employees, resulting in the “war for
talents” (Lin et al, 2018).
“Talent” is an ambiguous term and while many academics have tried to define it over the
years, there is not a generally acceptable definition. In this study, talent refers to high
performers according to the exclusive approach, which takes into consideration past and
present performance (d’Armagnac et al, 2020). The notion of “talent” created the need for
talent management and its integration to human resources management practices. Talent
management is pivotal for the organizations because it assists them in identifying talented
employees and putting them in key positions (Collings and Mellahi, 2009). The
1

implementation of talent management strategies will enable high performers to project the
brand image of the company in an attractive way in order to draw more talented employees
to the company (Hughes and Rog 2008). In highly competitive markets such as hospitality
and tourism, talents are the driving force that can ensure organizational success and profits
(Blass, 2007).
The “war for talents” complicates the attraction of high performing employees (Al Badawy
et al, 2017) especially considering the scarcity of sufficiently qualified and talented
employees and at the same time the increasing demand for them in the marketplace.
Additionally, due to the above-mentioned features of the industry, it becomes more
difficult to find employees that are motivated and have aspirations for a career in hospitality
and tourism. A large amount of hospitality and tourism employees often lack educational
background and are under-qualified, which makes it even more difficult for human
resources professionals to find the ones that are talented and potentially valuable assets in
a company (Sheehan et al, 2018).
Employer branding has emerged as a way for companies to cope with such issues, in an
era where employees are those who select their company as distinct from the past years,
when companies selected their workforce (Michaels et al, 2001). Organizations try to
overcome the talent attraction challenges by incorporating employer branding to their
strategies since a successful employer brand can make them be positioned in applicant’s
minds as an appealing place to work (Trost, 2009). That is because the main objective of
employer branding is the development of a positive and attractive image in the minds of
existing and potential employees, while also communicating the employer personality of
an organization (Backhaus, 2016). Easa and Bazzi (2020) argued that companies invest in
employer branding strategies in order to attract qualified and talented applicants, while for
Heilmann et al, (2013) employer branding aims to support recruitment and enhance a
company’s image and job satisfaction. Consequently, companies can be benefited by
employer branding in order to win the “war for talent”, since it belongs among the
reputational factors that contribute to a company’s competitive advantage (Easa and Bazzi,
2020; Backhaus, 2016).
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Within the recent years, many studies have attempted to identify the factors that render an
employer attractive. Cable and Turban (2003) found that a positive corporate reputation
increases the employer attractiveness of an organization which makes employer branding
directly related with corporate branding. Similarly, Sivertzen et al (2013) indicated that the
positive correlation between employer branding and the image of an organization,
increases the attraction of potential employees and their willingness to apply for a job.
The research of Hinkin and Tracey (2010) regarding the companies that are distinguished
as “best places to work” indicated that such companies have integrated in their culture the
notion of caring and placing heavy importance on their employees. These companies
consider being attractive to employees a strategic necessity that leads to sustainable
competitive advantage (Hinkin and Tracey, 2010).

1.2 Aims and Objectives

In the light of the knowledge era, globalization and the constant changes taking place in
the modern economy, organizations are under a lot of pressure to stay competitive.
Especially in a market such as the hospitality and tourism industry in Greece, where there
is a high competition, organizations are forced to incorporate an employer branding
strategy that will assist them to stand out.
At the same time, talented employees nowadays are considered an asset to the hospitality
and tourism organizations who are constantly trying to acquire high performing employees
to ensure a competitive advantage. Therefore, it is crucial for hospitality companies to
implement an effective employer branding strategy that in combination with a
comprehensive talent management strategy will attract and retain high performers.
Within this context, the aim of the present study is to examine the employer branding as
regards the talent attraction within the hospitality and tourism industry in Greece, by
investigating the factors that affect the employer attractiveness of an organization.

3

A research was conducted with the use of a questionnaire addressed to high performers
occupied in the hospitality and tourism sector in Greece, in order to illustrate the most
significant employer attractiveness factors and whether these are related to the sociodemographic characteristics of the respondents.

1.3 Contribution

This study contributes to both academic research and practice. From an academic
perspective, this study comprises a literature extension to the limited research on employer
branding and talent management in the hospitality and tourism industry, by leading to a
better understanding of what high performers look for in a potential employer when making
a job choice.
The findings of the study will help practitioners and professionals of the hospitality and
tourism sector in Greece to identify the factors that render them attractive in the eyes of
potential talented employees and use them to build a strong brand name that will help them
to distinguish among competitors and win in the so-called "war for talent".

1.4 Structure of the study

The present study consists of five chapters, references and appendices.
The first chapter introduces the topic to the reader by providing the research theoretical
background, the aims ,the objectives, the contribution and the structure of the study.
The following chapter presents the relative literature background of the employer branding
and talent management in the hospitality industry as well as the empirical results of related
studies that have been conducted in the last decade.
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The third chapter presents the research questions of the study. In addition, it describes the
methodology of the research and presents the sample, the measurement, the data collection
as well as the reliability and validity of the study.
In the fourth chapter, the results of the survey are presented, based on descriptive and
quantitative data analysis.
The fifth chapter consists of the discussion about the key findings of the data analysis, the
contribution and the limitations of the present study. Additionally, the managerial
implications as well as the future research that could be conducted on the topic are
presented in detail.

Chapter 2: Literature Review

2.1. Introduction

This chapter provides a literature review related to the concept of employer branding. In
the first part, namely theoretical background, the most important theoretical contributions
around the topic of employer branding, employer attractiveness and talent management are
discussed. These concepts are also presented in relation to the hospitality and tourism
industry. In the second part, namely empirical research, a number of related empirical
studies are overviewed.

5

Part A: Theoretical background

2.2 Employer Branding

2.2.1 The need for employer branding

The modern economy is characterized by globalization and liberalization which increases
competition in the job market and results in the war for talent hunting (Jain and Bhatt,
2015). Additionally, the rise of new industry sectors and emerging economies, constantly
increases the need for highly skilled and talented employees and makes the development
of a successful employer brand a top priority for human resources practitioners (Chambers
et al, 1998; Mahroum, 2000). In the modern economy, also characterized as a knowledge
economy (Schlechter et al,2014), companies compete to gain talented employees almost as
much as they compete for customers, since human capital constitutes an essential factor
that gives competitive advantage to a company (Berthon et al, 2005).
The fact that talented employees are rare and difficult to find makes recruiting, retaining
and managing them effectively, a challenging task which resulted in the need for employer
branding (Elegbe,2018).
Moroko and Uncles (2005) highlighted how much employees influence the effectiveness
of a business, and their critical contribution in the successful brand management of a
company. That is because while employees interact with customers, particularly in the
services sector (McDonald et al, 2001; de Chernatony et al, 2003), they influence the latter
in creating a certain perception of the organization (Kennedy, 1977; Stuart, 1999). Hence,
employees who can act as representatives of the company’s brand in interactions with
customers, are considered a source of competitive advantage (Chambers et al, 1998;
Michaels et al (2001). As Cascio (2014, p.122) similarly states, “each employee is a
representative of his or her company, and is known for all that his or her company stands
for (good and bad)”. Αdditionally, when the employees’ behavior is aligned with the
company’s brand values, it can strengthen the brand’s credibility and consequently if it is
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not, it might undermine it, making employees an important factor in the brand building
process (Berthon et al, 2005). Companies thus focus more on their human capital (also
referred to as intellectual assets) than on tangible assets, and they do that by improving the
experiences, education and skills of their employees (Hadi et al, 2018). Despite the
importance and contribution of employer branding practices to the performance of
organizations, academic research is relatively limited (Sokro, 2012).

2.2.2 Employer brand

Α brand is one of the most important assets of a company (Backhaus and Tikoo, 2004) ,
being “a recognisable and trustworthy badge of origin and also a promise of performance”
(Feldwick ,1991, p.21) and consequently a source of identification, competitive advantage
and financial returns (Keller, 2003). According to the American Marketing Association “a
brand is a name, term, design, symbol, or any other feature that identifies one seller’s
goods or service as distinct from those of other sellers”. An employer brand is like a
traditional brand since it has a personality and a positioning (Ambler and Barrow, 1996).
The term of employer brand was first described by Ambler and Barrow (1996, p.187) as
“the package of functional, economic and psychological benefits provided by employment,
and identified with the employing company”. These benefits, as being recognized by
existing and potential employees, can be either instrumental or symbolic (CharbonnierVoirin et al, 2016). The instrumental attributes that an employer may offer are productrelated and tangible, such as the salary or the location of the job and they attract emplοyees
due to their utility. On the other hand, the symbolic attributes are non-tangible and related
to symbolic meanings that employees ascribe to organizations, which are based on their
personality, beliefs and traits. (Schreurs et al, 2005; Lievens & Highhouse, 2003).
Backhaus and Tikoo (2004, p.502) defined employer brand as “a concept of the firm that
differentiates it from its competitors”. Organizations develop employer brands in order to
establish their distinctive organizational values, practices and identity and thus, be
differentiated in the marketplace. Additionally, the employer brand can make a company,
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“an employer of choice” and be a source of competitive advantage by attracting and
acquiring the most talented employees. Finally, it is “a promise” of the employer to current
and potential employees, that it can meet the expectations that it has set (Easa and Bazzi,
2020). Consequently, if there is no congruence between this promise and the actual benefits
that the organization offers, employee dissatisfaction and turnover may arise (Elegbe,
2018).
Employer brands are developed in consistency with both the product and corporate brand.
Notwithstanding the similarities between them, they are differentiated in two ways
(Backhaus and Tikoo, 2004). The first difference is that the employer brand is specifically
related with employment since it characterizes the company in terms of being an employer.
The second difference between these terms is that product and corporate branding target
only an external audience, while employer branding targets both internal and external
audiences, considering its goal is to retain existing employees as well as to attract new ones
(Elegbe, 2018).
According to the Employer Brand Institute (EBI), the fundamental elements of the
employer brand are “compensation benefits, work-life balance (WLB), company culture
and environment, work environment and product or company brand strength”. Research
has shown that the perception of these elements may vary among different
countries,industries and ages (Jain and Bhatt, 2015).

2.2.3 Employer branding

According to Bergstrom et al (2002, p.134) “branding is about adding a higher level of
emotional meaning to a product or service, thereby increasing its value to customers and
other stakeholders”. Companies, in most cases, use branding in order to develop product
and corporate brands but it could also be used to differentiate people and places and thus,
be applied in human resource management as well (Peters, 1999; Backhaus and Tikoo,
2004). Hence, as Backhaus and Tikoo (2004, p.501) state, “the application of branding
principles to human resource management has been termed employer branding”. Since
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employer branding strategies are developed based on marketing principles, labour market
segmentation techniques can be used in their implementation. With market segmentation,
companies can create strategies according to the needs of each particular target group and
increase effectiveness of their employer branding strategy (Kucherov and Zamulin, 2016;
Backhaus, 2016).
The main purpose of employer branding is to be a strategic tool which can assist
organizations successfully attract, recruit, engage, and retain talent in a highly competitive
labour market (Elegbe, 2018; Easa and Bazzi, 2020). Sullivan (2004a, p.1) underlines that
“employer branding is a targeted, long-term strategy to manage the awareness and
perceptions of employees, potential employees, and related stakeholders with regards to a
particular firm”. Furthermore, Lloyd (2002 p. 65) defines employer branding as “the sum
of a company’s efforts to communicate to existing and prospective staff that it is a desirable
place to work”. Similarly, Ewing et al (2002, p. 12) state that “employment branding is
therefore concerned with building an image in the minds of the potential labour market
that the company, above all others, is a 'great place to work”. This image is impacted by
both the reputation of the organization as a business, and its reputation as an employer
(Sokro, 2012).

2.2.4 Employer branding process

The goal of the employer branding process is to distinguish the employer in the
employment market as well as to enhance the employees’ commitment to the firm by
making them feel connected with the brand (Backhaus, 2016).
Moroko and Uncles (2005, p.52) define the process of employer branding as “the operation
of mechanisms at the firm and individual (employee) levels that shape and perpetuate the
employer brand”. The employer branding is described in the human resources literature as
a three-step process. The first step is the development of the brand’s value proposition
which is based on the company’s culture, the management style, the current employees’
qualities, the current employment image and the perceptions of the product or service
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(Sullivan, 2002). Therefore, the value proposition aims to represent the provisions of the
company to the employees (Eisenberg et al, 2001). The second step is the marketing of the
value proposition to the external audience, e.g. potential employees, recruiting agencies
and career counselors. This external marketing strategy towards attracting potential
employees aims also to support the product or corporate brand. The third step in the
employer branding process is the internal marketing (also called internal branding) which
is a means of committing the employees to the values and organizational goals of the firm
(Backhaus and Tikoo, 2004).

2.2.5 The value and benefits of employer branding

Companies that incorporate employer branding to their strategy have several benefits in
terms of organizational performance and financial returns. More specifically, employer
brand helps in reducing HR costs and improves employee relations by giving them a sense
of belonging to the company (Berthon et al, 2005; Barrow and Mosley, 2006). Furthermore,
organizations with a strong employer brand can retain employees easily, reduce turnover
rates and interestingly enough, are able to offer lower wages than rivals that have a weaker
employer brand (Barrow and Mosley, 2006; Berthon et al, 2005; Knox and Freeman, 2006;
Backhaus and Tikoo, 2004). This supports the above-mentioned theory about the
significance of corporate reputation towards employer selection. A strong employer brand
enhances organizational culture, contributes in customer satisfaction and loyalty and as a
result increases financial returns (Backhaus and Tikoo, 2004; Barrow and Mosley, 2006).
Therefore, despite their short-term costs, the implementation of employer branding
strategies is considered as a long term investment for organizations since they contribute
to the company’s reputation and build profitable relationships with employees (Kucherov
and Zamulin, 2016). All in all, employer branding strategies enhance the corporate brand
by creating a reliable and appealing image of the organization (Ahmad and Daud, 2015).

10

2.2.6 Corporate branding

Employer branding is a component of corporate branding (Elegbe, 2018), the latter being
defined by Kazi (2009, p.44) as “the way in which an organization communicates its
identity”. In other words, according to Einwiller and Will, (2002, p.) corporate branding is
“the systematic planned management of behaviour, communication, and symbolism in
order to attain a favourable and positive reputation with target audiences of an
organisation”. In this context, behaviour refers to the attitudes of the workforce, towards
the delivery of the corporate brands’ promise (Foster et al, 2014).
Foster et al (2014, p.402) support that “because a brand acts as a promise between an
organisation and its potential and existing customers, the promise has to be understood
internally and the entire organisation has to be committed to deliver on it”. In order for
this promise to be delivered, employees need to understand the corporate identity and
culture since the latter carries the organization’s values, goals and mentality. Internal
branding activities are a means towards educating and communicating employees on the
brand’s values (Lazorko and Zajac, 2014).

2.2.7 Internal branding

According to the internal branding concept, the employees of a company are the internal
customers and the jobs are the internal products (Berthon et al, 2005). Therefore, the
internal products should fulfill the needs of internal customers while attracting and
motivating them, towards the accomplishment of the organization’s objectives (Berry and
Parasuraman, 1991). Kotler’s (1994, p.144) definition of internal marketing is “the task of
successfully hiring, training and motivating able employees to serve the customer well”.
For Bergstrom et al (2002, p.135), internal branding involves “communicating the brand
effectively to the employees, convincing them of its relevance and worth, and successfully
linking every job in the organisation to delivery of the ‘brand essence”. In other words,
effective internal branding means that employees understand the corporate brand values
and are intellectually and emotionally committed to the brand (Foster et al, 2014). This
11

commitment to the organization’s brand results in employees identifying themselves with
the organization. Consequently, internal marketing strategies should be developed in
accordance with the corporate branding strategy. The goal of internal branding is to make
employees incorporate the brand to their attitudes and mentality so as to be able to deliver
the notion of the brand to external stakeholders (Dechawatanapaisal, 2017).

2.3 Employer attractiveness

The concept of employer attractiveness, also called organisational attractiveness, is
strongly associated with employer branding and is considered as an antecedent of the
employer brand equity concept (Berthon et al, 2005). Jain and Bhatt (2014, p.636) define
employer brand equity as “the extent to which a brand contributes in attracting and
retaining employees”. The employer brand equity of a company is enhanced when it is
considered as an attractive employer by potential employees. Employer attractiveness as
defined by Berthon et al, (2005, p.156) is “the envisioned benefits that a potential employee
sees in working for a specific organisation” .
A key factor that makes employees and applicants perceive an employer brand of an
organization as more attractive, is when the organization is commonly considered as
successful and when its attributes are considered as valuable by the employees (Maxwell,
2009). Employees are attracted to organizations that demonstrate traits, set of beliefs and
values similar to theirs (Lievens & Highhouse, 2003). The employer attractiveness of an
organization is enhanced when the desired attributes are as similar as possible to its value
propositions (Chhabra and Sharma, 2014).
Organizations that pay attention to good working conditions, autonomy in the workplace
and are people-oriented, demonstrate an attractive organizational culture. The job security
and the reward system of a company have also been found as factors that influence potential
applicants (Jain and Bhatt, 2015). Organizations though should be aware of the level of
importance of each attribute and comprehend that the importance of attributes depends on
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the culture, demographic characteristics and personality traits of individuals (Almacik et
al, 2014).
A report by the Employer Brand Institute indicates that the corporate reputation of a
company is the most important attribute for talents while seeking for a job. A company
with a positive corporate reputation adds prestige and social status to its employees, which
consequently may attract the most talented and ambitious applicants (Martin and Hetrick,
2005). The next most important attributes are the work environment, the career
development opportunities that an organization offers and the leadership capability of the
organization (Jain and Bhatt, 2014). Sivertzen et al (2013) suggest that there are
psychological factors that may attract employees, i.e when they think that working in an
organization will increase their self-confidence and make them feel good about themselves
and contribute to their self-actualization.
Berthon et al (2005) developed five categories related to what may make an employer
attractive. These categories, which are used in employer brand development, are: (i)
Interest value: a challenging and creative work environment, (ii) Social value: good
relations among employees and promotion of team work, (iii) Economic value: satisfactory
compensation and opportunities for promotion, (iv) Development value: a company that
is prestigious and makes an employee feel confident, whilst enriching his career, (v)
Application value: an organization that encourages the application and transmission of
knowledge.

2.4 Employer branding in the hospitality industry

2.4.1 Challenges in the hospitality industry

It is widely known that the hospitality and tourism industry is labor intensive and thus,
requires a large workforce. One of the biggest challenges the industry faces is the scarcity
of manpower and the high turnover rates that can be attributed to many factors. First and
foremost, the hospitality and tourism sector, especially in Greece which is characterized by
13

high seasonality, has always provided mobility opportunities giving the chance to
hospitality employees to work all over the country. Despite the fact that they constitute a
critical source of employment, most of the times they only fill the shortages temporarily
(Sheehan et al, 2018). Furthermore, the hospitality and tourism sector is considered to be
generally an underpaid sector in regards to the workload. Employees work excessive and
unusual hours and the payment is considered rather low in comparison to the other
industries (Richardson, 2009). Last but not least, the percentage of people working in the
hospitality and tourism sector, having an educational background on the field, is very low
(Brien, 2004). Therefore, arises the need for qualified and educated employees in key
positions.
These are some of the main factors that lead to unsatisfied employees, shortage of
workforce and high turnover rates (Stamolampros et al, 2019; Wells, 2018). Consequently,
it is very challenging in today’s world to attract, acquire and retain talents in a highly
competitive market such as hospitality. It is essential for all the organizations in the sector
to create an outstanding brand name, which will help them attract the best candidates and
distinguish among competitors (Zhang & Wu, 2004).

2.4.2 Employer brand in the hospitality industry

It has been justified several times in literature that an attractive and exceptional employer
brand name has a positive impact on job seekers (Ito et al, 2013). Cable and Turban (2001,
p.137) state that “employer brand is a set of beliefs held by prospective employees about
an employer and the organization”. It is the identity of the organization and the
demonstration of its unique values and practices (Rosethorn and Mensink, 2007). Employer
brand name contributes significantly in the pursuit of talented employees, especially in the
market of hospitality and tourism (Jain, 2020). In a challenging sector and competitive
market being hospitality and tourism, a positive employer brand name helps significantly
the firms to attract talents and differentiate from competitors. Therefore, a successful brand
name makes a firm an “employer of choice”, by conveying the firm’s distinctiveness from
employees’ point of view.
14

2.4.3 Employer branding in the hospitality industry

The perception of hospitality not being an ideal place to work, as it has already been
mentioned, necessitates a strong employer branding that will entrain sustainability when it
comes to human capital. Notwithstanding being intangible, human capital is considered
pivotal for organizations in hospitality who are constantly trying to obtain talented
employees (Walsh et al, 2011). It is of great importance for companies in the sector to
acquire highly skilled employees who will deliver exceptional customer service and ensure
success in the long term. Employer branding can be used as a tool for the companies to
overcome the biggest challenges hospitality and tourism industry faces (Gehrels, 2019).
The interest of companies in the hospitality sector for employer branding has been
increased over the last few years. Companies in the hospitality sector are becoming more
and more interested in the concept, considering implementing employer branding strategies
to improve their image as well as to become more appealing. Indeed, a strong and
successful employer branding ensures a long term-preference for the employers, from the
angle of both current and potential applicants (Hall, 2016).
The constantly growing demand for talented employees has given them the upper hand in
the labour market and made the employers think from the employees’ perspective (SHRM,
2016). In an era where hospitality employers deal with skills shortages, an attractive and
strong employer brand is a key element that could assist them to distinguish and attract the
most relevant applicants to fit the profile of the company.
The importance of employer branding lies also in the engagement of current employees.
High engagement rates entail high performance and thus, operating and financial profits
(Hickman, 2014). Companies that keep their employees happy and committed to the
company’s values are more prosperous (Mes & Peper, 2018). Satisfied employees are
beneficial for hospitality companies and could become “brand ambassadors'” by sharing
their positive work experience over external social networks (Ataya, 2016).
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Consequently, a successful employer branding provides a company with several
advantages. It helps the company be perceived as an exceptional brand image and attract
suitable applicants. This minimizes the difficulties and costs of recruiting and ameliorates
the employee retention. Furthermore, it embellishes the reputation of the company and adds
value to its credibility. Last but not least, a successful employer branding gives motivation
to current employees to perform at their best, by aligning them with the brand’s values and
enhancing their engagement to the brand both intellectually and emotionally (de
Chernatony and Segal-Horn, 2001).

2.5 Talent Management

2.5.1 Definitions of talent

The interest of academia and business around the significance of talent and the necessity
to manage it began to grow in the end of the 90s when McKinsey & Company first
introduced the term “talent” in their report “The war of Talent” (Michaels et al, 2001).
Over the years, many academics, researchers and practitioners have tried to define the
talent. The term, ambiguous as it is, generates a conceptual confusion and renders a
universal definition difficult to be established. In addition, organizations frequently infer
their own conceptualization of the term, depending on an organization’s business strategy,
the type of firm, the overall competitive environment and other factors, rather than
acknowledging a general definition (CIPD, 2016). A further argument on this matter is
that, according to Gallardo-Gallardo et al (2013, p. 290), “literature focuses mostly on
practices, that is to say the “how”, instead of “who” is considered talented and “why”.
Therefore, there seems to be a scarcity of accuracy and precision around the definition of
the term.
Considering that everyone has his or her own idea about what the term can comprise, it
seems that the interpretation of the term is up to the contextually business chief or writer
(Ulrich, 2011). Indeed, in the literature, there are many efforts of academics and
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practitioners that define talent. According to Tansley et al (2007, p.8) “Talent consists of
those individuals who can make a difference to organizational performance, either through
their immediate contribution or in the longer-term by demonstrating the highest levels of
potential”. Similarly, Stahl et al (2007, p.4) consider as talent “a select group of employees
- those that rank at the top in terms of capability and performance - rather than the entire
workforce”. Furthermore, Silzer and Dowell (2009, pp.13-14) argue that, “in groups,
talent can refer to a pool of employees who are exceptional in their skills and abilities
either in a specific technical area (such as software graphics skills) or a competency (such
a consumer marketing talent), or a more general area (such as general managers or highpotential talent). And in some cases, “the talent” might refer to the entire employee
population”. Nonetheless, De Haro García (2010, p.73) states that “if no evidence for
exceptional achievements is available, we are not talking about talent but about
giftedness”.

2.5.2 Talent Management

In the course of time, the notion of “talent, gave rise to the concept of talent management.
In the recent years, an outstanding increase of articles and books about “Talent
Management” is being observed, since it is considered to be a high -priority issue for firms
around the world (Gallardo-Gallardo et al, 2013). It is essential for every organization to
build a strategy in order to identify, develop and retain talents as well as to guarantee their
commitment to the firm (Collings and Mellahi, 2009). Notwithstanding the increase of
interest, the topic of talent management is still considered underdeveloped.
From time to time, there have been given various definitions of the term “talent
management”, with the conception of “talent” constituting the basis of the term.
Duttagupta’s (2005, p.2) thinks that “in the broadest possible terms, talent management is
the strategic management of the flow of talent through an organization. Its purpose is to
assure that a supply of talent is available to align the right people with the right jobs at the
right time based on strategic business objectives”. According to Garrow and Hirsh (2008,
p.37) “talent management is about positive things, doing things for your best people,
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investing in developing them, building their potential and assisting people to make the best
use of their strengths”.
Talent Management is crucial to a firm’s performance, as it is considered the pivot of an
organization’s success, ensuring competitive advantage by identifying, developing and
deploying talents (Alnıaçık et al, 2014). Therefore, talent management should be seen as a
mindset or a perspective and not as a set of topics or as practice (Iqbal et al, 2013;
Creelman, 2004). A talent mindset is the firmly implanted conviction that talented people,
in all levels, play a key role in outperforming your rivals and act as the driver for the success
of the business (Michaels et al, 2001).

2.5.3 Different approaches on talent

The concept of talent has been examined in the light of various dimensions over the years,
in a consequence of the extensive variation of its meaning (Collings and Mellahi, 2009;
Bolander et al, 2017). Hence, there have been different approaches to the conceptualization
of the term with the most prevalent, in literature and in HR practice, to be the “inclusive”
versus “exclusive” approach, which derives from the most structuring dimension “object”
versus “subject” (Dries, 2013; Gallardo-Gallardo et al, 2013; Bolander et al, 2017).
In the object approach, talent is constituted by exceptional characteristics of people (talent
as object). Within object approach, talent has been conceptualized as a natural ability
(Gagné, 2000), as mastery of systematically developed skills (Ericsson et al, 2007), as
commitment to the organization (Ulrich, 2008), or even as a fit between talent and context
(González-Cruz et al, 2009).
In the subject approach, talent refers to a person who has special abilities (talent as subject).
The subject approach includes a further distinction of inclusive and exclusive approach, as
mentioned before.
In the inclusive approach, talents are considered all the employees of the organization.
Based on this approach, all employees, with their special abilities and strengths, can
conceivably contribute to the organization’s success. (Buckingham and Vosburgh, 2001).
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In the exclusive approach, talent is conceived as an elite subgroup within the organization
(Iles et al, 2010). According to Tansley et al (2007, p. 8) exclusive approach considers
talents “(…) those individuals who can make a difference to organizational performance,
either through their immediate contribution or in the longer-term by demonstrating the
highest levels of potential”.
As stated by Ready et al (2010) the exclusive approach is mostly found in HR practice. It
more often identifies talents as high performers/high potentials. According to Stahl et al.
(2007, p.4) talent is considered “a select group of employees who rank at the top in terms
of capability and performance”. This type of employees are also mentioned as “A players”
in literature (Becker et al, 2009) and constitute the top 10% in an organization. High
performers have an above-average performance level and accomplish discernible goals.
On the other hand, high potentials are characterized the employees who are presumed to
have the potential to achieve by showing distinct behaviors and needs in comparison to the
rest of employees (Pepermans et al, 2003). Silzer and Church (2009, p.379), underline that
“in work environments, potential is typically used to suggest that an individual has the
qualities (e.g., characteristics, motivation, skills, abilities, and experiences) to effectively
perform and contribute in broader or different roles in the organization at some point in
the future”.

2.5.4 Talent management in the hospitality industry

It is widely known that the hospitality sector suffers from high turnover rates and struggles
with acknowledging, attracting and retaining talented employees. Since hospitality is a
customer-oriented industry with substantial diversity within the workforce, it is of great
importance for organizations to acquire and retain talents that will engage with the
organization and show commitment (Cascio, 2014). Thus, talent management plays an
essential role in the industry (Sheehan et al, 2018). In the context of hospitality and
tourism, “talent management is taken to be the strategic management of the talent as it
enters, is deployed and moves within an organization”, according to Baum (2008, p.720).
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Based on strategic business goals, talent management attempts to put the right people in
the right positions at the right time.
It is necessary for organizations to implement Talent Management strategies in all practices
of Human Resources Management, that is to say recruitment, training, development and
reward, in order to address all the challenges that the hospitality industry faces and build a
sustainable competitive advantage. (CIPD, 2016). An effective talent management will
ensure a high performance from the employees and improve the employer branding of the
organization. Hence, processes such as recruitment and selection will be facilitated and
ameliorated, turnover rates will be diminished and the employees will show deep
commitment to the company. All these outcomes will add value to the company and by
extension, will improve both operational and financial performance (Hughes and Rog,
2008).
In order for talent management to be successful, there are some principles that should be
followed. Firstly, it is essential for a hospitality company to align its corporate strategy
with the talent management, so as to determine the type of talent it actually needs.
Additionally, the company should include in its business plan, short-term human capital
goals and monitor them via management processes. Moreover, it is crucial for a company
to have internal consistency when talking about talent management practices to ensure high
levels of productivity. Last but not least, it is of great importance, the involvement of all
levels of managers as well as the CEO. All of them need to actively participate in talent
management practices to assure successful results (Stahl et al, 2012).

2.5.5 Employer branding for attracting talents

Nowadays, the organizations participate in a constant competition of attracting and
retaining talents, who are considered to be an asset (Tlaiss et al, 2017 ; Maheswari et al,
2017). Employer branding, as it has already been mentioned, is a strategic priority and a
necessary strategic tool that provides companies with an advantage for the so-called “war
for talent”. Despite the fact that it might be construed as an extra cost, in the long term
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ensures an outstanding brand name and thus, sustainable competitive advantage (Kucherov
and Zamulin, 2016).
It is essential for an employer brand to give a clear image and idea of the company’s
working environment, culture, values and services. In this way, the potential talented
employees can have all the necessary information in order to ascertain whether the
company fits their needs and requirements (Wilska, 2014). Furthermore, in order for
employers to implement a successful employer branding and attract a pool of talented
applicants, they should have as pivot the employees’ needs. That is to say, opportunity for
development and learning, enhancement of experience, pleasant working environment,
participation in decision-making and innovativeness, to name a few. All these attributes
can add prestige to an employer brand, make it appeal to potential talented candidates and
thus, become an “employer of choice” (Cascio, 2014; Wilska, 2014).
An Employer of Choice is the one that attracts the most qualified employees thanks to its
attractive attributes and not a characteristic that any company can possess. The Employer
of choice “embodies a certain level of attractiveness, and asserts the title of the most
attractive employer by a significant portion of potential employees, and more importantly,
by the more talented ones” (Bellou et al, 2015).

Part B: Empirical Studies

2.6 Employer branding

Charbonnier-Voirin et al (2016) examined two factors regarding the employer brand. The
authors investigated whether the compatibility between the values of the employee and the
organization influences the perception of employees about the employer brand and to
which extent this happens. Additionally, they examined the impact of employer brand on
employees’ organizational identification and also whether it affects them in sharing
positive information about their employer. Their study revealed that the employer brand is
positively correlated to the compatibility of the values of organization and its employees,
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the organizational identification and positive word of mouth. This study validated that the
employer brand plays a role (i) in making employees identify within the organization and
incorporate its identity when there is compliance of values and (ii) in making employees
speak positively about the organization they work when there is compliance of values.
Banerjee et al (2018) inspected whether the product brand and the corporate brand are
related to the employer brand and the impact they have on potential applicants. Their results
showed that a strong corporate brand could affect the employer brand positively which
means that a corporate brand contributes in influencing potential employees to apply for a
job. Nevertheless, the authors’ research revealed no correlation between the product brand
and its impact on employer brand and on attracting potential employees.
The study of Alnıaçık et al (2014), aimed to examine dimensions of employer
attractiveness and the differences between two cultures in terms of the factors that make
an employer attractive. The authors also investigated whether the perceptions of male and
female respondents are different. Their results revealed that different cultures/ nationalities
do not ascribe the same level of importance on employer attractiveness and that the
perceptions of male and female respondents regarding employer attractiveness do not vary
significantly. The study highlighted that human resources practitioners should develop
employer-branding strategies according to their target group, since the perceptions of
employer attractiveness and employer branding vary in different countries.
Ahmad and Daud’s (2015) paper investigated whether employer branding is related to
turnover intention of employees. The authors found that among the five values that refer to
attractiveness of employer and employer branding, i.e. application, development, social,
interest and economic, it is the development value that significantly influences the turnover
intention. This indicates that organizations need to invest in career development programs
and in training and educational programs in order to enhance the skills of employees.
Additionally, the results highlighted that it is essential for managers to praise employees
and acknowledge their accomplishments because it ameliorates the employee-employer
relationship and makes employees more engaged to the organization.
Bellou et al (2013) aimed to study what makes an employer ideal and to identify what the
Employer Brand of Choice consists of. The results showed that the Employer Brand of
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Choice is a multi-dimensional concept, with the factors of “remuneration”, “relationships”,
“opportunities for self development”, “recognition”, and “corporate image”, being
highlighted as factors that positively affect the Employer Brand of Choice. The study
indicated that employer branding is related to several factors including not only the benefits
that are offered but also to the characteristics of the organization. Furthermore, the
uniqueness and differentiation of an organization is significant for employees. Lastly
Bellou et al (2013) pointed out that the employees of a company should have generally
positive experiences in their work environment, since it is beneficial for the company.
Schlechter et al (2014), examined the extent to which knowledge workers are attracted to
various types of financial benefits and how crucial these benefits are when selecting a
potential employer. The results showed that remuneration is the most significant
determinant of employer attractiveness and that a combination of direct and indirect
financial benefits influences employer attractiveness positively. Moreover, they found no
significant influence of socio-demographic characteristics on the perceived employer
attractiveness of participants.
Sivertzen et al (2013), investigated which employer attractiveness factors are most
significant, based on the Employer Attractiveness scale of Berthon et al (2005) and how
social media are related to the reputation of a company and can affect the willingness of
individuals to apply for a job. Their study indicated that the attractive characteristics of
employers enhance corporate reputation and result in attraction of applicants. More
specifically, they found that application,innovation, psychological value and corporate
reputation are positively correlated. Psychological value, meaning feelings of self-esteem
and self-worth that arise as a result from working in an organization, was found as an
important factor in terms of employees' attraction and retention. Furthermore, the positive
role of social media in employer branding was highlighted.
The study of Chhabra and Sharma (2014) aimed to identify features of organizations that
render them attractive to potential employees and the strategies that can contribute in
making an employer attractive. The results highlighted the culture and the brand name of
the organization as the most attractive attributes, since a strong brand image, increases the
willingness of an applicant to apply in a specific company. The study also underlined the
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importance of the employer’s image communication to potential employees. The authors
argued that an unsuccessful communication of the employer value proposition affects
negatively the employer branding process.
Tikson et al (2018) examined the impact of organizational attractiveness, which is
categorized into instrumental and symbolic attributes, on potential employees occupied in
the economic sector in Indonesia. More specifically, the authors tried to determine which
one is more important in the minds of potential workforce and whether there is a
relationship between gender or level of education and organizational attractiveness. In the
survey participated 94 students of 3 different universities. The participants were asked to
evaluate a list of factors, based on which factor is most significant to them when making a
job choice. The results indicated that instrumental attributes are more appealing to male
rather than females who find symbolic attributes more attractive on a potential employer.
Furthermore, based on the findings, the post-graduate students are more attracted to
symbolic attributes in opposition to undergraduates who are more attracted to instrumental.
Consequently, organizational attractiveness has a positive effect on potential workforce
and could be used as a tool in order to attract talented employees.

2.6.1 Employer branding for the hospitality industry

It has been highlighted many times in literature, how important it is for organizations to
maintain consistency of their external and internal image. Notwithstanding, the empirical
evidence shows that this is not always applicable in all working environments. Kanwal and
Van Hoye (2020) conducted a research examining the inconsistencies of external and
internal image of 5 star luxury hotels, the effect they have on employees and the possible
ways the employees experience and deal with them. By conducting various interviews with
employees and managers of 5 star hotels, researchers deduced that this inconsistency has a
negative effect on employees and by extension on the employee-related outcomes (e.g.
employer attractiveness, commitment). They also came to the conclusion that employees
follow different strategies in order to deal with these inconsistencies.
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Jain (2020) underlined employer branding is a strategic tool, especially in hospitality and
tourism, a customer oriented sector, which helps firms to attract, acquire and retain highly
skilled employees,by creating an attractive employer brand. In this particular study, the
researcher attempted to pinpoint the (university) students’ perception on the employer
branding aspects (working environment, salary and reward and growth opportunities) and
determine the factors that establish an attractive employer image. The results demonstrated
a strong relationship between the dimensions of employer branding and the demographic
variables of the students (potential employees), except for internship experience and
educational level, which did not demonstrate a significant relationship between them.
Lin et al (2018) acknowledged the need for customer oriented employees in the hospitality
and tourism sector, since such employees add value to the company. In their study, they
researched whether the employer branding and the applicants’ customer orientation affect
the “person – job” fit and the job choice intention of hospitality and tourism students. The
results showed that “person – job” fit is positively related to the job choice intention.
Furthermore, the study demonstrates that the candidate’s customer orientation could have
a positive influence on the evaluation of work requirements from the employer. Therefore,
it would be beneficial for the hotels to develop an employer branding strategy as well as to
target customer-oriented candidates in order to attract the ones who match the company’s
values and culture.
Murray and Ayoun (2010) investigated the influence of employer preference and
attractiveness on hospitality students through the dimensions of sustainable business
practices. That is to say practices connected to business performance such as recruitment,
sales etc. In addition, the authors researched which of these dimensions are the most critical
to today’s hospitality students as far as the employer attractiveness and selection are
concerned. The results of the survey, in which participated 341 students from four
universities in the USA, underlined the importance of such dimensions of sustainability in
regards to hospitality students. Furthermore, the dimensions of sustainable growth that play
a key role are diversity and human rights ensuring fairness and equality.
Mariia Strelkova (2017) examined the impact of the employer brand attractiveness on
employees’ impression, attitude and behavior in the hospitality industry in Russia. The
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author interviewed 125 hospitality employees, of whom two held managerial positions, in
order to investigate the effect of employer brand’s attributes on the employees’ attitude.
The results indicated a strong relationship between employer brand’s attractiveness and
employee’s word of mouth. Moreover, factors such as “the sense of belonging to culture”
and “inter-departmental communication” enhance the level of engagement of existing
employees.
Finally, Gehrels and De Looij (2011) did a research in the Netherlands’ market about the
challenges hospitality and tourism industry faces, such as shortage of workforce. The
authors interviewed 23 employees from different departments of the hospitality industry
with the intention of understanding the problems they face as well as the HR tools they use
in hospitality organizations for attracting high skilled employees. The second purpose of
the interview was to determine managers’ point of view on employer branding and whether
they implement it or not. Based on the interviews, the results confirmed a number of
challenges the sector deals with such as lack of skilled professionals and poor brand image.
Therefore, suggestions have been made on ways to implement employer branding as a
human resource strategy in order to distinguish in the competitive market.

Chapter 3: Methodology

3.1 Introduction

The current chapter aims to describe the methodology of the research presenting the
sample, the measurement, the data collection as well as the reliability and validity of the
study. As it has already been mentioned in chapter one, the research questions of this study
are the following:
RQ1. What are the views of talented employees in the hospitality and tourism sector in
terms of the five dimensions of employer branding; development value, social value,
economic value, application value and interest value?
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RQ2. What are the differences in perceptions of talented employees in the hospitality and
tourism sector by gender, age, education, years of experience and job position?

3.2 Research design

In this research, a quantitative approach was followed and a survey method was used for
data collection. More specifically a structured questionnaire was developed and addressed
to a number of talented hospitality employees occupied in the hospitality industry in
Greece.

3.3 Population and Sample

The population of the research is talented employees in the hospitality and tourism
industry. In this study, talents have been identified as high performer individuals, in
accordance with the literature review following the exclusive approach of talent
management. In this context, an Individual Task Performance scale (Janssen and Van
Yperen, 2004) was used (see “measurement” for further details) to self-evaluate employee
task performance. For the present study, talents refer to those individuals who scored more
than 4,5 in a five Likert scale of Individual Task Performance. It is well-known that selfevaluation scales may have bias (Brockner et al, 2006) and therefore, the study used as
base 4,5, which is a quite strict score.
In the study, 708 individuals participated of whom 333 were identified as “talents”. This
specific sample was chosen in order to determine and evaluate the most important factors
that affect the employer attractiveness of talents and also to examine whether there are
differences in talented hospitality employees’ perceptions based on gender, age,
educational level, years of experience and job position.
For this research, a purposive sampling has been used since the research focuses on talented
employees in the hospitality industry in Greece. According to Tongco (2007, p.147) “the
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purposive sampling method, is the deliberate choice of an informant due to the qualities
the informant possesses”. This method is generally used when certain individuals or events
provide important information that could not be found by any other sampling method
(Maxwell, 1997). Moreover, for this research the method of snowball sampling was
followed, through which the respondents were invited to share the questionnaire with their
social network, presupposing that they satisfy the requirements of the research (Biernacki
and Waldorf, 1981).

3.4 Measurement

As it has been mentioned above, in this study a survey method was used. A structured
questionnaire was distributed to collect the data. The questionnaire included three sections:
(a) employer attractiveness factors, (b) Individual Task Performance scale, (c)
demographic details.
The first section refers to the factors that render an employer attractive with the intention
of determining which of these play the biggest role among talented employees. These
factors were adapted by Berthon et al (2005), who developed five categories related to what
may make an employer attractive. The last item in this section, which was developed in
cooperation with the supervising professor, examines whether the financial crisis has an
influence on the above factors. This item will determine whether the financial crisis has an
impact on talented employees’ priorities or not. The second section invites the respondents
to evaluate themselves in terms of their performance, in a scale from one to five. This refers
to the Individual Task Performance scale which was adapted by Janssen and Van Yperen
(2004). The identification of talents was based on this section. The third and last section
captures the demographic details of the respondents, giving the chance for further analysis
of the data gathered. All questions were translated into Greek and then back again to
English to ensure content validity.
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Variables

Employer Attractiveness
Factors

Financial Crisis and Employer
Branding

Individual Task Performance
scale

Demographics

Number
of Items

25

1

Sources

Berthon et al (2005)

In cooperation with the
supervising professor

5

Janssen and Van Yperen (2004)

6

Based on RQ2

Table 3. 1.: Factor Measurement

The items included in this questionnaire are in total 38. In all the questions, the respondents
could provide only one answer, except for one, where they could select maximum 3
priorities related to Employer Attractiveness. More specifically, for the items of the first
section, a five Likert scale was used where 1 indicates “not at all important” and 5 “very
important”. In the last question of this section, the respondents were asked to choose up to
three answers from the checkboxes, the most critical to them. For the items of the third
section, a five Likert scale was used where 1 indicates “strongly disagree” and 5 “strongly
agree”. In the last section, the respondents were requested their demographic and personal
details in a multiple choice form.
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3.5 Data Collection

The data collection for the present research was made through the distribution of a
questionnaire, in online form via Google Forms. The questionnaire was shared via e-mail
to participants of the MSC in Hospitality and Tourism Management of International
Hellenic University and was also uploaded on Facebook groups with approximately
120.000 members, that are strictly related to hospitality and tourism employees. In the
beginning of the questionnaire, an introductory section describes the purpose of the
research and encourages the employees to fill it in, ensuring anonymity and confidentiality
of the answers. The answers were collected during a 3 weeks period. 736 answers were
collected, although 708 were valid (28 answers were discarded because the respondents
were not occupied in the hospitality and tourism industry).

3.6 Demographics

The final section of the questionnaire refers to the demographic characteristics of the
respondents, i.e. their gender, age, educational level, job position and years of working
experience. The demographic characteristics are presented in table 3.2.
The percentage of female respondents (69,7%) is larger than the one of male respondents
(29,7 %), while 0,6 % is the percentage of those who did not wish to answer regarding their
gender.
The majority of participants (21,1 %) belongs to the age group of 26-30 years and the next
two following groups are the one of 18-25 years (18,6 %) and the one of 36-40 years (17,7
%). Participants of the age group of 41-45 comprise 15,3 % of the sample and those
between 31-35 years comprise 13,5 % of the sample. The participants of the age groups of
51-55, 56-60 and 60 + years are limited, with percentages of 3,3 %, 0,6 % and 0,3 %,
respectively.
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Most of the respondents are educated or highly educated since 35, 1% of them hold a
Bachelor’s degree, 33% are graduates of an institute of vocational training and 19,9 % of
them hold a Master’s or a PhD degree. The percentage of respondents that are junior high
school and high school graduates is relatively low (2,1 % and 9,9 %, respectively).
Approximately half of the sample (46,2 %) are employees with no administrative
responsibilities. The respondents who hold Managerial positions with 1-5 years of
experience constitute a percentage of 25,2 %, while those with 6 or more years of
experience constitute a percentage of 18,9 %. The senior or top executives are limited (9,7
%).
The participants with working experience of 4-10 years comprise the majority of the
sample (39%), and those with experience of 1-3 years and 11-20 years follow, constituting
23,4 % and 22,6 % of the sample, respectively. A relatively small percentage (15%)
indicates 20 + years of working experience.
30,6 % of participants are occupied in a company with 51-250 employees and 29,4 % of
participants are occupied in a company with 10-50 employees. A quarter of the sample
(25,9 %), are occupied in large companies (251 + employees) while the percentage of
participants that are occupied in small companies (1-9 employees) is relatively low (14,1
%).
The demographics section has been used to identify individual differences that can
influence the participants’ perceptions of employer branding based on five dimensions of
employer attractiveness; development value, social value, economic value, application
value and interest value.

Demographic Questions

Frequency Percent

Male

99

29,7 %

Female

232

69,7%

Gender

31

Other

0

0,0 %

I do not wish to answer

2

0,6 %

Total

333

100 %

18-25

62

18,6 %

26-30

70

21,1 %

31-35

45

13,5 %

36-40

59

17,7 %

41-45

51

15,3 %

46-50

32

9,6 %

51-55

11

3,3 %

56-60

2

0,6 %

60 +

1

0,3 %

Total

333

100 %

Junior High School

7

2, 1%

High School

33

9,9 %

Age

Educational Level

32

Institute of vocational training

110

33 %

Bachelor’s degree

117

35,1 %

Master's/ PhD degree

66

19,9 %

Total

333

100 %

Employee

154

46,2 %

84

25,2 %

63

18,9 %

Senior/ Top Executive

32

9,7 %

Total

333

100 %

1-3

78

23,4 %

4-10

130

39 %

11-20

75

22,6 %

20 +

50

15 %

Total

333

100 %

Executive/ Manager 1-5 years of
experience

Job Position

Executive/ Manager 6 or more
years of experience

Years of working
experience

33

1-9

47

14,1 %

10-50

98

29,4 %

51-250

102

30,6%

251 +

86

25,9 %

Total

333

100 %

Number of employees in
company

Table 3. 2.: Demographic characteristics of the sample

3.7 Reliability and validity

The instrument (questionnaire) that was used in the present study was tested for both its
content and construct validity. To control for the construct validity, each of the 30 factors
was evaluated for its reliability and unidimensionality.
The validity of the 25-item Employer Attractiveness scale and the 5-item Individual Task
Performance scale was measured by Confirmatory Factor Analysis. The Kaiser-MeyerOlkin (KMO) measure was used in order to test the sampling adequacy of the data.
According to Fabrigar and Wegener (2011), the KMO measure examines the structure
validity of the research factors. The results showed that all KMO values are higher than
0,60 which is a preferred number and consequently we are able to confirm the
appropriateness of factor analysis in terms of this data set.
The Total Variance Explained (TVE) was also calculated. It indicates the percentage of the
total information that is included in all variables and is represented by the factor (Henson
and Roberts, 2006). The results showed that the TVE is higher than 60 % for most factors
which is accepted. The values that are marginally below 60 % are still accepted.
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In order to demonstrate convergent validity, item’s loadings need to exceed the minimum
value of 0,60. In the present study 7 items were excluded from a total of 30 items.
Finally, the internal consistency of all factors was tested with the use of Cronbach’s alpha
which should indicate values higher than 0,7 in order to be considered as reliable.
According to Table 3.3, all factors that were examined are reliable.

Employer
Attractiveness
Factors
Development
Value

Social Value

Application
Value

Interest Value

Economic
Value

Factor

Cronbach’s

loadings

α

0,764 61,422 %

0,65-0,80

0,754

1

0,737 58,850 %

0,70-0,83

0,813

5

1

0,818 63,706 %

0,67-0,82

0,806

5

1

0,846 65,845 %

0,74-0,85

0,868

5

1

0,761 62,171 %

0,46-0,80

0,734

5

2

0,556 59,082 %

0,61-0,75

0,765

Number

Items

of items

excluded

5

1

5

KMO

TVE

Individual
Task
Performance
Table 3. 3.: Factor Analysis
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Chapter 4: Empirical Results
4.1 Introduction

In this chapter, the results obtained by this study are presented. More specifically, a
descriptive analysis has been conducted in order to examine the views of talented
employees in the hospitality and tourism sector in terms of the five dimensions of employer
branding. Additionally, the One-way Analysis of Variance (ANOVA) was used to examine
the existence of statistically significant differences in perceptions of talented employees in
the hospitality and tourism sector by gender, age, education, years of experience and job
position.

4.2 Descriptive Analysis

According to the results in Table 4.1 all values have mean scores which are higher than 4,0
meaning that the majority of talented employees rated all the employer attractiveness
factors as very important or as important at least.
The mean scores of the five employer attractiveness values indicate that the development
value is considered highly important for talented employees with a score of 4,7. The social
value is similarly considered highly important with a score of 4,6 and the economic value
indicates a score of 4,5, being also high in importance according to respondents. The
interest value follows with a significantly high mean score of 4,4 while the least important
value is the application value with a score of 4,1. Despite the fact that the application value
indicates the lowest mean score among the five values, it is still a relatively high score in
terms of importance. Nevertheless, it is worth mentioning that the only question that
indicates a significantly low mean score (2,87) is the one regarding the effect of the current
economic crisis on the evaluation of the employer attractiveness factors. This low mean
score shows that the priorities of talented employees as regards the factors that are
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important to them when searching for an employer, do not seem to be affected by the
existing financial recession.

Employer Attractiveness Factors Mean Std. Deviation

Development Value

4,7

0,58762

Social Value

4,6

0,715586

Application Value

4,1

0,973622

Interest Value

4,4

0,833996

Economic Value

4,5

0,719564

Financial Crisis

2,8

1,40503

Table 4. 1.: Mean scores- Employer Attractiveness factors

Table 4.2 presents the 25 employer attractiveness factors and the broader categories they
belong to, as well as the number of talented employees that selected each one of them as
the most important.
The economic value is proven as the most significant among the five categories, since it
indicates the highest percentages overall and a total percentage of 101,4 % meaning that
all of the participants selected one economic factor as the most important to them.
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The results indicate that the development value is also significant for talents, since 84,3 %
of them selected a development value factor as most important to them. Factors belonging
in the social value category were selected by 67,8 % of participants, making it the third
most significant category overall.
The interest value and the application value show the lowest percentages, since all the
factors included in them indicate percentages of less than 10 %, meaning that these values
have a very low significance for talented applicants when considering potential employers.
More specifically, the interest value indicates a total percentage of 30 % while the least
important category is the application value with 17,1 %.

Employer Attractiveness Factors
Recognition / appreciation from
management

A springboard for future employment

Frequency Percentage

117

35,1 %

47

14,1 %

30

9%

29

8,7 %

58

17,4 %

Feeling good about yourself as a result of
Development
Value

working for a particular company /
organization

Feeling more self-confident as a result of
working for a particular company /
organization

Gaining career-enhancing experience

38

Total

281

84,3 %

A fun working environment

138

41,4 %

15

4,5 %

15

4,5 %

Supportive and encouraging colleagues

23

6,9 %

Happy work environment

36

10,8 %

Total

227

67,8 %

Working in an exciting environment

18

5,4 %

23

6,9 %

32

9,6 %

Having a good relationship with your
superiors

Social Value

Having a good relationship with your
colleagues

Innovative employer – novel work
Interest Value

practices / forward-thinking

The organization both values and makes
use of your creativity

39

The organization produces high-quality

17

5,1 %

10

3%

100

30 %

4

1,2 %

10

3%

10

3%

Acceptance and belonging

31

9,3 %

The organization is customer-orientated

2

0,6 %

Total

57

17,1 %

77

23,1 %

67

20,1 %

products and services

The organization produces innovative
products and services

Total
Humanitarian organization – gives back
to society

Opportunity to apply what was learned at
a tertiary institution
Application
Value

Opportunity to teach others what you
have learned

Good promotion opportunities within the
Economic

organization

Value
Job security within the organization
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Hands-on inter-departmental experience

12

3,6 %

An above average basic salary

149

44,7 %

33

9,9 %

338

101,4 %

An attractive overall compensation
package
Total

Table 4. 2.: Employer Attractiveness Factors Frequencies

The frequencies, as shown in table 4.3, indicate that the most important factor according to
149 participants (44,7%) is a basic salary that is higher than the average, which belongs to
the category of the economic value. The second most important factor is the fun working
environment which belongs to the category of the social value, selected by 138 participants
(41,4%). The third most important factor is the recognition and appreciation from
management which belongs to the development value category, selected by 117
participants (35,1%)

Most Preferred Employer Attractiveness Factors Frequency Percentage

An above average basic salary

149

44,7 %

A fun working environment

138

41,4 %

41

Recognition / appreciation from management

117

35,1 %

Table 4. 3.: Most Preferred Employer Attractiveness factors

4.3 Statistical Analysis (ANOVA)

One-way Analysis of Variance (ANOVA) was used, in order to establish the existence of
statistically significant differences on the means of employer attractiveness’ factors based
on socio-demographic characteristics. More specifically, the method of One-Way ANOVA
examined the significant differences for each of the five dimensions of employer
attractiveness (development value, social value, application value, interest value, economic
value) among the gender, age, education, job position and experience.

Dependent
Variables

Gender

N

Mean

STD

Women

232

4,56

0,457591

Development

F

Sig.

0,805418 0,447777

Value
Men

99

4,51

0,611017

42

I do not wish to

2

4,2

0,848528

Women

232

4,61

0,497054

Men

99

4,49

0,632012

answer

Social Value

1,756988 0,174174
I do not wish to

2

4,3

0,989949

Women

232

4,15

0,697613

Men

99

3,97

0,804092

answer

Application Value

2,337732 0,098143
I do not wish to

2

4,4

0,848528

Women

232

4,39

0,619974

Men

99

4,35

0,796208

answer

Interest Value

0,468672 0,626248
I do not wish to
answer

Economic

Women

2

4

232

4,56

0,848528

0,457591 0,805418 0,447777

43

Value

Men

99

4,51

0,611017

2

4,2

0,848528

I do not wish to
answer

Table 4. 4.: Statistically significant differences in the means of employer attractiveness
based on gender

Table 4.4 shows the relationship between talented employees’ perceptions of dimensions
of employer attractiveness and their gender. One-way ANOVA test was used to determine
whether there are statistically significant differences in employees' perceptions of employer
attractiveness based on gender. The results show that there are not statistically significant
differences between male and female perceptions since P value > 0,05 in all dimensions
of employer attractiveness, as it can be seen in table 4.4. Therefore, we conclude that
talented employees’ perceptions of the five dimensions of employer attractiveness are the
same for both male and female.

Dependent Variables

Age

N Mean

18-25 62

4,70

STD

4,64

Sig.

1,2409

0,274396

0,348753

Development Value
26-30 70

F

0,462999

44

31-35 45

4,74

0,380961

36-40 59

4,76

0,341961

41-45 51

4,78

0,514206

46-50 32

4,55

0,479247

51-55 11

4,75

0,284125

56-60

2

4,9

0,141421

60+

1

5

0

18-25 62

4,49

0,551264

26-30 70

4,55

0,549978

31-35 45

4,59

0,413314

Social Value

0,537295 0,828176
36-40 59

4,59

0,463009

41-45 51

4,64

0,550508

46-50 32

4,58

0,500927

45

51-55 11

Application Value

Interest Value

4,6

0,358786

56-60

2

5

0,282843

60+

1

5

0

18-25 62

4

0,348753

26-30 70

4

0,462999

31-35 45

4,11

0,380961

36-40 59

4,10

0,341961

41-45 51

4,26

0,514206 0,899852 0,516742

46-50 32

4,07

0,479247

51-55 11

4,31

0,284125

56-60

2

4,5

0,141421

60+

1

4,8

0

18-25 62

4,22

0,683971 2,266996

0,22706

46

Economic Value

26-30 70

4,21

0,75063

31-35 45

4,44

0,568713

36-40 59

4,42

0,598498

41-45 51

4,94

0,682763

46-50 32

4,5

0,744875

51-55 11

4,78

0,32808

56-60

2

5

0

60+

1

5

0

18-25 62

4,49

0,551264

26-30 70

4,41

0,549978

31-35 45

4,61

0,413314 1,179826 0,310514

36-40 59

4,59

0,463009

41-45 51

4,59

0,550508

47

46-50 32

4,54

0,500927

51-55 11

4,75

0,358786

56-60

2

4,8

0,282843

60+

1

4,8

0

Table 4. 5.: Statistically significant differences in the means of employer attractiveness
based on age

Table 4.5 presents the differences of talented employees’ perceptions of the dimensions of
employer attractiveness among different age groups. The ANOVA test indicates no
relationship among all 9 different age groups and talented employees perceptions of
employer attractiveness. Despite the fact that in application and interest value there are
differences in the means among age groups, they are not considered statistically significant
since the P value in all dimensions is higher than 0,005, as shown in the table 4.5. Hence,
the talented employees’ perceptions of the dimensions of employer attractiveness are
considered the same for all age groups.

Dependent
Variables

Education

Development

Junior high school

Value

graduate

N

Mean

STD

7

4,94

0,09759

F

Sig.

1,526053 0,194238

48

High school
graduate

Institute of
vocational training

Bachelor's degree

Master's/ PhD
degree

Junior high school
graduate

High school
graduate

Social Value

Institute of
vocational training

Bachelor's degree

Master's/ PhD
degree

33

4,76

0,330748

110

4,68

0,488619

117

4,74

0,373085

66

4,63

0,420378

7

4,91

0,226779

33

4,63

0,427555

110

4,58

0,611418

117

4,56

0,519028

66

4,50

0,538079

1,06295

0,374839

49

Junior high school
graduate

High school
graduate
Application
Value

Institute of
vocational training

Bachelor's degree

Master's/ PhD
degree

Junior high school
graduate

High school
graduate

7

4,71

0,323669

33

4,29

0,55698

110

4,09

0,770334

117

4,1

0,692633

66

3,94

0,809155

7

4,97

0,075593

33

4,50

0,634668

Interest Value

2,627532 0,034539

3,0779
Institute of
vocational training

Bachelor's degree

110

4,38

0,710263

117

4,41

0,597864

0,016461

50

Master's/ PhD
degree

Junior high school
graduate

High school
graduate

Economic Value

Institute of
vocational training

Bachelor's degree

Master's/ PhD
degree

66

4,19

0,756412

7

4,94

0,09759

33

4,59

0,545297

110

4,54

0,534017

117

4,58

0,4472

66

4,40

0,547433

2,716136 0,029886

Table 4. 6.: Statistically significant differences in the means of employer attractiveness
based on education

Table 4.6 shows whether there is a relationship between the educational background of
talented employees and their perceptions of employer attractiveness dimensions. The
results of the ANOVA test indicate statistically significant differences in three of the values
of employer attractiveness, that is to say application, interest and economic value. In these
dimensions, P value is lower than 0,05 as it can be seen in the table 4.6. More specifically,
employees with a lower educational background tend to pay more attention to application,
interest and economic values than the employees that hold bachelor’s and master’s degrees.
However, there is no relationship between education and employees’ perceptions of
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development and social dimensions, since p>0,05. Therefore, talented employees’
perceptions of employer attractiveness are partially influenced by employees’ educational
background.

Dependent
Variables

Job Position

N

Mean

STD

154

4,7

0,440586

84

4,72

0,387913

F

Sig.

Employee (without
administrative
responsibilities)

Executive / manager
(1-5 years of
Development

experience)

0,054453 0,983245

value
Executive / manager
(6 or more years of

63

4,71

0,391486

32

4,69

0,45997

154

4,55

0,568816 0,821216 0,482894

experience)

Senior / Top
Executive

Employee (without
Social Value

administrative
responsibilities)

52

Executive / manager
(1-5 years of

84

4,54

0,578303

63

4,67

0,428049

32

4,55

0,535212

154

4,08

0,762664

84

3,99

0,777668

experience)

Executive / manager
(6 or more years of
experience)

Senior / Top
Executive

Employee (without
administrative
responsibilities)

Executive / manager
(1-5 years of
Application

experience)

1,425878 0,235065

Value
Executive / manager
(6 or more years of

63

4,23

0,601296

32

4,18

0,697923

154

4,31

0,699393 1,378023 0,249358

experience)

Senior / Top
Executive

Employee (without
Interest Value

administrative
responsibilities)

53

Executive / manager
(1-5 years of

84

4,37

0,556229

63

4,49

0,690926

32

4,49

0,54522

154

4,54

0,430266

84

4,56

0,497263

experience)

Executive / manager
(6 or more years of
experience)

Senior / Top
Executive

Employee (without
administrative
responsibilities)

Executive / manager
(1-5 years of
Economic

experience)

0,097644 0,961293

Value
Executive / manager
(6 or more years of

63

4,54

0,5634

32

4,5

0,699393

experience)

Senior / Top
Executive

Table 4. 7.: Statistically significant differences in the means of employer attractiveness
based on job position
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Table 4.7 presents the relationship among the talented employees’ perceptions of the
dimensions of employer attractiveness and their job position. The ANOVA test indicates
that talented employees of any position have the same perception of dimensions of
employer attractiveness. Based on the results shown on the table 4.7, P value> 0,05 for all
the dimensions of employer attractiveness. Consequently, it is safe to say that there are not
statistically significant differences among the variables.

Dependent
Variables

Experience

N

Mean

STD

1-3 years

78

4,7

0,385104

4-10 years

130

4,73

0,364053

Development value

Sig.

0,777903 0,506988
11-20 years

75

4,72

0,407886

50

4,63

0,589721

1-3 years

78

4,57

0,553071

4-10 years

130

4,54

0,530038 0,473564 0,700904

11-20 years

75

4,63

0,450073

20 or more
years

Social Value

F

55

20 or more

50

4,55

0,685488

1-3 years

78

4,16

0,732941

4-10 years

130

3,97

0,737643

years

Application Value

2,27946
11-20 years

75

4,13

0,703269

50

4,26

0,745096

1-3 years

78

4,32

0,713674

4-10 years

130

4,32

0,674857

20 or more
years

Interest Value

1,328623 0,264949
11-20 years

75

4,43

0,599435

50

4,52

0,724036

1-3 years

78

4,52

0,560362

4-10 years

130

4,53

0,496814 0,139299 0,936444

11-20 years

75

4,55

0,434428

20 or more
years

Economic Value

0,079302
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20 or more
years

50

4,57

0,571443

Table 4. 8.: Statistically significant differences in the means of employer attractiveness
based on years of experience

Table 4.8 shows the differences between the years of experience and the talented
employees’ perceptions of the dimensions of employer attractiveness. Ostensibly, there
seems to be a difference in the means; however, based on the ANOVA test, there is no
statistically significant difference between the years of experience and talented employees’
perceptions of the dimensions of employer attractiveness. As it is presented on the table
4.8, P value is higher than 0,05 in all dimensions, therefore we conclude that experience
has no influence on the perceptions of talented employees towards the employer
attractiveness.

Chapter 5: Conclusions
5.1 Introduction

The purpose of this chapter is to discuss the key findings of the analysis in chapter 4 in the
light of the literature. The chapter is structured around the research questions of the
study. It investigates the priorities of talented employees when considering potential
employers and the effect of different socio-demographic characteristics towards the above
perceptions. In addition, the contribution and limitations of the study as well as the
recommendations for future research and managerial implications are presented in detail.
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5.2 General Discussion

Organizations nowadays compete not only for customers but also for high performing and
talented employees (Berthon et al, 2005). This competition gave rise to a notion called
“talent management” which has become a high priority in today’s world, especially in
labor-intensive markets such as hospitality and tourism (Cascio, 2014). Talent management
is all about identifying developing and deploying talents as well as putting them in the right
position at the right time. Its importance lies in assisting companies attract and retain
talented employees and thus distinguish among competitors. (Gallardo-Gallardo and
Thunnissen 2016). An effective talent management can result in organization’s high
performance and commitment on behalf of the employees. (Alnıaçık et al, 2014).
The concept of employer branding and the need to identify the factors of employer
attractiveness emerged due to the increasing competition for high performing employees,
the so called “war of talent” (Michael et al, 2001). The presence of talented employees in
the workforce of an organization ensures a competitive advantage and adds value to the
organization’s overall image (Backhaus, 2016).
This is unequivocally applied to the hospitality and tourism sector organizations since their
successful performance largely depends on the delivery of services, which consequently
makes this sector depended on its human capital. Talented employees in this sector can
directly enhance the reputation of a company through the delivery of service and all in all
enhance the organization’s performance and brand image (Jain,2020). Consequently, it is
of crucial importance for organizations to attract talented and high performing employees.

5.3 Empirical Conclusions

The present study is an attempt to reinforce the research data of the literature in regards to
employer branding by examining the talented employees’ perceptions of employer
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attractiveness. This research tried to investigate the level of importance of the employer
attractiveness factors among talented employees.
The conclusions of the study are presented below concerning the variables examined in the
perceptions of talented employees regarding the employer attractiveness, in
correspondence with the research objectives.

5.3.1 Employer attractiveness

In the first section of chapter four, the descriptive analysis of the data was presented,
concerning the views of talented employees in the hospitality and tourism sector in terms
of the five dimensions of employer branding; development value, social value, economic
value, application value and interest value. This analysis indicated that the most significant
values among talented employees are development value, with a mean of 4,7, social value
with a mean of 4,6 and economic value with a mean of 4,5. Previous studies such as Cable
and Graham’s (2000) and Tsampalakis’ (2020) indicated as well that talented employees
lend weight to development and economic factors when making a job choice. In addition,
according to Wright (2008), social value is predominant in the process of choosing an
employer.
On the other hand, based on the results, talented employees seem to be less interested in
application and interest value when looking for a job. A survey conducted by Wright (2008)
verifies that the latter factors seem to be insignificant to high performers.
Development value evaluates how attracted a talented employee is to an employer that
provides recognition, appreciation, self-confidence and opportunity for future
development. Based on the results of the present study, development value is the most
significant value among high performers in the hospitality and tourism industry. That is to
say that high performers focus on their career development and long for appreciation of
their work from management. The results indicated that talented employees are ambitious
people aiming to continuous growth and high performing. They focus on self-improvement
as well as on achieving their career goals while seeking for empowerment. Therefore, in
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order for hospitality and tourism organizations to be appealing and stand out, they need to
convince potential talented employees that they cherish their work and care about their
constant development.
The high mean score of the economic value (4,5) highlights the importance of attractive
compensation packages with both direct and indirect financial benefits. Talented
employees pay a lot of attention to the economic value and according to the results, a basic
salary that is higher than the average is the most important factor to them. However,
economic factor is not only about salary and bonuses, it is also about job security and good
promotion opportunities within the organization. Talented employees seek safety and
growth in a potential employer, which should be taken into consideration by the latter. The
high preference of talented employees towards economic factors indicates that feeling
recognized and appreciated is the main driving force when making a job choice. Therefore,
organizations aiming to attract the high performing employees should focus on providing
them with rewards that will satisfy them in many levels and make them feel acknowledged
for their superior skills.
The social value, which assesses the attraction of employees towards organizations with a
fun and cooperative working environment, has been rated as the third most significant
factor by high performing employees. A friendly and fun working environment is
something they look for when making a job choice. High performers lend weight to the
relationship among colleagues and seek for effective and productive cooperation that will
enhance their overall job performance. Talented employees in the hospitality and tourism
industry are people with strong soft skills and therefore good communication is considered
pivotal in the job finding process. An organization that projects a friendly and supportive
ambiance is higher in their list because they long for substantial relationships and the
feeling of belonging, and being part of a team (Richardson, 2009).
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5.3.2. Employer attractiveness based on socio-demographic characteristics

The statistical analysis based on socio-demographic characteristics in chapter four,
indicated statistically significant differences only between educational background and
application, interest and economic value. Notwithstanding the fact that there was no
relationship among the other factors and the socio-demographic characteristics, it is very
interesting to examine the results.
The absence of statistically significant differences among the employer attractiveness
perceptions of male and female respondents implies that the HR strategies should not be
differentiated according to the gender of their target group. Despite the fact that there are
not statistically significant differences between male and female perceptions, there has
been observed a notable difference in regards to the application value (women 3,97, men
4,15). Women seem to be more interested in transmitting the knowledge they acquire and
feel the sense of belonging in a company, whereas men do not really focus on the
humanitarian aspect of a company.
Additionally, it is interesting to mention that women distinguished among all factors the
social factor, with a mean of 4,61, while men preferred the development and economic
factors over all, with a mean of 4,51. Women care more about working in a fun and happy
working environment while men focus on personal development and economic growth.
Similar studies such as Jain’s (2020) and Tsampalakis’ (2020) verify the fact that women
distinguish the social factor and pay more attention to the working environment when it
comes to job choice.
The study indicates no statistically significant differences among the employer
attractiveness perceptions of talented employees based on their age and thus, the attraction
of talents should not be differentiated in terms of their age. However, it has been observed
that the younger age groups had the higher scores in development value while the older
groups seem to focus on economic and interest values. Young people are more ambitious
and aim for professional growth whereas older people long for economic safety.
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Based on the results of the study, there are statistically significant differences among the
educational background and application, interest and economic value. According to the
results, the more educated talented employees are, the less important is the application of
their knowledge on the job for them and the sense of acceptance and belonging. Similarly,
talented employees with a high educational background perceive innovative companies
that produce high-quality products and services as less essential than the talented
employees with low educational background do. Furthermore, talented employees with a
low educational background consider the economic value as more significant than those
with a high educational background. Therefore, the educational background of talented
employees seems to affect their perceptions of employer attractiveness and should be taken
under consideration from hospitality organizations.
As far as the job position of talented employees is concerned, the results indicated that it
doesn’t have an impact on the perception of employer attractiveness. It is worth mentioning
that the development value showed the highest mean values in all the job position
categories (ranging from 4,69 to 4,72) meaning that organizations should invest in the
training of their workforce as well as take development initiatives.
In regards to the years of working experience, the study showed that they play no
statistically significant role towards the perceptions of talented employees about employer
attractiveness. Nevertheless, it has been observed that talented employees with a few years
of experience show the least interest in application value among all values. This can be
attributed to the fact that they lack experience and therefore the certainty to transmit
knowledge. On the other hand, talented employees with many years of experience seem to
look at the development and economic values in a potential employer, since they aim for
constant growth and economic security.
Finally, it is of particular interest the last factor of the employer's attractiveness, which
concerns the financial crisis and whether it affects the importance of all the above factors
that express the perceptions of talented employees.
The low average presented (2.87), shows the steady position of employees regarding the
wants and requirements they have from the workplace they want to be employed. Based
on that result, it could be deduced that the characteristics of the employer can in no way be
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less attractive towards highly qualified people, only because the financial crisis has
changed the labor and economic data.

5.4 Contribution

The present research can assist human resources practitioners and professionals of the
hospitality and tourism industry in Greece in identifying the factors that affect the employer
attractiveness of organizations and the perceptions of high performing employees on these
factors. Since this research is the first to examine the employer attractiveness in terms of
the talented employees of the Greek hospitality and tourism sector, its aim is to become a
useful tool for human resources practitioners and contribute in the attraction strategies of
talents.
This study provides organizations with knowledge on what talented employees in
hospitality look for during their job search process. That is especially significant in the
hospitality and tourism sector of Greece which suffers from high turnover rates, seasonality
and lacks talented and skilled employees.

5.5 Limitations and Future Research

The present study is subject to a number of limitations. Firstly, since the sample size is
relatively small and a large percentage of data was collected through social media groups
of hospitality and tourism employees, it may not be safe to generalize the results.
Furthermore, the results of the study should not be applied to other populations and
cultures. Another limitation is the method used to identify the talents among all
respondents. The identification of talent was based on the exclusive approach, which
considers talent as an elite of the workforce with high performance and high potential. For
the purposes of the study and due to the fact that it is very complicated to measure the
potential, talented employees were considered only the high performers. Moreover, the
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identification was obtained through questions that asked participants to self evaluate their
performance which is subject to bias and subjectivity. Consequently, the sample size of
talents might not be representative of the actual talents that work in the hospitality and
tourism sector in Greece. Lastly, the high mean scores of approximately all the employer
attractiveness factors, raises concerns about the attention that the participants paid on
answering the questionnaire.
Future research on the topic could overcome the talent identification limitation by
examining existing pools of talents as proposed by organizations they already work in.
Along these lines the risk of bias would be significantly decreased and the results would
be more valid. Additionally, future research could be conducted based on a larger sample
size, which would increase reliability and make the results more generalizable and
representative.

5.6 Managerial Implications

The employer branding concept must be integrated strategically in the management
philosophy of companies within the hospitality industry (Gehrels & de Looij, 2010). The
knowledge on the factors that render an employer attractive, in terms of the Greek
hospitality and tourism sector, could be a useful tool towards the attraction of talented
employees. Human resources professionals will be able to develop more specific and
targeted HR strategies of organizations based on this knowledge.
Based on the findings of the present study, economic factor is one of the most important
for talented employees. As it has already been mentioned, an attractive compensation
package is considered pivotal for high performers when looking for a job. Hence, a high
salary accompanied with other direct or indirect benefits as well as non-financial rewards
could be a key to attracting a pool of talented employees.
Initially, hospitality employers should pay attention to direct financial benefits and more
specifically to a salary higher than the average and their competitors’ salary. As it has been
deduced from the present research, a high salary shows to potential employees that they
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are acknowledged for their skills. Furthermore, direct financial benefits such as bonuses
and commissions could be given, based on the employees’ performance and
achievements. These benefits cannot only motivate employees to perform better but are
also beneficial for the organization’s overall performance.
In terms of indirect financial benefits, organizations should provide good promotion
opportunities so as to attract potential enriched and high performing employees. Hospitality
companies should also adapt indirect financial benefits that could include family and
medical leave, health care programs, life insurance and retirement plans. Employees need
to feel that the risk of becoming unemployed is very low (provided that they perform well)
and thus, it is essential for organizations to create working environments that offer security
and stability. Companies that are known as stable working environments have a positive
reputation and are more attractive to applicants.
Another way for hospitality companies to become more appealing and stand out in terms
of economic value is to offer their talented employees non-financial rewards. That is to
say, staff discounts on rooms, free use of leisure facilities including spas and gyms, flexible
schedules, monthly recognitions and family friendly benefits to name a few. All these nonfinancial benefits should be combined with an overall attractive compensation package in
order for the employer to stand out among competitors.
Moreover, it becomes clear from the results of the research that hospitality organizations
should focus on the working environment, which seems to be of great significance for
attracting talented employees. The workplace environment should be pleasant and happy
and provide security. A workplace that inspires confidence and encourages creativity will
ensure high performance on behalf of the employees. Therefore, hospitality companies
should focus on implementing orientation procedures to ensure that all employees share
the same values and therefore, create a good and friendly ambiance.
One way to achieve this is through the implementation of orientation of new employees,
which involves giving them essential information about the organization’s culture. In the
orientation procedure, new employees are introduced to coworkers and managers and begin
the socialization process while they also receive information on their job description and
functional characteristics of their job. Orientation is the best time to influence and shape
65

perceptions and attitudes in new employees and align them with the company’s culture. An
effective orientation ensures that all employees will be instilled by the prevailing attitudes,
standards, values, and patterns of behavior that are expected by the organization and its
departments. This will prepare the ground for all the employees to share the same principles
and beliefs and along these lines, make them feel accepted and comfortable in their working
environment. Consequently, the initiatives of orientation for new employees will result in
creating a friendly and supportive atmosphere that encourages productivity and maintains
the stability of work.
Development value was proved one of the most important factors for high performers when
looking for a job in the hospitality and tourism industry in Greece. Human Resources
practitioners need to focus on implementing training and development programs that will
improve talented employees in terms of performance and personal levels. Training should
be seen as an investment on the organization’s workforce that could provide them with
specific skills and help them correct any deficiencies in performance. Additionally, despite
the uncertain business environment, career development can play a key role in helping
managers recruit and retain high performers. It can only do so if it meets the dynamic needs
of employers and employees. Career development is an ongoing effort to create and
increase employers’ skills as well as to prepare for future job opportunities and foster selfimprovement. In this way potential employees will see the contextually company as one
that values their employees development and helps them achieve their personal and
professional goals.
Last but not least, an aspect of hospitality and tourism organizations that could be
enhanced, is the work-life balance of employees. It is commonly known that a career in
hospitality entails excessive working hours and insufficient rest days, which results in
exhausted and less motivated employees. Companies should incorporate the modern
employment model, which can allow employees to have balance between their personal
and professional life. Along these lines, they will be more satisfied, less stressed and thus
more productive.
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