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This study examines whether jobs that enable competence development and a
constructive leadership st)'le enhance workers' empioyabiiity or career potential
through their assumed positive relationship with work-related flow (absorption,
work enjoyment, and intrinsic work motivation). The authors conducted an explorative study with 303 pairs of employees and their direct supervisors working
in a Dutch building company. Results indicate that self-ratings of learning value of
the current job and transformational leadership have an indirect relationship with
supervisor ratings of empioyabiiity through work-related flow.

Being an expert and maintaining one's experdse are by no means easy
tasks. However, the potendal of a working organizadon to perform optimally in global markets depends on employees' capability to develop,
culdvate, and maintain ñjndamental qualifications. Nowadays, job qualificadons are changing condnuously. Moreover, the dme has passed when
careers consisted of upward moves within a framework of long-term
employment reladons (Arthur, 2008; Sullivan, 1999). Empioyabiiity (or
career potendal) management consists of a new mutual psychological
contract (Coyle-Shapiro & Neuman, 2004; Rousseau, 2001) and is a
joint responsibility of employers and employees. In the present study, we
propose an empioyabiiity enhancement model to examine how learning
value of the current job and a transformadonal leadership style are related
to empioyabiiity. We argue that these predictors have an indirect relationship with empioyabiiity through work-related flow and build upon the
"happy-producdve worker thesis" (see Cropanzano & Wright, 2001, for
a thorough review) and the "broaden-and-build theory of posidve emodons" (Fredrickson, 2001).
Although several studies have reported relationships between career
or managerial practices and positive work outcomes, tests of mediating
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models are rare (for excellent examples, see Bono & Judge, 2003; Dvir,
Eden, Avolio, & Shamir, 2002; Piccolo & Colquitt, 2006). In the present
study, we propose and test a new mediation model, aimed at clearing up
the complexity of employability enhancement. Only since the late 1990s
has employability been studied empirically; one important reason for
this is the lack of valid operationalizations ofthe concept (see Van der
Heijde & Van der Heijden, 2006, for a review). In our current study,
we used a recently developed competence-based approach to employability (Van der Heijde & Van der Heijden, 2006; Van der Heijden, De
Lange, Demerouti, & Van der Heijde, 2009).

Emplnyahilily
During tbe past decades, tbe concept of employability bas received increased
attention. Changes within and around organizations have emphasized the
need for flexible firms and a multiskilled workforce. Simultaneously, employees have become responsible for their own careers and work security.
However, both theoretical and empirical controversy abounds with regard
to the understanding and potential ofthe concept of employability (Forrier
& Sels, 2003; Harvey, 2001; Van der Heijden & Thijssen, 2003). Van
der Heijde and Van der Heijden (2006) defined employability, or career
potential, as "the continuous fulfilling, acquiring or creating of work
through the optimal use of competences" (p. 453), within or outside tbe
current organization, for present or new customer(s), and witli regard to
future prospects (see also Savickas, 1997). Their definition is consistent
with that of Forrier and Sels (2003), wbo characterized the concept as
"tbe chance for employment on the internal or external labor market" (p.
106), and with tbat of Fúgate, Kinicki, and Asbfortb (2004), who defined
it as "a form of work-specific active adaptability that enables workers to
identify and realize career opportunities" (p. 14).
Van der Heijde and Van der Heijden's (2006) conceptualization combined domain-specific expertise with more generic competences. They
proposed the following four generic competences as important dimensions of employability, alongside occupational expertise: (a) anticipation
and optimization, that is, preparing for and adapting to future changes
in a personal and creative manner and striving for the best possible results; (b) personal flexibility, or the capacity to easily adapt to all kinds of
changes in tbe internal and external labor market that do not pertà^in to
one's immediate job domain; (c) corporate sense, die participation and
performance in different work groups, including organizations, teams,
occupational communities and other networks, wbich involves sharing
responsibilities, knowledge, experiences, feelings, credits, failures, goals,
and so on; and (d) balance, tbat is, compromising between opposing employers' interests as well as one's own opposing work, career, and private
interests (employee), and between employers' and employees' interests.

Learning Value of the Jnh and Kmployahility
Further development of employability can only be attained if employees
are provided with important learning experiences and if tlieir job provides
frequent opportunities for the practice and extension of their capabilities
(Pulakos, Arad, Donovan, & Plamondon, 2000). A challenging job comprises work demands that are optimally broad and complex; it also involves
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novelty and autonomy and the possibility to explore alternative strategies
and solutions (Amabile, Conti, Coon, Lazenby, & Herron, 1996; Holman
& Epitropaki, 2001; Maurer, Weiss, & Barbeite, 2003). A job's value as a
nutrient for tbe employee'sfiartherprofessional development is termed tbe
learning value of the job (Boerlijst, Van der Heijden, & Van Assen, 1993,
p. 57). Tbe concept refers to the extent to which occupational knowledge
and skills can be used and expanded in one's job position.
Longitudinal analyses have revealed tbat employeeflexibilityis positively
influenced by the complexity of the job (Kobn & Scbooler, 1982). Job
content has also been found to influence tbe employee's active orientation (Brousseau, 1978) and self-esteem (Kohn & Schooler, 1982), both
of which are relevant indicators of employability. Moreover, individuals
employed in jobs with high learning value, as expressed by the demands
and challenges of such jobs, exhibit high levels of initiative taking and
proactivity (Fay & Frese, 2001; Fay & Kamps, 2006). Proactive bebavior
contributes to individual and organizational performance (Fay & Frese,
2001) and to career success (Seibert, Kraimer, & Crant, 2001); it is also
seen as an important ingredient of individuals' employability.

Transformational T,e.ade.r.ship anH F.mployahilily
Transformational leadership is tbe leadership coticept that is studied most
often (Judge & Piccolo, 2004); it is cbaracterized by leaders behaving in
ways that result in individuals admiring, respecting, and trusting tbem,
such that their followers wish to emulate tbem (idealized influence).
Transformational leaders provide meaning, optimism, and enthusiasm
for a vision of a future state (inspirational motivation), encourage followers to be creative and innovative (intellectual stimulation), and actively
develop the potential of their followers (individualized consideration;
Alimo-Metcalfe & Alban-Metcalfe, 2 0 0 1 ; Avolio, Bass, & Jung, 1999).
Transformatiotial leadersbip has a positive relationship with a range of
positive outcome variables, including organizational productivity, effectiveness, employee job satisfaction, and commitment (Lowe, Kroeck, &
Sivasubramaniam, 1996; Nemanich & Keller, 2007). Day (2000) argued
tbat the enhancement of followers' capacity and potential is the main
goal of leadersbip. Therefore, transformational leaders exert a positive
influence on employees' self-esteem (Bass, Avolio, Jung, & Bernson,
2003; Eden, 1992) by reinforcing their self-perceptions of competence
(Conger & Kanungo, 1998; Shamir, House, & Arthur, 1993) and efficacy (Bono & Judge, 2003; Pierce & Gardner, 2004); these leaders
presumably contribute to individuals' employability as well.
Subordinates who receive sufficient information and support from their
supervisor are expected to have more positive work attitudes and engage
in more positive work behaviors, compared with subordinates who receive
less support (Bakker & Demerouti, 2007; Basu & Green, 1997; Liden,
Sparrowe, & Wayne, 1997). Transformational leaders build a constructive
work climate and suggest new ways to look at work processes (Elkins
& Keller, 2003; Vera & Crossan, 2004), and their leadership style has
been found to be positively related to follower creativity (Sbin & Zbou,
2003), another important aspect of employability.
Notwithstanding the impressive support regarding the validity of transformational leadership in predicting outcomes such as satisfaction and performance,
234

The Career Development Quarterly

March 2011 • Volume 59

more research is needed to better understand the processes by wliich tratisformadonal leaders influence employees (see House & Aditya, 1997; Piccolo
& Colquitt, 2006). In line with the theodzing of Bono and Judge (2003)
and Shamir et al. (1993), we hypothesize that employees of tratisformadonal
leaders find their jobs more meaningful and, thus, become immersed iti their
jobs, that is, they achieve a state offlow(Johns, Xie, & Fang, 1992).

Flow at Work: Toward a Model of Employability
Enhancement

___^_

Work-related flow is defined as a short-term peak experience at work
(Bakker, 2005, 2008) and is characterized by a high amount of enjoyment, total concentration, and a condnuous interest in one's work. In
line with recent attention on positive organizational behavior research
(Bakker & Schaufeli, 2008), we attempted to test a mediadon model
wherein both posidve individual work experiences, such as work-related
flow, and posidve career outcomes (i.e., employability enhancement) were
included. Obviously, both individual workers and working organizations
may benefit from empirical research in this field.
On the basis of previous research in related areas, we predicted that
learning value of the current job and transformadonal leadership would
have a posidve relationship with employability through work-related flow.
Bakker (2005) found that music teachers' job resources were posidvely
related to work-related flow and indirecdy contdbutcd to students' levels of
flow while playing music. Similarly, Salanova, Bakker, and Llorens (2006)
showed that teachers' organizadonal resources (including innovadon and
goal orientadon) had a causal effect on work-related flow. In addidon, in
their laboratory study, Sosik, Kahai, and Avolio (1999) found that flow
mediated the effects of transformadonal leadership on creativity.
Findings from previous research support a central proposidon of the Job
Dematids/Resources Model (Bakker & Demeroud, 2007). According to
the model, job resources have modvating potendal, fuel work engagement,
and indirecdy contribute to performance (Bakker, Demeroud, & Verbeke,
2004). Because they are important job resources, learning value and
transformadonal leadership play a key role in individuals' ability to achieve
work-related goals, reduce job demajids and the associated physiological
and psychological costs, and sdmulate personal growth atid development
(Bakker & Demeroud, 2007; Bakker, Demeroud, & Euwema, 2005).
Job resources act as extrinsic m.oú\z.tOT% by fostering employees' willingness
to exert effort to complete the work task (Gagné & Deci, 2005). In cases of
such modvadon, the task is very likely to be completed successfully, thereby
achieving the goal (Klein, 1989; Meijman & Mulder, 1998). Several recent
studies have shown that employees may, in turn, become more committed to
and engaged in their job because they derive fulfillment from it (Hakanen,
Bakker, & Schaufeli, 2006; Schaufeli & Bakker, 2004); consequendy, they
perform better (Bakker, Demeroud, & Verbeke, 2004; Harter, Schmidt,
& Hayes, 2002; Salanova, Agut, & Peiró, 2005).
According to the "happy-producdve worker thesis" (Cropanzano & Wdglit,
2001), engaged employees often expedencc posidve emodons, which may
be the reason they are more producdvc, successfiil, and sensidve to current
and future opportunides at work. Another attempt to address the conceptual
link between posidve emodons and posidve work outcomes can be fotuid in
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die "broaden-and-build theory of posidve emodons" (Freddckson, 2001).
This theory states that certain posidve emodons, including joy and interest
(important indicators for work-related fiow), share the capacity to broaden
people's momentary thought-acdon repertoires and build their personal
competencies through widening the array of thoughts and acdons that come
to mind (Bakker, 2009). It is important to empidcally invesdgate whether
the posidve emodon of" work-related flow contdbutes to enhanced career
potendal. On the basis of our literature review and in line with the fi^ameworks
of the happy-producdve worker diesis (Cropanzano & Wdght, 2001) and
the broaden-and-build theory of posidve emodons (Freddckson, 2001), we
formulated the following hypotheses (also see Figure 1, which illustrates the
reladonships between the model vadables).
Hypothesis 1: Learning value of the job has a positive relationship with
work-related fiow.
Hypothesis 2: Transformational leadership has a posidve relationship
with work-related flow,
ífy^oíteú 3.-Employees' experience of flow, in turn, is positively related
to supervisor ratings of employability.

Method
Procedure
The study was carried out among pairs of employees and supervisors
working at a large Dutch company that produces building materials.
The company's turnover rate was 13% (total percentage for external
turnover), and its performance (expressed in sales) comprised 400
million euro. Employees working in numerous types of jobs at middle
and higher level positions were invited to participate in the study. They
were informed about the background of the study and were asked to
complete an electronic questionnaire using the company's Intranet.
To ensure respondents' anonymity and to prevent social desirability in
answering, the website was fully administered by an independent expert
agency that was under our supervision.
Employee Ratings
Â
/V

Learning
Value

Supervisor Ratings

\
/ \ +
\ (
/ \

Work-Related )
Flow
J

+

.—>/

Employability

j

Y Transformational V^
" \ Leadership J

FIGURE 1
The Employability Enhancement Model
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All employees received an anonymous feedback report indicadng their
scores on die model variables and guidelines for interpredng the scores,
as well as a clear outline of ways to improve their future empioyabiiity.
In general, the participating company can be characterized as one that
gives serious attendon to empioyabiiity enhancement, which might have
positively influenced employees' willingness to pardcipatc in the study
(the relatively high response rate is discussed later in diis árdele).
To determine worker empioyabiiity, we assessed supervisors' perceptions
of their subordinates' empioyabiiity, and submitted the corresponding
items to the supervisors involved. To prevent the collection of unreliable
data as an effect of training or fatigue and to protect the independence
of the data points, one supervisor completed empioyabiiity ratings for
a maximum of three employees, striving for a valid reflection of the
distribution of respondents across departments, age groups, gender,
and educadonal level.
Participants

Our final sample consisted of 303 employee/supervisor pairs (response
rate, 91.8%). The sample included 253 male (83.5%) and 50 female
employees (16.5%). The mean age of the employees was 41 years {SD =
9.15). Respondents' highest educational levels were (a) high school or
equivalent (46.4%), (b) college/(some) university (34.2%), (c) bachelor's
degree or recognized equivalent (17.0%), and (d) master's degree or
recognized equivalent (2.4%). The average organizational tenure was
10.74 years {SD = 9.61). In total, 288 of the supervisors were men
(95.0%), and 15 were women (5.0%). The mean age of the supervisors
was 43 years (SD= 7.96).
iVIeasures
Learning value was assessed using the recendy developed and validated
six-item Learning Value of the Job scale. An example of items appearing
on the scale is "The experience I gain in my job encourages me to develop
new capabilides" (i.e., acts as a nutrient for fi.irther learning). Employees
could respond to each of the statements using a 6-point radng scale ranging from strongly disagree (1) to strongly agree (6). Its factor structure and
related psychometric qualides are good. Cross-cultural research in seven
European countries showed that Cronbach's alpha ranged from .74 to .90,
depending upon country (Van der Heijden, Boon, Van der Klink, & Meijs,
2008; Van der Heijden et al., 2005).
Transformational leadership, as perceived by the employees, was assessed
with the thoroughly validated Transformational Leadership Questionnaire (Alimo-Metcalfe & Alban-Metcalfe, 2001). Five of the nine original
subscales were used in our study, given their assumed predictive validity
(on the basis of data presented in our previously discussed extensive
literature review) in the light of empioyabiiity enhancement: (a) the
Concern subscaie (13 items) is focused on "genuine interest in staff as
individuals; values their contributions; develops their strengths; coaches,
mentors; has positive expectations of what their staff can achieve"; (b)
the Empowerment subscaie (6 items) is focused on the employer's ability
to [trust] staff to make decisions/take initiative on important matters;
[delegate] effectively; [develop]s staffs' potential"; (c) the Openness
subscale (9 items) is described as "open to criticism and disagreement;
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consults and involves others in decision making; regards values as integral to the organization"; (d) tbe Encouragement subscale (8 items)
"encourages questioning traditional approaches to the job, encourages
new approaches/solutions to problems, encourages strategic thinking";
and (e) the Support subscale (9 items) is described as "supportive when
mistakes are made, and encourages critical feedback of him- or berself
and the service provided." The anchors for each item for all five subscales ranged from strongly disagree (1) to strongly agree (6). Evidence
indicates that the factor structure, reliability, and convergent and discriminant ability of the Transformational Leadership Questionnaire are
good (Alimo-Metcalfe & Alban-Metcalfe, 2001).
Work-related flow was assessed with a recently developed and psycbometrically sound instrument named the WOrk-reLated Flow Scale (WOLF;
Bakker, 2008). The WOLF includes 13 items tbat measure absorption (4
items), work enjoyment (4 items), and intrinsic work motivation (5 items).
Examples of scale items tbat were submitted to the employees are "When
I am working, I forget everything else around m e " (absorption); "I do
my work with a lot of enjoyment" (work enjoyment); and "When I am
working on something at my job, I clo that out of myself and not because
I have t o " (intrinsic work motivation). The scale anchors ranged from
never {1) to always {7). Recent cross-cultural research in seven European
countries showed that, depending upon country, Cronbach's alphas ranged
from .76 to .87, for the Absorption measure, from .83 to .88 for Work
Enjoyment, and from .59 to .83 for Intrinsic Work Motivation (Van der
Heijden et al., 2008; Van der Heijden et al., 2005). Bakker (2008), in
his validation study using seven samples, found that a tbree-factor solution fit the data well and reported coefficients ranging from .75 to .86
for Absorption, from .88 to .96 for Work Enjoyment, and from .63 to
.82 for Intrinsic Work Motivation. In addition, he gave evidence for tbe
convergent validity of tbe WOLF vis-à-vis other constructs.
Employability was assessed with Van der Heijde and Van der Heijden's
(2006) Employability (or Career Potential) Instrument, which bas proven
to have sound psychometric qualities (see also Van der Heijden et al., 2009).
The instrument comprises five subscales: Occupational Expertise (15 items).
Anticipation and Optimization (8 items). Personal Flexibility (8 items).
Corporate Sense (7 items), and Balance (9 items). Supervisors were asked to
indicate tbe employability of tbeir subordinates. Examples of scale items are
"By virtue of my experience with him/her, I consider h i m / h e r . . . competent
to be of practical assistance to colleagues with questions about the approach
to work" (ranging from not at all to extremely, occupational expertise), "(S)
he is . . . focused on continuously developing him/herselP' ( not at all to a
considerable degree; anticipation and optimization), "(S)he adapts to developments within the organization . . . " {very badly to very well; personal flexibility), "(S)be manages to exercise . . . influence within the organization" {very
little to a very great deal; corporate sense), and "The time (s)he spends on
bis/her work and career development on tbe one hand and bis/her personal
development and relaxation on the other are . . . evenly balanced" {not at
all to a considerable degree^ balance). All employability items were scored on
a 6-point rating scale.
Elaborate tests of reliability and validity aspects ofthe Employability (or
Career Potential) Instrument, with emphasis on convergent, discriminant,
and predictive validity (for career success), have yielded very promising
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results. Recent cross-cultural research iti seven European countries showed
tbat, depending upon country, Cronbacb's alphas ranged from .82 to
.96, for Occupational Expertise, from .67 to .91 for Atiticipation and
Optimization, from .68 to .89 for Personal Flexibility, from .83 to .92
for Corporate Sense, and from .82 to .96 for Balance (Van der Heijden
et al., 2008; Van der Heijden et al., 2005).
Data Analysis
Structural equation modeling (SEM) analyses were carried out using the
AMOS software package (Arbuckle, 2006). To fesf the fit between the model
and the data, the traditional chi-square value, the goodness-of-fit index (GFI),
and the root mean square error of approximation (RMSEA) were calculated.
As a rule of thumb, a GFI > .90 and a RMSEA < .08 indicate a reasonable
fit between the model and the data (Browne & Cudeck, 1993). Because these
indices are dependent on sample size, as recommended by Marsh, Baila,
and Hau (1996), the nonnormed fit index (NNFI), the incremental fit index
(IFI), and the comparative fit index (CFI) were also examined. These indices
should have values of .90 or higher (Hoyle, 1995).
The research model, as presented in Figure 1, consists of hypothetical
constructs or latent variables tbat are all estimated by manifest variables
tbat are direcdy observed (i.e., using data from tbe previously described
scales). The only exception is tbe latent variable learning value, for which
we created two parcels of items as recommended by Hall, Snell, and
Foust (1999). Bagozzi and Edwards (1998) referred to this as a Partial
Disaggregation Model. Tbus, learning value was included as a latent factor with two indicators being the two halves of tbe scale. Tbe proposed
model included tbe correlation among the latent factors Leartiitig Value
and Transformational Leadership. Using tbe chi-square difference test,
the hypothetical model was compared witb several nested models tbat
specified various alternative relatiotiships.

Resnlts
Descriptive Statistics
Table 1 shows tbe means, standard deviations, reliability coefficients, and
correlations between all study variables. All constructs that were assessed
demonstrated good internal consistencies, except the Absorption scale
(Cronbach's alpha = .55). Tbe subscales for transformational leadership
were relatively highly correlated, ranging fi-om .75 to .87, which might
indicate some form of multicoUinearity. Because mtilticollineatity is difficult
to manage aft:er tbe fact, possible measurement errors haye been carefully
accounted for in our modeling approach (Grewal, Cote, & Baumgartner,
2004). In addition. Table 1 shows that learning value correlated significantiy
witb all scales tbat assess transformational leadership and witb three of tbe
five employability scales. Finally, the WOLF subscales correlate with several
of tbe Employability (or Career Potential) Instrument subscales, and with
all indicators of tbe predictor variables.
Test of the Empioyability Enhancement Modei
After determining whether the observed variables had a multivariate
normal distribution, SEM analyses were carried out with the AMOS
software package (Arbuckle, 2006). We followed tbe two-step approach
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recommended by Anderson and Gerbing (1988). In the first stage, the
measurement model was analyzed to ensure sufficient reliability and
validity of the constructs. In the second stage, the best fitdng model
was idendfied, and the hypotheses concerning the reladonships between
the constructs were tested. The first row in Table 2 shows that the
measurement model fit the data well. All fit indices were equal to or
higher than the criterion value of .90 and, together with a RMSEA of
.05, this indicates an acceptable fit between the model and the data. In
addidon, all indicators had significant and substandal loadings on the
intended factors (ranging from .63 to .95).
In die second stage, we tested our hypotheses simultaneously The second
row in Table 2 shows that die hypothesized model fits the data well z^(86)
= 167.53, GFI = .94, NNFI = .97, RMSEA = .05 (see Table 2 for more
details). For the two indicators of Learning Value, the factor loadings
were .62 and .96. For Transformadonal Leadership, the factor loadings
ranged from .87 to .95. The factor loadings for the Work-Related Flow
dimensions Absorpdon, Work Enjoyment and Intdnsic Work Modvadon
vyere .79, .80, and .91, respectively. Finally, the factor loadings for the
Employabilit)' dimensions ranged from .66 to .85. (See Figure 2.)
To test the alternadve hypodiesis that learning value and transformadonal
leadersliip also have a direct reladonship with employabilit)', both padis were
included in die model. The results (see diird row in Table 2) showed diat
this alternadve model (M2) fit die data slighdy better dian did die proposed
hypodiedcal model (Ml), delta f{2) = 6.62, p < .05. However, bodi path
coeflicients had nonsignificant values: learning value-employability, ß = .07, t=
.97,p= .33, and transformadonal leadership-employability, ß = .13, if= 1.92,p
= .06. In a diird model (M3), die Direct Effects Model, we excluded die padi
fi-omflowto employability fi-om Model 2. Aldiough diis led to a significant
worsening in fit of die model to die data, delta x^(l) = 44.34, p < .01, when
compared widi Model 2, die coefiicient of die padi fi-om transformadonal
leadership to employability was now significant, ß = .14, t= 2.21, p < .05.
These latter findings suggest that there is a unique mediadon effect
of transformadonal leadership to employability through flow. Because
of the shared variance with transformadonal leadership, learning value
does not make a unique predicdon to employability, but it does have
an indirect effect. To examine whether the effects of learning value and
transformadonal leadership were really carried by work-related flow,
TABLE 2
Results of SEM Analyses: Fit Indices of the Employabiiity
Enhancement iVIodel and the Alternative iVIodels
(Standardized Maximum Likelihood Estimates)
Model
df
X'
Measurement Model
160.91
84
M1 Employability Model
167.53
86
M2 Employability Model
including direct effects 160.91
84
M3 Direct Effects Model
205.25
85
MO Null Model
3 ,589.04 105

GFI

RMSEA NNFI

.94
.94

.05
.05

.94
.92
.33

.05
.07
.32

CFI

IFI

.97
.97

.98
.98

.98
.98

.97
.96

.98
.97

.98
.97

Note. N= 303. SEM = structural equation modeling; GFI = goodness-of-fit index; RMSEA
= root mean square error of approximation; NNFI = nonnormed fit index; CFI = comparative fit index; IFI = incremental fit index.
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FIGURE 2
The Empioyabiiity Enhancement Model: Standardized Solution
(Maximum Likelihood Estimates)
Note, N= 303. All model parameters are significant at the p < .01 level.

we conducted two Sobel tests. Results of the Sobel tests confirmed
that learning value of the current job had an indirect effect on employability through flow (z = 2.28, p < .05). In addition, flow mediated the
reladonship between transformadonal leadership and empioyabiiity (z
= 2.05,^ < .05).
Taken together, these findings confirmed all three hypotheses. Learning value of the current job and transformadonal leadership have indirect
reladonships with empioyabiiity through work-related flow. The results
of the final Empioyabiiity Enhancement Model, which is idendcal to the
proposed model, are summarized in Eigure 2. The model explains 15% of
the variance inflowat work and 3% of the variance in empioyabiiity radngs.
Di.srn.ssion

_

Reflection on the Outcomes and Practical Implications

The goal of our study was to validate a mediadon model of employability enhancement. It is important to understand which organizadonal
practices influence empioyabiiity so that a foundation can be established
for theory development and fiirther research can be conducted on the
topic from a human resources management perspective.
The results of our structural equation modeling analyses confirmed the
hypothesized model. Although flow explained only 3% of the variance
in empioyabiiity, the results of this study are interesting; the variance
indicates that many of the factors that were not taken into account also
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affect employability. Given that employability is a highly complicated
personal attribute that is expected to be influenced by many individual
and organizational factors, it is promising to have found confirmation
for a model that includes, to some extent, manipulable factors.
Specifically, perceptions of employees indicating tibat (a) tbeir supervisors
displayed behaviors that were to a large extent characterized by concern,
empowerment, openness, encouragement, and support (transformational
leadership) and (b) their jobs were characterized as cfiallenging constellations
of tasks and responsibilities wherein tbe individual had ample opporttmities
to learn, contributed positively to tbe experienced amount of work-related
flow (absorption, work enjoyment, and intrinsic motivation). The latter
variables themselves are related to positive outcomes, in tbis case employability, as rated by tbe supervisor.
Because past research bas focused mainly on either learning value or
leadership style, we decided to test a model that simultaneously took
both factors into account. Our findings are consistent with previous
research on flow (Bakker, 2005, 2008; Salanova et al., 2006; Sosik
et al., 1999) and are in line with a central proposition ofthe Job Demands-Resources Model (Bakker & Demerouti, 2007) and with the
tbeoretical approaches formulated in the happy-productive worker thesis
(Cropanzano & Wright, 2001) and the broaden-and-build theory of
positive emotions (Fredrickson, 2001). Accordingly, job resources, being extrinsic motivators, have motivating potential and contribute to
performance through work-related flow (Bakker et al., 2004).
It is important to pay careful attention to employability enhancement
throughout careers. Ctirrendy, changes mark a move awayfi-oma paternalistic
culture toward a performance ctilture, fi-om providing lifetime employment
in one institution to a ubiquitous need for improving an individual's employability across professional domains and across organizations (DeFillippi &
Arthur, 1996). This performance culture implies that employees are regularly
exposed to job demands such as work constraints, role uncertainty, and new
job requirements, making tbe need for encouragement and empowerment
very strong. The outcomes of our study indicate that employees experience
a satisfying social work environment when they have a challenging job and a
stimulating and motivating supervisor who is willing and ready to coach and
monitor the employees' groWth and employability, that is to say, aimed at
increasing employee engagement and empowerment. Only if both an enriching job and a constructive managerial style exist can employees flotirisb and
their employability be addressed (Bakker & Schaufeli, 2008).
Obviously, the amount of influence employees can exert on their supervisor's leadership style is limited, although we do see opportunities regarding
the sbaping of the employee-supervisor exchange relationship (i.e., the
psychological contract between the two parties). The psychological contract
refers to "the idiosyncratic set of reciprocal expectations held by employees
concerning their obligations (wbat they will do for the employer) and their
entitlements (what they expect to receive in rettirn)" (McLean Parks, Kidder,
& Gallagher, 1998, p. 698). A relatively blunt but practical implication is
that in case tbe employee is willing to invest in a high-quality relationship,
for instance, by showing commitment and by putting forth extra effort
(see LePine, Erez, & Johnson, 2002, for a discussion of Organizational
Citizenship Behavior), it is likely that the supervisor will reply positively and
that his or her management style will be more constructive.
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Regarding possibilities for job enrichment, it might be helpful to consult
a career counselor to ensure that different opportunities to increase the
amount of learning value in one's job as well as other career development enhancing practices are carefully explored and implemented in the
employee's current assignment.
Limitations and Recommendations for Further Research
The present study has some limitations. First, all data were collected using
questionnaires, opening u p the possibility of response set consistencies.
Second, all data were collected at one point in time, that is, the study
was cross-sectional. Tbis implies tbat further research is needed to address the issue of causality. Research using multiwave designs can provide
more specific information about the stability and cbange of tbe variables
and a b o u t cross-lagged (i.e., over time) relationships than did o u r crosssectional approach (De Lange, 2 0 0 5 ; Taris & Kompier, 2 0 0 3 ) . T h i r d ,
further research is needed to investigate the robustness of o u r findings
and to determine the extent to which our findings generalize to other
occupational settings or t o other countries (Fouad & Arbona, 1 9 9 4 ) .
Moreover, given that our sample was predominantly male, it would be
useful for future research to examine possible gender effects.
Nevertheless, we believe tbat o u r results are noteworthy and provide
g o o d challenges for future research and cross-validation. O n e of the
Strengtbs of our study is that we gathered data from two different sources
(employees and their supervisors) to prevent the so-called c o m m o n m e t h o d bias (Podsakoff, MacKenzie, Lee, & Podsakoff, 2 0 0 3 ) . Because
the disagreement between supervisors and employees regarding facets
of employability is indicative of tbe difficulty of evaluating employability
(Van der Heijde & Van der Heijden, 2 0 0 6 ; Van der Heijden, 2 0 0 0 ) , we
r e c o m m e n d tbat employees' self-assessments and supervisor assessments
be compared in future research. Moreover, researcb that considers the
impact of internal and external labor market opportunities may enhance
tbe understanding of employability. M o r e specifically, wben there is a
lack of e m p l o y m e n t opportutiities, work organizations may already
face detrimental effects, even in a situation of reasonable motivation
and engagement of their employees, because their staff may show high
organizational tenure, yet n o t be strongly c o m m i t t e d . A perceived lack
of employment opportunities has already been shown t o be significandy
related to health and well-being (Catalona, 1 9 9 1 ; M a u n o , Kinnunen,
Mäkikangas, & Nätti, 2 0 0 5 ; Sverke, Hellgren, & Näswall, 2 0 0 2 ) , b o t h
of which are strong predictors of employability (see also Van der H e i jden et al., 2 0 0 5 ) .
To conclude, as indicated earlier, work organizations change rapidly
and individual employees are being urged more and more to find o u t
what new knowledge atid skills are required of t h e m to adapt to and
to stay in a desired j o b . However, previous research has indicated that,
even in a period of a h u g e sbortage of highly skilled professionals, these
individuals' lifelong employability is badly guided (Van der Heijden et
al., 2 0 0 5 ) . It is bard to understand why, in an era of ever-increasing
needs for occupational expertise, supervisors d o not seem to be m u c b
interested in the lifelong career development and growth of tbeir employees' abilities, and thus immediately endanger these individuals' future
employability. It seems important that supervisors provide tbe necessary
244
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resources for achieving employability, through construcdve leadership
style and by providing jobs with high learning value. In light of this, it
may be interesting to use the Job Demands-Resources Model (Bakker
& Demeroud, 2007) that has proven to be applicable to matiy occupational and organizadonal setdngs as a guiding framework in future
research on employability.
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