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ABSTRACT 
This study investigates whether and how key components of 

organizational attractiveness are interrelating to impose the 

maximum positive impact on the air transportation job market. An 

expert panel was shaped to gauge judgments regarding the 

driving power of each criterion over the other. The results of 

Interpretive Structural Modelling (ISM) revealed that 

organizational and job characteristics are the main criteria with the 

most driving power in the model fostering perceived fit. In 

addition, corporate branding and corporate social responsibility 

(CSR) demonstrated the highest dependence on the other criteria. 

The results were further validated through Impact Matrix Cross-

reference Multiplication to a classification (MICMAC). The 

hierarchical pattern of study findings offers theoretical 

contributions to the study of organizational attractiveness. 

Practical implications of the results and study limitations are also 

provided.  

 

INTRODUCTION 

Demand for air transportation services is rising globally in terms of both the 

market for passenger transfer and the need for freight services. According 

to the statistics (International Air Transport Association (IATA) annual 

report, 2019), there was a 7.4% increase in industry-wide revenue passenger 
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kilometers (RPK) and a 9.7% increase in industry-wide freight tonne 

kilometers (FTK) in 2017. Under these circumstances, rivalry in the air 

transportation market increases, as current and potential competitors 

would make considerable effort to pursue a competitive market position. It 

is assumed that a talented and qualified pool of employees would affect an 

organization's strategic performance and are considered sources of 

competitiveness in the market (Murray & Ayoun, 2010). Understanding 

how job seekers evaluate an organization's attractiveness would enable 

organizations to appropriately design and manipulate organizational 

resources and competencies (Bohlmann et al., 2018; Turban & Greening, 

1997). This is especially important for the aviation industry, where its 

specific characteristics positioned this industry as a challenging 

environment to work in (Sohn et al., 2015). Director-General and CEO of 

IATA (2019, p.9), Alexandre de Juniac argues that: 

"People are the key resource to take aviation forward. Our industry provides high-

quality jobs that add value to the economies in which they are located. Aviation 

careers are attractive, but there is growing concern about how the industry will 

find sufficient technically skilled employees quickly enough to keep pace with 

demand." 

Accordingly, the airline industry as a subset of the transportation 

industry has been chosen to understand how commercial airlines can 

enhance organizational attractiveness to attract qualified job seekers. Since 

the adoption of proper strategies to attract talented job seekers to the 

organizations is well understood and noticed in a suitable environment 

(Bankins & Waterhouse, 2019; Lewis & Frank, 2002), the phenomenon of 

organizational attractiveness (OA) is receiving comprehensive attention 

among organizational researchers (e.g., Brunner & Baum, 2020; Carballo‐

Penela, 2019; Younis & Hammad, 2020; Zhang et al., 2020). Specifically, 

organizations suffering from the lack of attractiveness in the job market 

require a general framework to guide them on improving their image 

among job seekers (Rynes & Barber, 1990). 

Purpose of the study 

This study aims to understand the processes by which key configurational 

components of OA affect airline companies' attractiveness in the job market. 

Specifically, this study endeavors to identify the interrelations among key 

OA attributes to understand each criterion's characteristic regarding its 

driving power and dependency in the airline industry. Underpinned by the 

tenets of interpretive structural modeling, a list of key attributes has been 
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initially identified through a careful review of comparative literature. The 

list was then used to design the questionnaire, which can address the 

interrelations using several pairwise comparisons among designated 

attributes. This methodological solution is widely used in tourism research 

(e.g., Jain & Ajmera, 2018; Lee et al., 2015; Ranjan Debata et al., 2013) and is 

well known for its ability to transform complicated problems into simple 

interrelated decision-making levels (Attri et al., 2013; Kuo et al., 2010). 

Contributions of the study 

Two major contributions can be attributed to the current study. Firstly, this 

study used triangulation to validate the results (Hartley & Sturm, 1997). 

Triangulation was applied by collecting data from different 

sources/methods, namely synthesis of comparative literature pertaining to 

key components of organizational attractiveness (i.e., qualitative approach) 

and experts' opinion rating the determining impact of each element on 

another (i.e., quantitative approach). Triangulation improves the quality of 

the study (Petter & Gallivan, 2004) as well as the accuracy of findings 

(Denzin, 2007, 2017; Maxwell, 2012), and its application is highly 

recommended in tourism studies (Koc & Boz, 2014; Vatankhah et al., 2019).  

This study, in addition, develops an interpretive structural model of airline 

organizational attractiveness (AOA) to demonstrate the interrelations 

among designated components of OA in the airline industry. Even though 

OA's notion has received considerable research attention, this phenomenon 

has been under-researched in the airline industry, and existing literature 

conferring to OA has not examined OA's key components' relationships. 

This study fills in the research gap by implementing ISM to develop AOA 

hierarchical framework. ISM is a powerful methodological solution to 

analyze interactive relationships among key configurational dimensions of 

a particular phenomenon (Ali et al., 2018; Attri et al., 2013; Sushil, 2012). In 

all, the application of methodologies as mentioned earlier to develop an 

interpretive structural model of AOA would be considered as a response to 

call for more empirical research enhancing current knowledge regarding 

key components of OA and the process by which those factors are 

interrelating (e.g., Bohlmann et al., 2018; Kröll et al., 2018; Sommer et al., 

2017). 

LITERATURE REVIEW 

Job choice has long been of great interest for both scholars and practitioners 

as adequate knowledge of driving factors affecting job seekers' attraction to 

an organization would be a strategic tool for managers to design and 
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develop appropriate organizational strategies. Based on this realization, 

several scholars have paid attention to this phenomenon from different 

perspectives. Starting to note the importance of organizational 

characteristics such as organizational size and geographical dispersion and 

organizational policies and strategies in attracting job seekers, Turban and 

Keon (1993) used interactionist perspective to study the impact of those 

attributes on job seekers' attraction to the organization. They have found a 

significant association between an organization's positive characteristics 

and job seekers' attraction to the organization. Mainly, organizational 

characteristics fostering organizational attraction have been manifested 

through family-friendly human resource policies (Honeycutt & Rosen, 

1997); centralization and rewards structure (Turban & Keon, 1993); 

improved recruitment practices, improved employment inducements, and 

targeting nontraditional applicants (Rynes & Barber, 1990); organizational 

values (Cable & Judge, 1996); formal mentoring programs (Allen & O'Brien, 

2006); organizational personality and instrumental factors (Kausel & 

Slaughter, 2011) and level of internationalization and centralization 

(Lievens et al., 2001) in comparative literature. Organizational 

characteristics have been used in a vast majority of studies relative to OA 

and is known as the most significant determinant of OA capable of 

attracting applicants' initial attraction to the organization (Huang et al., 

2020). 

Besides, the significant impact of several key attributes, including 

pay/salary (Lievens et al., 2001; Sohn et al., 2015); flexible work practices in 

terms of flexible work schedules, telecommuting and sabbaticals (Kröll et 

al., 2018), and quality of mentoring programs (Spitzmüller et al., 2008) have 

been studied by organizational scholars categorized as job characteristics. 

Lambert et al. (2019) cited that uncovering distinctive job characteristics 

would positively tackle organizational attractiveness in the job market 

(Rynes & Miller, 1983). Review of relative literature further revealed 

another class of attention using fit perception as a key determinant of job 

seekers' attraction to organizations. Cable and Judge (1996) strongly 

recommended fit perception as a driving component of organizational 

attractiveness. That is, job seekers are primarily attracted to organizations 

(i.e., person-organization fit) and/or the job (i.e., person-job fit) with which 

they feel congruent in terms of norms and values (Cable & Judge, 1996; 

Carless, 2005; Judge & Cable, 1997; Lievens et al., 2001; Sohn et al., 2015; Yu, 

2014). Perceived fit not only fosters organizational attraction but also affects 

applicants' ultimate job choice (Backhaus, 2016; Bretz & Judge, 1994). 

Scholars have used two subsets of perceived fit to understand its impact on 
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applicants' job choice (Cable & Judge, 1996), organizational commitment 

and job motivation/satisfaction (Nur Iplik et al., 2011), organizational 

attraction (Judge & Cable, 1997) and work values (Judge & Bretz, 1992). 

Particularly, employees who perceive fit with their current job position are 

found to be healthier and high performing comparing to those who are 

suffering from the mismatch between their values and those of the job 

(Caldwell & O'Reilly, 1990; Kristof‐Brown et al., 2005; Park et al., 2011). In 

addition, person-organization fit appears to promote applicants' intention 

and actual job offer decision (Carless, 2005). 

Several other factors have also been identified as drivers of 

organizational attraction, including organizational prestige (Highhouse et 

al., 2003); quality of online presence (Cober et al., 2003); recruitment 

advertisement, and positive word of mouth (Van Hoye & Lievens, 2005); 

corporate web-site and information sources (Lambert et al., 2019; Lin, 2015; 

Nadler et al., 2017); corporate prestige and image (Duarte et al., 2014; Held 

& Bader, 2018; Schreurs et al., 2009; Younis & Hammad, 2020) and 

employee-based brand equity (Jiang & Iles, 2011). In all, the factors 

mentioned above can comprise a larger component in terms of corporate 

branding. According to De Chernatony (1999), corporate branding utilizes 

organizational inputs to shape a unique characteristic for the organization 

and can enhance organizational attractiveness in the job market. This is 

especially a common practice taken by leading airlines (e.g., southwest 

airlines) in terms of employee branding (Miles & Mangold, 2005). 

Recently introduced to the academic literature, CSR has also been 

found as a significant predictor of organizational attractiveness (Duarte et 

al., 2014; Story et al., 2016; Waples & Brachle, 2020), and its determining 

impact on organizational attractiveness is recommended in the current 

literature (e.g., Joo et al., 2016; Zhang et al., 2020). CSR initiatives have been 

categorized in three broad dimensions: environmental, social and economic 

issues. Environmental issues (e.g., emission reduction and aircraft noise 

reduction programs) are the most practiced dimension in the airline 

industry (Cowper-Smith & de Grosbois, 2011). This phenomenon may take 

any shape and approach such as morality (van Prooijen & Ellemers, 2015); 

diversity management (Albinger & Freeman, 2000; Backhaus et al., 2002; 

Murray & Ayoun, 2010; Umphress et al., 2007); human rights, employee 

relations, philanthropy and environment (Albinger & Freeman, 2000; 

Murray & Ayoun, 2010); perceived CSR, its motives and overall justice (Joo 

et al., 2016); CSR communication and advertisement (Belinda et al., 2018); 

sustainability (Sohn et al., 2015) and level of CSR engagement (Duarte et al., 

2014). According to Belinda et al. (2018), CSR's adoption is not enough to 
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develop organizational attractiveness, but the way organizations 

communicate their CSR initiatives also matters. Despite its strong 

predictive capability in many disciplines, however, "previous literature has 

overlooked the complex nature of the decisions that potential employees 

make about job choices while addressing the isolated effect of CSR on 

organizational attractiveness" (Lis, 2018, p. 106).   

Besides the above-mentioned organizational level factors, there is 

some academic evidence on the impacts of personality characteristics of job 

seekers affecting their choice of proposed job (e.g., Held & Bader, 2018, 

Kausel & Slaughter, 2011; Lievens et al., 2001; Nadler et al., 2017; Schreurs 

et al., 2009; Umphress et al., 2007). In light of fit theory, specifically, Judge 

and Cable (1997) argued that applicants' choice of an organization is 

primarily based on their personal characteristics and personality traits. 

Accordingly, determining the impact of personality characteristics and its 

interaction with organizational characteristics leading to applicants' choice 

of an organization should be further developed (Lievens et al., 2001; Kausel 

& Slaughter, 2011). 

Against this backdrop yet, it appears that OA has been remained a 

challenging concept to explain (Backhaus et al., 2002). Specifically, a review 

of comparative literature revealed that no general framework exists to 

clarify the process by which OA components may interact with each other. 

According to Helmreich and Foushee (2010, p.17), "the fact that process 

variables have been largely ignored in research does not indicate a lack of 

awareness of their importance; rather, it reflects the difficulty of 

conceptualizing and measuring them." Under this circumstance, this study 

bridges the research gap by proposing significant OA components and 

analyzing the interrelations among those components. In addition, this 

study contributes to tourism management literature by proposing the 

hierarchical model of OA in the airline industry, which is currently known 

as a challenging place for talented graduates (Sohn et al., 2015).    

METHODOLOGY 

This study uses the ISM technique to understand how OA's key 

configurational components are interrelating with each other. This 

procedure identifies each factor's position in terms of their ability to affect 

other factors (i.e., driving power) or, in contrast, to be manipulated by 

independent factors (i.e., dependency). ISM is "a process that transforms 

unclear and poorly articulated mental models of systems into visible, well-
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defined models useful for many purposes" (Sushil, 2012, p. 88), which 

involves several steps to be taken to develop the ultimate ISM model.  

Developing ISM model 

Step 1: Step one requires the identification of key configurational 

components of the topic of interest. Accordingly, through a careful review 

of comparative literature and synthesis of findings, key factors determining 

AOA are listed (Table 1).  

Table 1. Key configurational factors of AOA  

Criteria Definition Authors 

Organizational 

characteristics 

(OC) 

OC defines an organization's internal resources 

and competencies that affect members' job 

attitudes and behaviors (Turban & Keon, 1993). 

An airline company may involve factors including 

safety image; reputation; airline size; airline work 

environment; airline nationality, location, and 

geographical dispersion.  

Allen and O'Brien (2006); Cable and 

Judge (1996); Chapman et al. (2005); 

Gomes and Neves (2011); Highhouse et 

al. (2003); Kröll et al. (2018); Lievens et al. 

(2001); Nadler et al. (2017);  Rynes and 

Barber (1990); Sivertzen et al. (2013); 

Sohn et al. (2015); Spitzmüller et al. 

(2008); Turban and Keon (1993); van 

Prooijen and Ellemers (2015). 

Job characteristics 

(JC) 

JC refers to "the content and nature 

of the tasks themselves" (Spector, 1997, p. 31) and 

typically involves training, empowerment, 

rewards and compensation, pay, job security, and 

promotion. 

Chapman et al. (2005); Gomes and Neves 

(2011); Kröll et al. (2018); Sivertzen et al. 

(2013); Sohn et al. (2015); Spitzmüller et 

al. (2008). 

 

Perceived fit Perceived fit usually involves two subsets in terms 

of person-organization fit, defined as the level of 

congruency between one's values and those of the 

organization, and person-job fit defined as the 

level of compatibility between one's values and 

those of the job/task (Cable & Judge, 1996).    

Cable and Judge (1996); Carless (2005); 

Judge and Cable (1997); Sivertzen et al. 

(2013); Yu (2014).  

 

Corporate social 

responsibility 

(CSR) 

CSR is a "concept whereby companies integrate 

social and environmental concerns in their 

business operations and their interaction with 

their stakeholders voluntary" (Dahlsrud, 2008, p. 

7), often composed of human rights, philanthropy, 

environmental issues, employee relations, and 

diversity management.   

Albinger and Freeman (2000); Backhaus 

et al., (2002); Belinda et al. (2018); Duarte 

et al. (2014); Joo et al. (2016); Lis (2018); 

Murray and Ayoun (2010); Sivertzen et 

al. (2013); Sohn et al. (2015); Story et al. 

(2016); Umphress et al. (2007); Waples 

and Brachle (2020); Zhang et al. (2020). 

Corporate 

branding (CB) 

CB refers to "creating an organization's unique 

characteristics" (De Chernatony, 2001; Rode & 

Vallaster, 2005, p. 121), representing factors in 

terms of image and prestige, positioning, value 

proposition, advertisement, and public relations. 

Cober et al. (2003); Held and Bader 

(2018); Jiang and Iles (2011); Lin (2015); 

Van Hoye and Lievens (2005); Younis 

and Hammad (2020). 

 

Step 2: A matrix of the contextual relationship and interaction 

among a set of listed AOA factors should be established. According to Eq. 

1, the matrix will comprise ten pairwise comparisons among five 

components of AOA.  

https://scholar.google.com/citations?user=IinbKysAAAAJ&hl=en&oi=sra
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x= 
𝑛(𝑛−1)

2
 = 5(5-1)/2  =10     (1) 

with n representing the number of designated factors in the proposed 

configuration of the AOA model.  

Step 3: Having designed the matrix, a panel of experts, including 

industry experts in the Iranian aviation and airline industry, were invited 

to fill in the matrix. A judgmental sample of 28 experts was invited for data 

collection. According to Etikan et al. (2016, p. 2), judgmental sampling "is 

the deliberate choice of a participant due to the qualities the participant 

possesses." A copy of the questionnaire with a cover letter explaining the 

study's aims and objectives and ensuring the confidentiality of data was 

sent to the experts. As shown in Table 2, Sixteen airline experts from Iran 

agreed to participate as panel members and completed the questionnaire. 

A sample of the questionnaire can be found in the appendix. 

Table 2. Features of the study sample 

Airline* Position Tenure 

A1 Executive HR manager More than 15 years 

A1 General marketing manager More than 15 years 

A1 Head of operations department More than 15 years 

A1 Head of cabin services More than 15 years 

A2 Marketing and business development director More than 10 years 

A2 Senior marketing officer More than 10 years 

A2 Senior HR executive officer More than 10 years 

A3 Head of the training department More than 15 years 

A3 Operations manager More than 10 years 

A3 Head of business and policy development unit More than 10 years 

A4 Head of business and marketing department  More than 10 years 

A4 General HR manager More than 18 years 

A4 Senior HR development officer More than 10 years 

A4 International affairs director More than 15 years 

A5 Executive research and development officer More than 15 years 

A5 Head of operations department More than 18 years 

* Due to the confidentiality of data collection, the names of participating airlines are kept anonymous. 

Accordingly, a structural self-interaction matrix (SSIM) of AOA factors 

was built (Table 3), which contained several pairwise comparisons among 

AOA factors. Following notations have been proposed to the expert panel 

to address interrelations among AOA factors.  

 If the row listed i facilitates reaching the factor in the column listed j; V 

will be inserted. 

 If the factor in the row listed i can be obtained by the column listed j; A 

will be inserted. 
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 If the factor in the row listed i and factor in the column listed j help to 

reach each other; X will be inserted; and 

 If the factor in the column listed i and the factor in the column listed j 

are unrelated, O will be inserted. 

Table 3. Structural self-interaction matrix (SSIM) 

Issues  OC JC Perceived fit CSR Branding 

Organizational characteristics (OC) V V V V V 

Job characteristics (JC) A V V O O 

Perceived fit A A V O O 

Corporate social responsibility (CSR) A O O V X 

Branding A O O X V 

 

Step 4: As required by ISM, at this step, a reachability matrix should 

be built and transitivity among relationships must be checked (i.e., if factor 

A is linked to factor B and factor B is linked to factor C, then factor A is 

linked to factor C). As shown in Table 4, binary digits should be replaced 

by the notation as mentioned above. 

Table 4. Binary digits 

 Notation Reciprocal 

notation 

Numeric 

value 

Reciprocal numeric 

value 

i improves j V A 1 0 

i and j are not related  O O 0 0 

i and j are interrelated X X 1 1 

Table 5. Initial reachability matrix 

Issues  OC JC Perceived fit  CSR Branding 

Organizational characteristics (OC) 1 1 1 1 1 

Job characteristics (JC) 0 1 1 0 0 

Perceived fit 0 0 1 0 0 

Corporate social responsibility (CSR) 0 0 0 1 1 

Branding 0 0 0 1 1 

Table 6. Final reachability matrix 

Issues  OC JC Perceived fit CSR Branding Driving Power 

Organizational characteristics (OC) 1 1 1 1 1 5 

Job characteristics (JC) 0 1 1 1∗ 1∗ 4 

Perceived fit 0 0 1 1∗ 1∗ 3 

Corporate social responsibility 

(CSR) 

0 0 0 1 1 2 

Branding 0 0 0 1 1 2 

Dependency 1 2 3 5 5 
 

 ∗ denotes transitivity  



 
 

10 
 

The initial reachability matrix is illustrated in Table 5. Using Table 4 

and the adaption of the rule of transitivity, the final reachability matrix has 

been developed (Table 6). 

Step 5: The final reachability matrix will be partitioned into 

hierarchical levels. Partitioning factors in various levels will help to build 

the hierarchy of ISM, using the intersections between reachability set (i.e., 

considering factor "A," the reachability set would be containing factor "A" 

itself and other factors which are affected by factor "A") and the antecedent 

set (i.e., considering factor "Y," the antecedent set would be containing 

factor "Y" itself and other factors affecting it). This process continues in 

several iterations till there will be no more factors left for partitioning. The 

results of the four iterations are provided in Tables 7-10. 

Table 7. Level partition (Iteration 1) 

Issues Reachability set Antecedent set Intersection Level 

Organizational characteristics (OC) 1, 2, 3, 4, 5 1, 5 1, 5 
 

Job characteristics (JC) 2, 3, 4, 5 1, 2 1, 2 
 

Perceived fit 3, 4, 5 1, 2, 3 3 
 

Corporate social responsibility (CSR) 4, 5 1, 2, 3, 4, 5 4, 5 I 

Branding 4, 5 1, 2, 3, 4, 5 4, 5 I 

Table 8. Level partition (Iteration 2) 

Issues Reachability set Antecedent set Intersection Level 

Organizational characteristics (OC) 1, 2, 3 1 1, 5 
 

Job characteristics (JC) 2, 3 1, 2 2 
 

Perceived fit 3 1, 2, 3 3 II 

Table 9. Level partition (Iteration 3) 

Issues Reachability set Antecedent set Intersection Level 

Organizational characteristics (OC) 1, 2 1 1 
 

Job characteristics (JC) 2 1, 2 2 III 

Table 10. Level partition (Iteration 4) 

Issues Reachability set Antecedent set Intersection Level 

Organizational characteristics (OC) 1 1 1 IV 

 

Step 6: A directed graph should be established at this step, and then 

the transitive relations should be checked to obtain the ultimate ISM model. 

The ultimate hierarchical ISM is represented in Figure 1. 
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Figure 1. Interpretive structural model of AOA 

Step 7: As the final step, the ISM model should be checked for logical 

inconsistencies, and if any, the corrections should be made. Hence, the 

ultimate ISM model results were sent back to the expert panel members to 

check for possible logical inconsistencies. There were no major concerns 

regarding the feasibility of configuration and interrelations of the factors in 

ISM. Therefore, no changes were made to the model. 

The application of MICMAC 

This study also applied MICMAC to clarify and simplify ISM results 

(Duperrin & Godet, 1973; Warfield, 1974, 1994). As shown in Figure 2, 

MICMAC contains four clusters defining each factor's position in the ISM 

hierarchy. Factors at the bottom of the hierarchy would usually be found in 

Clusters I and/or IV. These factors show low dependency on other factors 

in the model while having a range of driving power over other factors. By 

moving upwards to the top of the hierarchy, factors will show both the 

characteristics of dependency and driving power over other factors (Cluster 

III characterized with high driving and high dependence power). These 

factors are linking autonomous and independent criteria to other criteria in 

upper levels of the hierarchy. However, factors positioned at the top of the 

hierarchy usually fall into Cluster II known as dependent criteria with high 

dependence power and low driving power.   
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Figure 2. Basic graphical representation of MICMAC analytical tool 

Under these circumstances, MICMAC analysis results revealed that 

organizational characteristics are the most significant factor in the ISM 

hierarchy with the strongest driving power over other factors. Job 

characteristics have been shown to demonstrate the same power with 

organizational characteristics sharing the same cluster (i.e., Cluster IV). 

Perceived fit has fallen in the middle of the matrix with moderate 

dependency on organizational and job characteristics and moderate driving 

power over corporate branding and CSR. This factor eventually represents 

the characteristics of a linkage factor connecting criteria at the lower levels 

of the hierarchy to the higher levels. Corporate branding and CSR are 

positioned as dependent factors in Cluster II while having interrelations 

with each other at the same level. These factors are not only affected by the 

manipulation of lower-level factors but are also reinforcing each other at the 

top of the hierarchy. A graphical representation of MICMAC analysis is 

provided in Figure 3. 
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Figure 3. MICMAC analysis for airline attractiveness attributes 
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DISCUSSION 

Airline companies are struggling to survive the highly fragmented air 

transportation market. It has been noticed that the industry is showing a 

great net profit of $30 billion with an 8 percent return on invested capital, 

which makes this industry attractive to potential investors (IATA annual 

report, 2019). Therefore, a sustained competitive position is a critical 

strategic practice for airline managers at various managerial levels. 

Specifically, qualified and talented human resources are considered 

significant competitiveness sources for airline companies (Chen & Chang, 

2005; Erkmen & Hancer, 2015). According to Yeh (2014), high-performing 

frontline service employees in the airline industry would affect airline 

performance through enhanced customer interactions and services. 

Therefore, it seems plausible for airlines to invest in strategic ways of 

attracting and retaining qualified and talented job seekers. Enhancing 

organizational attractiveness in the job market may be considered as a 

remedy to the war for talent. This is especially the case for the airline 

industry, to which less talented graduates are attracted. This may be 

because airline occupations are confronted by challenging characteristics of 

aviation occupations in terms of long night shifts, stress, jetlag, and work-

family conflict (Chen & Kao, 2011; Hsu & Liu, 2012; Ng et al., 2011) and the 

knowledge and skills they acquire as airline employee may rarely be 

transferable to other industries (Liang & Hsieh, 2005; Vatankhah et al., 

2017). 

Against this background, this study provided an insight into the key 

factors fostering OA in the airline industry. In addition, this study applied 

ISM and MICMAC to further analyze the interrelations among identified 

factors. It appears that all five factors are significantly improving AOA. 

Particularly, organizational characteristics have been found as the most 

determining factor affecting job seekers' attraction to the airline. Job 

characteristics display the second most significant factor with which job 

seekers evaluate the vacancy and ultimately attract the airline. According 

to Turban and Keon (1993), job seekers are attracted to organizations based 

on perceived fit with the organization's job. The current study's findings are 

consistent with this argument, positioning perceived fit as the linkage 

factor. A job seeker would primarily evaluate organizational and job 

characteristics, and their intentions to pursue the job will be tackled if they 

perceived fit between their norms and values and those of the organization 

and the job. Finally, corporate branding and CSR are the last two factors 

determining how a qualified job seeker is attracted to the airline. According 

to the results, proper CSR adoption would strengthen the image of the 
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airline and at the same time, proper branding strategies should be more 

focused on CSR practices. Job seekers and talented graduates are processing 

their information from corporate branding efforts and CSR activities. A 

brief discussion on interrelations among key factors is provided in Table 11. 

In all, proper design of organizational and job characteristics improves job 

seekers' perceived fit with both the organization and the job, ultimately 

resulting in a positive interpretation of corporate branding strategies and 

CSR efforts.  

Table 11. Interpretive matrix 

Issues OC JC Perceived fit CSR Branding 

Organizational 

characteristics  

(OC) 

- Supportive rules 

and regulations 

may positively 

affect the proper 

design of aviation 

jobs/tasks. 

Organizational norms 

and values can be 

managed to align with 

the norms and values 

of the prospective job 

market. 

Supportive 

strategies, 

rules, and 

practices 

concerning 

CSR 

Supportive 

strategies, 

rules, and 

practices 

concerning 

corporate 

branding. 

Job characteristics 

(JC) 

0 - Proper design of the 

job in terms of job 

demands may 

positively influence job 

seekers' perceived fit 

with the job. 

Appropriate 

job design may 

encourage 

employee 

prosocial and 

pro-

environmental 

values and 

initiatives 

Transitive 

Perceived fit 0 0 - Transitive Transitive 

Corporate social 

responsibility  

(CSR) 

0 0 0 - CSR initiatives 

should be 

reflected in 

corporate 

branding. 

Corporate  

branding 

0 0 0 Corporate 

branding 

strategies 

should be 

aligned with 

CSR 

philosophy. 

- 

Theoretical contributions 

Organizational attractiveness is well known for its ability to attract and 

retain a talented pool of job seekers. It is especially the case for the airline 

industry that seems to suffer from the lack of well-educated job seekers 

(Sohn et al., 2015) and high level of turnover rates (Chen, 2006; Karatepe & 

Vatankhah, 2014a; Schiffinger & Braun, 2020). This study adds to the 

ongoing debate in organizational attractiveness literature by developing an 

ISM that identified main factors affecting AOA as manifested through OC, 
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JC, Perceived fit, CSR, and Corporate branding. In addition, the study 

contributes to the theory by unraveling the classification of identified 

factors via MICMAC. Specifically, JC and OC were found to the most 

powerful drivers of AOA. This is followed by Perceived fit that links the 

drivers to dependent factors in terms of CSR and Corporate Branding. 

Implications  

The proposed hierarchy of factors fostering AOA may be considered as the 

major theoretical contribution of the current study by enhancing the current 

understanding of the fundamental building blocks of AOA and the process 

by which they are related to each other. Nevertheless, ISM is a decision-

making tool that helps managers practically decide on the problem's best 

solution. This technique is used to understand how different components 

of a particular phenomenon may interact to enhance the positive outcome 

to its optimum level. Besides, MICMAC gives further insight into the 

driving power and dependency characteristics of each criterion. Hence, the 

results of ISM and MICMAC provide a handful of solutions for airline 

managers who are managing to attract and retain high-performing 

qualified job seekers. First, this study synthesized relative literature on 

organizational attractiveness and adapted the synthesis results into the 

airline industry context. The results revealed that five factors in terms of 

organizational characteristics, job characteristics, perceived fit, corporate 

social responsibility, and corporate branding are significant factors 

affecting AOA. Airlines should pay close attention to the proper design and 

management of these five factors. In a more detailed evaluation, 

organizational and job characteristics have been found as the two factors 

with the most driving power in the proposed model. Therefore, managers 

are encouraged to take into consideration factors such as organizational 

culture, dispersion of its plants, and rules and regulations to facilitate next-

level factors, namely job characteristics. This is especially one factor that can 

be properly manipulated to increase its attractiveness for job seekers. 

Appropriate design of the job, demands, and responsibilities affiliated with 

the job, pay and promotions offered to actual and prospective employees, 

job security confidence, work-family balance, flexible work schedule are 

strategic solutions that may affect AOA. Airline occupations are known as 

job positions whose skills acquired during employment cannot be easily 

transferable to other occupations. Accordingly, as other functions of job 

characteristics, airline companies' managers are suggested to provide job 

security and training to cope with aviation occupations' negative features 

(Karatepe & Vatankhah, 2014b). 
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In addition, the results of our study noted the significance of fit 

perception and OA in the airline industry. Therefore, several orientation 

programs would be needed to enhance job seekers' familiarity with the 

nature of the job and the organization's features. Besides, airline companies 

should attract job seekers who show relatively appropriate personality 

traits and aptitude. According to Goeters et al. (1993, p. 123), "basic 

aptitudes and personality traits are both important in determining the 

professional reliability of human operators" in the aviation industry. 

Careful analysis of prospective job seekers' personality traits would 

facilitate fit perception and ultimately foster applicants' attraction and 

retention.  

Corporate branding, known as a precursor of economic success and 

survival (Mollerup, 1998), may also foster job seekers' attraction to the 

airline company. Specifically, advertisement and mission statement 

preparation should be focused on appealing to the airline's organizational 

and job characteristics to promote fit perception. Rebranding is a common 

practice among international airlines striving to sustained profitability in 

the air transportation market (Thurlow & Aiello, 2007). 

In addition, branding should be aligned with CSR activities as there 

is rising concern among young graduates to choose socially responsible 

organizations and their actions are in line with reduced energy 

consumption and pollution (Albinger & Freeman, 2000; Duarte et al., 2014). 

For example, a "multicultural" branding strategy can be taken into 

consideration to support diversity management as a core component of CSR 

initiatives, or the CSR philosophy can be reflected in the airline's 

commercially important symbols (e.g., the design of tailfins) (Thurlow & 

Aiello, 2007). 

Success in organizational performance is highly associated with the 

quality and performance of its internal resources, of which human 

resources are considered valuable living assets of any organization. With a 

particular emphasis on human resources, service industries, including the 

airline industry, should invest in its human capital quality through proper 

design of organizational and job characteristics, enhanced fit perception, 

corporate branding, and CSR efforts. The proper adoption of relative 

strategies offered in ISM and the emphasis on the priority and driving 

power of one criterion over the other would act as a strategic tool for airline 

managers who are struggling to improve their competitive position in the 

air transportation market. 
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Limitations and future research directions 

This study faced several limitations offering opportunities for further 

analysis. That is, key compositional components of AOA have been 

identified from the extant literature. However, the literature about the 

factors fostering AOA was scarce and the general configuration of criteria 

was adapted from various industries. Accordingly, it is highly suggested to 

make a fuzzy Delphi study to strengthen the primary list of factors based 

on the results of an in-depth interview. This would validate the finding at 

the first step (Koc & Boz, 2014). This study also used the Iranian airline 

industry as the context of the study. The study's single contextual and 

cultural approach may raise the issue of the generalizability of findings to 

other contexts. Therefore, it seems reasonable to replicate the study in other 

industries and other countries with different cultural backgrounds (e.g., 

China, Germany) to understand if contextual and cultural differences 

matter in the configuration of and interrelations among key factors affecting 

OA. Finally, the current article addressed significant factors which can 

improve airline attractiveness. However, some factors may also exist that 

act as barriers to airline attractions. Investigating barriers to airline 

attractiveness may contribute to the knowledge base by addressing barriers 

and proposing strategies to cope with those barriers. 
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APPENDIX. SAMPLE QUESTIONNAIRE 

Section I: Instructions: Please use the following scale to indicate the relative impact of 

each criterion on the other one. 

Values Explanation   

V Factor listed in row i facilitates reaching the factor listed in the column j 

A Factor listed in row i can be obtained by the factor listed in column j 

X Factor listed in the row i and factor listed in the column j help to reach each other. 

O Factor listed in the column i and the factor listed in the column j are unrelated. 

 

Hint: Comparing factor A with factor B, the following table suggests that factor A would 

help to reach factor B. 

Factors   A B 

A - V 

B  - 

 

Section II: Factors 

1. Organizational characteristics (OC) 

2. Job characteristics (JC) 

3. Perceived fit 

4. Corporate social responsibility (CSR) 

5. Branding 

 

Factors    OC JC Perceived fit  CSR Branding 

Organizational characteristics (OC) -     

Job characteristics (JC)  -    

Perceived fit   -   

Corporate social responsibility (CSR)    - 
 

Branding     - 


