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Abstract

This chapter discusses the role of human resource portals in the
management of the protean career. A protean career is a career that is
frequently changing due to both changes in the person’s interests, abilities,
and values, and changes in the work environment. The chapter develops
a three-factor model, which contends that three types of variables
(individual attributes, characteristics of the human resource portals, and
organizational factors) influence the effective use of Web-based human
resource services. The model also argues that the effective use of Web-
based human resource services plays an important role in the management
of the protean career since employees act as free agents, responsible for
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their own career advancement opportunities. The three-factor model has
implications for research and practice for both employees and employers.

Introduction

Careershavebeentraditionally conceived aslinear trajectorieswhereempl oy-
eesadvancehierarchically withinasingleorganizationover thecourseof their
working lives (Eby, Butts, & Lockwood, 2003). Thetraditional careerisa
linear one, measuring success through upward promotions and salary in-
creases. Recently, however, evolving organi zational formsaremovingworkers
away fromtraditional career patternsthat emphasized upward progression
withinalimited number of traditional , pyramid-typeorganizationsto nontradi-
tional career patterns (Sullivan, Carden, & Martin, 1998). Careers are no
longer limited to positionsin oneorgani zation, but rather areviewed asmore
diversified professiona experiencesentailingworkingindifferent organizations
andindifferent occupations. Hall (1996) and Mirvisand Hall (1996) used the
construct of protean careertodescribesuch career patterns. A protean career
isacareer that isfrequently changing due to both changesin the person’s
interests, abilities, and val ues, and changesin thework environment (Hall,
1996). Nolonger doweexpect alifetimecareer toinvolveworkinginasingle
occupation or for asingleemployer (Jackson, 1996).

Thepurposeof thischapter istoshedlight ontheroleof humanresourceportals
inmanagingtheprotean career. |nso doing, thechapter devel opsathree-factor
model of theimpact of human resource portal s on the management of the
protean career. The chapter isdivided into five sections. Thefirst section
discussesthe reasons|eading to the emergence of the protean career. The
second section explainsthe protean career. Thethird section describesHR
portals. The fourth section presents the three-factor model of the protean
career, which contendsthat threetypesof variables— organizational factors,
HR portalssystem, andindividual attributes— influencetheeffective use of
Web-based HR services. Effectiveuse of Web-based HR servicesplaysan
important roleinthemanagement of the protean career sinceemployeesact as
free agents, responsible for their own career advancement opportunities.
Finally, thefifth section discussesthemodel’ simplicationsfor research and
practice.
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Background

Four reasonsat | east explaintheemergenceof thenew view of acareer. First,
downsizing hasdramatically transformed thelandscape of organi zationsnot
only intheUnited Statesbut a soinother industrialized nations, breakingtheold
psychological contract between employersand employees. A psychological
contract refersto expectationsabout reciprocal obligationsbetween employ-
eesand employers(Rousseau, 1989). Whereasunder theold psychol ogical
contract, employeestraded | oyalty against job security, thenew contract calls
for employeesto “look out” for themselves. Thus, the new career requires
employeestobeinthedriver’ sseat, |eading bothto personal responsibility and
accountability inmanagingtheir careers. Under thenew contract, thecompany
undertakesto:

“...add labor market value to employees by helping them acquire portable
and marketable skills— employability ... Self-determination is the underlying
principle governing the organization, and in this spirit individuals manage
their own careers.” (Nicholson, 1996, p. 41)

Second, the emergence of knowledge workers— those workerswho have
specificrather than general competencies(Higgins& Kram, 2001) — rede-
finestheroleof careers. Becauseknowledgeworkershaveskillsand expertise
that arein highdemand, they tend to definethetermsof their empl oyment. For
them, career successisdefinedintermsof knowledgeacquisitionand personal
challenges, rather thanintermsof progressioninthehierarchy withinthesame
organization. Inaknowledgeandinformation-based economy, theskillsand
knowledge of peoplewith special expertisereplace physical and financial
capital astheessential assetsof theorganization (Brousseau, Driver, Eneroth
& Larsson, 1996).

Third, theentry of Generation Xersintheworkforceal so shapesthedynamics
of workplace demographics. They entered theworkforcebetween 1985 and
2000, and are generally between 25 and 40 years old. Indeed, members of
Generation X havemoreloyalty towardthemselvesand their networksof social
relationsthantowardtheir employers. They arelesswilling to make personal
sacrificesfor thesakeof their employers. Butthey arewillingtotradeoff salary
increases, titles, security, and promotions for increased leisure time and
expanded lifestyleoptions(Robbins, 2003). Thisgeneration hasval uesthat do
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not favor organizational commitment (Brousseau et al ., 1996). Generation Xers
want to explore and do different kinds of work in order to learn about
themselvesand expresstheir individual values(Sellers, 1994).

Fourth, theadvanceof informationtechnol ogy and particul arly thelnternetand
theWorld WideWeb hasdramatically changed how organizationsoperate.
Themost far-reaching changesto careersare coming fromtransformati onsof
work and organi zation by informationtechnol ogy (Nicholson, 1996). Informa-
tion technology helpsimprove employee skills and the ability to acquire,
process, and disseminateinformation. Informationtechnol ogy not only quickly
spreadsknowledge, but al so givespower tothosewho possessit, challenging
old assumptionsabout organizational hierarchy andleadership. It also helps
createnew formsof organi zations. Such organizationsstrongly impact careers.
Informati ontechnol ogy also allowsemployeesto devel op networksincluding
other expertsand professionals, thereby playingacritical roleinthedevel op-
ment of the protean career. I nformationtechnol ogy facilitatesorganizational
changes, suchasdel ayering, outsourcing, and offshoring (movingacompany’ s
operationsinaforeign country to benefit from acheaper labor pool). Such
organi zational changesmakecareerslesspermanent andversatile. By reducing
management layers, today’ sorganizationsprovidevery few upward move-
ments. Thus, career successisnolonger definedintermsof vertical progression
inahierarchy, butintermsof psychol ogical and personal success.

Oneof theimplicationsof informationtechnol ogy isthedevel opment of human
resource portal sand Web-based human resource self-servicesystems. These
information technol ogieshaveallowed empl oyeesto self-manageactivities
previously handled by human resource professionals. However, the mere
development of thesetool scannot enhancethe self-management of careers
unlessemployeeseffectively usethem. Theextent towhich someemployeesare
more likely than othersto rely on human resource portals and Web-based
human resourceself-servicesystemsto managetheir own careershasreceived
scant attentioninthehumanresourcemanagement literature. Thisisasurprising
view of theincreasing use of thesetechnol ogiesin modern organizations. A
survey of Fortune 500 compani esconducted by TowersPerrinfoundthat 39%
of the companies provided annual benefit enrollment on the Web in 2000
comparedto just 10% in 1999 (HR Focus, 2001).

Despitethisincreasinginvestment in humanresourceportal sand Web-based
human resource self-service systems, empl oyeesoften do not usethesetool s
for career management opportunities. A 2000 human resourceself-service
survey by theHunter Groupfoundthat today’ smost widely used self-service
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applications are employee communications (used by more than 60% of
respondents) and 401(k) pension plans(morethan 50%) (HR Focus, 2001).
Although respondentsinthe samesurvey planto greatly expand the use of
personal datamaintenance, benefitinquiries, openenrollment, family status
changes, training registration, and soforth, they did not report using human
resource self-service systemsastool sfor managing their own careers. Thus,
understanding the factorsinfluencing the effective use of HR portalsis of
paramount importance. Inadditionto providing information related towork
benefits, HR portals offer opportunitiesfor continuous learning and self-
development.

The emergence of new technol ogies, competitive pressuresfrom an ever-
changingwork environment, globalization of theworld economy, and organi-
zationa changes, suchasworkforcediversity, delayering, outsourcing, offshoring,
teamwork, networks, and theentry of Generation Xersintheworkplace, are
factorsthat call for aredefinition of the concept of acareer. For instance,
information technology makesit possiblefor employeesto learn about the
strategi c direction of thebusiness, about work opportunitiesindifferent areas,
about specific position openings, and about upcoming training and devel op-
ment programs(Hall & Moss, 1998). Thisknowledge may help employees
takeadvantage of new opportunities. Today’ swork environment, character-
ized by changeand thebreach of the psychol ogical contract, requiresemploy-
eestotakecontrol of their own careers. Itisnolonger the organization that
“takes care” of the employee’s career. Rather, it is the age of the “do-it-
yourself” career. What the organi zation can doisprovide opportunitiesfor
employeesto managetheir own careers. Human resource portal sand Web-
based human resource self-servicerepresent such opportunities.

Protean Career

Defining the Protean Career

Theterm proteanisderived fromthe Greek god Proteus, who could change
shape at will. Hall (1996) used this construct to describe a career that is
constantly changing and mostly driven by theemployeehimself or herself. The
construct of protean career issimilar tothat of boundarylesscareer (Arthur &
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Rousseau, 1996). Boundarylessmeansemployment and careersunfol ding
overtime across multiple employment opportunities and employer firms
(Rousseau & Arthur, 1999). M ost research onthenew career hasoften used
theconcept of boundarylesscareer (Arthur & Rousseau, 1996; Arthur, 1994).
Theboundarylesscareer ischaracterized by pathsandtrajectoriesthat arenot
fixedlatticeswithinorganizations(Bird, 1994). AsSullivan (1999, p. 477) put
it, “Theterm ‘boundaryless career’ isreally amisnomer, as systems need
boundariesinorder to definethemsel vesand to separatethemsel vesfromthe
environment. Therefore, inareal sense, careersarenot boundaryless.” What
authorsusingthisconcept really meanisthat barriersacrossoccupationsand
organizationsare permeable. Inthischapter, | usethe construct of protean
career todescribeacareer that isconstantly changing, createsafree-agency
relationship between employeesand employers, andisself-directed. Indis-
cussingtheprotean career, | rely ontheliteratureson the protean career and
ontheboundarylesscareer. Althoughtheseliteraturesusedifferent constructs,
they describethesamereality, whichisacareer that isdynamic, changing, and
self-directed.

Components of the Protean Career

The protean career includes constant change, free-agency rel ationship be-
tween employeesand empl oyers, continuouslearning, employability, self-
direction, and multiplecommitments. Inafree-agency rel ationship, employees
andemployersexercisetheir right toformnew contractsasneeded, deploying
their resourcesfor their own benefit (Rousseau & Arthur, 1999). Thefree-
agency rel ationship a soimpliesthat employeesand empl oyersconsider their
rel ationshipasmoretransactional thanrelational . Thiscontractual relationship
islikely tocontinueaslongasitisbeneficial to both parties. Boundaryless
careerstreat bothemployersand employeesasfreeagentsevenmoreexplicitly
thanintraditional conceptualizationsof theemployment relationship (Van
Burenllil, 2003).

Another key element of the protean career iscontinuousl|earning and personal
development. Totheextent that employeespossessskillsthat areval ued by
their employers, they will belikely to remain membersof the organization.
Therefore, employeeshaveto seek out opportunitiesto devel op and update
their skills. Kanter (1989) used the concept of employability to explainthe
extent towhichemployeesmust acquireskillsthat increasetheir marketability.
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Employability referstoacommitment toenhancingtheskillsand competencies
of theempl oyeessothey can protect and continuously improvetheir optionsfor
gainful employment (VanBurenIll,2003). Developing skillsisimportantinthe
ageof the protean career becauseit helpsimprove bothinternal and external
marketability. Employeeswith highly transferablecompetenciesarenot orga-
nizationally bound, but instead arehighly marketable. Their competenciesare
portableand canbeappliedtodifferent organizational settings(Sullivanetal.,
1998).

A corollary of portableskillsisthelack of organizational commitment. Thisis
understandabl e since possessing a‘ repertoireof portableskills' will allow
employeesto‘travel’ from organizationsto organizations. Thus, commitment
islessdirected toward aspecific organization. Accordingto Sullivanet al.
(1998), therol eidentification of self-desi gning careeristscomespredominantly
fromtheir professionrather thanfromtheir organi zational membership. Whereas
thetraditional career separateswork andfamily, thenew career blendsthetwo.
Inthetraditional career, successisat theexpenseof thefamily andviceversa,
leadingto azero-sumgamesituation. Inthenew career, however, professional
success and family are not necessarily incompatible. This multiplicity of
commitment includestheprofession, theorganization, thefamily, and social
activitiesthat theemployeedeemsimportant. Diversity of activitiesinthenew
career helpstheemployeebroaden hisor her horizon, expertise, and knowl-
edge.

Critical Success Factors in the Protean Career

According to Hall (1996), there are three indicators of success under the
protean career: (1) psychological success,; (2) perceivedinternal marketability;
and (3) perceived external marketability. Psychol ogical successstemsfrom
accomplishing goal sthat theempl oyee considersimportant. Thesegoalsmay
be career-related or personal goals. Successin the new career stemsfrom
fulfilling specific objectivesthat may not becareer related. Sincethe protean
career isnot limited to one organi zation, employeesmust devel op skill sthat
increasetheir employability (Kanter, 1989). Employability isincreased by both
internal marketability and external marketability. Theformer referstotheextent
towhich employeeshaveskillsthat are valued by their current employers,
whereasthelatter refersto skillsthat areval ued by outsideemployers.
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Employees under the protean career should also be able to devel op social
networks. Such networksareimportant for success. They may help garner
information about job opportunitiesbothinsideand outsidetheemploying
organization. Thesesocial networksshould extend beyond one’ sunit, depart-
ment, or organization. Eby, Butts, and L ockwood (2003) consider theexten-
siveness of social networks within and outside the organization acritical
successfactor intheprotean career. Anemployeemay usenetworksto gather
career-relevant rather thanemployer-relevantinformation (DeFillippi & Arthur,
1994).

Despite its positive impact, the protean career has some pitfalls. Not all
individualswill fareequally well intheprotean career. Most employeesarein
aweaker bargaining positionintheemployment relationship than employers
(VanBurenlll, 2003). Thepath of aprotean career isnot linear; it caneven
bechaotic. What thenwoul d explaintheextent towhich someempl oyeesstrive
intheprotean career, whereasothersfail ?Several factors, individual aswell as
contextual, may hel p explain successintheprotean career. Sincetheprotean
career ismarked by peaksand valleys, empl oyeesshoul d devel op thekind of
skillsand personathat will helpthem navigatesuch situations. For instance, a
layoff can have damaging effectson empl oyees. Those employeeswho are
emotionally strong may usethesituationtorevamp themselvesand start anew.
Thosewho cannot effectively managethistransitionmay havetheir professiona
career threatened. Technology, and especially informationtechnol ogy, can
help successfully navigatetheprotean career. Inthefollowing section, | explain
human resourcemanagement portal sbeforedevel opingamodel of theirimpact
onthemanagement of the protean career.

Human Resource Portals

A humanresourceportal (or HR portal) isaset of applicationsthat provides
users with a single gateway to customized and personalized information
(Walker, 2001). This portal can be limited to acompany intranet or it can
extend to the Internet or include both. Using these portal s, employees can
collectinformationrel ated to benefits, compensation, training opportunities,
knowledge management, and continuous learning, to name afew. Human
resourceportalsallow the devel opment of Web-based humanresourceself-
service.

Copyright © 2005, Idea Group Inc. Copying or distributing in print or electronic forms without written
permission of Idea Group Inc. is prohibited.



130 Beugré

“Web-based human resource self-service involves the use of interactive
technology by employees and managers to obtain information, conduct
transactions, and essentially shortcut processes that previously required
multiple steps, paperwork, the involvement of human resource staffers,
and all the delays such processes are heir to.” (Zampetti & Adamson,
2001, p. 15)

Withtheself-serviceprovided by humanresourceportal s, employeesareable
tobecomemoreself-sufficient with respect to many itemspreviously handled
by thehumanresourcestaff, suchasmaking changesand additionstotheir own
benefit programs, participatinginannual benefit enrollments, selectingtraining
and devel opment plans, investigatingjob opportunitiesand postings, handling
payroll deductions, participatinginretirement planning, changing recordssuch
as marital status or address, and having access to company policies and
procedures. By putting theresponsibility for many informati on-management
tasks, such asfiling change-of-addressformsand compl eting benefitsenrol -
ment, in the hands of employees, Web-based human resource self-service
dramatically reducestheamount of timethat humanresourcestaffersspendon
administrativetasksand freesthemtofocustheir energy onachievingmore
strategicgoal sfor thecompany, such asreducingturnover anddeveloping skills
inventories, and hel psdeliver human resource serviceswith fewer people
(Gale, 2003). Thus, thehuman resourcefunction becomeslessadministrative
and morestrategic, aligningitself withtheorgani zation’ sgoal sand objectives.

Suchtoolsmay hel pemployeesmanagetheir own careers. Whatisparticularly
important in HR portal sisthe opportunity to collect information about job
opportunitiesinsideand outsidetheorganization, andtoexploit trainingand
learning opportunities. Thelnternet can beused asasel f-learningtool , thereby
hel ping employeesdevel op new skills. HR portal smust offer valueto both
employees and employers. According to Hansen and Deimler (2001), the
benefitsof businessportal sfor both employeesand companiesareobvious:

“Having information tools available on the company portal makes
employees’ jobs easier and less stressful by reducing interaction time and
effort. Because they spend less time searching for information, they are
able to accomplish more and productivity rises. From the company’s
perspective, not only are employees more efficient at getting work done,
their efficiency reduces delays in core processes.” (p. 98)
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Benefits of HR Portals for Employees

Why do employeeshavetotakecareof themanagement of their own career?
One of the key reasonsisthat organizations can no longer doit. Thus, the
protean career requires personal initiative and responsibility. In protean
careersboth employersand employeesarefreeagents(VanBurenlll, 2003).
Free agency meansthat people and firms exercise their right to form new
contracts as needed, deploying their resources (skills, discretionary time,
money, reputation) for their own benefit (Rousseau & Arthur, 1999, p. 9).
Therefore, employeesshould devel op skillstoincreasetheir level of employ-
ability (Kanter, 1989). Employeeswhowill striveinthe protean career are
thosewho have specialized knowledgeand expertisethat makethemvaluable
partners. They canexchangethisexpertiseanywhere. Specifically, knowledge
workers may strivein the protean career. For these workers, professional
commitment may replaceorganizational commitment. AsSullivanetal. (1998,
p. 168) put it: “Individualswith highly transferable competencies are not
organizationally bound, but instead arehighly marketable. Their competencies
areportableand can beappliedtodifferent organizational settings.” Employees
shoulddeveloparepertoire of portable skills, whichrefersto aset of skills
that an empl oyee possessesand that can beusedin several organizations. The
repertoireof portableskillsmay increasetheemployee’ sinternal and external
marketability.

Benefits of HR Portals for Organizations

HR portalsmay help reduce costsandimproveproductivity. Organizations
using HR portalscan save an average of 60% (HR Focus, 2001). HR portals
improvecommunication, reduce paperwork, and aboveall increaseproductiv-
ity. Portalsin some ways create an organization without boundaries. For
example, Genera Motors, DaimlerCrysler, and thelnternational UnionUAW
(United Auto Workers) announced aplaninNovember 2000to providehuman
resource functions to U.S. workers through employee portals. This plan
connected 200,000 employeesat General M otorsand 100,000 empl oyeesat
DaimlerCrysler with HR technology (Workforce, 2001). Oneof thegoal sof
thisplanwastoimproveefficiency and productivity.
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Thereturnoninvestment (ROI) of HR portal sincludesreductioninphonecalls,
the availability of accurate data and information, improved retention and
recruitment, andincreased sati sfactionwith thehuman resourcesdepartment.
Italsoincludestangiblecosts, suchasreductionincall center staffing, reduction
ininteractivevoiceresponsetraffic and cost, and savingin paper and produc-
tion (Brooks, 1998). HR portals can help locate those employees with
particul ar expertisefor new product development. They canalso helpeasily
locatesuppliersand clients. Intherecruiting area, an organi zation may create
adatabase of prospectiveemployees. Such adatabasemay containthenames
of employeesfrom competitors, former employeeswho haveleftthecompany,
jobapplicantswho haverejected previousjob offers, and friendsof current
empl oyees. Theorgani zation may then managetherel ationship established with
these prospectiveemployees(Michael s, Handfield-Jones, & Axelrod, 2001).

HR portal sal so offer opportunitiesfor e-learning. Employeescan scanthesite
for training and devel opment opportunities. By sodoing, they may devel opnew
skillsthatwill increaseboththeir internal and external marketability. Employers
may al so benefit fromemployeestaking careof their owncareers. Totheextent
that empl oyeesmanagetheir own careers, organi zationswoul d reducetimeand
costsrelated to providing career counseling to employees. In the protean
career, employersareableto purchaselabor onajust-in-timebasis, allowing
themtogainflexibility (VanBurenlll, 2003). Employersmay al soconnecttheir
portalstoInternet recruiting sites, allowingthemtofacilitatetherecruitment
process. Employeesand potential job applicantsmay directly apply for job
vacancies. E-recruiting may lead to an open-labor market (Michaelset al .,
2001) in which employees may apply for openingsinside or outside their
companies. Toexplaintheroleof HR portal sinmanaging theprotean career,
| develop athree-factor model, whichisdiscussedinthenext section.

Three-Factor Model

The three-factor model (Figure 1) contends that three types of factors —
individual factors, factorsrelated to HR portal s, and organi zational factors—
influencetheeffectiveuseof HR portals.
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Figure 1. A model of the Web-based human resour ce self-service and the
protean career

Individual factors

 Self-motivation | Protean car eer

« Attitude toward HR portals « Continuous learning

* Ability to use HR portals « Training/development
« Psychological success
« Self-knowledge

HR portals systems -
« Adaptability

« User-friendly system Effective use of Web-based human . -

resources self-service *| + Employability

* Reliable system

Organizational factors

« Organizational culture
« Opportunities for learning
« e-HR policies

Individual Factors

Inthismodel, individual factorsrefer totheemployee’ spersonal characteristics
that may affect thelikelihood of using HR portal sto managehis/her own career.
Theseindividual characteristicsincludeself-motivation, attitudetoward HR
portals, and ability tousetheHR portal s. Althoughthislistisnot exhaustive, it
capturesthekey individual factorsthat influencetheeffective use of Web-
based human resourcesservices. Self-motivationisakey determinant not only
of the protean career, but also of an employee’s growth and personal
developmentinanorganization:

“ Pursuing the protean career requiresa high level of self-awarenessand
personal responsibility. Many peopl e cherish theautonomy of the protean
career, but many othersfind this freedomterrifying, experiencing it asa
lack of external support.” (Hall, 1996, p. 10)

Totheextent that employeesare” masters’ of their own careers, they must find
theinner drivethat will helpthem pursueameaningful career. Self-motivation
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may hel p employeeslook for opportunitiesfor continuousimprovement and
learning. Using Web-based human resourcesel f-servicerequiressel f-disci-
plineand self-motivation. Employeeswho arehighly self-motivated wouldbe
likely toprofitfromthetechnology.

Likewise, employeeswho harbor apositiveattitudetoward thetechnol ogy will
belikely toembraceit. Indeed, employeeswho haveapositiveattitudetoward
HR portal swould embracethem, whereasthosewho haveanegativeattitude
wouldtend not to usethesystem. Thus, themereexistenceof HR portalsinan
organi zationisnot enoughto makeit successful. Employeesmust bewillingto
usethesystem. However, self-motivation and positiveattitudesarenot enough
tousethesystem. Employeesshould beabletouseHR portals. Organi zations
may helpemployeesdevel op suchabilitiesthroughtraining. Trainingemployees
tousethesystemwould enhancetheability andlevel of comfortinusingthe
system. Employees who are technologically challenged will not reap the
benefitsoffered by such HR portal sin managingtheir own careers.

Factors Related to the HR Portals

Thesefactorsincludethereliability of thesystem andtheextenttowhichthe
systemisuser friendly. AnHR portal isuseful only if itisreliableand provides
completeand accurateinformation. Totheextent that it offerssuchinformation,
it canbeused asatool for career information and continuouslearning. The
system should continuously work and the information it provides must be
constantly updated. When the system doesnot provideaccurateand compl ete
information, employeesmay refrainfromusingit. Inadditiontobeingreliable,
anHR portal system should beuser friendly. A user-friendly systemisless
intimidatingandlikely to spur empl oyeeenthusiasm. Using thesystem should
bestraightforward and not cumbersome.

The system should al so meet employeeneeds. Thus, beforebuildinganHR
portal, acompany should clearly determinewhich goalsitintendsto accom-
plish, and then sel ect an appropriateteam of information technol ogy profes-
sionalsandavendor. AnHR portal systemthatisnotreliableand user friendly
will havelittle appeal to employees. Therearetwo typesof e-learning that
impact employee behavior, synchronous e-learning and asynchronous e-
learning. Inthefirstone, liveinstructorsengagetrainersinto onlinediscussions,
whereasinthe second onethetrainer worksat his/her own pace. Attendance
inasynchronouse-learning requiressel f-disciplineand sel f-motivation. How-
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ever, technology isnot the key issue when implementing HR portals. It is

essentially theorgani zational cultureand employeeattitudestoward changethat
matter.

Organizational Factors

Organizationa factorsincludeorganizational culture, opportunitiesfor continu-
ous learning, and the existence of e-HR policies. When the organization
supportsthe development and i mplementation of HR portalsand provides
opportunitiesfor trai ning and continuouslearning, employeeswould belikely
tousethesystem. Anorganizational culturethat encouragesinnovationand
continuousimprovement woul d motivateemployeesto usenew technol ogies.
However, an organizational culturethat cultivatesthe status quo may not
generatetheincentivesfor using new technol ogies. For instance, theeffective
useof HR portal sentail san environment of continuouslearning. Organi zations
may encourage continuouslearningindifferent ways, including rewarding
employeesfor skillsdevel oped (skill-based pay) and providing opportunities
tolearnnew skills. Such opportunitiesmay createan enthusiasmfor e-learning.
E-learningisanefficientway tore-skill empl oyees. However, empl oyeesneed
self-management skillsin order totap theopportunitiesHR portalsoffer. The
adoptionof HR portal sinan organi zationrequiresthedevel opment, implemen-
tation, and enforcement of e-HR policies. E-HR policiesrefer to rulesand
regul ationsguiding theproper useof HR portals. For instance, an organi zation
may requireempl oyeesnot to abusethesystem. Such policiesmust beenforced
for anefficient useof thesystem.

Althoughthemodel identified threetypesof factors, itisworthmentioning that
thesefactorsaresomehow related. For instance, theability touseHR portals
may influence attitudes toward the system. Indeed, employees who have
developedtheability tousethesystemmay view thesystempositively, whereas
thosewho do not havetheability to effectively useit may view it negatively.
Likewise, thereliability of thesystemmay influenceanemployee’ sability touse
it. Employeesmay bemorelikely touseasystemthat isreliablethan onethat
isunreliable. Itisalsopossiblethat e-HR policiesmay affect thesystemusage.
Forinstance, if managerstrain employeesto usetheportal's, they may develop
theskillsrequiredtoeffectively usethesystem.

In hel ping to managetheprotean career, thethree-factor model contendsthat
thethreetypesof factorsfacilitatetheeffectiveuseof Web-based HR portal s.
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Specifically, themodel contendsthat managing the protean career requires
continuouslearning fromtheemployee, seeking out opportunitiesfor training
and devel opment, psychol ogical success, self-knowledge, employability, and
adaptability. Theuseof Web-based humanresource self-servicetransforms
employeesintodiscretionary investorsof their own human capital (Gibbons,
2001). For instance, Allred, Snow, and Miles (1996) note that in today’ s
environment, evenintraditional organizations, managersand employeesare
assuminggreater responsi bility for planningtheir career movesandidentifying
thestepsrequiredto achievethem.

Implications of the Three-Factor Model

Thethree-factor model contendsthat individual characteristics, factorsrelated
toHR portals, and organi zational factorsinfluencetheeffectiveuse of Web-
based human resource self-service. The effective use of such self-services
dramatically impactsthemanagement of the protean career. Thismodel has
implicationsfor both research and practice.

Implications for Research

Several linesof research may begleaned fromthethree-factor model. First,
researchersin career management and human resource management may test
thekey assumptionsof thethree-factor model. For instance, inanalyzingthe
impact of HR portals on the management of the protean career, one may
explorethefollowing issues: What factors|ead to the effective use of HR
portals? Arethesefactorsrelatedtotheindividual, thetechnology itself, or the
organi zational context? Answerstothesequestionsmay proveuseful sincethey
may helpimproveour understanding of theimpact of HR portal sontheeffective
management of the protean career. Thus, the three-factor model awaits
empirical validation.

Second, theprotean career requirespersonal resilienceand accountability. The
extent towhich suchemployeesarelikely tofavor such career paths, whereas
othersmay reject them, remainsunclear. Perhapsindividual factors, suchas
age, intelligence, and need for achievement, may play aroleinsuchendeavors.
Research explaining theimpact of individual factorsontheprotean careeris
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very limited, if not nonexistent. Thethree-factor model identified only three
individual factors— self-motivation, attitudestoward thesystem, and ability to
usethesystem. Although theseindividual factorsmay play akey roleinthe
effectiveuseof Web-based HR sel f-services, other individual factorsmay a so
beexplored. Forinstance, Sullivanetal. (1998) specul atethat highintelligence
may beastronger predictor of anindividual’ schoiceof aself-designing career
over amoretraditional career. Totheextent that self-designing careeristsare
good problemsolvers, they may belikely totakeadvantageof theopportunities
HR portals offer in managing their own careers. Empirical studies may
investigatesuchclaims.

Third, researchersshoul d expl orethe extent to which some organi zational
factorsfacilitateor inhibit the use of Web-based HR self-services. Thethree-
factor model postul atesthat organizational factors, such asculture, theexist-
enceof anenvironment of continuouslearning, ande-HR policiesmay facilitate
theeffectiveuse of Web-based HR self-services. Research on the effectsof
suchorganizational factorsmay a sohavepractical implicationssincemanagers
tend to control more organizational factorsthan individual attributes. For
instance, managersmay design organizational culturesthat areconduciveto
continuouslearning and theuseof new technol ogies.

Finally, researchersmay exploretheimpact of societal cultureontheadoption
of Web-based HR self-services, and most importantly theemergenceof the
protean career. In agiven country, attitudestoward change may influence
workers' readinesstoward|esstraditional career types. For instance, employ-
eesinarisk-averseculturemay belesslikely to embracetheprotean career
thantheir counterpartsfromarisk-proneculture. Indeed, the protean career
requiresthat employeesmanagetheir own careers. However, inaculturewhere
empl oyeesexpect organi zational authoritiesto meet their career needs, they
may consider theorganizationastheultimateauthority that should managetheir
career. Addressing theseissuesrequiresempirical investigations. Althoughthe
three-factor model awaitsempirical validation, it presentssomeinsightsfor
management practice.

Implications for Practice

Thethree-factor model contendsthat individual characteristics, factorsrel ated
toHR portals, and organi zational factorsinfluencetheeffectiveuseof HR
portals. Although managersmay not directly control individual factorsrelated
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toemployees, they may impact theremaining two. For instance, managersmay
developanorganizational culturethat facilitatestheimplementationof changes,
and specifically technological changes. To the extent that employees are
allowedto experiment with new processesandideas, they would belikely to
usenew technol ogiesthat help devel op such skills. Managersmay also help
develop HR portal sthat areuser friendly and meet empl oyeeneeds. They may
alsodevelop clear policiesguiding theuse of Web-based HR sel f-services.

For organi zations, managing the protean career canrepresent achallenge. How
doyou provideopportunitiesfor employeesif theseemployeesdo not haveany
loyalty and commitment to the organi zation?How doyoutap theproductivity
of employeeswho haveafree-agency relationshipwiththeorganization?Why
shouldempl oyerscreateorgani zationa environmentswhereemployeeswould
becomeexternally marketableand | eavethe organi zation? What doessuch a
strategy bringto thebottom line?Indeed, discussing themanagement of the
protean career raisesmorequestionsthanit providesanswers. Theimplemen-
tation of HR portal shel psemployers streamline operationsand processes,
reducecosts, and provideempl oyeesopportunitiesfor skill development and
persona growth. Suchgainsmay hel pimproveproductivity. However, changes
inboththeexternal andinternal environmentsof organizationsrequireanew
definition of thecareer. Sinceorganizationsarebecomingleaner, they arefewer
positionsat thetop towhichemployeescanaspire. Therefore, oneof thenew
strategieswoul d consi st of devel opingafree-agency arrangementinwhichboth
employersand empl oyeesmeet their obligationsaslong astheir mutual contract
holds.

M anagersshould consider the effective use of Web-based human resource
self-servicesasstemming fromthecombination of individual, organizational ,
andtechnological factors. For instance, employeeswouldbemorelikely touse
asystemthatisreliableand user friendly. However, whenthe systemisnot
reliableor doesnot provide compl eteand up-to-dateinformation, employees
may seenoreasontouseit. Similarly, employeesshould developtheskillsto
usethesystem. Thisrequirestraining opportunitiesfrom theorganization.
Finally, theadoptionof anHR portal requiresthedevel opment andimplemen-
tation of policiesgoverningtheuseof thesystem. Theexistenceof suchpolicies
may reducethelikelihood of abusing the system. However, organizations
shouldrealizethat the system might beadouble-edged sword. AsHR portals
hel p organi zationsreducecostsandimproveefficiency, they alsohelpempl oy-
eesdevel op skillsand competencies, making them marketableintheopen|abor
market (Michaels, Handfield-Jones, & Axelrod, 2001). Suchemployeesmay
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belikely toleavetheorganizationfor better opportunities. However, itisbetter
for an organization to lose an uncommitted employeethan to keep such an
employee. Lack of commitment and loyalty may provemoredamagingtothe
organizationthanthelossof anexcellent employee.

Despitemanagement effortstofacilitatetheeffectiveuseof HR portalsand
thereby themanagement of theprotean career, thebulk of thisprocesslieswith
individual employees. Employeesmust assume personal responsibility. The
three-factor model takestheview that although organi zational programsmust
support nontraditional careers, individual smust assumeresponsibility for their
own career management (Sullivan et al., 1998). However, managing the
protean career can be a daunting task. Although most people are highly
optimisticall thetime(Lovallo& Kahneman, 2003), employeesshouldavoid
over-optimismwhenit comesto managingtheir careers. They should objec-
tively assesstheir own strengthsand weaknessesand devel op career strategies
accordingly. Withitsemphasison personal responsibility, accountability, and
continuouslearning, theprotean career ismoresuitabletoknowledgeworkers.

Conclusions

Thischapter hasdevel oped athree-factor model that providesaninsightin
understandingtheroleof HR portal sinmanagingtheproteancareer. Toredlize
the potential of the new career, theindividual must develop competencies
related to the management of self and career (Hall, 1996). Technology, and
specifically informationtechnol ogy, can providesuchanavenue:

“HR is simultaneously positioning firms and workers to respond flexibly
to market changes while seeking stability by recruiting, developing, and
retaining people whose talents are critical to the firm.” (Rousseau &
Arthur, 1999, p. 7)

Despiteitsadvantages, the protean career isnot necessarily for everyone. The
protean career may bebeneficial topeoplewithvaluableskills, but might prove
harmful toemployeeswho do not havesuch skills. Theprotean career requires
personal responsibility aswell asaccountability. Employeesareresponsiblefor
developing their own career trajectories and managing them. In case of
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success, theglory will betheirs. However, incaseof failure, theblamewill be
theirstoo. Employeesshould thereforeavoidbeing victimsof thesel f-serving
bias—that is, taking credit for positiveoutcomes(e.g., career success) and
blaming external factors for negative outcomes (e.g., career failure). An
employee embarking on the path of the protean career may reflect on
Komisar’ s(2000) advice:

“Figure out who you are. What do you love to do? How do you want to
live? Then, don’t let a career drive you, let passion drive you.” (p. 174)
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