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The purpose of this paper is to seek to shed light on how French workers, men and 
women, use their professional connections, in order to develop their employability and 
deploy their career strategies. This article uses a quantitative methodology to examine 
the effect of gender on employee networking, intentions to develop employability 
and career strategies within a sample of 410 French employees almost evenly divided 
between men and women. Our findings show that men prefer to develop their internal 
employability by forming and developing instrumentally-driven, intra-organizational 
networks. Women prefer to develop their external employability, notably by forming 
their own instrumentally-driven, inter-organizational networks, in an effort to adopt 
career strategies that can be best characterized as “boundaryless”. Allowing and fos-
tering networking, without making any gender distinctions and moving toward “career 
communities,” would be a strategic move for firms. It would cater to employees’ indivi-
dual aspirations in terms of career strategies and, by developing workers’ employability, 
would contribute to firms’ capacity to remain agile in increasingly turbulent times.
Keywords : gender, networks, employability, career development, career mobility

L’objectif de cet article est de comprendre la manière dont les salariés français, hommes 
et femmes, utilisent leurs liens professionnels pour développer leur employabilité et 
mettre en œuvre leurs stratégies de carrière. Afin d’étudier l’effet du genre sur la ma-
nière dont ils mobilisent leur réseau, ainsi que sur leur intention de développer leur em-
ployabilité au travers de stratégies de carrière, une méthodologie quantitative est utili-
sée et examine cet effet au sein d’un échantillon de 410 salariés français, équitablement 
répartis entre hommes et femmes. Nos résultats montrent que les hommes préfèrent 
développer leur employabilité interne en s’appuyant sur des réseaux intra-organisation-
nels instrumentaux. Les femmes préfèrent développer leur employabilité externe, no-
tamment en construisant leurs propres réseaux inter-organisationnels instrumentaux, 
dans le but de mettre en œuvre des stratégies de carrière davantage « sans frontière ». 
Compte tenu de ces résultats, une démarche stratégique pour les entreprises serait de 
permettre et de favoriser le réseautage sans faire de distinction de genre et d’encoura-
ger la construction de « communautés de carrières ». Ceci répondrait aux aspirations 
individuelles des salariés en termes de stratégies de carrière et contribuerait, pour les 
entreprises, à rester agiles dans des périodes de plus en plus turbulentes, tout en déve-
loppant l’employabilité de leurs salariés.
Mots clés : genre, réseaux, employabilité, développement de carrière, mobilité de carrière
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Workers today face a world of uncertainty 
where performance is everything. Gone are 
the days when employees could look forward 
to a lifelong “career” in a single firm. Now, 
they are forced to take a more proactive role 
in mapping out their career paths. 

In France, the concept of employability has 
taken on increasing importance for firms (see 
Deauville talks organized by the French em-
ployers’ union, Medef, in Deauville in 1998) 
as well as for social partners, which view it as 
a means of safeguarding professional careers 
(National Multisectoral Trade Agreements of 
2003, 2008). Similarly, although lawmakers 
make no explicit mention of the term ‘em-
ployability,’ they have enacted laws (2002, 
2004, 2009) aimed at developing learning 
and knowledge tools (e.g. ongoing profes-
sional training), providing greater security 
for professional careers by promoting “occu-
pational insertion or reinsertion for workers, 
so as to help give them to keep a foothold in 
the working world, fostering the development 
of skills, providing access to different levels of 
professional qualification, and contributing to 
peoples’ cultural and economic development 
as well as to their social advancement” (Law 
n° 2004-391, Article 2). As a result, a variety of 
economic actors have taken a new look at em-
ployability: not only individual employees, of 
course, but also firms, social partners and law-
makers. Moreover, there is growing research 
exploring employability and its relationship to 
other concepts, focusing, in particular, on a 
set of “good practices” that offer career secu-
rity and, in turn, promote the maintenance/
development of that same employability.

Although employability has been recently 
studied under the angle of motivation (Van 
Emmerik et al., 2012), i-deals (Oostrom et al., 
2016), psychological capital and career iden-
tity (Ngoma and Dithan Ntale, 2016), protean 
career attitude and learning-goal orientation 
(Lin, 2015) not to mention managerial policy 
(Baruel Bencherqui, 2005), workforce and skill 
planning (Baruel Bencherqui et al., 2011), and 
internal mobility (Janand, 2013), the intention 
to develop employability has garnered less at-
tention. Let us cite the work by Hategekimana 
and Roger, who designed a survey instrument 
(2000, 2002) and, more recently, work by Ba-
ruel Bencherqui et al. (2012) who examined, 

in particular, intention and its link to network-
ing and satisfaction within an international-
scale group, or the study undertaken by Ba-
ruel Bencherqui et al. (2013) among young 
employees, between 18 and 30 years of age. 
Similarly, although networks have been exam-
ined through the perspective of gender (Ibar-
ra, 1992, 1993; Forret and Dougherty, 2004; 
Durbin, 2011), there is not in France, to our 
knowledge, any study that focuses specifically 
on the impact of gender on a firm’s intention 
to develop employability and (intra/inter or-
ganizational and social) networking. 

In pursuing that line of research, we shall look 
at firms’ intention to develop employability 
and exploit networking, as seen through the 
lens of gender. Specifically, the question we 
shall consider is that of determining whether 
there is a differentiated effect, in France, on 
men and on women regarding organizational 
intention to develop employability and ex-
ploit networking in their efforts to develop 
employability. To that end, we conducted 
an empirical study among a sample of 410 
French respondents.

First, we will provide an overview of research 
literature on employability and networking. 
In the second section we shall explain our 
research methodology. And in the third and 
final section, we will present and discuss our 
findings.

Review of research literature : 
from corporate intention to develop 
employability… to the effective 
exploitation of connections
and networks

Employability: an overview of the concept

Defining employability is no easy task, given 
that the concept has been used to refer to an 
array of approaches and definitions over the 
years (see Chart 1). At first (at the start of the 
20th century), employability was defined as 
an individual’s capacity to find employment. 
According to Gazier (2001), the concept of 
employability underwent four major shifts in 
meaning, ranging from dichotomic employ-
ability (1900-1950), where a distinction was 
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made between individuals who are employed 
and those who are not employable, up to a 
more recent concept of labor market per-
formance employability (1970-1990), where 
employability was viewed as an individual’s 
likelihood of finding employment, according 
to various labor market outcomes achieved 
through policy interventions, measured in 
terms of days or hours worked and wage rates 
(also measured in terms of likelihood).

In the 1990s two new visions of employabil-
ity emerged “both of which were interactive 
and dynamic, seeking to consider the inter-
play between an individual’s action and the 
context in which he finds himself” (Gazier, 

1999, p. 11): the fi rst vision, called interac- 11): the fi rst vision, called interac-11): the first vision, called interac-
tive employability, was defined in 1994 by the 
Canadian Labor Force Development Board, 
which focused on the fact that employability 
involves an interaction between a number of 
stakeholders (e.g. the individual, the State, 
the firm, etc.). The second vision, known as 
initiative employability, sees employability 
as involving a number of the individual’s psy-
chosocial characteristics (Fugate et al., 2004; 
Fugate and Kinicki, 2008; Eby, Butts and Lock-
wood, 2003; DeVos and Soens, 2008). Never-
theless, some authors, such as Hallier (2009), 
pointed the gap which appears between the 
rhetoric and practice of employability;

Although the concept of employability has 
been explored extensively in research litera-
ture, as we have just seen, that is not at all 
the case for the question of the individual’s 
intention to develop his employability, which 
is the subject of our present study. This con-
cept was first highlighted by Hategekimana 
and Roger (2000), who saw intention is a pri-
mary factor behind “the implementation and 
ultimate realization of the individual’s efforts” 
(Baruel Bencherqui et al., 2012). Hategekima-
na and Roger (2000) developed a survey tool, 
which we have relied upon for the purposes 
of this paper, based upon a 3-point measure-
ment scale: (1) professional training; (2) mo-
bility/participation in networks; (3) informa-
tion searches. Moreover, the authors drew 
attention to three factors liable to play a role 
in encouraging individuals to develop their 
employability: (1) the individual’s level of job 
satisfaction; (2) the individual’s personality; (3) 
expectations, relative to rewards the individual 

may receive. This study is intended to examine 
the impact of social and organizational net-
works on an individual’s intention to develop 
employability. 

Networking: individual social capital 

Although Field (2008, p. 1) defi nes network- 1) defi nes network-1) defines network-
ing as merely a “question of relationships,” 
he stresses that social networks are, in fact, 
a valuable asset at the center of social capi-
tal. That aspect was highlighted by Bourdieu 
(1980, p. 2), who described social capital as 
being “the aggregate of the actual or potential 
resources which are linked to possession of a 
durable network of more or less institutional-
ized relationships of mutual acquaintance and 
recognition.” Moreover, he adds that, if such a 
network is to endure, it must be maintained 
“in order to produce and reproduce lasting, 
useful relationships that can secure material or 
symbolic profits” (Bourdieu, 1980, p. 2). And as 

Chart 1
Employability: Several definitions of the concept
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Ferrand has stated (1996, p. 1), the term ‘so- 1), the term ‘so-1), the term ‘so-
cial’ in ‘social capital’ refers to “collective and 
structural conditions behind the regulation of 
exchanges, which allow the circulation of re-
sources to produce enduring effects”. Nonethe-
less, for such resources (i.e. relationships) to 
produce effects, they must be not only in place 
and available but also efficiently exploited 
(Forsé, 2001, p. 191). In that light, social capi- 191). In that light, social capi-191). In that light, social capi-
tal ought perhaps be seen as the individual’s 
degree of investment in his relationships (Lin, 
1995).

In his study on social capital, Burt (1995) 
would introduce the notion of “structural 
holes” which he defined as a gap in the con-
nections between two contacts, where there 
is no redundancy in network. That gap would 
be filled by a third party, who would serve as 
an intermediary, allowing the two contacts to 
liaise with each other. Granovetter (1973), for 
his part, would develop studies on networking 
by shedding light on two possible types of in-
terpersonal bonds: strong ties (which connect 
close friends and family members) and weak 
ties (which connect acquaintances, such as, for 
example, the friend of a friend). It is the weak 
ties which, in Granovetter’s view, are most use-
ful for career purposes. Lin (1995) goes even 
further by drawing a distinction between two 
types of social interactions: homophilic inter-
actions, between individuals who are similar 
in age, sex, hierarchical position, etc., on the 
one hand, and heterophilic interactions, on 
the other hand, created between dissimilar 
individuals. Merging his ideas with those of 
Granovetter, Lin states that, in heterophilic in-
teractions, weak ties serve as “intermediaries 
between two hierarchical levels” (Lin, 1995, 
p. 689).

Thus, networking, as a form of individual so-
cial capital, gained in importance particularly 
in terms of career advancement (Forret and 
Dougherty, 2004). Relying on the work of Van 
der Heijde et al. (2005), researchers Hofaid-
laoui and Kammoun (2010) would also mark a 
distinction between intra-organizational net-
works within a firm, which facilitate exchanges 
of information, and inter-organizational net-
works, outside the firm, which include indi-
viduals that one knows personally. 

Fombrun (1982, p. 281), following Kadushin 

(1978), would identify 4 types of networks 
based on modes of interpersonal interaction, 
namely: “expressive (affect), instrumental 
(power), cognitive (information), or objective 
(goods)”. Fombrun (1982, p. 281) also broke 
down network strategies by category, namely, 
nodal strategy (i.e. “decomposition of network 
into component nodes”), dyadic strategy (i.e. 
“decomposition of network into nodal pairs”) 
and triadic strategy (“inventory of all possible 
triads in the network. Fombrun placed the fo-
cus on the composition of these triads in terms 
of the “relationships linking the three modes.” 
At the organizational networking level, Fomb-
run (1982, p. 288) identified two types of net-
works that he dubbed “attribute networks” 
and “transactional networks.” The former act 
to “link organizations by virtue of common-
alities exclusive of interaction, such as output 
or input similarity (e.g., an industry group, or 
board directorates)”. The latter emphasize the 
nature of relationships and communication 
modes between different organizations. More 
precisely, Bozionelos (2003, p. 43) states that, 
at the intra-organizational networking level, 
network resources also consist of the links that 
employees create between themselves, with-
out regard to their hierarchical level, as when 
someone has “equal, lower or higher formal 
status than the focal individual”. On this point, 
it was clear that our study should entail an ex-
amination of classic social networks, such as 
linkedin, as well as organizational social net-
works.
      

Research methodology : 
a micro-econometric approach 

In attempting to determine if gender acts as a 
differentiating factor in an employee’s inten-
tion to develop his or her employability and in 
the efficient exploitation of intra/inter organi-
zational and social networking, we have relied 
on a quantitative methodology. 

The questionnaire and data collection 
procedures

We used a multiple-item survey covering 3 
general topics: 1) social networks (3 items); 2) 
intention to develop one’s employability (15 
items) designed by Hategekimana and Roger 
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(2000); and 3) intra-organizational social net-
works (6 items) and inter-organizational social 
networks (4 items) devised by Hofaidllaoui and 
Kammoun (2010). The descriptors, which ap-
pear on a 5-point Likert scale, were designed 
to ascertain the respondent’s favorable or 
unfavorable attitude toward each study topic. 
The data was collected between the end of 
2011 and the end of 2013 (410 respondents). 

An HTML online survey was used to create 
(docs.google) and administer the question-
naire. The protocol used is an integrated web 
system, and the measuring tool was a dedi-
cated online survey administration application 
that was hosted on a secure server. The online 
questions were matched to self-administered 
questionnaires, bearing in mind that various 
studies have shown that the criteria for evalu-
ating the reliability of online and offline sur-
veys are identical that the online survey meth-

od. As pointed out by Tung-Zong and Vowles 
(2013, p. 128), “the online survey method can 
be superior to other survey methods”.

Reliability and validity tests performed 

In our study, Cronbach’s alpha was used to 
measure the internal consistency (i.e. internal 
reliability) of the questionnaire as a whole and 
of each sub-scale category (see Chart 2). The 
interpretation of the reliability coefficient was 
based on a threshold value of 0.70 (Nunnally, 
1978). The alpha coefficient for the overall 
questionnaire is 0.92. The scale measuring “in-
tention to develop one’s employability” cov-
ers 13 items (2 online items with “relocation” 
having been deleted after further refinement 
of the survey). The “social networks” scale is 
comprised of 2 items (after 1 item had been re-
moved). As for the “intra/inter-organizational 
social networks” scale, it contained 10 items. 

As regards the discriminant and convergent 
validity of the questionnaire and its three 
sub-scale categories, the items measuring the 
same range of phenomenon are highly cross-
correlated, and items measuring dissimilar 
phenomena are weakly cross-correlated. We 
can therefore conclude that the convergent 
and discriminant validity of the survey have 
been confirmed. Also, the internal consistency 
coefficients as well as the clear and consistent 
factor structures lead us to conclude that the 
questionnaire items show construct validity.

Components of the Study Sample

The study sample includes 410 participants, di-
vided almost equally along gender lines, with 
224 women and 186 men (see Figure 1). In 
terms of their socio-professional background 
(see Figure 2), 195 respondents held manage-
rial level or similar positions, and 121 respon-
dents were not currently employed (students 
or job seekers). The age groups (see Figure 3) 

centered mainly between 18 and 28 years of 
age (314 respondents) and between 39 and 
48 (43 respondents). Looking at how sex and 
age intersect (see Figure 3), women were pri-
marily between 18 and 28 years of age (179 
respondents) and 29 and 48 (18 respondents) 
whereas men were primarily in the 18 to 28 
year-old age bracket (116 respondents) and 
49 and 58 (26 respondents). Lastly, as regards 
educational level (see Figure 4) the majority 
of respondents have a university degree (187 
respondents have completed 1 to 4 years of 
study beyond the high school diploma/bac-
calaureate). Most of the women (110 respon-
dents) have completed 1 to 4 years of study 
beyond the high school diploma/baccalaure-
ate), whereas male participants are evenly 
divided between those who have completed 1 
to 4 years of study beyond the high school di-
ploma/baccalaureate) (77 respondents) and 5 
or more years of study beyond the high school 
diploma/baccalaureate) (76 respondents).

Chart 2
Reliability coefficients for categories of sub-scale items
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Figure 1
Breakdown of the Study Sample by Gender

Figure 2
Socio-Professional Categories of the Research Sample Participants

Figure 3
Age of Respondents and Breakdown of Research Sample Population by Gender & Age
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Figure 4
Respondents’ Educational Level 

Research model

The empirical study will serve as statistical 
support for components of the sample (2.3). 
We will study gender as a differentiating fac-
tor in an employee’s intention to develop his 
or her employability and in the exploitation 
of intra/inter organizational and social net-
works, as well as the impact of these factors 
on the employee’s intention to develop his or 
her employability and career strategy. 

To that end, we relied on two types of regres-
sions: (i) linear regressions making it possible 
to determine the extent and significance of 
the contribution of explanatory variables to 
variations in the phenomenon under study 
(Evrard et al., 2003, p.477); (ii) a logit (logistic 
regression) model that offers a major advan-
tage in terms of “computational simplicity” 
(Le Blanc et al., 2000, p.14), which we have 
described in further detail below.

 = (exogenous variables: var1: intention to 
develop one’s employability, or var2: intra/in-
ter organizational and social networks)
Where: i � 1…, n is the index for individuals.

 : is an observation of the endogenous 

variable for individual i.
The general formula is as follows: 

 

 is the index for endogenous variables 
(gender, age, social networks) for individual i.

Our endogenous and exogenous variables are 
expressed as binary, qualitative data. Given 
the nature of our endogenous and exogenous 
variables, we have chosen to use a logistic re-
gression model1 for our empirical study.
Let the variable intentiondevempl  repre-
sent the intention to develop the individual’s 
employability, so that: 

P = P [intentiondevempl  =1]= F [ Xk]    (1)

Where F denotes the distribution function for 
a known likelihood function.
 
     Represents, respectively, the estimated co-
efficients for variables X .

All the variables are binary in nature2. 
The model can be written in more condensed 
form as: 

In the case where  follows a logistics law, we have:

this function may be inverted, which makes it possible to obtain:
2. In a binary model,       can assume only one of two values, for example 0 and 1. 
By convention,     =1 if the event being measured occurs and 0 if it does not occur.

1. Logistic law:  
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P = P [intentiondevempl =1]= F( X' ) and 

With 
We consider that the probability distribution 
F follows a logistic distribution. The equation 
(1) defines the Logit model.

The beta coefficients        are obtained using the 
maximum likelihood estimate. The likelihood 
function of the model is expressed as follows:

       

Findings and discussion

Our study focused on showing the differentia-
ting effect exerted by gender on the develop-
ment of individual employability (see Chart 
3), which revealed that women demonstrate 
more intention than men (Wald test: 1.9081) 
to develop their employability (see Chart 3). 

Findings

Our results show that men, as well as wom-
en, rely on their (social and organizational) 
networks when they intend to develop their 

employability (see Chart 4). However, gender 
exerts a differentiating effect in the way they 
use them. 

(2)

Chart 3
Estimations for Factors behind the Intention to Develop Employability

Chart 4
Estimations for Factors behind Intra/inter-organizational Social Networks
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Results show that gender, age and networking 
(see overall model in Chart 3) have an effect 
on the employee’s intention to develop his or 
her employability. Gender (coef. 5.7810) has 
a clearly stronger effect on intention than the 
other exogenous variables.

Discussion of findings 

A whole series of elements emerged from 
the results of this study, showing important 
points of convergence between men and 
women, but also divergences regarding the 
exploitation of networks, career strategy and 
intention to develop one’s employability. 

The network : a tool widely exploited but 
differently according to gender

As regards (social and organizational) 
networks, there is no difference in terms of 
gender regarding the fact that respondents 
consider networks useful for their career, 
which is in keeping with the findings by For-
ret and Dougherty (2004). Our sample has 
allowed us to shed light on the fact that, for 
both men and women, professional social 
networks (linkedin, viadeo) rest on strong 
family and friendship ties, which Lin (1995, 
p.691) called the “intimate social circle of 
individuals.” 

Male and female respondents stress the im-
portance of organizational networks as part 
of their intention to develop their employa-
bility, as other works have already demons-
trated (Baruel Bencherqui et al., 2013 ; Baret 
and Soto-Maciel, 2006). However, the type of 
organizational network that is joined, with a 
view to develop employability, differs depen-
ding on gender. Women favor inter-organiza-
tional networking comprised of weak ties (r2= 
0,28, p�<0,0001) as defined by Granovetter 
(1973), whereas men favor intra-organizatio-
nal networking comprised of strong ties (r2= 
0.40, p�<0.0001).
Inside the firm (see Figure 5), if we look at 
the difference noted by Bozionelos (2003), 
following the example of Fombrun (1982), 
between instrumentally-driven organiza-
tional networks (whose objective is to pro-
mote the members’ career interests) and 
expressive organizational networks (whose 

objective is more relational/affective because 
members rely on the network to confront 
their concerns or voice their sentiments), we 
note that men favor the former (instrumen-
tally-driven), while women prefer the latter 
(expressive). In this way, the defining cha-
racteristic of the male intra-organizational 
network is that it is centered around status 
(individuals at the highest hierarchical level) 
or power (individuals who hold important po-
sitions or who have connections with influen-
tial people), which Fombrun (1982, p. 281) 
dubbed an “instrumental network” recalling 
Lin’s heterophilic social interactions (1995) 
“transactional networking” (Fombrun, 1982, 
p. 280). As for female intra-organizational 
networking, it tended to be more centered 
on exchanges (emotional support, feedback, 
information exchanges between colleagues, 
friendship networking) along the lines of an 
”expressive network” (Fombrun, 1982, p. 281) 
with homophilic interactions homophiles (Lin, 
1995) or what Fombrun (1982, p. 280 and p. 
281) called the “attribute network.” As Dur-
bin has pointed out (2011, p. 100) “homo-
phily appears to be strong among women as 
they share similar identities or organizational 
group affiliations or both.” Although women 
stress that organizational networking repre-
sents a means of securing opportunities to 
advance their careers, it actually constitutes, 
for them, a network of friends within the 
firm. Hence, as Kankkunen (2014) has sta-
ted, in female-dominated industries, hierar-
chical networks are virtually non-existent, in 
contrast to male-dominated sectors where 
hierarchical networks are prevalent.
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All of the foregoing suggests that in-firm 
networking strategies differ depending on 
gender. Women continue to run up against 
the “glass ceiling,” as Durbin (2011, p.97) has 
stated: “Men, as the dominant group, may 
want to maintain their dominance by exclu-
ding women from informal interactions”. Burt 
(1992) had already determined that strong 
ties within the networks offer the most advan-
tages, in terms of mobility (especially internal 
mobility) for men more so than for women. 
Indeed, to exploit that mobility, it is neces-
sary to have strong ties with strategic par-
tners. However, while men do, in fact, have 
interactions within their intra-organizational 
network with these partners, that proves far 
more difficult for women. They tend to have 
an internal networking behavior that favors 
expressive networking, developed by building 
ties with, notably, other women in the firm 
(Ibarra, 1992). 

The impact of gender and networking on 
career strategy 

In terms of career development strategy, our 
research shows that men tend to employ a 
strategy focused on internal mobility and, as 
a result, one focused, more specifically, on 
instrumentally-driven networking with the 
objective of “increasing internal visibility,” in 
the words of Forret and Dougherty (2004, p. 
420).
In line with Burt (1992), men within the firm 
develop strong and heterophilic ties, as defi-
ned by Lin (1995), with strategic partners 
(who occupy higher positions than they) and 
who may be useful in their careers, whereas 

women favor strong homophilic ties within 
a friendship network. For men, career stra-
tegy, notably via internal mobility, is centered 
on intra-organizational networking (r2� 0.35, 
p�<0.0001), whereas female career strategy 
development tends to be oriented mainly 
toward inter-organizational networking ((r2= 
0.18, p�<0.0001). Moreover, as Ibarra has 
argued (1992, p. 439) women tend, more so 
than men, to make a distinction between their 
models of choice for building ties, relying on 
greater heterophilia in their instrumentally-
driven network than in expressive networ-
king. Female social exchanges are charac-
terized by what Blau (1964, p.112) calls “an 
intermediate case between pure calculation 
of advantage and pure expression of love.”

Intention to develop one’s employability: 
what roles do networking and gender play 
in explaining differences?

The intention to develop one’s employabi-
lity, as measured on the scale developed by 
Hategekimana and Roger (2000) is based on 
3 factors, which we will discuss in succession 
below.

Professional training: a constant among men 
and women in terms of intention to develop 
employability

Men and women are willing to improve their 
professional training, as part of their inten-
tion to develop their employability, using it to 
foster professional encounters and mobility 
(change in field of activity). Women associate 
professional training with personal studies 

Figure 5
Type of internal network used, by gender
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in their free time, exchanges of information 
and changes in work (i.e. work identity). As 
for men, they prefer to associate professional 
training with mobility as part of their efforts 
to change departments within the firm. In 
that way, as Gatignon-Turnau et al. (2015) 
suggest, “staying in the same position more 
than 4 or 5 years is often seen as running the 
risk of being deemed unemployable, which 
renders all the more threatening any unfore-
seen events that might have adverse conse-
quences on their professional life, and lead to 
a loss of control over their career. ” Indeed, 
in today’s turbulent environment, employees 
need to be proactive when developing their 
careers (Presbitero, 2015). Although both 
men and women link professional training 
and expressive intra-organizational networ-
king, men—unlike women—will also exploit 
the strong ties they possess in their social 
network.

Exchanges of information: a common chal-
lenge in terms of career proactivity and perso-
nal adaptability but implemented differently 
by men and women 

The exchange of information (individual 
human capital) is crucial for employabi-
lity. Hence, Witterkind et al. (2010, p. 569) 
have stated “the important role of opportu-
nity awareness, or in other words, informa-
tion about employment opportunities, for 
example, through job search, has also been 
addressed in human capital theory.” 

As regards the exploitation of networks as 
part of the intention to develop employability, 
men and women take advantage of professio-
nal gatherings (forums, conferences, profes-
sional groups, etc.) to join networks. For wo-
men, these gatherings afford opportunities to 
meet and create links with people who have 
clout (in terms of status and power, which 
supports the findings of Kumra and Vinni-
combe (2010), who showed that women are 
well aware of the need to build social capital 
and use “the management of impression” to 
advance their career. 

For both men and women, the intention to 
develop employability transpires through the 
exchange of information (between colleagues 
and co-workers, in an effort to learn about 

the actual employment situation, or to chart 
their career paths and anticipate factors likely 
to have an impact at each career stage, etc.). 
Exchanges of information relating to changes 
in their organizational work setting or in the 
industry as a whole can help individuals adopt 
a proactive attitude in the face of upheavals 
in the immediate work environment or in the 
changing world of employment. As Fugate 
and Kinicki (2008, p. 509) have suggested, a 
proactive outlook toward their job and career 
“reflects people’s tendencies and actions to 
gain information potentially affecting their 
jobs and career”. Also, exchanges of infor-
mation facilitate employability by enabling 
individuals to adapt because, as Fugate et 
al. (2004, p. 22) have argued, they are able 
to “scan the environment to learn what jobs 
are available and what experience and skills 
are required. They are then able to compare 
the market opportunities with their personal 
profile and interests”. Networking makes it 
possible for men and women to gain access 
to information that is useful for occupational 
purposes. 

However, there is a series of convergences as 
well as divergences that arise to cause indivi-
duals to maintain a certain type of network 
depending on the kind of information being 
sought. For example, when women want to 
obtain information about the employment si-
tuation and the job market, they rely on their 
expressive intra-organizational networking 
(r2� 0.32, p�<0.0001), whereas men engage in 
professional social networking (e.g. Linkedin, 
Viadeo) and instrumentally-driven, inter-orga-
nizational networking (r2� 0.40, p�<0.0001). 
When men and women exchange information 
about the actual employment situation and 
foreseeable job trends and developments, 
they turn to intra-organizational networking 
(r2� 0.27, p�<0.0001) as well as, for women, 
their instrumentally-driven, inter-organizatio-
nal networking (r2� 0.430, p�<0.0001). When 
men and women want to join professional 
discussion groups in order to develop their 
employability, they exploit their intra-organi-
zational network.
However, in contrast to women, men tend to 
link their intention to develop employability 
with exchanges of information, by connecting 
these exchanges with mobility (department 
change, change of work station). There is a 
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noticeable difference between men and wo-
men, then, regarding the interplay between 
the intention to develop employability, 
networks and mobility. 

Mobility and career paths: noticeable diver-
gences between men and women

Mobility is also a key concern for women as 
much as for men in their intention to develop 
employability. However, they do not rely on 
the same type of networking when seeking 
mobility. That is, if women want to want to 
exploit mobility to change jobs, they exploit 
their expressive intra-organizational network 
(individuals within the firm that they consider 
to be their friends who could help them to 
advance their careers) (r2� 0.40, p�<0.0001), 
whereas men will rely on higher ranking 
people to drive that mobility (r2� 0.29, 
p�<0.0001).

On the issue of internal mobility, when men 
want to make a change within the organiza-
tion, they turn to their expressive intra-orga-
nizational network. By contrast, women turn 
to their inter-organizational network and call 
on their weak ties (people with connections 
to important people in other firms or in their 
community). That shows that, inside their 
firm, women still do not have direct access 
to decision-makers to facilitate their mobility 
and they have to go through other people to 
reach people who wield clout.
On the issue of external mobility, women 
tend to capitalize on their heterophilic ties 
as well as on both their intra and inter-or-
ganizational network. As for men, they tend 
to concentrate on their inter-organizational 
network by calling on both homophilic and 
heterophilic ties. However, the fewer hetero-
philic social interactions that men have within 
their inter-organizational network (powerful 
and influential members), the more they fa-
vor internal mobility. 

Our findings emphasize that men, more so 
than women, favor internal mobility in driving 
their intention to develop their employability. 
To do that, they activate their intra-organiza-
tional network comprised of heterophilic ties 
(r2� 0.35, p�<0.0001), contrary to women, 
who prefer to rely on external mobility (r2= 
0.31, p�<0.0001).

These findings are in line with the work of Val-
cour and Tolbert (2003), which showed that 
men tend to capitalize on internal mobility 
more than women. Their results show that 
“intra- and inter-organizational mobility are 
both influenced by gender and family charac-
teristics. Men are more likely to experience 
job shifts within an employer, while women 
are more likely to move across employers” (p. 
782). These different approaches to mobility 
affect the way in which men and women exhi-
bit their intention to develop their employabi-
lity. Valcourt and Tolbert suggest that women 
are more committed to the “boundaryless” 
career model, which allows them “to inte-
grate their family demands successfully with 
their careers” (p. 783). Men, however, tend 
to develop their employability more through 
the traditional career model, by relying on 
intra organizational networks and, especially, 
promotion opportunities. These observations 
led Valcour and Tolbert to argue that (p. 783): 
“boundaryless career and traditional career 
patterns split on gender lines, with men conti-
nuing to pursue traditional careers while wo-
men pursue boundaryless careers.”

Hence, our results (see figure 6) tend to 
confirm the findings of these studies, namely, 
that women prefer to develop their external 
employability, notably by forming their own 
instrumentally-driven, inter-organizational 
networks, whereas men prefer to develop 
their internal employability by forming and 
developing instrumentally-driven, intra-orga-
nizational networks. Indeed, as Ibarra (1993) 
has shown, a number of studies have pointed 
out that women in particular have limited 
access or are excluded from, intra-organi-
zational networks, requiring them to make 
“strategic choices among structurally limited 
alternatives is offered” (Ibarra, 1993, p. 56).
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Conclusion 
The aim of this paper was to explore men’s 
and women’s intention to develop employ-
ability and how they exploit their networks 
and pursue their career strategies to that 
end. In spite of the inherent limitations in this 
study, in terms of sampling and the survey 
measuring scales used, the results obtained 
clearly point to a relationship between inten-
tion to develop employability, networks and 
gender; they also reveal a difference in career 
strategies according to gender. 

In particular, studies show that internal mobil-
ity emerges as men’s preferred means of driv-
ing their intention to develop their employ-
ability. Intra-organizational mobility appears, 
in that regard, as a relevant and useful tool 
for developing employability, provided that it 
is part of a genuine plan to construct a career 
path. Indeed, a possible danger is that this 
might become a source of disruption (Janand, 
2013) as employees dissipate their talents by 
hopping from career to career without de-

veloping a solid career track record, in terms 
of area of business or field of expertise. This 
highlights the fundamental role of the human 
resources department, first, in helping em-
ployees to orient themselves, and, second, in 
supporting their employability, through well-
structured career paths within business lines, 
for example.

As for women, they tend, especially, to exploit 
their inter-organizational network in an effort 
to adopt career strategies that can be best 
characterized as “boundaryless” as the term 
was defined by Arthur and Rousseau (1996). 
This explains the willingness on the part a 
number of French CAC 40 groups to develop 
female-focused internal networks, in order 
to facilitate women’s careers. Nonetheless, 
we might wonder if the development of such 
women-oriented networks is appropriate for 
creating or reinforcing strong ties with those 
in power (in a strategic or high-ranking posi-
tion in the firm). By referring to McKie et al. 
(2013), it would also make far more sense, 
in our view, for firms to better acknowledge 

Figure 6
Summary of the effect of gender and networking on employees’ intention to develop their 
employability
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women’s specific work-related expectations 
(enhancing work-time control, and gaining 
greater flexibility in order to meet family and 
work demands) in their career strategy choic-
es. It would be more appropriate, then, for 
firms to promote “career communities” net-
working (Parker et al., 2004), rather than gen-
dered networking (which might be seen as 
“positive discrimination”); Tams and Arthur, 
2011), bringing together men and women to 
engage in discussion groups or to reflect on 
practices or traineeships related to a given 
profession, business activity, etc. 

In conclusion, the exploitation and develop-
ment of networks must be seen as having 
strategic implications for both employees and 
firms. As Arthur and Rousseau (1996, p.11) 
have stated, “network relations simultane-
ously serve the careers interests of individual 
actors and the strategic interests of firms”. 
And so, beyond individual motivations, “em-
ployers gain from highlighting the employ-
ability of their employees. Indeed, increasing 
the ability to demonstrate flexibility and mo-
bility enables organizations to remain adapt-
able to changing technologies and customer 
demands, and thereby improve their competi-
tive edge and competitive position” (Müller 
and Djuatio, 2011, p. 58). Allowing and foster-
ing networking, without making any gender 
distinctions and moving toward “career com-
munities” would be a strategic move for firms 
because that would cater to employees’ indi-
vidual aspirations in terms of career strategies 
and, by developing workers’ employability, 
would contribute to firms’ capacity to remain 
agile in increasingly turbulent times.
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• Pour les institutions et les entreprises, établir un bon de commande sur papier à en-tête de
l'entité sur lequel est indiqué le N° de TVA intra-communautaire ; en retour une facture sera
adressée pour exécuter le règlement.

• Pour les particuliers et les étudiants joindre à votre bon de commande le règlement par
chèque à l'ordre de KEDGE Business School.

• Pour les commandes à destination de l'étranger, merci d'effectuer le règlement par
mandat international.

Bon de commande à signer et à retourner à l'adresse suivante :

Revue Management & Sciences Sociales
KEDGE Business School

Domaine de Raba - 680, cours de la Libération - 33405 Talence cedex


