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Abstract

Career management skills are important in today’s labor market, which is
characterized by increased volatility, uncertainty, complexity, and ambiguity. This chapter
aims to provide a better understanding of core career management skills by presenting a
framework which sees career self-management as an active process of resource management.
Based on this perspective, career self-management consists of building, maintaining, and
applying knowledge and skills, psychological (motivational/ attitudinal), and contextual
resources through various career self-management behaviors. We moreover suggest how
career self-management skills can be enhanced throughout the lifespan by presenting career
self-management as an action-regulation process. This process consists of four phases in
terms of (1) goal setting and development, (2) mapping the environment for goal-relevant
resources and barriers, (3) planning and execution of behaviors, and (4) monitoring and
feedback processing. Based on this conceptualization of career self-management, we discuss
how practitioners can assist clients in this process across different action regulation phases of
career self-management.

Keywords: career resources, action regulation, career self-management, career self-

management skills



CSM AS RESOURCE MANAGEMENT THROUGH ACTION REGULATION 3

Introduction

The fourth industrial revolution (Schwab, 2016) and the current developments in labor
markets and global economies are presumed to bring volatility, ambiguity, and complexity to
the professional environment for workers across the skills spectrum (Hirschi, 2018; Wilhelm
& Hirschi, 2019). There is a shift in responsibility for career development from employers to
employees (Arnold, 2005; Sultana, 2012) and a call for people to be proactive regarding their
careers (Seibert et al., 1999). This is exemplified by projections that around half of the global
workforce will require major re- or upskilling by 2025 (World Economic Forum, 2020).
Likewise, the European Centre for the Development of VVocational Training (2008) points to
the need for reforming guidance policies and practices to support learning at all ages and in a
broad range of settings. According to the World Economic Forum (2020), the top skills
which are seen as rising in prominence in the lead up to 2025 include skills in self-
management, such as active learning, resilience, stress tolerance, and flexibility. The changes
in career development due to such trends are likely to result in growing job and career
insecurity, especially when workers are left to face these changes unprepared (Wilhelm &
Hirschi, 2019) and require a high degree of personal initiative (Fay & Frese, 2001). Active
career self-management is an important factor for achieving career wellbeing and satisfaction
and puts emphasis on personal agency (Raabe et al., 2007; Wilhelm & Hirschi, 2019).
Through promotion of career self-management, employees can be empowered to master their
career-related challenges autonomously and develop individualized professional goals,
identify their existing competencies, and take action to improve their careers, enabling them
to access and effectively use the full range of resources within themselves and their
environment.

The objective of this chapter is to provide a better understanding of career

management skills based on conceptualizing career self-management (CSM) as an active
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process of resource management (Hirschi et al., 2019; Hobfoll et al., 2018; Spurk et al.,
2019). We further suggest how career management skills can be enhanced throughout the
lifespan by presenting CSM as an action regulation process (Hirschi & Koen, 2021)
consisting of four specific phases with corresponding necessary skills in CSM.
Career Management SkKills

Career management skills have become an important focus in the implementation of
vocational education programs and professional competency-based curricula in all European
countries, yet a uniform definition of career management skills is difficult to achieve
(Sultana, 2012). For example, Bridgstock (2009) defined career management skills as “the
abilities required to proactively navigate the working world and successfully manage the
career building process, based on attributes such as lifelong learning and adaptability” (p.34-
35). Sultana (2012) defined career management skills as “a whole range of competences
which provide structured ways for individuals and groups to gather, analyse, synthesise and
organise self, educational and occupational information, as well as the skills to make and
implement decisions and transitions” (p. 229). Yet a different take is presented by Hooley et
al. (2013) who state that career management skills are used to describe skills, attributes,
attitudes, and knowledge that individuals need to actively manage their careers in flexible and
dynamic labor markets throughout the lifespan. Common across different definitions is the
stated importance of career management skills to prepare individuals and make them capable
of dealing with career-related challenges throughout their lives. All these definitions stress
the importance of attitudes, abilities, competencies, or other aspects. However, which specific
constructs constitute key career management skills remains difficult to discern. Definitions
sometimes remain vague in this regard or existing frameworks consist of a large range of

different facets, which are hard to put into a coherent framework. As stated by Hooley et al.



CSM AS RESOURCE MANAGEMENT THROUGH ACTION REGULATION

(2013), «“...the notion of a Europe-wide ‘reference framework’ or ‘blueprint’ may be

considered to be highly problematic.” (p.120).

To address this issue and provide a theoretically grounded framework of career

management skills, we herein conceptualize career management skills based on a resource

management and action regulation approach to CSM. This framework expands and refines

the understanding of career management skills in the way that key career management skills

are skills necessary to successfully engage in CSM behaviors needed to build, maintain, and

apply different types of resources to attain personally valued career goals (see Figure 1).

Figure 1. Framework of career management skills.
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Career Self-Management as Resource Management

According to (Hirschi, 2012), conceptualizations of CSM in the literature often

overlap considerably but also differ in their components. One common feature of different

conceptualizations of CSM is that they usually focus on specific career management

behaviors (Hirschi, 2012). CSM behaviors are intentional, self-initiated, self-targeted

behaviors aiming at substantially enhancing work-related experiences in the mid- or long-

term within and outside of organizational contexts (Wilhelm & Hirschi, 2019). Beyond its

focus on proactive behaviors, CSM also encompasses cognitive components (Hirschi &

Koen, 2021). Thus, CSM can be regarded as an umbrella term that includes various cognitive

and behavioral activities to manage one’s career (Hirschi & Koen, 2021), such as collecting
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important information about one’s values, interests, skill strengths and weaknesses,
identifying career goals, executing career planning, skill development, networking, or
boundary management (Claes & Ruiz-Quintanilla, 1998; King, 2004; Kossek et al., 1998;
Noe, 1996; Sturges, 2008).

A second common feature of CSM is its focus on managing resources that are
beneficial for career success and coping with career-related challenges (Hirschi, 2012; Lent
& Brown, 2013; Spurk et al., 2018). Multiple resource frameworks have been developed,
which often share the differentiation of personal resources (such as skills and attitudes) and
social or contextual resources (such as social support) (e.g., Hirschi, 2012; Parker, 2002;
Peeters et al., 2019). For example, the career resources framework (Hirschi, 2012; Hirschi et
al., 2018) proposes three overarching dimensions of career resources: human capital
resources, social/environmental resources, and motivational/psychological/identity resources.
Each of these resource dimensions is composed of multiple specific career resources. The
framework further suggests that career management behaviors have to be applied to develop,
maintain, and apply these career resources.

This integrative view on CSM thus suggests that CSM is a process of resource
management where successful career development across the lifespan consists of building,
maintaining, and using different personal and environmental resources through the
application of different career management behaviors. However, the career resources
framework focuses more on the type of necessary resources to successfully develop a career
and less on the process by which individuals can manage these resources effectively. To
provide more focus on the process aspect as a foundation to identify key career management
skills, we next present an action-regulation perspective on CSM.

Career Self-Management as an Action Regulation Process
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Action regulation theory is a general theory of human behavior and explains how
cognitive processes are used to regulate goal-oriented behavior (i.e., action). Individuals are
seen as active, embedded agents whose actions shape and are shaped by the environment
(Frese & Zapf, 1994; Zacher & Frese, 2018). A central feature of the theory is the
segmentation of action regulation into multiple phases: (a) goal development and selection,
(b) mapping the environment for resources and barriers, (¢) planning, (d) monitoring of
execution, and (e) feedback processing, with the latter two sometimes merged into one phase
(Hirschi, 2020). Persons do not necessarily adhere to the phases in a conscious and
deliberative manner, nor do persons necessarily rigidly follow this sequence; rather the action
process sometimes requires going back and forth or omitting steps in the action sequence
(Zacher & Frese, 2018). Applied to CSM, this means that the action regulation of CSM can
range from a highly conscious, proactive, integrated process to a more reactive process that
occurs as a response to external cues and events (e.g. Barney & Lawrence, 1989; Gould &
Penley, 1984; King, 2004, 2010).

Action regulation theory is useful for the present purpose of outlining key career
management skills since it provides not only a descriptive account of the action regulation
process but can also be used in a prescriptive account of what constitutes effective and
successful action regulation. Several authors have drawn from the action regulation literature
in building more practice-oriented work, such as a framework of job search quality (Van
Hooft et al., 2013) or a whole-life career-counseling framework (Hirschi, 2020). Applying
action regulation theory to CSM, we propose that successful CSM can be described in terms
of the characteristics that each of the action phases and their associated outcomes should have
(see Figure 2). For example, the clarifying goals and their linkages phase is successful when
persons are aware of their motivations for selecting a goal and when the selected goal has

properties such as high goal clarity and compatibility with other goals.
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In sum, based on these theoretical frameworks, CSM is characterized by behavioral
and cognitive activities that are integrated into an action regulation sequence and directed at
the management of its primary outcomes, career resources. In turn, these resources facilitate
effective and efficient action regulation, that is, they influence the quality of the career self-
management process.

Figure 2. CSM as an action regulation and resource management process
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An Integrative Model of Career Management Skills

Based on the proposed framework, the question arises which career management
skills are needed to effectively regulate each of the action phases and master their associated
tasks. For example, to make life/work-enhancing decisions (e.g., to pay more attention to
one's work-life balance), one needs to clarify goals and understand the linkages between
those goals. This involves clarifying demands associated with one’s life roles, values that
guide one’s life, and the interrelation of the multiple goals persons strive for in their work-life
and other life domains. Thus, self-awareness is an important career management skill for goal
clarification, development, and selection (Greenhaus et al., 2010; Stickland, 1996) because it
enables the successful execution of behaviors such as values clarification and prioritization.

Based on the principal tasks associated with each action regulation phase, related career
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management skills can be formulated that can be promoted in career guidance. Towards this,
Table 1 gives a general overview of this issue. The framework allows to succinctly capture
which principal tasks and aims exist for successful CSM, describe which career management
skills are important in this phase, and how these skills can be promoted by corresponding
career counselling activities. Next, we elaborate what each of the action regulation phases
entail and point to possible career counselling activities related to each of the phases.

Phase 1: Clarifying goals and their linkages

The first phase of action regulation involves clarifying career-related goals and the
linkages among these goals as well as the linkages with goals of other life-domains. Based on
the ‘Blueprint’ framework for career management skills (Hooley et al., 2013) the important
learning areas in this phase are the development of an understanding of oneself, to build and
maintain a positive self-concept, as well as the making of life/work-enhancing decisions. The
core aim of the first phase is the selection of centrally valued career goals that have beneficial
properties, such as clarity, commitment, and compatibility with other goals (Van Hooft et al.,
2013). Several tasks need to be accomplished to arrive at such goals. The clients need to
understand their current most important life roles and what they want to achieve in their
career, principled on their values. Furthermore, the clients need to consider how their goals
relate to one another in terms of their complementary or conflicting linkages (Hirschi, 2020;
Kruglanski et al., 2002).

Career management skills that are most important in this stage are referred to as self-
awareness (Greenhaus et al., 2010; Stickland, 1996), knowing-why competencies (Parker,
2002), or reflective competencies (Akkermans et al., 2013). For example, in Akkermans et
al.'s (2012) framework of career competencies, reflective competencies include reflection on
motivation (i.e., the ability of people to reflect on values, passions, and motivation). Being

clear on one's motivation helps to choose centrally valued goals.
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Career counselling can assist clients in successful goal development and selection
through values clarification and prioritization. For example, narrative and constructionist
approaches (e.g., Savickas, 2012) could be used to help clients identify core values and
construct meaningful identities across different roles. In addition, more traditional,
quantitative self-assessments of values, vocational interests, or vocational preferences
(Whiston, 2008) could be used to help clients identify meaningful career goals. Borrowing
from other disciplines, the Acceptance Commitment Therapy branch of psychotherapy has
also developed several interventions for the purpose of values clarification (Barney et al.,
2018; Hayes et al., 2006). Note that to explore the linkages of career goals to nonwork goals,
counselling needs to also take into account nonwork-related aspects of the client’s life and
major goals and demands in these roles (Hirschi, 2020; Savickas et al., 2009).

Phase 2: Mapping resources and barriers

The second phase involves mapping resources and barriers that facilitate or inhibit the
attainment of the goals set in the first phase. The associated learning areas in this phase are
the localization and effective use of life/work information as well as the understanding of the
relationship between work and society/economy (Hooley et al., 2013). The key aim of the
second phase is to identify personal (e.g., personality traits and competencies) and contextual
(e.g., family, organizational, and societal factors) resources and barriers that help or inhibit
goal attainment (Hirschi et al., 2019). It also includes reflection on one's attitude towards the
possible obstacles and resources in the environment and oneself.

Key career management skills in this stage are knowing-whom competencies (Parker,
2002), career building skills (Bridgstock, 2009), and reflection on qualities (Akkermans et al.,
2012). The identification of contextual resources and barriers is facilitated by knowing-whom
competencies, which enable persons to identify which social resources (e.g., network

contacts) they can use to achieve their career goals. The identification of personal resources is
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facilitated by reflection on qualities, defined as “reflecting on strengths, shortcomings, and
skills with regard to one’s personal career” (Akkermans et al., 2012, p. 249). Career building
skills link contextual and personal resources and barriers by enabling persons to find and use
information about one’s career and labor markets, and being able to effectively identify and
choose the best opportunities for career development (Bridgstock, 2009).

In this stage of the framework, career counselors can help clients map internal and
external resources and barriers and to define resources that they consider important with
regard to their goals and want to use or promote in the further course of their career. Career
counselors can assess clients’ resources and barriers that help/inhibit attaining their work-life
goals (Hirschi, 2011). Career resources can be assessed in a structured manner through (semi-
)structured interviewing or the use of a psychometrically validated questionnaire, such as the
Career Resources Questionnaire (Hirschi et al., 2019; Hirschi et al., 2017) or the Career
Adapt-Abilities Scale (Savickas & Porfeli, 2012). Regarding barriers, there are only a few
quantitative assessments available, and a qualitative assessment may be more helpful since
barriers are often less standardizable than resources. Clarifying individual resources can help
clients to understand how their resources are associated with their goals and supports
counselors and clients with a foundation to plan further actions to augment, maintain, or use
existing resources.

Phase 3: Development of action strategies to attain goals

After clients’ career goals are clarified and related career resources and barriers are
identified, the focus of the third phase lies in developing action strategies that help clients
achieve their goals and assisting clients in implementing the action strategies. To achieve
this, the longer-term abstract work-life goals identified in the first phase are translated into
shorter-term, specific sub-goals. Considering resources and barriers as well as priorities and

interdependencies among multiple goals and actions (Ballard et al., 2018; Unsworth et al.,
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2014) is important for the creative generation of options for action and the translation of the
goals into a concrete plan of action. Thus, the third phase of the framework includes the
development of action strategies based on the knowledge of the previous two phases (Hirschi
et al., 2020).

In the third stage, career counselors can thus support clients in developing specific
action strategies under consideration of their resources and barriers (Zacher & Frese, 2018).
Various possible action strategies have to be generated and evaluated. For example, strategies
focused on human capital development will require a greater share of knowing-how
competencies, while strategies focused on social resources (e.g., networks and mentors) will
require knowing-whom and communicative competencies (Akkermans et al., 2013; Parker,
2002). Important skills for human capital development include work exploration (i.e., the
active exploration and search for work-related and career-related opportunities on the internal
and external labor market (Akkerman et al., 2013), and skills such as knowing how long to
stay in a role, when to exploit new employment or training opportunities, and last but not
least the ability to move quickly once an opportunity arises (Bridgstock, 2009).

Important skills for building social resources include networking competencies,
defined as “the awareness of the presence and professional value of an individual network,
and the ability to expand this network for career-related purposes” (Akkermans et al., 2012,
p. 251) and self-profiling competencies, that is, the presentation and communication of one’s
personal knowledge, abilities and skills to the internal and external labor market (Akkermans
et al., 2012). If we take the ‘Blueprint’ framework for career management skills (Hooley et
al., 2013) into account, the important learning areas in this phase are to interact positively and
effectively with others, to create and manage a career plan that meets one’s career goals, to

secure/create and maintain work as well as to maintain balanced life and work roles.
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Counselors should ensure that the resulting action strategy is both flexible and
specific enough. Specific and difficult goals have been shown to raise motivation (Latham &
Pinder, 2005) and specific goals make it easier for the client to monitor goal progress. Thus,
clients could be assisted and encouraged to develop more specific, lower level, proximal
short-term goals and to identify specific actions that help to achieve the higher-order goals
identified in phase one of the framework (Hirschi, 2019). Another component can be the
consideration of goal multifinality (i.e., specific actions or lower-level goals can lead to the
attainment of multiple higher-level goals) and equifinality (i.e., different actions or lower-
level goals can lead to the same higher-level goal; Kruglanski et al., 2002, 2012). This helps
clients to consider how actions affect multiple goal attainment, for example across different
life roles. As an example, Hirschi et al. (2019) present four action strategies (i.e. allocating,
changing, sequencing, and revising) that allow clients to develop strategies of how resources
can best be deployed to meet goals across life roles, to identify ways how additional
resources can be generated or how existing barriers can be reduced, to identify goals that can
be postponed temporally to first focus available resources on other goals, and to change or
abandon some goals to establish new goals that better fit with the available resources and
barriers. Moreover, a positive attitude of clients towards their personal goals is important and
can be encouraged by the counselor (Hirschi, 2011). For example, clients’ confidence in their
own abilities could be strengthened by pointing out role models who have achieved a similar
career goal. In addition, any negative attitudes towards implementation should be discussed
with the client.

Phase 4: Monitoring goal progress and adapting

Because career planning is a dynamic process that, especially in the face of a rapidly

changing world of work, requires flexibility (Hirschi, 2011; Lent, 2013), personal goals and

decisions can change in the course of one’s career and should be reflected on continuously.
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Thus, the core aims of the fourth and last phase are the monitoring of goal progress, obtaining
feedback on how one is doing in relation to attaining goals, and processing this feedback to
improve goal attainment (Zacher & Frese, 2018). This relates to the following learning areas:
to change and grow throughout one’s life, to participate in life-long learning supportive of
life/work goals, and to understand the changing nature of life/work roles (Hooley et al.,
2013).

Monitoring and adapting require meta-cognitive skills and a process-oriented mindset
to ensure that clients are aware of complications arising during the implementation of their
initial action strategies and to ensure behavioral flexibility in responding to these
complications. Moreover, effective monitoring of goal progress requires clients to leverage
feedback from others to overcome their blind spots. Obtaining feedback from others is
therefore critical in this phase and can be achieved by direct inquiry or more indirectly via
observing the reactions of others (Ashford & Cummings, 1983). Gaining honest and valuable
feedback from others requires social and communication skills, but also emotion regulation
skills. Seeking out positive feedback merely as a tool to feel good about oneself is unlikely to
result in feedback that is truly valuable for goal attainment (Anseel et al., 2007). Therefore,
clients need self-awareness to understand their motivations in seeking out feedback.
Likewise, dealing with negative feedback requires emotion regulation skills: with a lack of
emotion regulation skills, clients may dismiss negative feedback to protect their sense of self
even when the feedback is accurate and potentially valuable to improve goal attainment. The
behavioral career competency career control (i.e., the active influencing of learning and work
processes) of Akkermans et al.'s (2012) framework of career competencies can be brought in
connection with the fourth and last stage of the counseling framework.

In this phase, counselors and clients can reflect on what has changed, how the clients

feel at the current time, and what important insights they have gained from the process. An
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important component is the monitoring of the extent to which behaviors help to attain goals
and adjust behaviors and action plans accordingly if goal progress is insufficient or too slow
(Hirschi et al., 2020). The following questions could guide this process: “How did the clients
experience the process of executing their action plans? Did they make progress towards their
goals, and at the desired speed? What was unexpected? Which resources and activities could
they use particularly well? Which resources and activities could be strengthened or still need
to be promoted? Which obstacles did they confront and how did they handle them?” Perhaps
the biggest current obstacle to successful counselling in this phase is that many career
guidance offers do not allow for periodic ‘booster’ sessions that may occur months after the
main stage of counselling is complete. Therefore it may be important to ensure that clients
have means of engaging in this phase via self-directed activities such as workbooks. Another
possibility is to use shorter online counselling sessions for such follow-up support, which

might be easier to implement.
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Table 1. Action regulation components, core tasks and aims, and associated career management skills

16
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Conclusion

Due to the difficulties in the development of a European Blueprint (Sultana, 2012)
and the fact that education systems are informed by different curricular and pedagogical
traditions (Alexander, 2001; McLean, 1990) we presented a general framework based on
theory that helps to provide an integrative view on career management skills. The proposed
career management framework offers a systematic approach based on resource management
and action regulation that can be a basis to derive career-counseling interventions. In career
interventions programs, career management skills are considered as rising in importance,
since they are critical for students, job seekers, and workers to succeed in their careers
(Sultana, 2012). To facilitate career counselling activities for skills development, we broke
down the rather abstract construct of career management skills to the level of individual
action and clarified the skills required for successful action regulation in each of the action
phases. The proposed framework describes a general process for different interventions
which is versatile enough to allow integrating a range of specific counseling approaches and
techniques and to be adapted to specific target groups. The framework could also be
integrated into blueprints of more general career guidance frameworks (e.g., Hooley et al.,
2013; Reardon, Lenz, Sampson, & Peterson, 2000) by providing a focus on the content areas
that counsellors and programs should pay attention to (Hirschi, 2012). The herein proposed
perspective and framework may be fruitful as a foundation for future career counseling
practice and interventions as well as for policy-makers. Overall, the presented framework
promotes a holistic view of career management skills and an active and flexible approach to

achieve personally important goals in various areas of life.
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