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Effects of Organizational Climate and Talent
Cultivation on Knowledge Sharing Intention
in Ecotourism Industry - Based on Social
Cognitive Theory

Anxin XU!, Lijun YIN?, Weijiao YE?, Jingjing WU?*, Lili SUN?
Abstract

The fierce change in economic environment and the rapid boom fluctuation in
past years have squeezed the survival space for ecotourism industry and resulted in
fierce competition in ecotourism industry. The promotion of ecotourism adds new
vitality and new meanings to traditional tourism and enhances the conservation
of natural resources and the extension of local tradition. However, the shortage
of talents results in the awareness of ecotourism not being implemented. For the
development needs, ecotourism talent cultivation has to be constantly innovated.
Aiming at employees of ecotourism industry in Fujian Province, as the research
objects, total 500 copies of questionnaire are distributed and 382 valid copies
are retrieved, with the retrieval rate 76%. The research results show significant
correlations between 1.talent cultivation and organizational climate, 2.organizational
climate and knowledge sharing intention, and 3.talent cultivation and knowledge
sharing intention. According to the results, suggestions are eventually proposed
in this study, expecting to help ecotourism businesses apply talent cultivation and
cooperate the culture of knowledge sharing to precede knowledge management
or general knowledge sharing.

Keywords: social cognitive theory, ecotourism industry, organizational climate,
talent cultivation, knowledge sharing intention, social innovation.
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Introduction

Economic development, from early agriculture to later industry, has become
consumer oriented service industry. Ecotourism industry is booming at the time,
when domestic and international tourism become the trend. Along with the
development of domestic ecotourism industry, human resource in ecotourism
industry is also developed rapidly. The fierce change in economic environment and
the boom fluctuation in past years have squeezed the survival space for ecotourism
industry and resulted in fierce competition in ecotourism industry. To ensure
ecotourism industry standing out in the fierce competition, effective application and
combination of various resources to establish the core competitiveness becomes
the major strategy. It becomes the primary issue for ecotourism industry enhancing
industrial competitiveness. When the core competitiveness is enhanced, “people”
are the critical success resource for ecotourism industry.

Along with annual increase in tourists and overuse of ecological environment,
the counterattack of the nature allows people realizing the importance of coexistence
and starting to seek for solutions to take care of both. The idea of ecotourism is
then proposed. The promotion of ecotourism adds new vitality and new meanings
to traditional tourism and enhances the conservation of natural resources and the
extension of local tradition. With the efforts of ecotourism participants, including
managers, resources suppliers, operators, and users, to implement the goal of
ecotourism being responsible for the vision of sustainability, the industry requires
sustainable management to benefit the generations.

Ecotourism is the low-impact travel positively promoted in various countries
and areas. It is also gradually developed or transformed domestically to aim at
ecotourism, expecting to reasonably utilize resources and achieve the objective
of sustainable management. Nevertheless, the measures of the government and
the executive units are not complete and the people show inadequate cognition
literacy of ecotourism that ecotourism tourist attractions are gradually damaged
by humans to result in the rapid development but not the sustainability of such
places. Improper ecotourism development results in negative effects, such as
overdevelopment of ecological resources. Some businesses even use the name
of “ecotourism” for promotion to result in uneven ecotourism market. The rapid
development of ecotourism in past two decades appears lots of effects on society and
environment to enhance the review and reflection of ecotourism businesses. Lots of
problems are currently existed in ecotourism, e.g. incomplete ecotourism resource
development, planning, and evaluation systems as well as ineffective environmental
monitoring and industry management. The major factor in such problems is the
lack of professional ecotourism talents, e.g. interpreters, environmental monitoring
managers, and itinerary planners. The shortage of talents results in the awareness
of ecotourism not being implemented. For the development needs, it is necessary
to constantly make innovation on the cultivation of ecotourism talents.
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As a result, the effects of organizational climate and talent cultivation on
knowledge sharing intention in ecotourism industry are discussed in this study,
based on social cognitive theory, expecting to help ecotourism industry apply talent
cultivation and cooperate knowledge sharing culture to benefit the knowledge
management or general knowledge sharing in ecotourism industry.

Literature review

Chen & Lin (2018) pointed out various ideas covered in social cognitive
theory, such as past experience and self-efficacy. A lot of research proved the
significant effects of such dimensions on individual behavior and performance
and considered that the cultivation of individual knowledge and skills simply
relying on experiments would slow down the learning and development; and,
the process would be dull, cost consuming, and dangerous. Nevertheless, an
individual could transform information through the modeling among factors to
expand the knowledge. In other words, an individual could achieve the learning
effect by observing the relationship between others’ behaviors and the results.
Wu & Chen (2017) stated that people presented great potential to be shaped by
direct or alternative experiences to further accumulate certain knowledge, could
integrate various learning experiences into self-behavior model, and could adjust
and control individual behavior by predicting the possible behavior consequence
with cognition. Geiger et al. (2017) indicated that social cognitive theory, in the
empirical model of individual behavior, was broadly accepted by researchers; it
was based on environmental effects, e.g. social pressure or unique organizational
characteristics, cognition, and other personal factors, and covered the mutual effect
between the interaction of personality traits and demographic factors, behavior.
In this case, environmental factors in social cognitive theory referred to tangible
and intangible internal/external environment; personal factors contained individual
action with behavior intention from individual perception, character, motivation,
ability, and awareness judgment. Nikou & Economides (2017) pointed out certain
correlations among individual external environment, intrinsic factors, and ability in
social cognitive theory (SCT) that the discussion of knowledge sharing intention
should be analyzed from environment, individual, and behavior. Human resource
talent cultivation in external environment, as environment dimension, and personal
factors in organizational climate, as individual dimension, are used in this study
for discussing the effects on knowledge sharing intention among organizational
members.

Ooi, Hew, & Lee (2018) explained, from the aspect of needs for human
resources, that talent cultivation as a value activity in work organization developing
the manpower supply effect suitable for time, place, and quality to enhance
organizational members’ work performance and potential development and further
reinforce organizational core competitiveness as well as promote employees’
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organizational identification to involve more in the work. According to theory of
social information processing, Kimiloglu, Ozturan, & Kutlu (2017) stated that
a person was an organism, would regard the social background and situation as
a “signal”, and adjust person attitude, behavior, and belief through the signals
delivered from the organization. In other words, people were guided personal
behavior by the signals of others’ value, norm, expectation, and behavioral results
in the environment. Yousaf & Rehman (2017) indicated that an organization
might effectively affect the employees’ interaction, behavior, and motivation
through different management behaviors, e.g. lean management. Chintalapati &
Daruri (2017) also considered that the management behavior of an enterprise on
talent cultivation would affect the employees’ cognition of organizational climate.
Combining the profits of employees and employers would create the mutual
enhancement that employees would perceive the cooperation with employers to
form cooperative organizational climate and further enhance the contribution to
the organization. Ifinedo (2017) proposed that talent cultivation would deliver
signals to organizational members to understand the needs and proper responses.
Talent cultivation involved in series of organizational management practice to
build and send out signals in the organization for the reception of organizational
members to express organizational climate and value as well as organizational
concern about and support for members. According to above literature review,
the following hypothesis is deduced.

HI: Talent cultivation presents significant correlations with organizational
climate.

Tang & Hew (2017) pointed out higher effects of organizational climate on
knowledge sharing intention than individual commitment; effective improvement
of organizational climate could enhance knowledge sharing. Yu et al. (2018)
mentioned that supportive climate among organizations could effectively encourage
the cooperation; such an organizational relationship was the transaction climate. Al-
Emran, Mezhuyev, & Kamaludin (2018) indicated that an organization providing
employees with secure organizational climate without being unreasonably
criticized could benefit employees’ creative thinking; comfortable organizational
climate could encourage individual knowledge sharing or new knowledge creation;
and, organizational climate revealed remarkable effects on teachers’ subjective
norm of knowledge sharing. Pornsakulvanich (2017) studied 213 employees and
revealed the higher perceived fairness, innovation, and harmony of organizational
climate, the higher subjective norm of knowledge sharing. Aiming at information
technology professionals’ knowledge sharing, Hilvert-Bruce et a/. (2018) revealed
the notably positive effects of fair, innovative, and harmonious organizational
climate on subjective norm of knowledge sharing; organizational members with
higher trust would precede high-frequency, two-way, and indirect knowledge
sharing. On the contrary, organizational climate with lower trust and mutual
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support would result in low-frequency, one-way, and direct knowledge sharing.
Accordingly, the following hypothesis is inferred.

H2: Organizational climate shows remarkable correlations with knowledge
sharing intention.

Hu, Zhang, & Wang (2017) considered that knowledge creation became the
competitive strategy in the global market; once continuous knowledge creation was
lacked, enterprises would move towards destruction. Knowledge creation was a
continuous process and relied on individuals and teams in an organization sharing
the tacit and explicit knowledge. Such sharing was not restricted to individuals,
but shared among people. Kasper et al. (2017) pointed out the “exclusiveness” of
knowledge that knowledge could be expanded and effectively operated with open
willingness and ability. Stead, Morant, & Ramon (2017) indicated that the success
of knowledge sharing depended on professionals’ knowledge sharing intention,
as individual professional knowledge was the advantages of professionals in
the organization; without proper incentive systems, it would be difficult for
professionals actively sharing the knowledge; consequently, talent cultivation
could have professionals receive the information of the organization encouraging
knowledge sharing to enhance employees’ knowledge sharing intention. Ervin,
Blackberry, & Haines (2017), with similar points of view, considered that knowledge
was a type of power, and sharing knowledge would benefit the organization,
but would reduce individual knowledge owner’s power. When an organization
understood such a factor, it had to first understand individual motivation, needs,
and distinct characters of employees, when preceding knowledge sharing; talent
cultivation could be applied to satisfy individual motivation and needs and enhance
employees’ knowledge sharing intention. Based on above literature review, the
following hypothesis is deduced.

H3: Talent cultivation reveals notable correlations with knowledge sharing
intention.

Operational definition

Talent cultivation. Referring to Chang, Shih, & Liu (2019), the following
dimensions are used in this study: (1) Professional knowledge: presenting
professional knowledge to solve customers’ problems; (2) Work attitude:
cultivating employees to keep correct and positive work attitude and frustration
handing ability; (3) Work skill: Employees could acquire skillful work skills
through education & training and constant & repeated simulation & exercise; (4)
Work habit: cultivating employees’ habits of job engagement and effective time
management.

Organizational climate. Referring to Wang, Zhang, & Zhang (2019),
the following dimensions are used for measuring organizational climate: (1)
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Interpersonal relationship: focusing on the flexible adjustment between internal
and environment as well as an organization stressing on well treating the growth
and commitment of employees and employee groups; (2) Internal process:
emphasizing tight control of internal and organization to pursue efficient resource
application through formal and control systems; (3) Open system: focusing on
externally and flexibly coping environmental changes; an organization stressing on
environmental adjustment and interaction would have the managers tend to cope
with environment and market demands by seeking for resources and innovative
methods; (4) Rational objective: emphasizing external reaction but stressing on
the achievement of productivity and organizational goals for internal tight control.

Knowledge sharing intention. Referring to Lin et al. (2019), knowledge
sharing intention is defined as knowledge owners being willing to deliver the
work experience, skills, and ideas to others.

Methodology

Method and model

Confirmatory Factor Analysis (CFA) is an important part in the analysis with
SEM. For this reason, the measurement model should be tested before the structural
model evaluation with two-stage model correction in CFA. When the measured
model fit is acceptable, the second-step SEM evaluation is preceded. In the analysis
of dimensions with CFA, the factor loadings, composite reliability, and average
variance extracted appear in .70~.90, .80~.91, and .70~.90, respectively, conforming
to the standards of 1.factor loading higher than .5, 2.composite reliability higher
than .6, and 3.average variance extracted higher than .5. The dimensions therefore
present convergent validity.

Research sample and object

Integrated mountains and seas, same root of Fujian and Taiwan, exotic custom,
and plural religion are the characteristics of tourism in Fujian. There are world
culture and natural heritage Wuyi Mountains, world cultural heritage Fujian Tulou,
world natural heritage Tai Ning Geopark, Ning De Geopark, Taimu Mountain,
and Baiyun Mountain as well as characteristic tourism brands of Marine Garden
Xiamen, Hot spring City Fuzhou, Maritime Silk Road Quanzhou, Pilgrimage Mazu
Meizhou, Starting Point of Success Gutian, Coastal Volcano Dongshan, and East
China Sea Unicorn Pingtan in Fujian. Aiming at employees of ecotourism industry
in Fujian Province, as the research subjects, total 500 copies of questionnaire are
distributed, and 382 valid copies are retrieved, with the retrieval rate 76%.
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Results and discussion

Model fit test

“Maximum Likelihood” (ML) is used for the estimation, and the analysis result
is convergent. Overall model fit indices standing for external quality reveal (1)
y2 ratio=y2 =1.327, smaller than 3, (2)goodness-of-fit index (GFI)=0.96, higher
than 0.9 and adjusted goodness-of-fit index (AGFI)=0.84, higher than 0.8, (3)
root-mean-square residual (RMR)=0.022, smaller than 0.05, and (4)incremental fit
index=0.91, higher than 0.9. Overall speaking, the actual samples 382 are higher
than the requirement for basic number of samples 135.73, and the overall model
fit indices pass the test, fully reflecting good external quality of the model.

In terms of internal model quality test, squared multiple correlation (SMC)
of manifest variables is higher than 0.5 (Table 1 & Table 2), revealing good
indicators of latent variables. Furthermore, latent variables of talent cultivation,
organizational climate, and knowledge sharing intention appear the component
reliability higher than 0.6 and the average variance extracted higher than 0.5 (Table
3), apparently conforming to the requirement for internal quality test.

Table 1. SMC of variables to dimension

talent cultivation

professional work attitude | work skill | work habit
knowledge
0.72 0.75 0.78 0.84
Table 2. SMC of variables to dimension
organizational climate
interpersonal internal open rational
relationship process system objective
0.77 0.81 0.85 0.88

Table 3. Component reliability and average variance extracted of variables

itemn talent organizational knowledge
cultivation climate sharing intention
component reliability 0.847 0.873 0.912
average variance 0.80 0.83 0.88
extracted
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Path relation test

Latent variables of professional knowledge and interpersonal relationship are
regarded as the reference indicators with fixed 1, the causal relation path, Table 4,
shows remarkable estimates between other dimensions and variables. That is, work
attitude=1.07 presents better explanatory power than professional knowledge,
and internal process=1.01 reveals better explanatory power than interpersonal
relationship. The hypothesis test results are shown in Table 4.

Table 4. Overall linear structural model analysis result

factor dimension/evaluation standard estimate
professional knowledge 1.00
work attitude 1.07
talent cultivation
work skill 1.02
work habit 1.05
interpersonal relationship 1.00
internal process 1.01
organizational climate
open system 0.97
rational objective 1.05
!(nowlgdge sharing knowledge sharing intention 1.00
intention
talent cultivation->organizational climate 0.857
organizational climate->knowledge sharing intention 0.868
talent cultivation->knowledge sharing intention 0.883

Note: * stands for p<0.05, ** for p<0.01, and *** for p<0.001.

Conclusion

The research results prove that tourism businesses could enhance employees’
positive participation in training & development and work improvement through
talent cultivation to achieve teamwork. Under the talent cultivation system,
excellent employees and teams could be developed; and, cultivating and
developing outstanding talents and teams believing in the idea of the business
through talent cultivation could create firm and stable culture to popularize and
expand the company value and belief so that ecotourism industry could present
competitiveness and sustainably developed. In this case, the promotion of talent
cultivation would benefit an organization forming better climate. Organizational
groups in ecotourism businesses with good organizational climate would share
knowledge to promote the competitiveness and enhance employees exchanging
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and integrating knowledge. Organizational climate often affects work morale and
work efficiency; harmonious and positive organizational climate would result
in positive effects on the organization; under such good climate, the knowledge
sharing intention would be more positive. To present sustainably competitive
advantages, an ecotourism business has to shape good organizational climate, i.e.
the organization being able to enhance employees’ knowledge sharing intention
through the creation of good organizational climate.

Recommendations

From the research results and findings, the following practical suggestions are
proposed in this study.

1. An ecotourism business should recruit employees with ability and coordination
with the organization and provide opportunities for internal promotion so that
the employees present trust in the company. Furthermore, award plans should
be based on departments or organizational performance to enhance organiza-
tional members’ team awareness and willingness to make efforts for the com-
mon objective of the company.

2. When an ecotourism business intends to enhance the employees’ knowledge shar-
ing intention, the promotion of talent cultivation allows the employees present-
ing trust in the company and further appearing team awareness to be willing to
make effort to the common objective of the company. Eventually, a ecotourism
business could provide plural development paths for the employees through job
rotation (multi-skill) or enhance employees’ skills to build teamwork through
talent cultivation so as to promote employees’ knowledge sharing behavior.

3. Current operation of ecotourism industry should simultaneously face multi-fac-
eted management characteristics and often require teamwork or inter-depart-
mental cooperation to achieve the organizational goal. For this reason, it is
important to create the cooperative organizational climate, as organizational
members, when perceiving common objectives, would achieve the common
objective of the organization through knowledge sharing behavior.
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