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Abstract
In today’s dynamic and uncertain employment climate, both employers and employees must play an active role in the development
of employee careers. This research fills a gap in the existing literature by evaluating the role of organizational career development
opportunities in predicting subjective career satisfaction and commitment of employees in a developing country context. Understanding the impact of career development opportunities provided by the employer and their effects on subjective career satisfaction and commitment is important to both the organization and the individual in the current uncertain and unpredictable employment climate. Data were collected, via an online survey, from 224 middle managers of commercial banks in Sri Lanka, and evaluated
using multiple hierarchical regression analysis. The findings, which have important implications for policymakers, indicate that the
employee's perception of the provision of career development opportunities by the organization promotes them to develop their
subjective career satisfaction and commitment. These outcomes provide implications to the extended model of social cognitive
career theory and Meyer and Allen's model of commitment. In terms of policy implications, the organizations should create a
supportive career development culture to build a belief in employees that the organization they work for cares about their career
needs. This belief can be built by considering individual employees’ personal career goals in the implementation of career development programs and informing employees about available career development opportunities within the organization. The limitations
of the study and the directions for future research are also discussed.
Keywords: Career development opportunities, Subjective career satisfaction, Affective commitment, Normative commitment,
Sri Lanka

INTRODUCTION
In today’s world of global connectedness and the dynamic,
social, economic, and technological changes, the role of career development programs such as career counselling services is very crucial for both employers and employees (Kononiuka et al., 2020; Peila-Shuster et al., 2019). The contemporary concept of career is different from the traditional
concept, in that the responsibility for managing careers has
shifted from the employer to the employee and to a greater
focus on career self-management (Arthur et al., 2005; De
Vos et al., 2009; Stickland, 1996; Sullivan, 1999). Despite the
growing importance of career self-management, organizational career management remains an integral responsibility
of firms, since it forms the context in which career development takes place (Baruch, 1999; Eby, Allen, & Brinley, 2005).
Despite the declining importance of organizational career
development in the current context, the extant literature reports some empirical gaps in the relationship between organizational career development opportunities and employee commitment and career satisfaction outcomes. Most
of the studies report that the employee perceptions of or-
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ganizational career development opportunities lead to career satisfaction (Allen, Eby, Poteet, Lentz, & Lima, 2004;
Barnett & Bradley, 2007; Guan et al., 2015; Price & Reichert,
2017). However, Ng et al. (2005), in their meta-analysis,
claimed that there is mixed evidence regarding the amount
of variance in career satisfaction explained by organizational
career development opportunities. This variability could be
partly explained by the lack of empirical research that
uniquely predicts subjective career satisfaction (Ng et al.,
2005). In line with commitment related theories, Bambacas
(2010, p. 821) suggests that “given the changing organizational circumstances in managing careers, there is a need for
continued research into career management practices that
elicit components of organizational commitment to the organization.” More specifically, normative commitment is a
little researched area in this relationship (Bambacas, 2010).
As most of the prior studies in these areas have been conducted in developed countries, these findings may not be
representative of other parts of the world. For example,
some country-specific studies have found that there are dif-

author: Tel.: +94 (71) 445 5795; Email: wp_richard@yahoo.com
https://orcid.org/0000-0002-2839-2849

24

ferences between countries in terms of attitudes and behaviours (Chen & Francesco, 2000; Kickul et al., 2004; Yu & Egri,
2005) there is a necessity of implementing culturally sensitive career development practices (Storlie et al., 2016).
Therefore, there is a necessity to conduct country-specific
studies in the area of career development. While national
culture is not explicitly treated as a relevant factor in this
study, the fact that it is one of the very few studies of the
relationship between organisational career development
opportunities and commitment that was conducted in developing countries makes it significant in testing the generalizability of previous results (Kumar & Krishnaveni, 2008;
Paul & Anantharam, 2004). More studies are likely needed
in other regions to verify if these findings can be generalized
to other countries.

RESEARCH OBJECTIVES
Based on the afore discussed gaps in the extant literature,
the overarching problem of this study was to determine
whether the organizational career development opportunities offered by organizations have a positive effect on employee level outcomes of commitment and subjective career
satisfaction. The study established three specific objectives
as given below to address the overarching problem of the
study.
1. To study the effect of organizational career development
opportunities on affective commitment.
2. To find out the impact of organizational career development opportunities on normative commitment.
3. To examine the role of organizational career development
opportunities on subjective career satisfaction.
The study made four main significant contributions. First,
the western findings were verified by conducting the study
in a developing country context. Second, the study addressed the claim of prior studies about the necessity of conducting more studies in this area of study (e.g., Bambacas,
2010; Bambacas and Bordia, 2009). Third, the findings provided implications to the policymakers and HR practitioners.
Finally, the study provided implications to the theories and
models such as the extended model of social cognitive career theory (Lent and Brown, 2006) and the commitment
model of Meyer and Allen (1997).

LITERATURE REVIEW
Role of Organizational Support in Influencing
Employee Outcomes
In order to better understand the relationship between perceived career development opportunities and the employee
outcomes of commitment and career satisfaction, the tenets of the extended model of social cognitive career theory
of Lent and Brown (2006) and the proactive behaviour
model as applied to the career domain (Crant, 2000) were
consulted. These models unpack how organizational career
development opportunities and employee outcomes of career satisfaction and commitment are related. The extended
model of social cognitive career theory (Lent & Brown, 2006)
proposes that people are more likely to take actions to
achieve their goals if they have access to environmental (organizational) support and resources relevant to the pursuit
of these goals. The extended model of social cognitive career theory (Lent & Brown, 2006) suggests that the organizational career development opportunities belong to a class
of environmental support and resource variables that are
specifically relevant to the pursuit of an individual's career
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goals. Therefore, organizational career development opportunities provide social and material support for one's personal goals are likely to be significant predictors of employee
outcomes such as career satisfaction (Barnett & Bradley,
2007; Lent & Brown, 2006, Ng et al; 2005) and employee
commitment (Bashir & Ramay, 2008; Crant, 2000; Paul &
Ananntharaman, 2004).

Organizational Career Development Opportunities
(OCDO) and Commitment
As suggested by the theory of proactive behaviour (Crant,
2000), contextual/environmental support such as organizational career development opportunities, positively affects
job attitudes such as employee commitment. Moreover, research suggests that the receipt of organizational support
for career development will contribute to the fulfillment of
the psychological contract between employer and employee. Consequently, as a means of reciprocation, the employees feel committed to the organization (Sturges et al.,
2005). In line with the prediction of the theory of proactive
behaviour, together with Meyer and Allen’s (1997) model of
commitment and social exchange theory (Blau, 1964), HRM
practices, including those that focus on career development,
are the most frequently examined predictors of organizational commitment (Paul & Ananntharaman, 2004). The literature suggests that career development enhances employee career opportunities within the organization and ultimately contributes to employee commitment (Paul &
Ananntharaman, 2004). More importantly, employee career
development opportunities that are managed by the organization are important factors in the management literature,
since they have a strong relationship to positive organizational outcomes such as commitment. OCDO has been
shown to result in higher levels of commitment among employees (Bashir & Ramay, 2008; Paul & Ananntharaman,
2004).
Prior studies have found that the employee perceptions of
OCDO are positively related to affective attachment to the
organization (Bambacas, 2010; Bambacas & Bordia, 2009;
De Vos et al., Jongseok, Youngbae, & Tae-Yeol, 2009; Kumar
& Krishnaveni, 2008; Paul & Ananntharaman, 2004; Sturges
et al., 2005; Sturges, Guest, Conway, & Davey, 2002). For example, Sturges et al. (2005) collected data through a survey
of 151 employees of a new media company in the UK and
revealed that informal career development help, such as being given career advice when needed, is positively associated with the affective commitment of employees. In a previous longitudinal study of 212 graduates - in the first ten
years of their career - sampled from five large UK organizations, Sturges et al. (2002) found that the career management help is given to employees through formal interventions, such as training, orientations, and personal development plans are positively related to their affective commitment. However, this study did not find a significant relationship between informal help for career development (impartial career advice and introduction by the organization to
people who might help with career development) and affective commitment.
Bambacas and Bordia (2009) surveyed 196 managers who
were members of a professional association of general managers, the Australian Institute of Management, in South Australia. Organizational career development was measured by
the type of assistance organizations offered individuals in
their career development, and investigated career development practices, such as the provision of challenging assign-
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ments, career counselling, and support for career development. This study found that these career development opportunities were positively associated with affective commitment. The other studies mentioned above have also used
similar types of “assistance” to operationalise the OCDO,
whereas the affective commitment was measured with the
affective commitment scale of Meyer and Allen (1991).
These studies were based on a diverse set of organizations:
large corporations, auto component manufacturing firms,
and software companies.
Previous research also suggests that individuals tend to feel
an obligation to stay with the organization (normative commitment) when they are provided with career development
opportunities (Bambacas, 2010; Kumar & Krishnaveni, 2008;
Meyer & Allen, 1997). Bambacas (2010) measured organizational career development opportunities in terms of career
development assistance such as work assignments, career
counselling, and being provided with information about the
organization and the industry. Kumar and Krishnaveni
(2008) found that career planning is positively associated
with the normative commitment of employees. Meyer and
Allen (1997) based on a review of literature, claimed that
HRM practices such as career management are positively associated with normative commitment. The theoretical predictions and empirical findings discussed in this section led
to establish the following hypotheses.
Hypothesis 1: Organizational career development opportunities have positive effects on affective commitment.
Hypothesis 2: Organizational career development opportunities have positive effects on normative commitment.

Organizational Career Development Opportunities
and Subjective Career Satisfaction
Career satisfaction measures the extent to which individuals
believe their career progress is consistent with their own
goals, values, and performances (Erdogan et al., 2004; Heslin, 2003; Ng et al., 2005; Seibert & Kraimer, 2001). Career
satisfaction is often measured using the career satisfaction
scale developed by Greenhaus et al. (1990). The vast majority of studies measuring career satisfaction have used this
scale (e.g. Arthur et al., 2005; Aryee & Chang, 1994; Barnett
& Bradley, 2007).
In relation to the direct link between OCDO and career satisfaction, as predicted by the extended model of social cognitive career theory (Lent & Brown, 2006) and the theory of
proactive behaviour (Crant, 1983), career literature provides
evidence for a positive relationship between OCDO and the
career satisfaction of employees (Allen, Eby, Poteet, Lentz,
& Lima, 2004; Barnett & Bradley, 2007; Guan et al., 2015;
Guan et al., 2014; Lent & Brown, 2006; Ng et al., 2005; Orpen, 1994; Pazy, 1988).
Orpen (1994) surveyed 129 employees working in a variety
of organizations in the UK, in both the private and public sectors. This study was based on the supervisory and middle
managerial positions and found that the career development policies and practices (feedback, provision of information, career plans, and job rotation) are jointly related to
career satisfaction. This study developed a 35 item career
development questionnaire based on a workshop conducted with 10 randomly selected personnel managers.
Pazy (1988) operationalized organizational career development in terms of formal career policies and procedures in
the organization (selection, admission, assessment, promotion, training, and development), and found that these policies and procedures together impact career satisfaction.
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This finding is related to a survey conducted based on the
employees of a variety of US organizations.
Lent and Brown (2006), based on a review of literature relating to work satisfaction in a vocational and educational
setting, suggest that goal-specific environmental supports
and resources, such as social and material support, promote
work satisfaction. This study operationally defined career
satisfaction as overall feeling about one's job.
Based on a survey of 90 private and public sector employees
in Australia, Barnett and Bradley (2007) found that there is
a positive relationship between different kinds of organizational career development help, formal interventions such
as career training, orientation, and being given a personal
development plan as well as informal help provided by the
organization, such as impartial career advice and introduction to people who might help with career development and
employees' subjective career satisfaction. That is, goal-specific environmental support and resources that provide social and material provision for employees' personal goals
have been identified as major predictors of career satisfaction (Barnett & Bradley, 2007). Barnett and Bradley (2007)
measured OCDO by using the scale of organizational support
for career development developed by Sturges et al. (2002).
Therefore, the organizational support for the career development of this study includes the programs, processes, and
assistance provided by the organizations to support and enhance their employees' career success. The career satisfaction was measured with the subjective career satisfaction
scale of Greenhaus et al. (1990). Two recent surveys of employees in China, (Guan et al., 2014; Guan et al., 2015) also
have found that the OCDOs are positively related to the career satisfaction of employees.
Furthermore, support for a positive relationship between
OCDO and career satisfaction was found in two meta-analyses (Allen et al., 2004; Ng et al., 2005). Allen et al. (2004)
found that individuals who participated in career mentoring
were more satisfied with their careers than non-mentored
individuals. Similarly, Ng et al. (2005) revealed that career
development opportunities are positively associated with
the career satisfaction of employees. Career development in
this study refers to career planning, career sponsorship (career assistance received from senior employees), supervisor
support, training and skill development, and organizational
resources.
In addition to these studies, the career literature provides
evidence for a positive relationship between individual career development practices and subjective career satisfaction (Arthur et al., 2005; Aryee & Chay, 1994). Based on a
review of the literature, Arthur et al. (2005) found that there
is a positive relationship between mentoring, or social support, and subjective career satisfaction. Aryee and Chay
(1994) administered a structured survey to 164 professional
and managerial employees in a range of private and public
sector organizations in Singapore. This study found that organizational career development opportunities, in terms of
career-oriented mentoring (coaching, sponsorship, protection, challenging assignments, and exposure), were positively associated with subjective career satisfaction of employees. Several observations are made about these studies.
First, Ng et al. (2005), in their meta-analysis, claimed that
there is mixed evidence regarding the amount of variance in
career satisfaction explained by OCDO. This variability could
be partly explained by the lack of empirical research that
uniquely predicts subjective career satisfaction (Ng et al.,
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2005). This may be due to the confounding of objective career success and subjective career success. Career success is
defined as the accumulated positive work and psychological
outcomes resulting from one’s work experiences (Seibert &
Kraimer, 2001). Researchers often operationalize career success in one of two ways. The first includes variables that
measure objective or extrinsic career success (e.g., Gutteridge, 1973). These include indicators of career success that
can be seen and therefore evaluated objectively by others,
such as salary attainment and the number of promotions in
one’s career (Judge et al., 1995). The second way that career
success is operationalized is by variables that measure subjective or intrinsic career success (e.g., Judge et al., 1995).
Such variables capture individuals’ subjective judgments
about their career attainments, such as job and career satisfaction (e.g., Burke, 2007; Judge et al., 1999). Job satisfaction has been defined as “a pleasurable or positive emotional state resulting from an appraisal of one’s job or job
experiences” (Loke, 1976, p.1300). Conversely, career satisfaction is derived from an individual’s appraisal of his/her
career development and advancement across many jobs
(Greenhaus, Parasuraman, &Wormley, 1990). For example,
Joo and Park (2010) defined career satisfaction as an indicator of subjective career success and further measured career
satisfaction by using a scale developed by Greenhaus, Parasuraman, and Wormley (1990). Some of the items included
in this scale are: “I am satisfied with the progress I have
made towards meeting my goals for income” and “I am satisfied with the progress I have made for advancement”
(Greenhaus et al., 1990). The vast majority of career studies
have also used the Greenhaus et al. (1990) scale for measuring subjective career satisfaction (e.g. Arthur et al., 2005; Aryee & Chang, 1994; Barnett & Bradley, 2007). Numerous
studies have operationally defined subjective career success
either as job satisfaction or career satisfaction (Erdogan et
al., 2004; Heslin, 2003; Ngo, Lau, & Foley, 2008; Seibert &
Kraimer, 2001). In a review of 49 career success studies, Arthur et al. (2005) identified 20 studies that included
measures of career satisfaction, while 11 studies included
measures of job satisfaction to measure subjective career
success. Heslin (2005) argued that job satisfaction does not
cover satisfaction over a longer period, including a wide
range of outcomes, such as sense of purpose and work-life
balance, and is therefore not an appropriate proxy for career
success.
Career satisfaction is commonly considered to be the subjective version of career success, defining individuals’ satisfaction with their career accomplishments (Judge, Cable,
Boudreau, & Bretz, 1995). When career satisfaction has
been operationalised, it measures the extent to which employees believe that their career progress is in agreement
with their own goals, values, and preferences (Erdogan et
al., 2004). These limitations can be dealt with by defining
and measuring objective career success by using supplementary measures of subjective career success (Barnett &
Bradley, 2007).
Gattiker and Larwood (1988) argued that traditional career
studies are focused on objective measures of career success,
i.e. outcomes of the work experience such as status, promotion, and salary, all of which are objectively observable.
Some objective career success measures are not relevant today because of constraints imposed by firms in providing
these opportunities (Heslin, 2005). Measures of subjective
career satisfaction may be a more appropriate indicator of
career outcomes in the contemporary environment. The
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change in focus, from objective career satisfaction to subjective career satisfaction, is that career satisfaction is internal
rather than external in the new career context of career selfmanagement (Hall & Chandler, 2005).
Second, most of the studies to date have been conducted in
developed countries such as the USA, UK, Australia, and Singapore. As discussed previously, there are differences between countries in terms of attitudes and behaviours, limiting the generalizability of prior literature outcomes to other
country contexts.
Overall, this theoretical discussion indicates that “subjective
career satisfaction” is the most suited dimension for subjective career success. A lack of studies in developing economies, mixed results about the amount of variance in the relationship between OCDO and career satisfaction, and limited studies of the relationship between OCDO and subjective career satisfaction were the research gaps in the extant
literature. Based on the prediction of the extended model of
the social cognitive career theory and the prior empirical
findings, the following hypothesis was established.
Hypothesis 3: Organizational career development opportunities have a positive effect on subjective career satisfaction.
Based on the literature reviewed in this section the hypothetical relationships were established between the variables, and the following conceptual framework was presented which guided the study. According to the conceptual
framework, the variable 'organizational career development
opportunities' is the predictor variable whereas affective
commitment, normative commitment, and subjective career satisfaction are the outcome variables.
Figure 1: Conceptual Framework

H1
+
Organizational Career
Development
Opportunities

Affective Commitment

H2
Normative Commitment
+
H3
+

Subjective Career
Satisfation

METHOD
Sample and data collection procedure
The current study was based on the middle-level managers
of licensed commercial banks in Sri Lanka. Commercial
banks in Sri Lanka were selected given that the financial sector is an important contributor to Sri Lanka's economy contributing 9.6% to the Gross Domestic Product and 1.9% to
national employment (Central Bank of Sri Lanka, Annual Report, 2019). The sampling frame of this study refers to all of
the middle-level managers in licensed commercial banks.
300 surveys were distributed among middle managers in local banks whereas 100 surveys were distributed among middle managers in foreign banks. Out of 400 surveys, only 224
completed surveys were returned.
All the survey measures were chosen from prior research
based on their established validity and prior application
within the area of career development. Measurement scales
relating to affective commitment and normative commitment were measured with a seven-point scale with 7, representing strongly agree and 1, representing strongly disagree.
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All other scales used a five-point scale where 5, represented
strongly agree and 1, represented strongly disagree.

Operationalization of Variables
This section provides operational definitions and measurement information for the variables in the study.
Perceived organizational career development opportunities. Employee perceptions of career development opportunities were defined as the opportunities that organizations
provide to advance an individual employee’s career prospects within the organization (King, 2003). Employees were
asked about the extent to which they have experienced different kinds of organizational career development opportunities available within the organization. The dimensions of
career development opportunities included career-oriented
training, provision of a personal development plan, supervisor feedback, and support from other employees (Sturges et
al., 2002). A scale previously used and validated by Sturges
et al. (2002) was used to measure the employee perceptions
of organizational career development opportunities and included items such as “I have received training to help develop my career” and “I have been given a personal development plan”. This scale includes dimensions such as
Career satisfaction. Career satisfaction was operationally
defined as the extent to which individuals believe that their
career progression is consistent with their own goals, values,
and preferences (Erdogan et al., 2004; Heslin, 2003; Seibert
& Kraimer, 2001). The dimensions of subjective career satisfaction included satisfaction with own success, satisfaction
with achieved career goals, satisfaction with income, and
the satisfaction with new skills developed (Greenhaus et al.,
1990). Most of the prior studies have used the career satisfaction scale developed and validated by Greenhaus et al.
(1990) to measure career satisfaction (∞=.88). This scale
was used in this study. The scale included items such as: “I
am satisfied with the success I have achieved in my career,”
and “I am satisfied with the progress I have made towards
meeting my overall career goals.”
Affective commitment and normative commitment. Meyer
and Allen’s (1997) definitions for affective and normative
commitment were adhered to in this study. An affective
commitment was measured in terms of willingness to stay
with the firm because of emotional attachment to it and
identification with it as well as involvement in the organization, whereas normative commitment was measured in
terms of the employees’ feeling of a moral obligation to stay
Table 1: Respondents Age and Employment Period
Age
Years
Percentage of Employees
18-25
3.2
26-33
38.0
34-41
33.5
42-49
14.9
50-55
8.4
55<
2.0
Source: Survey data, 2020.

Results of the Factor Analysis
As the conceptual structure of the study was derived from
work in prior studies and utilised previously validated measurement scales, the study used the confirmatory factor analysis (CFA). The purpose of CFA was to test whether the collected data fit with the hypothesized measurement model.
The following measures which were proposed by Hair et al.,

with the organization. Thus, ‘the extent of emotional attachment to the organization’ was the dimension of affective
commitment whereas ‘the extent of moral obligation to stay
with the current employee’ was the dimension of normative
commitment (Meyer & Allen, 1997). Many career studies to
date (e.g., Joo & Park, 2010; Maurer & Lippstreu, 2008;
Sturges et al, 2002) have utilized the affective commitment
scale developed by Meyer, Allen, and Smith (1993). Consistent with prior research, this study adopted Meyer et al.
(1993) six-item questionnaire to measure affective commitment (∞=.86); it included items such as: “I would be very
happy to spend the rest of my career life with this organization.” and “this organization has a great deal of personal
meaning for me”.
Similarly, prior studies (e.g. Bambacas, 2010; Bambacas&
Bordia, 2009) have measured normative commitment with
the six-item normative commitment scale (∞=89) developed by Meyer et al., (1993). The current study has adopted
this scale to measure normative commitment; it included
items such as: “I would feel guilty if I left my organization
now.” and “I would not leave my organisation right now because I have a sense of obligation to the people in it.”

DATA ANALYSIS PROCEDURE
The first step of the data analysis was a confirmatory factor
analysis to verify whether the survey responses fall into the
pre-determined factor structure. This step was followed
since the study employed questionnaires developed and validated by the other researchers. The second step of the data
analysis involved a hierarchical regression analysis to test
the hypotheses of the study. Hierarchical regression analysis
allowed controlling the effects of demographic variables on
the proposed relationships between variables.

RESULTS AND DISCUSSION
Demographics of Respondents
After dealing with missing data, 224 responses out of 408
surveys distributed were retained for the analysis, which resulted in a 56% response rate. The demographic profile of
respondents, such as age and tenure, are presented in Table
1. Out of the 224 responses retained for the analysis, 167
employees (76%) were male who represented middle management level employees.

Years
<1
1-5
6-10
11-15
16-20
21<

Employment Period
Percentage of Employees
2.7
23.8
30.2
21.2
12.2
9.9

(2018) were used to interpret the correlation matrix relating
to the factor analysis.

Visual inspection of correlations in the component
correlation matrix shows that the factors are interrelated to some degree. The fact that these correlations
exist tells us that the constructs measured are interrelated.
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the total variance. A four components solution explained
65.37% of the total variance.
The communality value for each variable was higher than
0.50. Consequently, all of the items were retained in the
analysis, since factor solutions represent a significant proportion of variance in the original variables. As suggested by
Hair et al. (2018) all loadings above ± .40 were considered as
factor loadings with practical significance. The strong conceptual foundation for the anticipated structure and its rationale provided the basis for the interpretation of the factor
structure (Hair et al., 2010). The factor solution is given in
Table 2. The factors indicated in this table were named
based on underlying conceptual dimensions and results
from previous studies.

Bartlett's test of sphericity was used to test the presence of correlations among variables. A statistically
significant Bartlett's test of sphericity (sig.<.05) indicates that sufficient correlations exist among variables. The overall measure of sampling adequacy
(MSA) for the set of variables included in the analysis
was 0.869, which exceeds the minimum requirement
of 0.50 for overall MSA. The probability associated
with Bartlett's Test of Sphericity was <0.001which was
less than 0.05. Therefore, the overall measure of sampling adequacy is acceptable.
Using a CFA with oblique rotation (Costello & Osborne,
2005; Hair et al., 2018; Tabachnick & Fidell, 2013), four factors with Eigenvalues greater than 1 were identified. The cumulative proportion of variance criteria met with eight components to satisfy the criterion of explaining 60% or more of
Table: 2: Rotated Factor Loading Matrix

CS
I have received training to help develop my career
My supervisor has made sure that I get the right training needed to develop my
career.
I have been taught the things I need to know in order to advance in this organization.
I have been given a personal development plan.
I have been given work that has developed my skills for the future.
My supervisor has given me clear feedback on my performance.
I have been given impartial career advice when I needed it.
I have been introduced to people at work who are prepared to help me develop
my career.
I have been given a mentor to help with my career development.
My supervisor has introduced me to people who will help my career.
I am satisfied with the success I have achieved in my career.
I am satisfied with the progress I have made towards meeting my overall career
goals.
I am satisfied with the progress I have made towards achieving my income target.
I am satisfied with the progress I have made towards meeting my goals for career
advancement.
I am satisfied with the progress I have made towards meeting my goals for the
development of new skills.
I would be very happy to spend the rest of my career life with this organization.
I feel as if this organization’s problems are my own.
I do not feel a strong sense of "belonging" to my organization. (R)
I do not feel "emotionally attached" to this organization. (R)
I do not feel like "part of the family" at my organization. (R)
This organization has a great deal of personal meaning/importance for me.
I do not feel any obligation to remain with my current employer. (R)
Even if it were to my advantage, I do not feel it would be right to leave my organization right now.
I would feel guilty if I left my organization now.
This organization deserves my loyalty.
I would not leave my organization right now because I have a sense of obligation
to the people in it.
I owe a great deal to my organization.
Notes:
a. Factor loadings <.4 are suppressed d. CS= Creer satisfaction
b. AC= Affective commitment e. NC= Normative commitment
c. OCDO= Organisational career development opportunities

AC

NC

OCDO
.709
.768
.595
.609
.622
.570
.662
.621
.584
.641

.786
.838
.553
.872
.852
.433
.520
.918
.905
.926
.948
-.661
-.792
-.756
-.728
-.772
-.674

Source: Survey data, 2020.

Correlations
The mean values, standard deviations, correlations, and
Cronbach’s alpha coefficients are presented in Table 3. The
mean age of respondents was 42.5 years and the average

number of years individuals had been with their organization was eight. Values on the diagonal represent Cronbach's
alpha coefficients, which are above the generally agreed
upon lower limit of 0.80. Therefore, each scale measures
study variables with consistency.
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Table-3: Correlation Matrix of Variables
Mean
S.D.
1
2
3
4
5
6
1. Age (Years)
42.5
15.7
2. Gender
N/A
NA
-.198**
3. Tenure (Years)
8
3.1
.587**
.051
4. OCDO
3.71
.68
-.082
.074
.068
.897
5. Affective Commitment
3.6
.74
.129
.120
.211** .357**
.835
6. Normative Commitment
3.64
.82
.104
.148*
.157* .424** .603**
.857
7. Career Satisfaction
3.86
.64
-.036
-.021
-.061
.403** .383** .452**
.878
Notes: *p<.05, **p<.01, Alpha scores are presented on the diagonal
Source: Survey data, 2020.
by the OCDO. Therefore, the first two hypotheses were supTesting Hypotheses
ported by this study.
Hypothesis 1 of the study predicts that employee perception
Hypothesis 3 of the study predicted that employee percepof OCDO has a positive effect on affective commitment
tions of OCDO have a positive effect on subjective career satwhereas Hypothesis 2 of the study predicts that the emisfaction. As shown in Table 3, there is a significant positive
ployee perception of OCDO has a positive effect on normarelationship between OCDO and subjective career satisfactive commitment. Table 4 shows that OCDO has a significant
tion (β =.386, p < .05). 19.8% variance of subjective career
positive relationship with affective commitment (β =.352, p
satisfaction is explained by the OCDO (Adjusted R
< .05) and normative commitment (β =.429, p < .05) when
Square=0.198). Therefore, Hypothesis-3 of the study is acthe effects of the demographic variables were controlled in
cepted.
Step 1 of the hierarchical regression. In accordance with the
R Square values, 16% of the variance of affective commitment, and 22% of the normative commitment is explained
Table 4: Hierarchical Regression Examining the Impact of OCDO on Affective Commitment, Normative Commitment and
Subjective Career Satisfaction
Affective Commitment
Predictors
Step 1
Step 2
(Beta Coefficients):
Gender
Tenure
.211*
.187*
OCDO
.352*
F
10.217*
22.078*
Adj. R-Square
.040
.160
R-Square change
.120
Note: *=p<.05
Source: Source: Survey data, 2020.
As expected, the organization’s provision of career development opportunities has a positive effect on both the employees’ emotional attachment (affective commitment) to
the organization and their feelings of obligation to the organization (normative commitment). The significant positive
effect of OCDO on affective commitment found in this study
supports prior literature (Bambacas, 2010; Bambacas & Bordia, 2009; De Vos et al., Jongseok, Youngbae, & Tae-Yeol,
2009; Kumar & Krishnaveni, 2008; Paul & Ananntharaman,
2004; Sturges et al., 2005; Sturges, Guest, Conway, & Davey,
2002). This study also supports the previous literature,
which suggests that individuals tend to feel an obligation to
stay with the organization when they are provided with career development opportunities (Bambacas, 2010; Kumar
and Krishnaveni, 2008; Meyer & Allen, 1997). As expected,
the organization’s provision of career development opportunities has a positive effect on subjective career satisfaction. The finding here is that it enhances satisfaction in addition to creating commitment. The positive relationship between OCDO and subjective career satisfaction implies that
the employees believe that their career progression is consistent with their own goals, values, and preferences as a result of receiving opportunities for their career development.
This outcome of the study supports the prior literature (Allen, Eby, Poteet, Lentz, & Lima, 2004; Barnett & Bradley,
2007; Guan et al., 2015; Guan et al., 2014; Lent & Brown,
2006; Ng et al., 2005; Orpen, 1994; Pazy, 1988). Two recent

Affective Commitment

Subjective Career Satisfaction

Step 1

Step 2

Step 1

Step 2

.139*
.160*

.109
.134*
.429*
21.360*
.219
.183

-.021
-.061

.013
.027*
.386*
16.382*
.198
.145

5.355*
.038

3.731*
.052

studies also support this research outcome (Guan et al.,
2014; Guan et al., 2015). Furthermore, this outcome provides support for a positive relationship between OCDO and
career satisfaction found in two meta-analyses (Allen et al.,
2004; Ng et al., 2005). Also, the current study provides general support for a positive relationship between individual
career development practices and subjective career satisfaction found in prior studies (Arthur et al., 2005; Aryee & Chay,
1994). However, the current study contributes by addressing some deficiencies in extant literature. First, Ng et al.
(2005), in their meta-analysis, claimed that there is mixed
evidence regarding the amount of variance in career satisfaction explained by OCDO. This variability could partly be
explained by the lack of empirical research that uniquely
predicts subjective career satisfaction (Ng et al., 2005). In response to this gap, the current finding broadened the
knowledge in this area of inquiry. Second, most of the studies to date have been conducted in developed countries
such as the USA, UK, Australia, and Singapore. As discussed
previously, there are differences between countries in terms
of attitudes and behaviours, limiting the generalizability of
prior literature outcomes to other country contexts. Though
this deficiency was addressed, it was found that the finding
is consistent with what was found in developed countries.

Theoretical implications
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The results of the study provide implications to the extended
model of social cognitive career theory (Lent & Brown, 2006)
and the theory of proactive behaviour (Crant, 2000). That is,
referring to the extended model of social cognitive career
theory (Lent & Brown, 2006), organisational support for career development needs to be specifically relevant to an individual's career goals. Therefore, organisational career development opportunities, which provide social and material
support for personal career goals, are likely to be significant
predictors of career satisfaction (Barnett & Bradley, 2007;
Lent & Brown, 2006). As suggested by the theory of proactive behaviour (Crant, 2000), contextual/environmental support such as organisational career development opportunities, positively affects job attitudes such as employee commitment (Cicekli and Kabasakal, 2017). Moreover, the research outcomes suggest that the receipt of organisational
support for career development will contribute to the fulfilment of the psychological contract between employer and
employee binding both parties with some reciprocal obligations. Consequently, as a means of reciprocation, the employees feel committed to the organisation (Sturges et al.,
2005).

Policy implications
The results of the study highlight the importance of building
a supportive culture for employee career development. That
is, in a career development culture, employees are expected
to grow, are supported, and are rewarded for their success
(Simonsen, 1997). One way of creating such a supportive career development culture is to build a belief in employees
that the organization they work for cares about their career
needs (Kraimer& Wayne, 2004). This belief can be built by
considering individual employees’ personal career goals in
the implementation of career development programs and
informing employees about available career development
opportunities within the organization (Sturges et al., 2005,
Sturges et al., 2000). Moreover, just the provision of career
development opportunities is not enough. The managers
should convince employees that they take an interest in
their employees' career development. For this, supervisors
should always make sure that their employees get the right
training, that employees get impartial career advice, and introduce employees to other organizational members who
can assist with their careers (Sturges et al., 2005, Sturges et
al., 2000).
On a policy level, budgetary allocations for networking and
recognition events may be made by the organization. Also,
many companies have moved to web-based training in the
interest of increased cost-effectiveness. But this is a solitary
process. Therefore, group training, particularly off-site, may
cost more, but it provides networking opportunities, and
may also be seen as recognition. These sorts of policy
changes may be implemented via HR managers and through
other managers. The managers who implement these policies should be rewarded for providing opportunities for their
staff. Also, the employees would feel a reciprocal obligation
(Rousseau, 1989) towards the organization because of receiving these types of support. That is, motivationally focused organizational actions such as career-oriented organizational support, will enhance employees' willingness to
fully invest themselves physically, cognitively, and emotionally into their work roles (employee engagement) (Barrick et
al., 2015). The outcome would be an emotional attachment
to the organization, the feeling of an obligation to stay with
the organization (Allen & Meyer, 1997), and a belief that
their career progression is consistent with their career goals
and preferences (Barnett & Bradley, 2007; Crant, 2000; Lent
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& Brown, 2006). Overall, policymakers can learn from the
study that they should build reciprocal obligations in employees by considering employee career goals in making career decisions and by regularly informing employees of all
available career development opportunities within the organization so that the employees will have reasons to believe that the organization cares about their career needs.
The other way that the organization can build a supportive
career culture is to provide actual career development opportunities and practices, such as career training, provision
of personal career development plans, provision of performance feedback by supervisors, career advice, provision of
work that enhances skills for the future, and mentoring
(Sturges et al., 2005; Sturges et al., 2000).

Study limitations and directions for future research
Although this study has made some important contributions
to the theory and practice of career development and career
self-management, it has some minor limitations. The selected sample of employees consisted mainly of middle
managers of commercial banks in Sri Lanka. These managers
usually have more opportunities for career development, so
their expectations may be quite different from employees at
different levels in the organization. Therefore, there is a
need to investigate employees at different levels of the organization and to see how the provision of career development opportunities, or lack thereof, influences their perceptions of commitment and career satisfaction. This limitation
may affect the generalizability of the findings to other managerial and non-managerial levels within the same industry.
The study addresses this limitation to a certain extent with
a broad definition given for the middle manager. That is middle managers of this study consist of employment categories
such as branch manager, assistant manager, manager, and
sectional head.
Because of the time factor, the research was limited to a
cross-sectional study, which means that it is not possible to
conclude cause and effect among items based on employee
responses. The research was also limited to a random sample of middle-level managers in commercial banks in Sri
Lanka, and data were gathered only via a survey. Therefore,
results are subject to common method bias and common
source. However, to reduce this effect, the item ambiguity
was minimized through minor modifications in the questionnaire. Moreover, prior research suggests that showing significant correlations in previous studies may enhance confidence in the study’s results (Craig, Dunn, & Hult, 2012). In
line with this argument, the results of the current study
show significant correlations between variables confirming
the validity of the results. Furthermore, steps were taken to
minimize or eliminate potential effects from self-report bias
by collecting data independently of respondents' employers
to reduce motives to respond favorably. That is, data were
collected over the internet so that respondents could complete them in private and had control over their progress
through the instruments (Richman et al., 1999).
The use of a career satisfaction scale to measure subjective
career satisfaction may be another limitation of the study.
While the standardized scale is used widely and obtains acceptable levels of internal consistency (Greenhaus et al.,
1990), it may be a deficient measure of the subjective career
satisfaction construct. The career satisfaction scale includes
items, such as satisfaction with income and advancement
goals, which may not be the most important criteria used by
individuals to assess their career satisfaction (Heslin, 2005).
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Since this empirical model was tested in a developing country, future studies should investigate the same in different
country contexts. In addition to the need for exploring these
findings, in different country contexts, there should be continued research into the relationship between organizational career development opportunities and normative
commitment, since limited studies have investigated this relationship. Also, future studies could be conducted with a
greater representation of different levels of employees in an
organizational hierarchy to improve the generalizability of
findings to other contexts. In addition, to increase the generalizability, more studies in various industries representing
diverse employee groups are needed. To avoid bias due to a
common source, future studies should be conducted based
on information from various sources, such as employees and
their seniors and juniors. Moreover, a qualitative study is
worthwhile to provide further support for the findings of this
study. Affective commitment, normative commitment, and
subjective career satisfaction are not the only employee outcomes affected by organizational career interventions and
individual career self-management behaviours. Therefore,
this study could be expanded by the inclusion of other outcome variables such as continuance commitment and subjective motivation. Future studies could also replace organizational commitment with career commitment since the literature provides indications of a direct relationship between
career development and career commitment (Colarelli &
Bishop, 1990). “Career commitment means the strength of
one’s motivation to work in a chosen career role” (Hall,
1971, p.59). Chang (1999) found that career commitment
mediates the relationship between employee perceptions of
supervisor support and affective commitment. A further interesting area for future research is to incorporate cultural
values, beliefs, and attitudes as antecedents of organizational career development, since cross-cultural studies have
identified differences between cultures in behaviour and attitudes (Kickul et al., 2004; Yu & Egri, 2005).
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The results revealed that the organizational career development opportunities have a positive effect on employee outcomes of affective and normative commitment and career
satisfaction. While addressing the theoretical gaps in the extant literature, this study is one of the first investigations
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Thus, the current study makes significant contributions to
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