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Abstract 

This study investigates the relationship between career commitment and organizational 

commitment, examining the moderating role of perceived career opportunities. Drawing on 

commitment system theory (CST) with social exchange theory (SET) as a driver, the research 

addresses a gap in understanding how multiple commitment targets interact in organizational 

settings. A quantitative approach was used, utilizing survey data from The Healthy Brain 

Study with a sample size of 455 employees in their thirties. Results revealed a positive 

relationship between career commitment and organizational commitment, supporting the 

initial hypothesis. Importantly, perceived career opportunities were found to moderate this 

relationship, with a stronger positive association observed when career opportunities were 

perceived to be high. These findings contribute to the theoretical understanding of 

commitment dynamics in the workplace by demonstrating the interrelated nature between 

multiple, interacting targets of commitment. By examining the interplay between these two 

types of commitment, this research bridges a gap between the career and commitment 

literatures and promotes a more integrated understanding of these traditionally separate areas 

of research. CST is combined with SET in order to explain how career opportunities drive 

commitment systems. The results lay a foundation for future studies on multi-target 

commitment systems in diverse work environments. Future research should further examine 

the moderating role of other contextual factors in commitment systems.  

 

Keywords: Career commitment, Organizational commitment, Commitment system theory 

(CST), Career opportunities, Social exchange theory (SET) 
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1. Introduction  

People have been changing jobs more frequently over the past decade. For example, the number 

of people changing jobs in the Netherlands has doubled compared to 10 years ago (UWV, 

2023). This is causing concern among employers. It is therefore important for employers to 

know what kind of support and stimulation they need to provide to these individuals in order to 

keep them working in their organization, in other words, to keep them committed to their 

organization. Commitment refers to “a volitional psychological bond reflecting dedication to 

and responsibility for a particular target” (Klein et al., 2012, p. 130). Organizational 

commitment is important, because organizations can use it as a tool to enhance employee 

retention and performance (Stazyk et al., 2011). 

However, because bonds of commitments also exist independent of organizations, 

another commitment target might play an interesting role in this context, such as commitment 

towards one’s career (Meyer, 2009). Specifically, career commitment refers to “an individual’s 

attitude toward his or her vocation, or an individual’s willingness to keep membership in an 

occupational field, or an emotional linkage between an individual and his or her vocation.” (Zhu 

et al., 2021, p. 506). Career is an interesting target because people search for a sense of security, 

which includes feeling stable, having a purpose in life, and knowing who they are (Meyer, 

2009), even as they care about their careers. While ‘the organization’ as a target has been 

studied most often in the commitment literature (Van Rossenberg et al., 2022), ‘career’ as a 

target of commitment has been studied within the careers literature, but much less so (Zhu et 

al., 2021). Although less studied, commitment to one's career is crucial for employers as it is 

linked to individual competencies and allows employees to accumulate expertise and achieve 

career success (Ahmed, 2017). Since Europe is currently experiencing a tightening of the labor 

market, it is now even more important for employers to retain employees (European Labour 

Authority, 2023). Career commitment and organizational commitment have therefore become 

an important research agenda in the field of Human Resource Management (HRM), however it 

remains an intricate question how both targets of commitment can be managed adequately 

together.  

This study aims to address a notable gap in the existing literature by aligning two distinct 

yet interrelated lines of research: commitment and career literature. Currently, both domains 

have been studied independently, resulting in a fragmented understanding of the intricate 

relationship between an individual's commitment to their career and their commitment to the 
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organization. Career and organizational commitment developed in separate academic subfields, 

organizational commitment more in the HR literature and commitment to the career in the 

career literature. In the literature, it is noted that these two areas almost do not touch. Despite 

repeated calls for studies to include multiple targets of commitment, particularly those targets 

relevant to the workplace environment, multiple targets of commitment are rarely studied 

together (van Rossenberg et al., 2022). This oversight is particularly significant given that Klein 

et al. (2022) highlight the inadequacy of current research in explaining when commitments 

conflict or synergize, how these relationships evolve over time, and how they collectively 

influence employee behavior. It is argued that studying commitments in isolation may lead to 

inaccurate predictions (Klein et al., 2022), emphasizing the need for more nuanced research 

into multiple commitment dynamics. Moreover, Wasti et al. (2016) emphasize the importance 

of considering context when understanding and conceptualizing workplace commitment. 

However, previous research on this relationship has not particularly taken context into account.  

To contribute to this research gap, the purpose of this study is to provide insight into the 

relationship between career commitment and organizational commitment in the context of 

whether or not the organization provides career opportunities. This results in the following 

research question: To what extent does perceived career opportunities within the organization 

moderate the relationship between commitment to one’s career and commitment to one’s 

organization among employees?   

Despite the fact that organizations remain the primary mechanism for career 

development (Weer & Greenhaus, 2020), many organizations mismanage this crucial aspect.                                         

According to Davis (2015) there are several ways organizations mismanage career 

development. One of the reasons is that many organizations fail to prioritize and plan employee 

career opportunities (Davis, 2015). If possibilities for personal career growth are not available 

at the current employer, under certain conditions people may decide to pursue them at other 

organizations (Weng et al., 2010). Therefore, the role of career opportunities is interesting to 

explore in the study of commitment relationships. 

To better understand and integrate the literature on career and organizational 

commitment, this thesis draws on commitment systems theory (CST). CST is a theory that 

defines commitment as a system, a set of targets that are interrelated as a whole. It considers 

the temporal dynamics and context of commitment systems (Klein et al., 2022), providing a 

framework to explore how organizational context, such as perceived career opportunities, might 



6 

 

influence the relationship between career and organizational commitments. Furthermore, from 

the perspective of CST, any two commitments can be synergistic, neutral, or conflicting, 

depending on the context (Klein et al., 2022). CST provides a framework for understanding 

commitment relationships, but it may benefit from a driver theory like social exchange theory 

(SET) to explain the underlying mechanisms that cause commitments to interact in specific 

ways under different contexts. In examining the role of career opportunities provided by the 

employer (context), this thesis draws on SET as a driver of commitment systems. According to 

SET, the relationship between employees and organizations operates on the principle of 

reciprocity (Homans, 1958). In other words, employees and organizations engage in an 

exchange of tangible (e.g., rewards) or intangible (e.g. trust) benefits that are mutually 

advantageous (Kuvaas et al., 2017). Indeed, previous work has built on social exchange 

processes requiring investment from both employees and organizations, because both parties 

make a long-term investment in each other, with the expectation that the beneficiary will one 

day return the favor (Kuvaas et al., 2017). 

The first theoretical contribution this study provides is a more thorough examination of 

multiple targets of commitment. By integrating two targets, this study makes a valuable 

theoretical contribution to both career research and commitment research by bringing the two 

literatures closer together. The existing research on the relationship between organizational 

commitment and career commitment (Goulet & Singh, 2002; Ahmed, 2017) is exclusively 

correlational and time-lagged or causal effects are previously not examined. Career 

commitment itself has not been researched as thoroughly, as the literature on commitment to 

the career is disconnected and lacks conceptual clarity by drawing on a variety of definitions 

(Aryee & Tan, 1992). The second theoretical contribution of this study lies in building on and 

extending CST. CST is a relatively new theory, and while the literature typically discusses only 

one target of commitment (e.g., organizational commitment or career commitment), it is 

important to note that there is not a single target of commitment due to their interrelatedness 

within a system (Klein et al., 2022). Thus, this study makes a valuable contribution by using a 

novel theory that posits that commitment has multiple, interacting targets (Klein et al., 2022). 

The third theoretical contribution of this study is that it considers the context with the 

organization. This study examines the context in which the organization does or does not 

provide career opportunities. Career opportunities as a moderator in the relationship between 

career commitment and organizational commitment has not been studied before. In order to 

examine the context that facilitates this exchange of opportunities, this study will focus on how 
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context drives commitment systems. However, systems theory needs to be combined with 

another theory to arrive at drivers in systems. SET is used for this purpose. 

Furthermore, career commitment contributes practically to both management and 

employees (Aryee & Tan, 1992). Employees with high career commitment are less likely to 

leave their jobs and careers (Weng & McElroy, 2012), which is essential for employers aiming 

to retain staff, especially in a tight labor market (European Labour Authority, 2023). This study 

helps management and HR to enhance career opportunities, such as promotions and training, to 

strengthen the link between career and organizational commitment. Since lack of career 

opportunities is a major reason for employee turnover (Davis, 2015), it is important to provide 

these opportunities. This study is also relevant to employees because higher career commitment 

is associated with greater life satisfaction and positive emotions (Demirtas & Tezer, 2012), and 

job satisfaction increases when career development opportunities are available (Dewi & 

Nurhayati, 2021). 

 This study applies a quantitative deductive approach using quantitative methods within 

a time-lag design to answer the above-mentioned research question. This approach involves 

testing hypotheses derived from existing theories, particularly CST and SET, through the 

analysis of numerical data collected at two points in time.  

This thesis is structured as follows. Chapter one provides an introduction to the topic, 

formulates the research problem and question, and explains the significance of the study. 

Chapter two discusses the theoretical background of the main concepts. Following this, chapter 

three focuses on the methodology, detailing the research methods and techniques used for data 

collection and analysis. This is followed by chapter four, which presents and analyzes the 

research findings. Subsequently, chapters five and six delve into the discussion and conclusion. 
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2. Theoretical background  

This chapter provides an outline of the theoretical background of the main concepts in this 

thesis. The concepts discussed in this chapter are organizational commitment and different 

approaches of studying this concept, career commitment, the relationship between career and 

organizational commitment, and the moderating role of career opportunities within the 

organization. 

 

2.1 Different theoretical approaches to studying Organizational commitment 

In order to understand the focus of the current study on commitment, it is important to explain 

where it fits into existing theory. Therefore, an explanation of the historically important three-

component model (TCM) follows. Then the commitment system theory (CST) will be 

introduced to give a broader theoretical background of this study and the reasons for choosing 

this theory over the alternative and more widely used TCM will be explained. 

The TCM, proposed by Allen and Meyer (1990), stands as the predominant framework, 

and has been the cornerstone of research on work commitment for nearly three decades (Somers 

et al., 2020). The three components of organizational commitment of this model are: affective, 

continuance, and normative commitment (Allen & Meyer, 1990). There has been a lot of 

criticism of the TCM. Solinger et al. (2008) state that this model is inconsistent and that the 

three components cannot be considered as components of the same attitudinal phenomenon of 

organizational commitment. Moreover, they conclude that the TCM is a model for predicting 

employee turnover rather than organizational commitment. Therefore, Solinger et al. (2008) 

call for the abandonment of TCM and emphasize the need for a clear, concise understanding of 

organizational commitment as a singular construct. Somers et al. (2020) also conclude that 

criticisms directed at the TCM primarily concern its structure and scope, which are perceived 

as overly complex and lacking logical consistency. 

      The criticism of the TCM was followed by the reconceptualization of workplace 

commitment (Klein et al., 2012) and a new measurement instrument (Klein et al., 2014). 

Interestingly, Mueller et al. (1992) actually called for a target neutral approach much earlier, as 

did Klein et al. 's (2012) definition of commitment. In fact, they showed that two forms of 

commitment, loyalty, and intention to stay, have much in common and are simply different 

measures of the same construct (Wallace & Price, 1991). This study conceptualizes 



9 

 

commitment by Klein et al. (2012). Klein et al.’s (2012) workplace commitment is identified 

as one of four types of workplace bonds on a continuum and commitment is redefined (p. 137) 

as “a volitional psychological bond reflecting dedication to and responsibility for a particular 

target” (Klein et al., 2012, p. 130). In Klein et al. 's (2012) research, the term 'bond' refers to 

how the bond is experienced, and the term 'target' refers to specific foci to which a bond is 

formed - for example, the organization, career, supervisor, and so on. This conceptualization is 

more widely applicable across various workplace objectives because it is not rooted in the 

assumptions of a specific target, such as the organization. Consequently, it is better equipped 

to assess commitment to multiple targets and is more applicable in a dynamic workplace 

environment (Klein et al., 2012).  

CST posits that employees form commitments to multiple targets (Klein et al., 2022). 

In contrast, TCM focuses primarily on the organization as a target. Therefore, CST is more 

useful for this study than TCM. Van Rossenberg et al. (2022) also state that workplace 

commitment is better represented as a set of multiple foci of commitment rather than just 

'organizational commitment', which is supported by CST, that it is better to assess commitment 

to multiple targets. CST is introduced by Klein et al. (2022), which provides insights into how 

multiple commitments are interrelated. Klein et al. (2022, p. 117) define commitment systems 

as “a network of interrelating commitments to a set of targets”. This theory is also more recent 

than TCM. CST takes a systems perspective, suggesting that the effects and operation of a 

commitment depend on the presence and interactions of other commitment targets within the 

same system (Klein et al., 2022).    

 Although various kinds of work-related commitment are theoretically linked, many 

occupational psychologists have noted that career commitment, because of its self-interested 

nature, is fundamentally different from other forms of commitment (Hall, 1971). Because it is 

important for HRM researchers to give significant thought to several target(s) of commitment 

(Van Rossenberg et al., 2022), the focus of this study is on the relationship between two 

commitment targets, career commitment and organizational commitment.  

 

2.2 Career commitment 

While in the past careers were usually defined in terms of the employer-employee relationship, 

Sullivan and Baruch (2009, p. 1543) define a career as “an individual’s work-related and other 
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relevant experiences, both inside and outside of organizations, that form a unique pattern over 

the individual’s life span”. This definition acknowledges both the individual's interpretation, 

including one’s view of career events, career alternatives, and outcomes, as well as the actual 

moves, such as those between levels, jobs, employers, occupations, and industries (Sullivan & 

Baruch, 2009). Besides, Sullivan and Baruch (2009) add in their research that careers are 

influenced by many contextual factors.  

Career commitment, as defined by Blau (1985, p. 278), refers to “one’s attitude towards 

one’s profession or vocation”. This definition has been widely cited in many studies (Chang, 

1999; Goulet & Singh, 2002; Zhu et al. 2021). According to Lee et al. (2000), there has been a 

tendency in the commitment literature to use the terms profession, occupation, and career 

interchangeably. Professional commitment is often defined by “the strength of an individual's 

identification with and involvement in a profession” (Aranya et al., 1981). In a meta-analysis 

of occupational commitment (Lee et al., 2000, p. 80), occupational commitment is defined as 

“the psychological link between an individual and his/ her occupation that is based on an 

affective reaction to that occupation”.  

However, in the context of this study, ‘profession’ or ‘occupation’ is not used as a 

synonym for ‘career’, and career commitment is considered to be fundamentally different from 

other forms of commitment (Hall, 1971). Moreover, according to Klein et al. (2022) a person's 

career is a commitment target that is very interpretatively flexible and is frequently located 

where multiple subsystems intersect. Specifically, the term ‘career’ can refer to several things 

at the same time: a means of supporting one's employer or employing organization, a means of 

gaining status and professional competence, and a means of allowing one to provide for one's 

family. The definition of ‘career’ will vary based on the subsystem that is in use at the time 

(Klein et al., 2022). ‘Work role-focused’ (e.g. organization, supervisor, colleagues) and ‘other 

profession-focused’ (e.g. colleagues in other organizations, association of the profession) are 

examples of commitment subsystems (Klein et al., 2022). Hence, this study adopts a more 

recent definition of career commitment by Zhu et al. (2021, p. 506) which refers to career 

commitment as “an individual’s attitudes toward his/her vocation, or an individual’s 

willingness to keep membership in an occupational field, or an emotional linkage between an 

individual and his or her vocation”.     



11 

 

 As mentioned earlier, this study uses Klein et al. 's (2012) definition of ‘commitment’, 

thus career commitment refers to a volitional psychological bond reflecting dedication and 

responsibility to a career.  

 

2.3 Career commitment and Organizational commitment 

As mentioned in 2.1, according to the CST, the various targets of commitment are never 

independent and always interact with each other (Klein et al., 2022). The CST also states that 

these targets need to be balanced (if a commitment goal asks too much, it cannot be met). This 

section discusses what other literature suggests about the relationship between career 

commitment and organizational commitment. 

The historical discourse surrounding the relationship between organizational 

commitment and career commitment initially underscored a perceived conflict between the two, 

positing that individuals devoted to advancing their careers might exhibit diminished allegiance 

to their employing organizations. This viewpoint was articulated in historically important works 

such as those by Blau and Scott (1962), Scott (1966), and Kornhauser (1996), which suggested 

that career-oriented professionals prioritized their profession's principles over organizational 

loyalty.  

However, Hall (1986) countered this perspective by suggesting that commitment to the 

career and the organization are not necessarily incompatible, contingent upon the extent to 

which the employer fulfilled the individual's professional aspirations. Subsequent research, 

including that by Wallace (1993) and Aranya and Ferris (1984), offered nuanced insights into 

this relationship. While Wallace (1993) provides evidence of a positive relationship between 

career and organizational commitment, questions persisted regarding which commitment 

predominates among professionals in organizations and which one is more relevant for 

organizationally desirable outcomes. Aranya and Ferris (1984) further highlighted this positive 

relationship but stressed that such relationship is higher in professional organizations, meaning 

that there is more synergy between professional and organizational commitment among 

professional workers. Recent investigations, such as those by Goulet and Singh (2002) and 

Ahmed (2017), have corroborated the interconnectedness of job satisfaction, organizational 

commitment, and career commitment.  
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Accordingly, Lapointe et al. (2019) introduced the concept of commitment to 

organizational career (COC), defining it as “individuals’ commitment to the goal of pursuing a 

long and successful career in an organization” (Lapointe et al., 2019, p. 898). Although COC is 

not exactly the same as career commitment, it does have some similarities, so it is important to 

name this theory now that it talks about the relationship between career commitment and 

organizational commitment. Their findings indicated that COC inversely correlated with 

turnover intention, indicating that when COC is high, employees are less inclined to 

contemplate quitting and are less prone to actually resign from the organization. Moreover, 

COC exhibited positive associations with organization-based self-esteem, supervisory career 

mentoring, and organizational support for development. While distinct from traditional career 

commitment, COC underscores the prioritization of career advancement within the 

organizational context (Lapointe et al., 2019).   

Zhu et al. (2021) further elucidated the alignment between career commitment and 

organizational commitment, supporting the argument that these constructs can relate and evolve 

concurrently. These findings align with prior meta-analytic studies on work commitment by 

Brown (1996), Lee et al. (2000), and Mathieu and Zajac (1990), reinforcing Hall's (1971) 

distinction of career commitment. They suggest that while conflicts between career and 

employer allegiance may arise, career commitment, job involvement, and organizational 

commitment can coexist and evolve concurrently, influenced by shared workplace experiences 

(Lee et al., 2000; Mathieu & Zajac, 1990; Zhu et al., 2021). Concurrently, Afsar et al. (2019) 

provided empirical evidence supporting the compatibility and complementarity of 

organizational and career commitment, affirming the positive influence of career commitment 

on organizational commitment and organizational citizenship behavior.  

In sum, contemporary research challenges the notion of inherent conflict between 

organizational and career commitment, instead highlighting their potential for synergy and 

mutual reinforcement. Moreover, there are always interactions between commitments, as 

known from CST, and in this study a positive relationship is expected, as previous research 

generally suggests it as well. This results in the following hypothesis: 

Hypothesis 1: Employees’ commitment to their career is positively related to employees’ 

commitment to the organization. 
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2.4 The moderating role of Career opportunities 

As noted above, according to the CST, commitments do not stand alone. However, the 

commitment system also changes and takes shape based on the context (Klein et al., 2022). 

Interactions between two commitment targets can be either positive, negative, or neutral, 

depending on the context (Klein et al., 2022). In this case, the organizational context. As 

mentioned before, research has shown that context is critical in shaping how individuals 

understand and conceptualize workplace commitment (Wasti et al., 2016). This section 

discusses the context in which the organization offers or does not offer career opportunities to 

its employees and its effect on the relationship between career and organizational commitment. 

To explain how context drives this relationship, SET is used.  

Perceived career opportunity (PCO) is defined by Kraimer et al. (2011, p. 486) as 

“employees’ belief that jobs or positions that match their career goals and interests exist within 

the organization”. More recent research explains organizational career development as “an 

employee's perception of the opportunities for development and advancement within his or her 

current organization” (Weer & Greenhaus, 2020, p. 281). This definition is used for career 

opportunities in this study. According to Kraimer et al. (2011), there are two main types of 

antecedents to organizational support for development (OSD): the participation of employees 

in formal development activities offered by the organization, and senior managers' informal 

experiences of good developmental relationships (such as career mentoring and leader-member 

exchanges). In fact, career opportunities are one of the employment conditions which constitute 

a working resource at the level of the organization (Van Veldhoven et al., 2015). In this study, 

the role of career opportunities is approached from the perspective of SET. 

SET is used in this study because social exchange is the most common reason people 

commit, according to Klein et al. (2021). In addition, most research is grounded in SET (Van 

Rossenberg et al., 2018; Van Rossenberg et al., 2022). This suggests that social exchange is 

still a relevant mechanism. In this study SET is used in combination with CST, which views 

commitment as an interconnected system, with SET as a driver of (the formation) of 

commitment systems. This means that CST acknowledges that context is essential to 

comprehending how commitments are coupled (conflict or synergy) (Klein et al., 2022), but it 

does not explain how it causes commitment targets to interact in specific ways under different 

circumstances. This is where SET comes in. SET explains how contextual drivers, in this thesis 
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career opportunities, affect the relationship between career commitment and organizational 

commitment.  

This perspective of commitment as a reciprocal process is further supported by Van 

Rossenberg et al.'s (2018) research, which provides insight into commitment as part of social 

exchange. SET perceives the employment relationship as a dynamic exchange where outcomes 

are evaluated against inputs, forming the basis of interaction between the organization and its 

employees (Van Rossenberg et al., 2018). Unlike a purely rational or transactional approach, 

SET incorporates emotional investment and attachment fostered by social inducements like 

mutual support and care. Consequently, as employees feel supported and valued, commitment 

may ensue as part of a reciprocal process (Van Rossenberg et al., 2018).  

The results of Kraimer et al. (2011) suggested that for perceptions of career 

opportunities to improve performance and reduce the risk of turnover, employees' perceptions 

of organizational support for development (OSD) were necessary. The main discovery of 

Kraimer et al.’s (2011) research is that when considering employees' views on OSD alongside 

their perception of career opportunities (PCO), there is a noteworthy impact on both job 

performance and turnover. Additionally, this demonstrated that when employees perceive 

numerous appealing career opportunities within the organization, OSD leads to increased job 

performance and reduced turnover rates. Since organizational commitment is considered as a 

primary driver of turnover (Griffeth et al., 2000), this finding is relevant for this study.  

Building on the social exchange theory, previous research has shown that factors such 

as perceived organizational support, opportunities for career growth, and an ethical work 

environment not only influence employees' organizational commitment (Weng et al., 2010), but 

also impact their commitment to their career (Weng & McElroy, 2012). Therefore, factors 

related to the organization (such as pay, opportunities for career growth, and organizational 

justice) are expected to play a significant role in predicting career commitment.  Existing 

research also suggests that training and development provision is perceived by employees as an 

indication that their organization is interested in engaging in a social exchange with them 

(Newman et al., 2011). This fosters a robust psychological connection between employees and 

their employer (Newman et al., 2011). Employees expect their employer to provide training and 

development opportunities in exchange for organizational commitment (Bartlett, 2001). 

Consequently, training, like other HR practices, can be used to make employees more 

committed to the organization (Bartlett, 2001).  
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Another relevant study is that of Chang (1999), which also examined the relationship 

between career-related practices and organizational commitment but introduced the moderating 

role of career commitment. The results of Chang’s (1999) research show that affective 

commitment is predicted by perception of internal promotion, company-provided training, and 

supervisory support in the career. Results indicated that while affective commitment was 

predicted by perceptions of internal promotion, company-provided training, and supervisory 

support, career commitment only moderated the relationship between supervisory support and 

affective commitment (Chang, 1999). This suggests that career commitment does not strongly 

moderate the relationship between an organization's career-related practices and organizational 

commitment in general. However, it is questionable how reliable Chang’s results are, as the 

sample size is small and includes only one vocation, and it is not recent.  

In summary, career commitment and organizational commitment are interrelated. Using 

arguments from CST, this relationship takes into account the temporal dynamics and context of 

this commitment system (Klein et al., 2022). In addition, based on SET, which explains the 

relationships and dynamics in the workplace, much research has been done in the context of 

organizational commitment. It is expected that when there is this reciprocal exchange, that is, 

when employers provide career opportunities, employees will want to reciprocate, resulting in 

a positive effect on the relationship between career commitment and organizational 

commitment. Furthermore, from the CST perspective, the interaction between career and 

organizational commitment will be positive if the organization provides career opportunities to 

its employees. This leads to the second hypothesis: 

Hypothesis 2: Career opportunities within the organization positively moderates the positive 

 relationship between employees’ commitment to their career and employees’ commitment to 

 the organization so that the positive relationship is stronger when employees perceive higher 

 career opportunities. 
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Figure 1 

Conceptual model in this study 

 

 

The variable career opportunities is expected to positively moderate the relationship between 

commitment to career and commitment to organization. The main relationship between career 

commitment and organizational commitment is also expected to be positive.  
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3. Method 

This study aims to gain insight into the relation between commitment to the career, career 

opportunities within the organization, and commitment to the organization. First, the overall 

approach and strategy for answering the research question will be described in this chapter. 

After that, this chapter explains the research design and data collection procedure, sample, 

measurement, and the analytical strategy. The chapter ends with an elaboration on the ethical 

considerations and the methodological limitation.  

 

3.1 Research Approach and Strategy 

To comprehend how the gathered data is interpreted and handled in this study, an explanation 

of the selected philosophical approach, positivism, is presented. This necessitates a distinction 

in both ontology and epistemology. In this study, an objectivist stance was adopted for both 

perspectives. Namely, the study assumed the existence of an objective world independent of 

the subjective perceptions of the researcher. From an epistemological point of view, the 

objective world was considered to be objectively measurable. Such objectivistic stances on 

ontology and epistemology are in line with the philosophical approach of positivism (Guba & 

Lincoln, 1994). Positivism utilizes the hypothetico-deductive method to test a priori hypotheses 

typically expressed in quantitative terms (Park et al., 2019). This approach allows for the 

derivation of functional relationships between causal and explanatory factors (independent 

variables) and outcomes (dependent variables). For such a paradigmatic stance, it is suitable to 

empirically test theory-driven hypotheses, which implies a deductive approach of the research. 

Applied to this study, adopting a positivistic approach entails regarding the concepts of career, 

organizational commitment, and career opportunities were viewed as objectively existing 

phenomena that were measured using theory-driven, previously validated questionnaire 

measures. Because positivism often relies on quantitative methods (Park et al., 2019), and here 

the goal is to quantitatively express individual perceptions of career and organizational 

commitment, as well as perceived career opportunities, a questionnaire is the chosen data 

collection technique. To summarize, positivism, quantitative research and the questionnaire 

instrument are highly congruent and perfectly suited to the research question and objective. 
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3.2 Research design and data collection procedure 

In order to achieve the research objective, the study used a time-lag questionnaire-based design. 

A cross-sectional design was not chosen because it involves the simultaneous measurement of 

variables (Williams et al., 2021). Therefore, albeit this is still a non-experimental correlational 

study, a two-point time-lag design was used to determine causality as accurately as possible. 

Namely, career commitment is measured before organizational commitment.  

As a source of data, the study used secondary data by analyzing an existing dataset. The 

data were collected as part of the Healthy Brain Study (HBS), a cohort study investigating both 

laboratory and real-world conditions (Aarts et al., 2021). The data collection of the HBS took 

place between 2019 and 2023, but the preparations of the study already started in 2017. The 

dataset encompasses numerous variables, including commitment and job characteristics such 

as career opportunities. The aim of this cohort study was to monitor changes in human brain 

function that may be influenced not only by seasonal variations, but also by relevant life events 

and changes in biological, social and environmental factors (Aarts et al., 2021).  

An advantage of secondary data is that the dataset often contains large numbers of 

respondents and can therefore allow more complex, interesting, and robust analyses (Williams 

et al., 2021). Another advantage of secondary data is data quality (Williams et al., 2021). The 

data was collected through different data collection methods, but for this study only online 

questionnaires were used to measure the variables. Questionnaires are an appropriate data 

collection method for this study, as Marshall (2005) states that questionnaires are a cost-

effective way of collecting data from large numbers of people. If planned carefully, 

questionnaires can provide high quality information, achieve good response rates, and provide 

anonymity, which often leads to more honest responses than interviews (Marshall, 2005). 

 

3.3 Sample 

The HBS has studied a population-based sample with a target of 1,000 (500 men, 500 women) 

healthy people (aged 30-39 years), of whom 220 have a low, 340 a middle, and 430 a high level 

of education (Aarts et al., 2021). 905 participants were included at the start of the study, and in 

total 724 participants have completed the entire study. The inclusion criteria of the respondents 

are: people in their thirties, living in the Nijmegen region, willingness, and ability to follow the 
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study protocol. The HBS also formulated exclusion criteria. These criteria are: not speaking, 

reading, and understanding the Dutch language, having a history of significant psychiatric or 

neurological disorders in the past, a current disease that affects the brain, a current medication 

that is therapeutically targeted at the brain, being pregnant, having a contra-indication for MRI, 

contra-indication for the ‘submaximal Åstrand cycle test’, and contra-indication for the ‘cold 

pressor test’. The reasons for withdrawal in the cohort study are usually because they were too 

burdened, became pregnant or received a diagnosis or drug treatment during the year, which 

are exclusion criteria in this study (Aarts et al., 2021). Another important inclusion criterion for 

this study is that the participants have a paid job and are therefore employees. This resulted in 

a total of 455 participants, which is still quite a large sample size. Of this sample size, 38.9% 

are male and 61.1% are female, not the perfect balance the HBS researchers wanted, but a 

reasonable one. Looking at the level of education, most of the participants attended HBO; 

higher professional education (46.8%) or WO; academic education (30.1%). That means the 

vast majority are highly educated which is also a sample characteristic that needs to be 

considered when interpreting the study results and making implications for the general 

population.  

The HBS selected people in their thirties because their brains have finished developing 

and aging has not started yet. This age group often faces major life events like career changes, 

burnout, buying a home, having children, or going through a divorce, which can affect their 

well-being, according to Aarts et al. (2021). The reason respondents must be able to understand 

Dutch at B1 level is that it is necessary to participate in the study protocol, for example to fill 

in questionnaires (Aarts et al., 2021). By taking into account an appropriate balance of gender 

and educational level, the sample becomes more representative, which is important for the 

generation of results. The choice of the Nijmegen area is due to the fact that Nijmegen is a 

medium-sized city in the Netherlands (Aarts et al., 2021).  

The sample used in this study was carefully selected using population-based sampling, 

to accurately represent the target population and to generalize to the population of interest. With 

a large sample size and attention to the characteristics of the population, the results are likely 

to apply well to the wider population. While there may be some limitations, the overall quality 

of the sample gives confidence that valuable lessons can be drawn for the wider population. 
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3.4 Measurement 

Each variable and its measurement methodology are covered in detail in the section that 

follows.  

Career and Organizational Commitment. In the HBS data a one-item scale is used for 

commitment which matches with The Klein Unidimensional Target (KUT) measure (Klein et 

al., 2014).  The HBS data contains five targets of commitment, i.e., the organization I work for, 

my supervisor, my colleagues, my career, my profession/occupation, and my 

partner/family/friends. By measuring commitment to multiple targets, the KUT allows for fair 

comparison (Van Rossenberg et al., 2022). The targets that are applicable and that are used in 

this study are: career and organizational commitment. Each target is measured by only one of 

the four elements per target. The item is stated: “At this moment, I am committed to …[target]”. 

Hence in the current study, each commitment is measured with one item with the corresponding 

commitment target being either career or organization. Each item is measured by a seven-point 

Likert-scale answers ranging from ‘not at all’ (0) to ‘completely’ (6). This study measured 

career commitment at the first time point and organizational commitment at the second time 

point. 

Career opportunities. Career opportunities are measured by one out of three items of 

the Questionnaire on the Experience and Evaluation of Work (QEEW2.0). QEEW2.0 is a 

questionnaire that contains 42 items that represent short scales for assessing different job 

characteristics, including career opportunities (Van Veldhoven et al., 2015). The item measured 

is stated: “My prospects for promotion in my job are poor”. The item is measured by a five-

point scale ranging from 0 (completely agree) to 4 (completely disagree).  

 

3.4.1 Control variables 

Control variables are used in this study because they are necessary to ensure generalizability 

(Becker, 2005). The analysis controls for gender (sex), educational level, contract type, working 

hours, and changed job in the analyses predicting commitment to the organization.  

First, the reason that gender could be relevant is because in several studies demographic 

characteristics play a role, such as in the research of Aydin et al. (2011) about the commitment 

of teachers. This study states that there is an effect of gender on the organizational commitment, 



21 

 

which is in favor of males (Aydin et al., 2011). Gender is measured by a nominal scale and 

contains two categories: male (1) and female (2). Second, educational level is also included as 

a control variable, because educational background is a strong influential factor on 

organizational commitment (Keramati et al., 2013). This variable is measured by the highest 

level of education a person has attended (with or without diploma or certificate). The item is 

measured on an eight-point ordinal scale with the following response options: 0 (did not receive 

any education), 1 (primary education), 2 (VMBO), 3 (HAVO/VWO), 4 (MBO), 5 (HBO), 6 

(WO), and 7 (other).  Third, contract type is included. This item is used by a nominal scale and 

has two categories: permanent (0) and temporary (1). In their study, Cappelli and Keller (2013) 

discuss the changing nature of work and the existence of boundaryless work and temporary 

work. This could be relevant to career and organizational commitment, which is why it is 

included as a control variable. Fourth, working hours is included, because mismatches in 

working hours could be particularly important for maintaining affective commitment (Van 

Emmerik & Sanders, 2005). The measure of this item is numeric, so participants could report 

the number of work hours per week. The final control variable is whether participants have 

changed jobs. Changing jobs or even organizations could affect an employee's commitment to 

the organization they work for. This effect takes time. Therefore, a measurement later than time 

one is selected. This variable is measured at the second time point and has a nominal scale with 

the options Same job/position as previously (1) and New job/position (2). The second time point 

is chosen as a control variable, because this sample is bigger than the third time point of this 

variable.  

 

3.5 Analytical strategy 

The data was analyzed using SPSS, which is a quantitative data analysis software. In order to 

test the hypotheses, the data of the HBS was first cleaned, and missing data analysis was 

conducted. Data cleaning encompasses the verification of variables and codes for accuracy, 

along with the identification and resolution of any irregularities such as response patterns within 

the dataset (Hair et al., 2018). Additionally, missing data analysis involves examining the nature 

and significance of missing data, deciding if it can be ignored, and measuring how much data 

is missing for specific variables (Hair et al., 2018).    

To provide an answer to the research question, a regression analysis was used to analyze 

the data and to test the hypotheses. According to Hair et al. (2018), the regression analysis is 
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the most often used dependence technique, which is applicable to research questions involving 

prediction or explanation. In this study, multiple linear regression and moderation analyses are 

used. The first hypothesis involves a direct effect of an independent variable on a dependent 

variable. The second hypothesis involves two independent variables and their interaction in 

affecting a single dependent variable, requiring moderation analysis. 

 

3.6 Ethical considerations and Data management 

HBS is approved by The Institutional Review Board of Radboud University Medical Center in 

2019 (Aarts et al., 2021). The HBS has stored the data on a web application for personal and 

logistical data, which is called Ldot, as a tool to communicate with the participants of the study. 

Besides, the HBS used Castor EDC for data acquisition. According to Aarts et al. (2021), Ldot 

and Castor EDC are compliant with the requirements of the European General Data Protection 

Regulation. Besides, the participation in the HBS study took place on a voluntary basis (Aarts 

et al., 2021). These ethical considerations were done by the researchers involved in the 

HBS. After the thesis defense this dataset will be registered to Research Information Services 

(RIS). RIS for students is a secured system that can be used to register publications, register 

datasets, and write data management plans, to which only the student and supervisors have 

access to (Radboud University, n.d.). This is in line with the data requirements of the Healthy 

Brain Study.  
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4. Results  

In this chapter, the results of the analyses are presented. First, the results of the preliminary 

analyses are presented. This includes the descriptive statistics and correlations of the variables. 

After that the assumptions of the regression analysis are discussed. Finally, the results of the 

regression analysis are presented, and the hypotheses are tested. 

 

4.1 Preliminary Analyses 

4.1.1 Descriptive statistics 

In Table 1, the descriptive statistics, the Mean (M) and Standard Deviation (SD) of the variables, 

are presented.  

 With a percentage of 61.1%, there are more female respondents than male. Looking at 

the level of education, most of the respondents are highly educated (M=5.05, SD=0.850). There 

is also a majority of respondents with a permanent contract (79.1%) as opposed to a temporary 

contract (20.9%). On average, respondents work 33.42 hours per week (M=33.42, SD= 6.986).  

Looking at the last control variable, the vast majority of the respondents (70.5%) have the same 

job/position at the second time point as previously. This makes an employee's answer about 

commitment to the organization they work for more reliable.  

 The respondents have an average score for career commitment (M=3.93, SD=1.16),      

considering that the seven-point Likert scale ranges from 0 (not at all) to 6 (completely), and 

the mean score is roughly in the middle of that range. In addition, respondents were quite 

positive about career opportunities (M=1.92, SD=1.18) when considering a five-point scale 

ranging from 0 (completely agree) to 4 (completely disagree), because this item asked whether 

your prospects for promotion in your job are poor, i.e., a higher number indicates good 

prospects for advancement. Finally, respondents at the second time point (T2) averaged high 

scores on organizational commitment (M=4.18, SD=1.12), which has the same seven-point 

Likert scale as career commitment.  

The skewness and kurtosis statistics for the independent and dependent variables are 

within a range of +/- 3 score (Table A1), which means that the variables can be assumed to be 

normally distributed. The kurtosis of Working Hours and Changedjob is greater than 3, which 
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means that they have a too peaked distribution. As these are control variables, this does not 

have a major impact on the results, but it will be considered in the interpretation. 

 

Table 1 

Means, standard deviations, and correlations of study variables 

Variable  Mean SD 1 2 3 4 5 6 7 8 

1. Sex 1.61

  

0.49 - 
       

2. Education 5.05 0.84 .093 - 
      

3. Contract 0.21 0.41 .054 .099 - 
     

4. Whours 33.11 7.27 -

.307** 

.128* -

.148** 

- 
    

5. ChangedJobT2 1.10 0.30 -.090* .117* .023 .040 - 
   

6. CareerComm 3.93 1.16 .087 .120* .024 .162** .065 - 
  

7. CareerOpp 1.92 1.18 -.114* .033 -.044 .216** -.013 .313** - 
 

8. OrgCommT2 4.18 1.12 .113* .022 -.090 .093 .085 .348** .204** - 

Note. *p < .05, **p < .01. N=349. 

 

4.1.2 Correlations 

To interpret the correlation between two variables, the correlation matrix needs to be examined 

(Table 1). The rule of thumb to determine the size of significance of correlations, is that the size 

of a correlation (r) is small (.1 <|r|< .3), medium (.3 <|r|< .5), or large (.5 <|r|< 1) (Cohen, 1988).  

 In this study, the size of most of the correlations is small. The correlations between 

career commitment and career opportunities (r=.313, p< .001), and career commitment and 

organizational commitment (r=.348, p< .001) are positive and can be described as medium 

effect size. Sex and working hours (r=-.307, p< .001) are negatively correlated and have a 

medium effect size. This means that females work significantly less hours than male. Another 

important correlation in this study, is the relationship between career opportunities and 

organizational commitment (r=.204, p< .001) with a small effect size.  
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4.1.3 Assumptions of Multiple Regression Analysis 

Several assumptions need to be evaluated before conducting a multiple regression analysis. The 

SPSS-output of these assumptions can be seen in Appendix A. 

The first assumption is to check the linearity of the relationship between independent 

and dependent variables. Linearity is examined through scatter plots. This involves plotting the 

residuals versus the independent variables. According to Hair et al. (2018), the overall equation 

is linear if there is no nonlinear pattern to the residuals visible in the residual plot. No clear 

patterns can be observed (Figure A1), suggesting that the model can be regarded as linear. 

 Second, the scatterplot is used to assess whether the residuals have a constant variance. 

In the scatterplot (Figure A1), it is clear that the residuals are constant over the entire range of 

the independent variable, which means that there is homoscedasticity (Hair et al., 2018), so this 

assumption is also met because there is no unequal variance.  

 Third, a normality histogram of residuals and normal probability plots (p-plot) are used 

to check the normality of the error term distribution. In the p-plot it is observed that the residual 

line closely follows the diagonal, so the distribution is normal (Figure A3). Moreover, the 

histogram shows that the standardized residuals are normally distributed (Figure A2).  

 The last assumption is about the independence of residuals. This can best be identified 

by plotting the residuals against any potential grouping or sequencing variable. It is observed 

that the pattern appears random and similar to the null plot of residuals (Figure A3). 

Additionally, most of the VIF values confirm that there is no multicollinearity present in the 

regression analysis, as these VIF values are around 1, and all tolerance values were above .25 

(Hair et al., 2018; Table A2). However, the higher VIF value of career opportunities is 11.11. 

so not below the threshold of 10, which indicates a possible multicollinearity issue.  The high 

VIF for the interaction term is expected due to its composition from two variables. Because the 

focus of this study is on the interaction and main effects, and because interaction terms often 

inflate VIF values without necessarily invalidating the model, the analysis proceeds with these 

considerations in mind.  

Although not all assumptions are perfectly met, the model is considered appropriate for 

the purposes of this study. 
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4.2 Hypotheses Testing 

Since the assumptions for the multiple regression analysis were largely fulfilled, the results can 

be interpreted and applied to test the two primary hypotheses of this study. Hierarchical linear 

regression was conducted in multiple steps, where organizational commitment was regressed 

on the control variables (Model 1), the independent variable (Model 2), and the moderating 

variable along with the interaction term (Model 3). A summary of all regression results for 

models with organizational commitment as the dependent variable is provided in Table 2. 

 

Table 2 

Results of the regression analysis predicting Organizational commitment 

Predicting variables  B SE β t p VIF 

1  (Constant) 2.61 .53  4.89 <.001  

Sex .38 .13 .17 2.98 .003 1.14 

Education -.02 .07 -.01 -0.25 .801 1.07 

Contract -.23 .15 -.08 -1.50 .134 1.04 

Whours .13 .09 .10 2.29 .023 1.16 

 ChangedJobT2 .37 .20 .10 1.85 .065 1.03 

2 (Constant) 2.16 .51  4.25 <.001  

 Sex .27 .12 .12 2.22 .027 1.16 

 Education -.05 .07 -.04 -0.71 .478 1.07 

 Contract -.26 .14 -.09 -1.83 .068 1.04 

 Whours .01 .01 .06 1.17 .244 1.21 

 ChangedJobT2 .29 .19 .08 1.56 .121 1.03 

 CareerComm .31 .05 .33 6.40 <.001 1.06 

3 (Constant) 2.66 .55  4.79 <.001  

 Sex .32 .12 .14 2.63 .009 1.18 

 Education -.06 .07 -.04 -0.85 .397 1.08 

 Contract -.25 .14 -.09 -1.77 .077 1.04 

 Whours .01 .01 .06 1.08 .279 1.24 

 ChangedJobT2 .31 .19 .08 1.68 .094 1.03 

 CareerComm .12 .08 .13 1.51 .131 3.07 
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 CareerOpp -.25 .16 -.26 -1.58 .114 11.11 

 Interaction_ 

CareerComm*CareerOpp 

.09 .04 .47 2.41 .017 15.50 

Notes. N= 349. Dependent variable: Organizational commitment (T2). B = unstandardized regression 

coefficient. SE = standard error, β = standardized Coefficients Beta, VIF = variance inflation factor.  

 

4.2.1 Relationship Career Commitment and Organizational Commitment 

Model 2 (Table 2) shows that the only control variable that remains significant after introducing 

the independent variable (CareerComm) is sex. This means that sex is relevant in the 

relationship between career commitment and organizational commitment. Other control 

variables are not significant in Model 2 and are therefore less relevant than previously thought. 

In addition, Model 2 shows a positive and significant effect of career commitment (β=.33, 

p<.001). Furthermore, the explanatory power of Model 2 improved significantly (∆R 2 =.148, 

p<.001) with the addition of the independent variable career commitment. This indicates that 

the model, which incorporates career commitment and control variables, accounts for a 

significant 14.8% of the variance in organizational commitment. This indicates a positive 

relationship between career commitment and organizational commitment. Thus, statistical 

support was found for the first hypothesis of this study. 

 

4.2.2 The moderating effect of Career Opportunities 

Model 3 (Table 2) suggests that career opportunities are associated with a decrease in 

organizational commitment. However, the p-value (p=.114) is not significant at the 5% level. 

This means that no conclusions can be drawn about this direct effect.  

Conversely, the results in Model 3 show a positive and significant effect (β=.47, p=.017) 

of the interaction term (CareerComm*CareerOpp). Furthermore, the R-squared of the final 

model (∆R 3 =.174, p =.006) is significant and improves on the R-squared of Model 2. This 

means that 17.4% of the variance in organizational commitment is explained by the proposed 

model. Moreover, the significant interaction term indicates that the interaction between career 

commitment and career opportunities is significantly related to a moderate increase in 

organizational commitment. Thus, the second hypothesis of this study was also statistically 

supported.  
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Table 3 

Conditional Effects of Career Opportunities 

Conditional effect of CareerComm (X) on OrgComm (Y) at levels of CareerOpp (M) 

CareerOpp (M) Effect SE t p 

0.7297 .19 .06 3.01 .003 

1.9026 .29 .05 5.78 .000 

3.0754 .40 .07 5.62 .000 

Note. Conditioning values are -1SD, Mean, +1SD. 

 

To provide further interpretation of the significant interaction, the interaction was 

probed. This positive and significant effect can also be seen in Table 3. This table shows that 

the effect of career commitment on organizational commitment depends on the moderator's 

Career opportunities. At higher values of Career opportunities (+1SD), the effect of career 

commitment on organizational commitment (.40) is still significant (p<.001), while at the lower 

level of Career opportunities (-1SD) this effect decreases (.19) although it remains significant 

(p<.001). So, the positive relationship between career commitment and organizational 

commitment gets stronger when employees are more content with the career opportunities they 

get. These results can be represented visually using a graph illustrating the interaction effects 

in Figure 2 below. This visualization aligns with the regression results, showing a stronger 

effect of the interaction at higher values of Career opportunities (The green line at the top 

represents +1SD). 
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Figure 2 

Scatterplot of the Interaction of Career Commitment and Career opportunities on 

Organizational Commitment 

 

 

 

 

Note. -1SD= .73., M= 1.90., +1SD= 3.08.  

 

4.3 Exploring the role of sex 

Given that sex emerged as the only significant control variable in the initial regression analysis, 

its potential moderating effect on the relationship between career commitment and 

organizational commitment is further explored. To this end, separate moderation analyses were 

conducted for males and females to examine whether the interplay between career commitment, 

perceived career opportunities, and organizational commitment differs based on sex. 

 The separate moderation analyses reveal subtle differences between males and females 

in how career opportunities influence the relationship between career and organizational 

commitment. For men, the interaction is not significant at the 5% level (p=.181). In contrast, 

for females, the interaction has a positive and significant effect (β=.616, p=.020) on 

organizational commitment. This finding suggests that career opportunities have a stronger 

impact on the relationship between career and organizational commitment for female 

employees than for male employees.  
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5. Discussion  

This chapter provides an interpretation of the findings of this study, in the context of the 

research questions and existing literature. The primary objective of this research was to give 

insight into the relationship between career commitment and organizational commitment and 

the role of career opportunities as a moderator. The results offer important insights into this 

relationship, which will be discussed in relation to the theoretical framework and prior studies. 

This chapter therefore addresses the theoretical implications, outlines several limitations of the 

study, suggests directions for future research, and considers practical implications of the results.  

 

5.1 Theoretical implications 

This research provides insight into the relationship between two distinct targets of commitment: 

career commitment and organizational commitment. A positive relationship was found between 

these two targets of commitment, supporting the study's initial hypothesis. This finding suggests 

that individuals who are highly committed to their careers tend to demonstrate stronger 

commitment to their organizations as well. This aligns with findings from other literature 

(Aranya & Ferris, 1984; Goulet & Singh, 2002; Ahmed, 2017; Zhu et al., 2021), which also 

acknowledge the positive relationship between career commitment and organizational 

commitment.  

However, the literature also suggests that the relationship between career and 

organizational commitment depends on the extent to which the employer meets the individual's 

career aspirations (Hall, 1986). Furthermore, Lapointe et al. (2019) emphasize the prioritization 

of career advancement within the organizational context. This is consistent with CST, as this 

theory states that commitment targets are related, but the relationship depends on the context 

(Klein et al., 2022). The results of the second hypothesis test support such result, showing that 

career opportunities within the organization positively moderates the positive relationship 

between employees’ career commitment and employees’ organizational commitment. Further 

analysis showed that this moderating effect was more pronounced for female employees than 

for male employees. Career opportunities have not been examined as a moderator of this 

relationship in other literature. This finding indicates that context (specific career opportunities) 

plays a role in the relationship between the two commitment targets. By that, this research 

extends the literature on CST. It also supports the logic of SET because SET assumes that when 
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there is this reciprocal exchange, i.e., when employers provide career opportunities, there is a 

positive effect on the relationship between career commitment and organizational commitment. 

In addition to the findings of the relationships uncovered, this is the first study to combine CST 

as a framework with SET as a contextual driver in the study of commitment.  

This study addresses an important gap in the literature by integrating the often separate 

domains of commitment literature and career literature, which have typically been studied 

independently. In doing so, it provides a more comprehensive understanding of how these two 

forms of commitment (career and organizational) interact in the workplace. 

Despite calls for research on multiple commitment targets (van Rossenberg et al., 2022), 

few studies have examined their interaction. This study responds to this need and to Klein et 

al.'s (2022) concerns about the limitations of isolated commitment research. By examining 

when career and organizational commitments conflict or synergize and how they affect 

employee behavior, this research advances our understanding of multiple commitment 

dynamics and addresses important theoretical gaps. To build on this, this study calls for further 

research on the interaction between several other commitment targets (e.g., supervisor, 

colleagues, profession/occupation, and partner/family/friends), as Klein et al. (2022) states that 

there is no single commitment target due to their interconnectedness within a system.  

 

5.2 Limitations and future research 

This study has several limitations. The first methodological limitation of this study is that this 

study uses only secondary data, which means that the researcher has no involvement or control 

in the data collection process and must rely entirely on the adequacy and integrity of the HBS 

process.  

Second, a methodological limitation of this study is the time-lag design. It may be more 

useful to have data over time, because a theory of social exchange can also take time. 

Unfortunately, this is not possible to do in this study because of the variables involved. The 

variable career opportunities has, in comparison to many other measured variables in the HBS, 

only been measured once (Aarts et al., 2021). Future longitudinal studies are needed to address 

these limitations and to better understand how career and organizational commitment evolve, 

especially in response to changes in career opportunities or organizational contexts.  
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Third, the sample is drawn from one geographic region of the country (Nijmegen), 

which limits the diversity of the sample. This has consequences for generalizing the results to 

the population. Besides, the HBS participants do not fully represent the population of Nijmegen, 

as non-Dutch speakers are excluded from the sample. The sample also includes a majority of 

highly educated participants in their thirties, so it is not fully representative of the population. 

Fourth, career opportunities were measured with one item of the QEEW2.0 scale, which 

states that career opportunities has three items (SKB, 2014). Instead, the HBS researchers 

measured it with only one item about promotion prospects. There are other forms of career 

opportunities in addition to promotion prospects, so that is a limitation of the data because it 

cannot provide insight into these other aspects. In addition, although the HBS initially stated it 

would use the KUT measure for commitment, in the data, there is only one measured question 

per commitment target, and that is quite limited. The KUT measure is based on four elements 

per target (Van Rossenberg et al., 2022). Consequently, factor and reliability analyses were not 

conducted for these variables. The researcher had no control over changing this for this study. 

Therefore, future studies should measure career opportunities and targets of commitment more 

comprehensively.  

Another limitation is that this study uses regression as a statistical analysis. The 

variables involved in this study are of ordinal measurement level. However, the condition for 

performing a regression analysis is that both the dependent and independent variables are metric 

(Hair et al., 2018). Although Hair et al. (2018) generally prefer to use appropriate techniques 

for the level of measurement of the data, they acknowledge that treating Likert scales as interval 

variables in linear regression models is a common practice in many research fields. Two of the 

variables are measured with a seven-point Likert-scale and one by a five point-scale.  

Interesting directions for future research emerged from this research. As careers 

increasingly take place outside the organization (Van Rossenberg et al., 2018), the findings 

align with and contribute to this broader trend in the modern workplace. Organizational 

commitment examines cross-boundary work, and career literature discusses cross-boundary 

careers. This is where future research can evolve by integrating cross-boundary work and 

careers. This is an opportunity to close the gap between them. Even more than this study has 

done. Further research could explore how trends like freelancing, and hybrid work 

arrangements impact the traditional relationship between career commitment and 

organizational commitment. 
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Furthermore, the significant findings regarding the relationship between career and 

organizational commitment in this study provide valuable insight into the existing gap between 

careers and commitment literature. In today’s workplace, employees develop commitments to 

multiple targets, and balancing these commitments has become increasingly common (Klein et 

al., 2022). This highlights the importance of future research exploring additional relationships 

among these various commitment targets. Additionally, other moderators (e.g., other 

employment conditions like certainty about the future and renumeration or other forms of 

vitality, work-job demands, and work-resources) from QEEW2.0 (Van Veldhoven et al., 2015) 

could be examined to better understand their influence on these relationships in different (work) 

contexts. Using CST as a framework could offer a deeper understanding of how these targets 

function as interconnected parts of larger systems (Klein et al., 2022). 

In addition, this study found that career opportunities have a stronger impact on the 

relationship between career and organizational commitment for female employees. Since there 

is support for this, although not hypothesized, but this study did not explore exactly where men 

and women differ, and due to the apparent lack of agreement in the literature on the relationship 

between gender and commitment (Metcalfe & Dick, 2002), it is recommended that future 

research explore gender differences in this relationship. This will allow HR to provide attractive 

career opportunities for both men and women to strengthen the relationship between career and 

organizational commitment.  

Finally, future research could use a cross-cultural approach to compare the relationships 

between career and organizational commitment in different cultural contexts. This could be 

accomplished by conducting a more in-depth study across multiple countries, for example, 

using mixed methods. This would help to identify universal versus culture-specific patterns in 

how these commitments interact. This recommendation arises from the fact that the data in this 

study were collected in only one region of the Netherlands. 

 

5.3 Practical implications  

This study also has practical implications.  

Given the positive relationship between career commitment and organizational commitment 

and the positive role of career opportunities in this relationship, organizations should actively 

invest in developing clear and accessible career paths for employees. This involves offering 
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career development plans, such as continuous learning opportunities, promotion prospects with 

vertical as well as horizontal career moves that align with employees' career aspirations.  Van 

der Sluis and Poell (2003) found empirical evidence to support the idea that a work environment 

that provides more learning opportunities positively influences how individuals perceive their 

career development. Furthermore, the possibility of promotion is a key aspect of career 

advancement (Carmeli et al., 2007). In addition to vertical advancement to the top of the 

organization, consider horizontal career paths where individuals can broaden their experience 

and advance by moving laterally (Moraveck, 2013). It is therefore important for HR managers 

to provide these career opportunities and to make the path to advancement within an 

organization more visible to and with employees so that it is better aligned with their career 

aspirations and influences their organizational commitment. 

By providing these career opportunities, employers can not only strengthen employees' 

commitment to their careers but also enhance their loyalty to the organization, thereby reducing 

turnover, which is especially crucial in a tight labor market. Moreover, by fostering a reciprocal 

relationship where employees feel that their career development is being valued and supported, 

organizations can enhance both career and organizational commitment. It is also important that 

employers are aware of the organizational context in which career opportunities are (or are not) 

provided. This means being conscious of the specific needs and circumstances of their 

employees and tailoring career opportunities initiatives to meet these needs.  

For HR professionals it is recommended to integrate career development plans into their 

standard HR practices. This integration will help align individual career goals with 

organizational goals, creating a more committed and motivated workforce.  
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6. Conclusion 

This study examined the extent to which perceived career opportunities within an organization 

moderate the relationship between employees' commitment to their careers and their 

commitment to the organization. The results indicate that perceived career opportunities play a 

moderate, significant, and positive moderating role in this relationship. When employees 

perceive sufficient career opportunities, the relationship between their career commitment and 

organizational commitment is stronger. However, without this moderator, there is still a positive 

relationship between career and organizational commitment, but it is less pronounced. This 

suggests that organizations that provide career opportunities strengthen the relationship 

between employees' commitment to their careers and their commitment to the organization, and 

thus are more likely to have employees who are highly committed to their organization. 
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Appendix A 

Table A1 

Descriptive statistics, including Skewness and Kurtosis of variables 

 

Figure A1 

Scatterplot of the standardized predicted values and standardized residuals 
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Figure A2 

Histogram of the standardized residuals 

 

 

Figure A3 

Normal P-Plot 
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Table A2 

Collinearity statistics 
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Table A3 

Separate regression analysis for male  
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Table A4 

Separate regression analysis for female 

 


