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Jui-Min Hsiao'
ORGANIZATIONAL CAREER MANAGEMENT, JOB
SATISFACTION AND ORGANIZATIONAL COMMITMENT:
A CASE STUDY OF CAR DEALER IN TAIWAN

This study investigates the relationship among organizational career management, job satis-
faction and organizational commitment among employees from Ford-Right, a Ford Car dealer, in
Taiwan by using structural equation modeling with AMOS. The total of 199 valid questionnaires
were collected with a valid response rate of 66.3%. The results found that career information,
extrinsic satisfaction and normative commitment were the most important factors in influencing
organizational career management, job satisfaction and organizational commitment respectively.
According to the structural equation modeling results, organizational career management was sup-
posed to have significantly positive effects on job satisfaction, but no significant positive effects on
organizational commitment. Job satisfaction was found to have significant positive effects on orga-
nizational commitment as well.

Keywords: organizational career management, job satisfaction, organizational commitment, struc-
tural equation modeling.

I310i-Minn Csio

YIIPABJITHHA KAP'€POIO, MIPA 3AJIOBOJIEHOCTI
POBOTOIO 1JIOAJIBHICTD 10 ®IPMU
(3A IAHUMU ABTOMOBUIBHUX CAJTOHIB HA TAIIBAHI)

Y cmammi pozeasnymo 3anexcHicmo mixc ynpasaiHHAM Kap €poro, Miporo 3adoeoaeHocmi
poGomoro i a0saabHicmI0 0o (ipmu 6 nepconaasy asmomobiasvhux casonie "Dopo"” na Taiieani. B
aHaai3i BUKOPUCMAHO Meno0 Mooearoéanns cmpykmypuumu piensaunuamu AMOC. Ompumano
199 3anoenenux anxem 3 pienem 6iozyky 66,3%. Pezyasbmamu noxasaiu, wo Ha ynpaeainms
Kap ‘epoto, mipy 3adoeoaenocmi pobomoro i aosaavnicmv 0o Qipmu Haiibiabuwe eénauearomo
inghopmauin npo nepcnexkmueu 3poCMAHHA, 308HIWHA 3A0060A€HICMb | HOPMAMUGHI
30008 a3aHHA. 3a pe3yivmamamu MoOeAN06AHHA NeEPeodauerno, w0 MONCAUGICIb YNPAGAIHHA
Kap '€poro 3HAMHO NAUGAE HA MIPY 3a00604eHOCHII PO( , A1€ MAA0 6NAUBAE HA AOSLABHICH 00
dipmu. Ocob.aueozo énaugy mipu 3a0060.1eH0OCHI pOOOMOIO HA A0AABHICHL 00 PIpMU He GUABAECHO.

Karouosi caosa: ynpaeninus kapeporo, mipa 3a0oeonseHocmi pobomoro, A0sAbHicmy 00 Qipmu,
MOOCNHBAHHS CIMPYKMYPHUMU PIGHSHHAMU.

I3r0u-Munn Cso

YIIPABJIEHUE KAPBEPO!, CTEIIEHD
YJIOBJIETBOPEHHOCTHU PABOTOM 1 JIOAJIbHOCTDH K ®MIPME
(ITO TAHHBIM ABTOMOBMWJIBHBIX CAJIOHOB HA TAIBAHE)

B cmamve paccmompena 3asucumocmv medxncdy ynpasienuem Kapvepoil, CHEneHolo
Yy0ogs.aemeopennocmu pabomou u A04bHOCMbIO K (hupme y nepconaila agnomooOuUlbHbIX CA10HO06
"Dopo"” na Taiieane. B anaause ucnoav3oean memoo MoOeAUPOGAHUS CHMPYKMYPHLIMU
ypasuenuamu AMOC. Ioayueno 199 3anoanennvix anxem c yposuem omrkauxa 66,3%.
Pe3yabmamor  noxazaau, 4mO HA GO3MOMNCHOCHMIbL YNpaséAeHue Kapbepol, cmenemb
yOoeaemeopeHHoCmu P i U A0A4bHOCMb K (hupme HaubGoaee GAUAIOM UHDOpMAUUA 0
nepcneKkmueax pocma, GHEwHsisi y0064emeOPeHHOCHb U HopMmamueHvle obszameavcmea. Ilo
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pe3yabmamam Mooeauposanust npeonoaoN’ceHo, 4mo G03MONCHOCHIL YNpasieHue Kapoepoi
SHAYUMEAbHO 6AUSIeM HA CINENEeHb YO08ACME0PEHHOCHU PaGOmoil, HO He3HAMUMEAbHO BAUAEH HA
aosavrHocmy Kk gupme. 0co06020 eausanuA cmeneHu y0osiemeopeHHocmu pabomoi Ha A0A1bHOCMb
K ¢hupme ne obnapysiceno.

Karouesvle caosa: ynpasienue Kkapbepoil, cmenenb y0081emeopeHHoCmy padomoli, A0SAbHOCHb K
upme, MoOeauposarue CmpyKmypHbIMU YPAGHEHUSMU.

1. Introduction. Today, with global competition everywhere and the rise of the
concept of job-life quality, people are experiencing new meanings of job or career.
Career management is gaining more focus in the field of human resource manage-
ment. Many companies or organizations are pursuing strategies to introduce career
management programs for employees are the major assets of organizations. To
organizations, cost and demission rate will be cut and therefore to increase pro-
ductivity. For employees, personal disturbance could be decreased on one hand and
motivation for better performance would be improved on the other. Career is indeed
one of the most essential issues that organizations should pay attention to (Elsdon
and Iyer, 2000).

If an employee has better understanding of career development in organizations
and employers play their role well, job satisfaction, organizational commitment and
intension to stay in the organization will be effectively enhanced. Because of
improved educational level of employees, dramatically changing environment and
attention to life quality, employees are not only satisfied with extrinsic factors such as
pay or welfare but also other intrinsic factors. Job satisfaction and organizational
commitment will be fulfilled if the careers of employees are linked well with organi-
zational career management programs.

Growth in organizations not only derives from the increase of intangible assets
or equipment but also from improvement in core competence and competencies of
organizations and employees. Well-developed policies are helpful to increase loyalty
and to lower turnover intensions of employees. Internal training costs will be cut,
leading to better working efficiency. Hence, this study aims to examine whether orga-
nizational career management affects job satisfaction and organizational commit-
ment. Whether job satisfaction affects organizational commitment is under discus-
sion as well.

Today, because of increased oil prices, the automobile industry is struggling with
a slump. During this period, a decline of sales is predicted and serious losses are is
expected. This fact represents an increase in the use of career management to improve
the careers of employees, for their benefits and that of their firms. In this study, we
target one single automobile selling company — Ford-Right, the exclusive distributor
of FORD Lio Ho Motor Company Ltd. in Yulin, Ciayi and Tainan.

Based on the research motives, our study objectives are as follows. First, we
explore the relationship among organizational career management, job satisfaction
and organizational commitment. Second, we hope to determine the most influencing
factors in respective constructs. A structural equation modeling was applied with
AMOS to analyze the data. The paper is divided into 5 sections including introduc-
tion, literature review, methodology, analysis and results, and discussion and conclu-
sion in the final part.
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2. Literature.

2.1. Organizational Career Management. Career management, one of the most
important issues in human resources, is essential to organizations. Organizational
career management refers to a variety of policies and practices in organizations to
improve and enhance career success (Orpen, 1994; Yahya et al., 2004). A total of 8
activities are offered by organizations to their employees (Feldman, 1988) including
(1) career information systems; (2) human resource planning and forecasting; (3)
career counseling; (4) career pathing; (5) skills assessment and training; (6) career
development for disadvantaged; (7) career development for "fast-track” employees;
and (8) career development skills workshops for supervisors.

Similarly, Orpen (1994) identified 35 potential elements of career manage-
ment schemes and 3 factors were extracted by factor analysis, namely career man-
agement policies, employee career management, and career information. Another
24-item organizational career management scale was developed by Yahya et al.
(2004). The factor analysis found a similar result to Orpen's (1994) research.
Likewise, Kong et al. (2011) developed a measurement scale for organizational
career management for the hotel industry which had been grouped into 3 dimen-
sions, including career appraisal and advice, career management program, and
career training.

2.2. Job Satisfaction. Job satisfaction is a broadly studied concept in management
literature. Many experts, managers as well as researchers propose that an increase in
employees' job satisfaction means an improvement in performance and productivity
(Eslami and Gharakhani, 2012).

Locke (1969) defined job satisfaction as "the pleasurable emotional state result-
ing from the appraisal of one's job as achieving or facilitating one's job values".
Spector (1997) defined job satisfaction as the relative strength of one's satisfaction
with his job. Job satisfaction is proposed as one's general or global affective reaction
to his or her job itself. According to Weiss et al. (1967), satisfaction has 3 main class-
es: intrinsic, extrinsic, and general satisfaction. Rose (2001) defined intrinsic satis-
faction as the apparent reward from the job itself while extrinsic satisfaction is defined
as the monetary compensation or other rewards. Intrinsic satisfaction and extrinsic
satisfaction form a measure of general job satisfaction (Weiss et al., 1967).
Consequently, Eslami and Gharakhani (2012) suggest that employees are more like-
ly to leave their organizations if they are not satisfied.

2.3. Organizational Commitment. Organizational commitment also gains a great
deal of attention in many studies (Allen and Meyer, 1990). Organizational commit-
ment has been defined and measured in various ways. Porter et al. (1974) defined
organizational commitment as the extent to which one identifies with or involves in a
particular organization.

Later, Meyer and Allen (1984) used and defined "affective commitment" as one's
emotional attachment to an organization. In 1990, Allen and Meyer suggested that
organizational commitment have 3 separate components including affective commit-
ment, continuance commitment and normative commitment. To sum up, Allen and
Meyer (1996) defined organizational commitment as "a psychological link between
the employee and his or her organization that makes it less likely that the employee
will voluntarily leave the organization."
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Allen and Meyer (1990) respectively defined affective commitment, continuance
commitment and normative commitment as one's emotional attachment to identify
with and involve in an organization, as one's awareness or recognition to continue to
remain in it, and as one's personal norms and values to stay in it.

2.4. Relationship between Organizational Career Management and Job
Satisfaction. There are a lot of researchers investigating the relationship between
organizational career management and career success or individual performance.
For example, Orpen (1994) studied 129 employees in private and public sections in
the UK to reveal that organizational career management have positive impact on
career effectiveness. Yahya et al. (2004) collected 169 questionnaires and found a
significant relationship between organizational career management and individual
performance.

However, there are few studies that focus on whether organizational career man-
agement leads to higher level of job satisfaction. Wu (2008) explored the relationship
between organizational career management and job satisfaction. The results of 141
respondents from 12 software enterprises indicated a strong correlation between orga-
nizational career management as a whole and job satisfaction or between each
dimensions of organizational career management and job satisfaction.

2.5 Relationship between Organizational Career Management and Organizational
Commitment. The relationship between organizational career management and orga-
nizational commitment has received a lot of attention in literature too. Liu (2010)
investigated the relationships among organizational career management strategy and
organizational commitment and found that organizational career management strat-
egy had significantly positive impacts on organizational commitment.

However, some researchers viewed individual career management and orga-
nizational career management as a whole concept namely career management,
and to reveal its influence on organizational commitment. For instance, Sturges
et al. (2002) conducted a longitudinal study on career management and organi-
zational commitment. The results showed that these two concepts were highly
correlated. Better career management practice brought high organizational com-
mitment.

2.5 Relationship between Job Satisfaction and Organizational Commitment. The
relationship between job satisfaction and organizational commitment could be
viewed in two ways. Most researchers deem job satisfaction as an important
antecedent of organizational commitment. For instance, Azeem (2010) studied
the sample of 128 service employees and the results proved the overall job satis-
faction as a significant predictor of organizational commitment. Likewise, Brown
and Peterson (2003)'s study also suggested job satisfaction as an antecedent of
organizational commitment. Yang (2010) collected a sample of 671 questionnaires
to analyze the antecedents and consequences of job satisfaction. The findings indi-
cated significant positive impact of job satisfaction on organizational commit-
ment.

However, there have been some studies proposing that organizational commit-
ment as an antecedent of job satisfaction. Sharma and Bajpai (2010)'s research had
prove organizational commitment as an important factor influencing job satisfac-
tion.
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3. Research Methodology.

3.1. Conceptual Model and Hypotheses. Figure 1 presents the research framework
and the relationships between variables. It illustrates that organizational career man-
agement leads to job satisfaction and organizational commitment and job satisfaction
leads to organizational commitment. This study aims to explore the relationships
between organizational career management, job satisfaction and organizational com-
mitment.

— H1 H3
Orgacn;rzgglronal Job -~ Organizational
Maagement Satisfaction Commitment
o N\

Figure 1. Research Framework

Hence, the research hypotheses are as follows:

H1: Organizational career management positively affects job satisfaction.

H?2: Organizational career management positively affects organizational commitment.

H3: Job satisfaction positively affects organizational commitment.

3.2. Samples and Data Collection. Ford-Right, the biggest Ford Car dealer in
Taiwan, with the head office situated in Tainan was the subject for this study. Ford-
Right, established in 2002, serves as the exclusive distributor of FORD Lio Ho Motor
Company Ltd. in Yulin, Ciayi and Tainan. Currently, the company has the total of
300 employees in its 14 service sites, including 140 salespersons and 160 administra-
tive and maintenance staff. All the employees were selected to participate in the sur-
vey. Survey questionnaires were delivered to all the participants with the assistance of
the Personnel Management Department in April, 2012. By April 15, 268 question-
naires were collected. However, 69 questionnaires were invalid, leaving 199 valid
ones. The valid response rate was 66.3 %.

3.3. Measures. In order to analyze the relationships between organizational
career management, job satisfaction, and organizational commitment, we conducted
a questionnaire survey. The questionnaire consists of 4 sections. Three 5-point Likert
scales are used to measure organizational career management, job satisfaction, and
organizational commitment, with the responses ranging from (5) strongly agree to (1)
strongly disagree.

Organizational career management is measured with the 24-item scale developed
by Yahya et al. (2004). Career management policies, career management, and career
information are 3 dimensions measured with the scale. Job satisfaction is measured
with a 20-item scale derived from the Minnesota's Satisfaction Questionnaire (short
form) developed by Weiss et al. (1967). Intrinsic satisfaction and extrinsic satisfaction
are two sub-constructs of job satisfaction. Organizational commitment is measured
with the original 18-item scale developed by Meyer et al. (1993). 3 subscale measur-
ing affective commitment, continuance commitment, and normative commitment
with 8 items for each one.

Demographic questions include gender, age, marital status, number of working
years, job position, annual income etc. listed in the final part of the survey question-
naire.
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3.4. Statistical Analysis. The statistical analysis of data is divided into 2 steps. In
the first step, we used the SPSS to reveal general information on the respondents with
frequency and percentage of sample characteristics, to ensure internal consistency of
data by computing Cronbach's alpha coefficient and inter-item correlations, to eval-
uate if relationship between constructs exists by computing Pearson correlations. In
the second step, we used AMOS to assess the research framework by structure equa-
tion modeling (SEM) analysis.

4. Analysis and Results.

4.1. Demographic Profile of Respondents. Of the valid 199 questionnaires, 82.4%
belong to male while the remaining 17.6 to female. 52.3% of the sample is single. A
majority of the sample (61.8%) is in the age between 25 and 34. 60.8% of the sample
had 1 to 5 working years, and 62.3 % of the sample has the annual income ranging
from 360,000 to 600,000. Most of the respondents are staff (77.9%, 155 respondents).

4.2. Reliability Analysis. Table 4.1 shows the reliability of each measurement scale
in this study. Cronbach'’s alpha coefficient and item-to-total correlations are two
major parameters in defining internal consistency of the data. Suggested by Hair et al.
(1998), a value of 0.70 or higher of Cronbach's alpha coefficient is considered accept-
able. Items with low item-total correlations were deleted. Cronbach's alpha coeffi-
cient of each construct is higher than 0.70 and composite reliability of each scale
ranges from .878 to .947, ensuring internal consistency of the data.

Table 4.1. Reliability analysis of the survey scales

Scale No. of Items Cronbach’s alpha
Orsanizational Career Management Policies 5 868
Ca?ggrlzle/lglggement Career Management 9 913 947
Career Information 3 840
. . Intrinsic Satisfaction 11 .890
Job Satisfaction Extrinsic Satisfaction 7 885 927
Organizational Affective Commitment 3 853
. Continuance Commitment 5 828 878
e Normative Commitment 6 852

4.3. Descriptive Statistics and Correlation Analysis. Table 4.2 reveals the means
and standard deviations of the research variables. Also, the Pearson correlation coef-
ficients between the variables were computed. Strong correlations were confirmed
between organizational career management and job satisfaction, between organiza-
tional career management and organizational commitment, and between job satis-
faction and organizational commitment.

Table 4.2. Descriptive statistics and correlations (N=199)

Variables Means S.D. OCM JS oC
ggggg;gqa}ggﬁgr 2.996 643 1
Job Satisfaction .
gfsganimﬁonal :Zj 'zij ;z* . 6313** 1
Commitment (OC) ) ) ) )

** p <0.01 Two-tailed tests.

4.4. Structural Equation Modeling. Structural equation modeling (SEM) with
AMOS was conducted to assess the proposed model. There are several indices set by
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the SEM scholars to examine the model fit. In this study, the model fit was assessed
with 4 common fit indices as shown in Table 4.3. The model used the method of max-
imum likelihood estimation. The results showed that our model had a good fit
according to the fit indices (relative X*=4.406, GFI=0.918, CFI=0.939, and
RMR=0.026). Thus, testing of hypothesized paths is supported.

Table 4.3. Fit Indices for Structural Equation Modeling

Indices Acceptable Fitness Our Model Source
Relative X* (X/df) <5 4,406 &h“mcé‘fgogd Lomax
GF1 > 090 0.918 Byme (1994)
CFI > 093 0.939 Byrme (1994)
RMR < 0.05 0.026 Wu (2011)

Figure 2 demonstrates the structural equation modeling with parameter esti-
mates. Table 4.4 summarized the results of hypothesis testing. Organizational career
management showed a positive impacts on job satisfaction (t=9.304, p<0.01) sup-
porting Hypothesis 1. The path analysis also shows that 61% of the variance in job sat-
isfaction was explained by organizational career management. However, organiza-
tional career management shows no significant contribution to organizational com-
mitment (t=1.022, p>0.05). Hypothesis 2 is not supported. Moreover, Hypothesis 3
predicting that job satisfaction has positive effect on organizational commitment is
supported (t=0.731, p<0.01). 70% of the variance in organizational commitment is
explained by organizational career management and job satisfaction. To sum up, a
significant direct relationship between organizational career management and job
satisfaction and between job satisfaction and organizational commitment are found.

0.59
IS
769
0.86
926
\A| EX |
044
o 731
662 0.21
89| ce

0.63
\ NC

Figure 2. SEM with Standardized Regression Weights

In addition, the squared multiple correlations (SMC) provide information about
how much variance explained by the observed variables. A value of 0.50 is better;
however, 0.25 is acceptable too (Bagozzi and Yi, 1988). According to the SMC in ital-
ics, the dimensions are all reliable indicators of the studied constructs, except con-
tinuance commitment. The squared multiple correlation for continuance commit-
ment is 0.21. We can conclude that career information is the most reliable indicator

AKTYAJIbHI NTPOBJIEMW EKOHOMIKU, Ne3 (141), 2013



HOBUHU CBITOBOI HAYKU 439

of organizational career management, while extrinsic satisfaction of job satisfaction
and normative commitment of organizational commitment.

Table 4.4. Results of the Hypothesized Path (N=199)

Hypothesis Standardized Coefficient | t-Value Results
H1: Organizational Career Management .
> Job Satisfaction 783 9.304 Supported
H2: Organizational Career Management 129 1022 Not
> Organizational Commitment ) ) Supported
H3: Job Satisfaction
> Organizational Commitment 731 5.3547* Supported

**p <0.01

5. Discussion and Conclusions. This study explores the relationship between
organizational career management, job satisfaction and organizational commitment.
The research framework as outlined in Figure 1 was analyzed through structural
equation modeling (SEM) with AMOS. The data from 199 employees of Ford-Right
Corp. Ltd. was collected. The goodness of fit of the model is acceptable.

In order to investigate the relationship between the studied variables, the path
analysis is applied. According to the regression weight and C.R., it is confirmed that
organizational career management has positive effects on job satisfaction supporting
Hypothesis 1. However, organizational career management was not found to have
positive effects on organizational commitment. Thus, Hypothesis 2 was not support-
ed. Moreover, the results had found that job satisfaction was an essential factor influ-
encing organizational commitment, supporting Hypothesis 3.

The results also indicate that all the dimensions are reliable indicators of the
respective construct. For example, career information is found to be the most impor-
tant contributor of organizational career management. Extrinsic satisfaction plays a
major role in developing job satisfaction. Normative commitment is a powerful con-
tributor to organizational commitment.

Based on the analysis results, there are at least two implications for practice.

First, organizational career management is a critical contributor to job satisfac-
tion but not an important factor in influencing organizational commitment. 61% of
the variance in job satisfaction was explained by organizational career management.
Thus, the study suggested that organizational career management is more important
in influencing job satisfaction than in influencing organizational commitment. If
organizations would like to enhance job satisfaction of their employees, a well-devel-
oped organizational career management is helpful.

Second, job satisfaction is found to have positive impacts on organizational com-
mitment. The higher level of job satisfaction of employees is, the higher level of orga-
nizational commitment they will possess. The higher level of organizational commit-
ment of employees, the less turnover intention they will have.

To sum up, the proposed model of the relationship between organizational
career management, job satisfaction and organizational commitment was supported
by structural equation modeling. However, organizational career management has
not significant effects on organizational commitment.
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