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Introduction and Rationale

For decades, career interventions have been used in

organizations with a variety of goals in mind: developing and

promoting employees from within the organization, aiding in career

planning, improving employee productivity, and meeting affirmative

action goals (Walker & Gutteridge, 1979), as well as preventing job

burnout and obsolescence (Leibowitz & Schlossberg, 1981),

improving employee motivation (e.g., Parker, 1982), and reducing

turnover (e.g., Griffin & Nickerson, 1984). Yet a review of the literature

on career interventions in organizations reveals little evidence that

these interventions are being informed by research in organizational

theory, despite the fact that goals for the interventions are often

directly relevant to that body of literature.

This poster describes a brief, low-cost career intervention that

was designed with the goal of reducing employee turnover in the

customer service call center of a financial institution. Through an

extensive literature review, organizational commitment (OC) was

identified as a primary predictor of employee turnover, and a list of

research-supported OC antecedents was compiled (see Table 1).
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A number of these antecedents were selected as candidates for

intervention (those highlighted in Table 1). A career intervention was

chosen as the medium a natural choice, given that many of the OC

antecedents are career-related. The overall rationale for the

intervention's impact on turnover is illustrated below:

career
intervention

WNW

OC
antecedents

-- OC --0 turnover

Some of the OC antecedents were targeted via the content of the

intervention, others via its format. Table 2 identifies the targeted

antecedents and the intervention features which addressed them.

Intervention Description

The intervention consisted of a workshop of two 3-hour sessions

held two weeks apart, plus follow-up meetings with a supervisor for

career coaching and a "career partner" (chosen during the workshop)

for support and encouragement. The workshop components and

follow-up meetings are described in the following sections.
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Table 1: Some Antecedents of Organizational Commitment

CHARACTERISTICS OF THE EMPLOYEE

Demographics / Personality

age / tenure Allen & Meyer (1993); Mathieu & Zajac
(1990); Mayer & Schoorman (1998)

job status Cohen & Hukecek (1993); Mathieu &
Zajac (1990)

education Mathieu & Zajac (1990); Mayer &
Schoorman (1998)

income Cohen & Gattiker (1994); Mathieu &
Zajac (1990)

dispositional affectivity Cropanzano, James, & Konovsky (1993)

Career / Work Variables

work role salience / job Jans (1989); Mannheim, Baruch, & Tal
involvement (1997); Mayer & Schoorman (1998);

Randall & Cote (1991)

career commitment Carson & Carson (1998); Vandenberg &
Scarpello (1994); Witt (1993)

"Protestant" work ethic Mathieu & Zajac (1990)

promotion aspirations Posovac et al. (1996)

mentor / protégé status Baugh, Lankau, & Scandura (1996);
Heimann & Pittenger (1996)
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Table 1: continued

WORK ENVIRONMENT CHARACTERISTICS

Working Conditions & Stressors .

hazardous conditions Shouksmith (1994)

perceived fairness / Shouksmith (1994); Witt (1993)
discrimination

role stressors Johnston, Parasuraman, Futrell, & Black
(1990); Mathieu & Zajac (1990); Mayer &
Schoorman (1998); Schaubroeck,
Cotton, & Jennings (1989)

Social Ties / Social Support

social support Ellis & Miller (1994); Luthans, Wahl, &
Steinhaus (1992); Schaubroek et al.
(1989)

felt participation Mayer & Schoorman (1998); Schaubroek
et al. (1989)

leader communication Mathieu & Zajac (1990)

friendship opportunities Riordan & Griffeth (1995)

Opportunities for Growth

opportunities for growth Cramer (1993); Jans (1989); Mathieu &
& promotion Zajac (1990); Shouksmith (1994)

Social Exchange

satisfaction with pay Cohen & Gattiker (1994); Shouksmith
(1994)

perceived Armeli, Eisenberger, Fasolo, & Lunch
organizational support (1998); Cropanzano, Howes, Grandey, &

Toth (1997); Hutchison & Garstka
(1996); Randall & Driscoll (1997); Tsui,
Pearce, Porter, & Tripoli (1997); Wayne,
Shore, & Liden (1997)
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Table 2: How OC Antecedents Were Targeted

OC Antecedent Corresponding Intervention Feature

Employee Career / Work Variables

work role salience Career workshop content based on
person-environment fit concepts (Dawis,
1996), including self-exploration and
career information components, as well as
a goal-setting and planning unit.

career commitment

Employee Career / Work Variables (cont'd)

promotion aspirations Information on career paths within the
organization.

mentor / protégé
status

Career coaching with supervisors as a
follow-up to the career workshop.

Organizational Social Ties Variables

social support Interactive workshop design emphasizing
meaningful conversation with colleagues.
Follow-up meetings with a "career partner"
chosen during the workshop.

friendship
opportunities

Social'Exchange Variable

perceived
organizational support

The act of offering the workshop and
supporting the employees' development.
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Introduction An overview of the workshop goals and structure,

plus a short icebreaker activity.

Framework An introduction to a bridge metaphor for career

planning. This metaphor provided the structure around which the

workshop content was organized, as well as an informal introduction

to person-environment fit (Dawis, 1996) concepts. The metaphor, at

its fullest level of detail, is presented below.

Where am
I now?

Work & Life
Experience

Interests
& Skills

Work
Values

How do
I get there?

Goal Setting & Planning

Where am
I going?

Organization

Job

Field

Self-awareness An examination of one's work values and

vocational history through individual and group activities. Participants

also completed the Campbell Interests and Skills Survey (CISS;

Campbell, Hyne, & Nilsen, 1989) prior to workshop. It was handed in
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during the first session, scored between sessions, and interpreted in

the group setting during the second session.

Work-world information Focused on how and where to find

information about the world of work. Information on career paths

within the organization was also provided. Participants were then

shown how occupations and work environments can be matched in

terms of values, interests, and skills. They practiced this approach via

a brief analysis of some of the jobs within their organization.

Planning Participants identified characteristics of their ideal job

and brainstormed possible careers that would satisfy those criteria.

Goal-setting and planning skills were taught, and participants created

short-term plans for themselves that focused on next steps in the

process, including career coaching with a supervisor and "career

partner" meetings with a fellow-participant.

Career Coaching Supervisors received brief training in career

coaching, and an outline was provided to both supervisor and

employee to guide a structured discussion. Content of the career

coaching discussion included: the coaching process; the employee's

values, interests, skills, and experience; career goals and action plan;
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and the potential role of the organization in helping the employee meet

his/her goals.

Career partner meetings Informal meetings designed to

provide workshop participants with support and encouragement as

they followed through with their career plans.

Outcome / Evaluation

The workshops were highly rated by participants both in terms of

usefulness of the material (M = 4.36 on a 5-point scale) and

knowledge and insight gained (M = 4.36). Pretest and posttest

measures of organizational commitment and turnover intentions

(among other variables) were collected from experimental and control

group participants. Unfortunately, due to a context of major

organizational change, results were difficult to interpret. A number of

significant correlations, however, supported previous findings

regarding the relationships between OC and certain OC antecedents,

as well as the relationship between OC and turnover intentions.

10



References

Allen, N.J., & Meyer, J.P. (1993). Organizational commitment: Evidence

of career stage effects? Journal of Business Research, 26, 49-61.

Armeli, S., Eisenberger, R., Fasolo, P., & Lynch, P. (1998). Perceived

organizational support and police performance: The moderating influence of

socioemotional needs. Journal of Applied Psychology, 83, 288-297.

Baugh, S.G., Lankau, M.J., & Scandura, T.A. (1996). An investigation of

the effects of protégé gender on responses to mentoring. Journal of Vocational

Behavior, 49, 309-323.

Campbell, D.P., Hyne, S.A., & Nilsen, D.L. (1989). Manual for the

Campbell Interest & Skill Survey. Minneapolis: National Computer Systems.

Carson, K.D., & Carson, P.P. (1998). Career commitment, competencies,

and citizenship. Journal of Career Assessment, 6, 195-208.

Cohen, A., & Gattiker, U.E. (1994). Rewards and organizational

commitment across structural characteristics: A meta-analysis. Journal of

Business and Psychology, 9, 137-157.

Cohen, A., & Hudecek, N. (1993). Organizational commitment turnover

relationship across occupational groups: A meta-analysis. Group & Organization

Management, 18, 188-213.

Cramer, D. (1993). Tenure, commitment, and satisfaction of college

graduates in an engineering firm. The Journal of Social Psychology, 133, 791-

796.

11



Cropanzano, R., Howes, J.C., Grandey, A.A., & Toth, P. (1997). The

relationship of organizational politics and support to work behaviors, attitudes,

and stress. Journal of Organizational Behavior, 18, 159-180.

Cropanzano, R., James, K., & Konovsky, M.A. (1993). Dispositional

affectivity as a predictor of work attitudes and job performance. Journal of

Organizational Behavior, 14, 595-606.

Ellis, B.H., & Miller, K.I. (1994). Supportive communication among

nurses: Effects on commitment, burnout, and retention. Health Communication,

6 (2), 77-96.

Griffin, J.T., & Nickerson, S. (1984). Empowering nonprofessional

employees. Training and Development Journal, 38 (4), 76-77.

Heimann, B., & Pittenger, K.K.S. (1996). The impact of formal mentorship

on socialization and commitment of newcomers. Journal of Managerial Issues,

8 108-117.

Hutchison, S., & Garstka, M.L. (1996). Sources of perceived

organizational support: Goal setting and feedback. Journal of Applied Social

Psychology, 26, 1351-1366.

Jans, N.A. (1989). Organizational commitment, career factors, and career

/ life stage. Journal of Organizational Behavior, 10, 247-266.

Johnston, M.W., Parasuraman, A., Futrell, C.M., & Black, W.C. (1990). A

longitudinal assessment of the impact of selected organizational influences on

12



salespeople's organizational commitment during early employment. Journal of

Marketing Research, 27, 333-344.

Leibowitz, Z.B., & Schlossberg, N.K. (1981). Designing career

development programs in organizations: A systems approach. In D.H. Montross

and C.J. Shinkman (Eds.), Career development in the 1980's, (p. 277-291).

Springfield, IL: Charles C. Thomas.

Luthans, F., Wahl, L.K., & Steinhaus, C.S. (1992). The importance of

social support for employee commitment: A quantitative and qualitative analysis

of bank tellers. Organization Development Journal, 10 (4), 1-10.

Mannheim, B., Baruch, Y., & Tal, J. (1997). Alternative models of

antecedents and outcomes of work centrality and job satisfaction of high-tech

personnel. Human Relations, 50, 1537-1562.

Mathieu, J.E., & Zajac, D.M. (1990). A review and meta-analysis of the

antecedents, correlates, and consequences of organizational commitment.

Psychological Bulletin, 108, 171-194.

Mayer, R.C., & Schoorman, F.D. (1998). Differentiating antecedents of

organizational commitment: A test of March and Simon's model. Journal of

Organizational Behavior, 19, 15-28.

Parker, C.L. (1982). Facilitating career development in a small business.

The Vocational Guidance Quarterly, 31, 86-89.

1i



Posavac, E.J., Dew, D.E., Jr., Tindale, R.S., Dugoni, B.L., Sheffey, S., &

Koch, M.S. (1996). High aspiration hourly workers as potential entry-level

professional employees. Journal of Career Development, 23, 151-165.

Randall, D.M., & Cote, J.A. (1991). Interrelationships of work commitment

constructs. Work and Occupations, 18, 194-211.

Randall, D.M., & Driscoll, M.P.O. (1997). Affective versus calculative

commitment: Human resource implications. Journal of Social Psychology, 137,

606-617.

Riordan, C.M., & Griffeth, R.W. (1995). The opportunity for friendship in

the workplace: An underexplored construct. Journal of Business and

Psychology, 10, 141-154.

Schaubroeck, J., Cotton, J.L., & Jennings, K.R. (1989). Antecedents and

consequences of role stress: A covariance structure analysis. Journal of

Organizational Behavior, 10, 35-58.

Shouksmith, G. (1994). Variables related to organizational commitment in

health professionals. Psychological Reports, 74, 707-711.

Tsui, A.S., Pearce, J.L., Porter, L.W., & Tripoli, A.M. (1997). Alternative

approaches to the employee-organization relationship: Does investment in

employees pay off? Academy of Management Journal, 40, 1089-1121.

Vandenberg, R.J., & Scarpello, V. (1994). A longitudinal assessment of

the determinant relationship between employee commitments to the occupation

and the organization. Journal of Organizational Behavior, 15, 535-547.

14



Walker, J.W., & Gutteridge, T.G. (1979). Career planning practices. An

AMA Survey Report. New York: AMACOM.

Wayne, S.J., Shore, L.M., & Liden, R.C. (1997). Perceived organizational

support and leader-member exchange: A social exchange perspective.

Academy of Management Journal, 40, 82-111.

Witt, L.A. (1993). Reactions to work assignment as predictors of

organizational commitment: The moderating effect of occupational identification.

Journal of Business Research, 26, 17-30.

15



U.S. Department of Education
Office of Educational Research and Improvement (OERI)

National Library of Education (NLE)
Educational Resources Information Center (ERIC)

REPRODUCTION RELEASE

I. DOCUMENT IDENTIFICATION:

Title: aragint Wle-

Oreemiza-AOnal

(Specific Document)

4 6rear )16rfrIw Incrrnual by Vocal-1-0714-e 441d

Author(s): J. Elaine_ Kizak
Corporate Source: Publication Date:

II. REPRODUCTION RELEASE:

In order to disseminate as widely as possible timely and significant materials of interest to the educational community, documents announced in the
monthly abstract journal of the ERIC system, Resources in Education (RIE), are usually made available to users in microfiche, reproduced paper copy,
and electronic media, and sold through the ERIC Document Reproduction Service (EDRS). Credit is given to the source of each document, and, if
reproduction release is granted, one of the following notices is affixed to the document.

If permission is granted to reproduce and disseminate the identified document, please CHECK ONE of the following three options and sign at the bottom
of the page.

The sample sticker shown below will be
affixed to all Level 1 documents

PERMISSION TO REPRODUCE AND
DISSEMINATE THIS MATERIAL HAS

BEEN GRANTED BY

\e

5e6

TO THE EDUCATIONAL RESOURCES
INFORMATION CENTER (ERIC)

Level

Check here for Level 1 release, permitting reproduction
and dissemination in microfiche or other ERIC archival

media (e.g., electronic) and paper copy.

Sign
here,-)
please

The sample sticker shown below will be The sample sticker shown below will be
affixed to all Level 2A documents affixed to all Level 28 documents

PERMISSION TO REPRODUCE AND
DISSEMINATE THIS MATERIAL IN

MICROFICHE, AND IN ELECTRONIC MEDIA
FOR ERIC COLLECTION SUBSCRIBERS ONLY,

HAS BEEN GRANTED BY

TO THE EDUCATIONAL RESOURCES
INFORMATION CENTER (ERIC)

2A

Level 2A

Check here for Level 2A release, permitting reproduction
and dissemination in microfiche and In electronic media

for ERIC archival collection subscribers only

PERMISSION TO REPRODUCE AND
DISSEMINATE THIS MATERIAL IN

MICROFICHE ONLY HAS BEEN GRANTED BY

2B

TO THE EDUCATIONAL RESOURCES
INFORMATION CENTER (ERIC)

Level 2B

Check here for Level 2B release, permitting
reproduction and dissemination in microfiche only

Documents will be processed as Indicated provided reproduction quality permits.
If permission to reproduce is granted, but no box is checked, documents will be processed at Level 1.

I hereby grant to the Educational Resources Information Center (ERIC) nonexclusive permission to reproduce and disseminate this document
as indicated above. Reproduction from the ERIC microfiche or electronic media by persons other than ERIC employees and its system
contractors requires permission from the copyright holder. Exception is made for non-profit reproduction by libraries and other service agencies
to satisfy information needs of educators in response to discrete inquiries.

Printed Name/Position/Title:

J. Elaine 4iisait,
TrOian tAra-AddrEe;wtmuntkied tbni vexsAy;b14. of -B1c6)Dgy

P.& BOX 34ol8,R;LAAvytl1.1',co, NiFt a3a84-axis
Tram 2a 8-//93
E:Mall Address:

,e Ki'zJediavcu.eitc,

FAxtb if-8a2 -aa.Y7
Date:

(over)



III. DOCUMENT AVAILABILITY INFORMATION (FROM NON-ERIC SOURCE):

If permission to reproduce is not granted to ERIC, or, if you wish ERIC to cite the availability of the document from another source, please
provide the following information regarding the availability of the document. (ERIC will not announce a document unless it is publicly
available, and a dependable source can be specified. Contributors should also be aware that ERIC selection criteria are significantly more
stringent for documents that cannot be made available through EDRS.)

Publisher/Distributor:

Address:

Price:

IV. REFERRAL OF ERIC TO COPYRIGHT/REPRODUCTION RIGHTS HOLDER:

If the right to grant this reproduction release is held by someone other than the addressee, please provide the appropriate name and
address:

Name:

Address:

V. WHERE TO SEND THIS FORM:

Send this form to the following ERIC Clearinghouse: Cheryl Grossman
Processing Coordinator

ERIC Clearinghouse on Adult, Career, and Vocational Education
Center on Education and Training for Employment

1900 Kenny Road
Columbus, OH 43210-1090

However, if solicited by the ERIC Facility, or if making an unsolicited contribution to ERIC, return this form (and the document being
contributed) to:

EFF-088 (Rev. 9/97)
PREVIOUS VERSIONS OF THIS FORM ARE OBSOLETE.


