
Organizational Commitment & Career
Satisfaction among Women Employees

Swati Agrawal & Shalini Srivastava

Swati Agrawal (E-mail:Swati. agrawal @ jaipuria.ac.in)& Shalini Srivastava (E-mail: Shalini.srivastava@jaipuria.ac.in) are Professors (HR/OB), Jaipuria Instituteof Management, Noida.

This is a study of the relationship
between organizational commitment,
employee empowerment and career
satisfaction of female work
force.Women employees working in
India have been approached for in-
vestigation of variables in this study.
The results of the analysis state that
organizational commitment and ca-
reer satisfaction have a positive re-
lationship. Employee empowerment
has a positive moderating impact on
the relationship of organizational
commitment with career satisfaction
of female gender. The outcome of the
study establishes the importance of
empowering women employees in the
organization for ensuring higher ca-
reer satisfaction. The framework
brings insights for managers and or-
ganizations to establish policies and
practices which facilitate women em-
powerment. This would result in the
long-term growth of the organization.

Introduction

In the present business environ-ment, diversity has been consideredas one of the key success factorsin the organization. It brings differ-ent perspectives and facilitates in-novation in the organization. Inno-vation is considered as a source ofcompetitive advantage.  Globally, thenumber of women in the work placeis increasing.  The increasing per-centage of women employees in theworkplace is also because of thefact that career growth has taken acentral role in the lives of manyworking women. This results inhigher productivity at workplace.Organiztaions therefore are posi-tively looking at the career advance-ment of women employees for in-creasing the competitiveness of theorganization.
The career progression of womenemployees in India is gradually on theascent, however, the percentages ascompared to rest of the world are stillvery low. In recent times, the percep-tion of women has been shifting to-wards their career growth and status
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in the society. Still, their representationis less in the management of the organi-zation.  It has been an established andcommon fact that career progress ofwomen in the organization is slower(Catalyst, 2014; Ceci and Williams, 2011).The overall percentage of women par-ticipation in the workforce has increasedin all the sectors such as private, publicand government including armed forcesand police. But the percentage of womenrepresentation varies significantly at dif-ferent levels in the organizations. Mostof the time it is evident that the percent-age of women employee’s decreases asthey climb up the corporate ladder. A vastpercentage of them is at the entry level.This means that career progression isless for women employees. In a studyon the female gender. Angeline et al(2017) stated that women are less rep-resented in comparison to men in man-agement positions.One reason could below career satisfaction among womenemployees. Most of the time womenwithdraw from their career due to vari-ous barriers to career progression. Re-taining women employees and ensuringhigh career satisfaction will  haveasignificant outcome for the organizationand is strategically important. For orga-nizations it’s of strategic importance toretain women employees and ensure highcareer satisfaction among them.  Thiswould ensure that part of the workforceshould not remain dissatisfied resulting inlow performance and women in

workforce bring diversity, foster innova-tion and bring a higher level of group per-formance. Different factors may be rea-sons for the dissatisfaction and choosingto withdraw from a career.  The purposeof the paper is to explore the relationshipof career satisfaction with women em-powerment and organizational commit-ment.
Many researchers have earlier stud-ied the impact of organizational commit-ment on job satisfaction (Begley,Chaka& Joseph, 1993; AL-Hussami,2008). However, the relationship be-tween organizational commitment andcareer satisfaction has not been studiedmuch.  The research which has beendone is gender neutral. Gender specificresearch has mainly been focused on therights, conditions, and arrangements.Today, across the world, deliberations onwomen empowerment and implementa-tion of women related policies are gain-ing momentum (Cornwall& Althea,2015). Empowerment has also been stud-ied as an important dimension of moti-vating employees for high performance.However, other than the study byArogundade & Arogundade (2015) whichexamined the impact of psychologicalempowerment on career satisfaction, noother research has specifically studied therelationship between psychological em-powerment and career satisfaction.Some of the studies in this area are notspecific to gender.  Therefore, it’s im-portant to study the relationship betweenpsychological empowerment and careersatisfaction. This paper discusses the lit-erature and establishes a theoreticalframework leading to analysis of the data

Women are less represented in
comparison to men in management
positions.
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obtained from female employees work-ing in India. The result establishes a re-lationship between organizational commit-ment, women empowerment and careersatisfaction of women employees. Theeffect of empowerment on career satis-faction on female employees brings in-sights in policies and practices which mayfacilitate higher empowerment to pro-mote the women employees in the work-place.
Career Satisfaction

Career has been an important areaof research as it has high implication forpractitioners and important for employ-ees as well.  It’s evident that mostly ev-eryone working in the organization strivesin their work environment for career suc-cess. The career of an employee is builton many personality related behaviorsand on organizational practices. Organi-zational learning, mentoring, innovation,decision making, networking, perfor-mance management and training all im-pact the career. In one primary researchon career, Greenhaus et al (1990)   isone of the widely referred work accord-ing to which career is a series of jobsheld during an individual’s lifetime. Ca-reer satisfaction has been defined in theliterature as the success and achieve-ments with positive outcomes which re-sults from an individual’s work experi-ences (Kramer et al, 1995).  Some of the

positive outcomes of career satisfactionare evident in health, well-being, and lon-gevity of employees in the organization(Leung et al., 2011). The classical re-search (Greenhaus, et.al, 1990) states thatcareer satisfaction is a subjective mea-sure. According to them, the perceptionof employees about their overall careergoals, income goals and career advance-ments results on subjective career satis-faction. It’s one’s internal assessment ofhis/her career and feeling of professionalachievement (Hennequin, 2007). Employ-ees with high career satisfaction are moreengaged with the organization and con-tribute more to its growth.  Such employ-ees would be an asset to the organiza-tion.
Spurk& Abele (2009) in their re-search to measure subjective career suc-cess asked respondents questions with afocus on job satisfaction like “All in all,how satisfied are you with your job atthe moment”. Heflin (2005) in his workrelated subjective career success withsense of purpose and work-life balance.Therefore, subjective career success isabout satisfaction for a longer period,whereas job satisfaction is limited to thepresent job of employees.  The instru-ment developed by Greenhaus etal(1990) has been popularly used in thestudy of career satisfaction.

Organizational Commitment

The second variable of the study, or-ganizational commitment, can be definedas ‘‘the strength of an individual’s iden-tification with an involvement in a par-ticular organization’’ (Allen& Meyer,
The career of an employee is built
on many personality related be-
haviors and on organizational prac-
tices.
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1990). Mowday et al (1982) in their re-search have defined organizational com-mitment as “willingness to exert consid-erable effort on behalf of the organiza-tion, and a strong desire to keep up mem-bership in the organization”. Allen &Meyer (1990) developed the three com-ponent model of organizational commit-ment which has been widely researchedfurther by researchers in this area. In thethree-component model organizationalcommitment has been classified as af-fective commitment,  continuancecommitment,and normative commitment.The difference among the three can beunderstood as in affective commitmentemployees want to work in the presentorganization. It is different from continu-ance commitment in which employeesstay in the organization because of theneed to stay and not because of wantingto stay. Employees with strong norma-tive commitment remain with the organi-zation because they feel they ought todo so.The affective commitment of em-ployees results in strong correlation withoutcomes desired by the organization.Employees with affective organizationcommitment would prefer to remain withthe organization for long (Allen &Meyer,1996). In some of the researches, theorganizational commitment has beenmeasured by only affective commitment(Lee & Bruvold, 2003).
Career Satisfaction &Organization
Commitment

According to past research in thearea of career satisfaction, many indi-vidual and organizational variables influ-ence career satisfaction. Most of these

researches have different outcomes likethat of Sikorska-Simmons (2005) who intheir work found that women are lesscommitted to their organization in com-parison to men. On the contrary, accord-ing to Johnson and Chang (2006) womenare more committed to the organizationthan men. The work on satisfaction hasalso different outcomes. Poon (2004)stated that women are less satisfied withtheir careers while few others(Greenhaus et al., 1990; Seibert &Kraimer, 2001) have found that womenare more satisfied than men in the orga-nization. Poon (2004) in his study on therelationship of organizational commit-ment and career satisfaction has foundthat organizational commitment positivelyaffects career satisfaction whileMahatanankoon (2007) has found careersatisfaction to positively affect organiza-tional commitment. To study the relation-ship of organizational commitment &career satisfaction in the context of fe-male gender working in organizations,following hypotheses have been formu-lated:
H1.   There will be a positive and signifi-cant relationship between organiza-tional commitment and career satis-faction of women employees.

Women Empowerment

Empowerment has been a widelytalked about and researched term in man-agement literature.  This term is impor-tant in the current times of globalization,participation, and autonomy.  Empower-ment has been explained as the involve-ment of employees in the decision-mak-
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ing process (Cole et al, 1993). Bown &Lawler (1995) found that in empowermentorganization creates an environmentwhere employees are invited to being partof decision making. Empowered employ-ees are required to think strategically andbe responsible for the quality of their task.There are multiple dimensions to employeeempowerment like control of one’s work,involvement, participation, teamwork, de-cision making and so on. Even job enrich-ment ( Herzberg, 1968) which is con-nected with decision-making about one’swork and related activities is also referredto as employee empowerment. Accord-ing to Kanter (1977) the purpose of man-agement is to ensure work effectivenessby creating conditions of transparency andsharing information. This also includes theenvironment of support and availability ofresources to employees. With all this inthe environment, employees would feelempowered.  Kanter (1993) has studiedand described structural empowerment.She conceptualizes power as the “abilityto mobilize resources to get things done”(Kanter, 1993).  She states that “charac-teristics of a situation can either constrainor encourage optimal job performance,regardless of personal tendencies or pre-dispositions”. Empowerment, therefore,also results from the ability to take a de-cision and the ability to ensure resourcesfor the organization for the task. Spreitzer(1995) has explained empowerment as apsychological state of employees with

meaning, competence, self-determinationand impact as four components of psy-chological empowerment.
Empowerment &Organizational
Commitment

In a study done on teachers byBogler & Somech (2004), it has beenfound that teachers’ perceptions of theirlevel of empowerment are significantlyrelated to their level of organizationalcommitment.  High empowerment inemployees would result in a greatersense of meaning from their work andthis would lead to higher levels of orga-nizational commitment (Kantar, 1993).Kanter theory has been widely used inresearch to understand the influence ofemployees’ empowerment on differentaspects of work and organization.Noorliza (2006) in her work has also es-tablished the relationship between com-mitment and employee empowermentalong with other factors. Ongori andShunda (2008) established a sense ofbelongingness as the positive outcome ofemployee empowerment. Another empiri-cal investigation in the case of a revenueagency in Iran on the relationship of em-ployees’ empowerment and four compo-nents of organizational commitment hasrevealed positive and meaningful relation-ship among them (Bani, Yasoureini &Mesgarpour, 2014).In order to reinvesti-gate the Kanter’s model (1993), Ouyang

Empowered employees are re-
quired to think strategically and be
responsible for the quality of their
task.

Teachers’ perceptions of their
level of empowerment are signifi-
cantly related to their level of or-
ganizational commitment.
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et al. (2015) conducted astudy on newgraduate nurses. This study expandedKanter’s model by concluding that if theorganizations do not have specific strat-egies to reduce disempowerment in theworkplace, any attempt to prevent orga-nizational attrition of new employeeswould not be successful. Lie and Nie(2014), in their recent study on teachers,reestablished the relationship of ‘mean-ing’, ‘autonomy’ and ‘impact’ dimensionsof empowerment, teacher’s perception ofempowering behavior of their respectiveprincipals and their work-related out-comes.  This research reveals the im-pact of employee empowerment onwork-related outcomes including organi-zational commitment.  The relationshipbetween employee empowerment & or-ganizational commitment was done bySumi Jha (2011) in the IT industry. Shestated that psychological empowermenthas positive influences on affective andnormative commitment.  The hypothesisdeveloped by the authors to establish therelationship of women empowermentwith organizational commitment is statedas:
H2:  There will be a positive and sig-nificant relationship between employeeempowerment and organizational com-mitment of women employees.

Empowerment & Career
Satisfaction

Some studies have been done to ex-plore the relationship between em-powerment and careersatisfaction.Dust, Resick & Mawritz (2014) stud-ied the relationship between employ-

ees’ empowerment, transformationalleadership, and employee task perfor-mance. This study concluded that em-powerment of employee contributes tobuilding a motivational mechanism andit mediates the relationship betweentransformational leadership and em-ployee behavior related to the job.Bogler & Nir (2012) in their study onteachers found that  empowermentmediates the relationship between or-ganizational support perceived byteachers and their satisfaction. Thestudy also revealed that status andrespect are important dimensions ofempowerment which predicts satisfac-tion.  Research done in a Korean or-ganization by Baek and Taejo (2013),examined how career satisfaction isinfluenced by transformational leader-ship and psychological empowerment.Their study states that career satis-faction would be high when employ-ees perceive high meaning, compe-tency,  and  se l f -de te rmina t ion .Arogundade & Arogundade’s (2015)research on the psychological empow-erment at workplace revealed that apsychological empowerment is directlyrelated to an individual’s success intheir career. They also stated that psy-chological empowerment impacts ca-reer satisfaction. Organizations wouldhave high productivity and employeeswould be more satisfied with their ca-reer, if the focus is on empowerment
Career satisfaction would be high
when employees perceive high
meaning, competency, and self-
determination.
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of employees.Based on the above, weformulated the following hypotheses:
H3: There will be a asignificant posi-tive relationship between employee em-powerment and career satisfaction ofwomen employees.
H4: There will be a significant impactof empowerment as a moderating vari-able for organizational commitment-ca-reer satisfaction relationship.

Sample & Procedure

Women employees were ap-proached for investigations of variables
Table 1 Descriptive of Demographic Factors (N=234)

Variables Frequency  Variables FrequencyMarital Status  Married 143 Experience   1-5 66Unmarried 91 6-10  112                                                                                                                           11-15 38Age 20-25 37 16-20 1226-30 69 Above 20 631-35 7136-40 32Above 40 25

in this study. Mainly women working inprivate organizations have been the re-spondents. Although 300 women em-ployees working mainly in private orga-nizations in India have been contacted,the authors received 246 questionnaireswith a response rate of 82%. After aninitial review of the questionnaire, 236completed were taken further for analy-sis and investigations.  The demographicprofiles of the sample are shown inTable 1. All the participants were ap-proached in person and privacy of theiranswers was assured. The data wasassessed through descriptive statistics,correlation, and regression using SPSS21.

Measures

Organizational Commitment

An 18-item organizational commit-ment scale developed by Meyer et al.,(1993) was used in the present study. Thescale has three components viz., affec-tive, normative, and continuance commit-ments. The responses were measured ona five-point Likert scale, 1 being stronglydisagree and 5 being strongly agree.Some of the items were reversely coded.Statements like ‘I do not feel emotion-

ally attached to this organization’ and ‘Iowe a great deal to my organization’were the part of the survey. Cronbachreliability of the scale was found to be.75.
Career Satisfaction

For measuring career satisfaction, a 5-items scale of career satisfaction developedby Greenhaus et al (1990) has been used.Sample statements like “I am satisfied withthe success I have achieved in my career”and “I am satisfied with the progress I have
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made toward meeting my goals for ad-vancement” were part of the survey.Cronbach alpha was found to be .71.
Employee Empowerment

W. Kirk Roller’s instrument for mea-suring employee empowerment wasused in the present study.The scale con-sisted of 15 items measuring dimensions

of autonomy, participation, and respon-sibility. The responses were measuredon a five-pointLikert scale, 1 beingstrongly disagree and 5 being stronglyagree. Statements like “I have the free-dom to decide how to do my job” and “Iam personally responsible for the workI do” were part of the survey. The in-strument was found to have a high reli-ability and validity .81.
Fig. 1 Hypothesized Model

It can be observed from Table 2 thatthere is a positive and significant rela-tionship between organizational commit-ment and career satisfaction (r=.40, **p < 0.01) thus, stating first hypothesis thatthere would be a positive and significantrelationship between organizational com-mitment and career satisfaction ofwomen employees. A positive and sig-nificant relationship between organiza-tional commitment and employee em-

powerment (r=.9, ** p < 0.01) proved thesecond hypothesis of the study that therewould be a positive and significant rela-tionship between employee empowermentand organizational commitment of women
There would be a positive and sig-
nificant relationship between orga-
nizational commitment and career
satisfaction of women employees.

Table 2 Means, Standard Deviations, Inter-correlations reliability of the Variables (N=234)

S.No Variables Mean SD 1 2 31 Organizational Commitment 53.94 7.98 .752 Employee Empowerment 52.57 6.88 .39** .813 Career Satisfaction 17.89 3.11.  40** 46**  .71Note: ** p < 0.01; * p < 0.05; Reliability is explained diagonally in italics

 
Organizational Commitment Career Satisfaction 

Employee Empowerment 
 (β=.51** Adj2 =.26) 

 (β=.40** Adj2 =.16) 
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employees. The third hypothesis of thestudy that there would be a positive andsignificant relationship between employeeempowerment and career satisfaction ofwomen employees is also proven by theresult (r=.40, ** p < 0.01).In order to
Table 3 Results of Moderated Regression Analysis: Predictor Variable-Career Satisfaction;

Moderator Variable-Employee Empowerment; Criterion Variables-Career Satisfac-
tion

Predictor and Main Effect of Main Effect of Interaction Effect ofModerator Organizational  Employee OC*EECommitment (OC) Empowerment (EE)Criterion Variables Beta Adj R2 Beta Adj R2 Beta Adj R2Career Satisfaction .40** .16 .46** .21 .51** .26Note: ** p < 0.01; * p < 0.05

prove the last and final hypothesis of thestudy that there will be a significant im-pact of empowerment as a moderatingvariable for organizational commitment-career satisfaction relationship, we con-ducted moderator regression analysis.

There wouldbe a significant impact
of empowerment as a moderating
variable for organizational commit-
ment-career satisfaction relation-
ship.

It can be observed from the results inTable 3 that after interaction of organiza-tional commitment with employee em-powerment, beta value increased from .40to .51 and Adj R2 increased from .16 to.26 thus, indicating positive moderationeffect and proving the fourth hypothesisof the study that there wouldbe a signifi-cant impact of empowerment as a mod-erating variable for organizational commit-ment-career satisfaction relationship.
Discussion

Dynamics of the relationship and in-terplay of gender has been an importantforce to practitioners and researchers(Agrawal, 2015). The present study has

investigated the relationship between or-ganizational commitment, employee em-powerment and career satisfaction ofwomen employees.The result of theanalysis is in agreement with our hypoth-eses that organizational commitment andcareer satisfaction have a positive rela-tionship. The study also states that em-ployee empowerment has a positive re-lationship with the organizational commit-ment of female gender. This is in con-sensus with the work of Ongori andShunda (2008), that employee empow-erment builds organizational commitmentof the employees. The study states thatwomen empowerment in the organizationwould positively influence the relation-ship between organizational commitment& career satisfaction. The result of thestudy is in agreement with the work ofArogundade & Arogundade (2015) thatpsychological empowerment leads to anindividual success within their career.Forstenlechner and Baruch (2013) statedthat authority to take a decision is higheramong male employees representing
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nepotistic behavior in favor of male em-ployees. Therefore, by empowering fe-male employees,organizations would beable to bring equity in authority to take adecision. This would results in highercareer satisfaction as established in thisresearch.  This is the pioneer study asthe relationship between organizationalcommitment, employee empowermentand career satisfaction have not beenstudied earlier. The study is unique as thisrelationship has been established forwomen employees, making it more rel-evant in the present time. Percentage ofmarried women in the sample was61.Therefore for married women in theage group of 26 years and above, em-powerment would significantly mod-erate the relationship between organiza-tional commitment and career satisfac-tion. The general belief is that marriedwomen would need considerable work-life balance hence married women mayvalue empowerment, participation andinvolvement more and would have a criti-cal perspective on their career growth inthe organization. Empowerment wouldalso bring flexibility and decision makingwhich also facilitate work-lifebalance.Also increase in beta value from.40 to .51 indicates that employee em-powerment has a significant impact onthe relationship between organizationalcommitment and career satisfaction.Therefore to ensure that women employ-ees with high organizational commitmentare satisfied with their career in the or-ganization, policies and practices areneeded in organizations to facilitate highempowerment among them. Else orga-nization may find it difficult to retain andhave high performing women employees

even when they have a commitment tothe organization. In absence of womenempowerment resulting in low careersatisfaction, organizations and societywould witness low career advancementfor women employees as stated by Say-ers (2012).
Managerial Implications

In real life, managers are facing achallenge in retaining female employeesin the organization and increasing careersatisfaction among them. Presence ofwomen employees at all levels in the or-ganization brings benefits of diversity andinnovation. Ensuring career satisfactionamong women employees is a challengefor organizations, which has been ad-dressed in the paper. Low satisfactionwith career may result in low productiv-ity and attrition, especially among womenemployees. The paper brings insights formanagers that high commitment amongemployees is not sufficient to be positiveabout performance and satisfactionamong women employees.   Involvementand participation which lead to empow-erment of an individual make her moresatisfied with work life and increasescareer satisfaction resulting in a long-term benefit for the organization.
Social Implications

The scenario of working women glo-bally is that mostly they still are not atpar when it comes to decision making andsignificant role in key positions. Specifi-cally, in developing countries the percent-age of women in workforce decreasesas they move up the ladder. Reasons for
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this scenario are organizational as wellas social. Organizations have an impor-tant role in society by ensuring the growthof women within organizations resultingin an increase in motivation for womento be part of the workforce. This studystates that women should be empoweredwhich would not only help organizationsby increasing satisfaction among thembut also brings change in societal per-spective of involvement and participationof women employees.
Limitations

In this study the sample mostly con-sisted of women employees working inprivate organization. A more genericstudy with employees from both publicand private sector would bring the sce-nario of women empowerment in publicinstitutions also. Further with the purposeof convenience and availability, samplemostly consists of female employees atthe middle level. Further research can beundertaken with women employees insenior management positions. Research-ers, therefore, can further explore dimen-sions of empowerment for women em-ployees in specific which positively in-fluence career satisfaction. Further, re-search in this area would bring the focusof the practitioners and organizations onfactors and dimensions to increase em-powerment and satisfaction of womenemployees.
Conclusion

It is a widespread belief that increas-ing diversity by the presence of womenemployees in the workforce increases the

performance of the organization. Thepurpose of the study is to establish therelationship among women empower-ment, organizational commitment, andcareer satisfaction. This study is a pio-neer in conducting research on the im-pact of organizational commitment andwomen empowerment on career satis-faction. The study indicates the positivemoderating impact of employee empow-erment on the career satisfaction amongwomen employees with high organiza-tional commitment. The positive belief ofempowerment and involvement in thedecision making results in higher careersatisfaction among women employeesenabling higher performance. Empower-ment may be more important for femaleemployees because of the higher needto balance between work and family life.With higher empowerment, women em-ployees would have more resource andwould be able to take the decision to useresources more conveniently. These de-cisions would impact both work and fam-ily life. This would result in higher ca-reer satisfaction. The study reveals theneed for policies which increases partici-pation of women employees in the deci-sion making in the organization. Empow-erment has always been important forincreasing involvement of employees andmotivating them for higher performance.However, for women employee’s em-powerment may be more important fac-tor. This is because, when they can take
Empowerment may be more impor-
tant for female employees because
of the higher need to balance be-
tween work and family life.
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decisions impacting themselves and theorganization, women would be better ableto balance demand at work and their ownfamily life. The outcome of the studybrings insight on the importance and fo-cus needed for empowering women em-ployees in the organization.
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