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Introduction

The view of career development is changing
in the 21st Century; to gaining competitive
advantages through lean organizational structure,
the hierarchical career progression has demised
and a career path is neither automatic nor line
anymore (Arthur & Rosseau, 1996).  Not everyone
wants to be in the management position. Some
would rather move up to be specialists in their
areas while some may want to explore and do
different kinds of work in order to learn about
themselves and to express their values. The
definitions of career success or career orientation
among young talents are diversified.  As a result, it
is likely to affect employeesû attitude toward
organizations such as organizational commitment.

Organizational commitment is a construct
potentially useful for understanding employee
behavior in organizations. Meta-analyses have
demonstrated that organizational commitment is
consistently related to variables associated with
withdrawal from the organization, to include
perceived job alternatives, intention to leave, lateness,
absenteeism, and turnover (Griffeth, Hom, &
Gaertner, 2000; Mathieu & Zajac, 1990)  However,
the factors that cause individualûs organizational
commitment and how this construct develop over
time are less clear. Numerous studies explore
antecedents of organizational commitment (i.e.,
personal characteristics, role states, job charac-
teristics) and find that their relationships are
fairly small (Mathieu & Zajac, 1990). Although,
there has been considerable interest in organizational
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Employees are different in terms of their

views of career success, which is described as
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the effect of internal career orientations on
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commitment by using career perspective (Adler &
Aranya, 1984; Allen & Meyer, 1993; Cohen, 1991;
Hall & Schneider, 1972; Jans, 1989; Reilly & Orsak,
1991), the focus has been only on using career
stages to predict organizational commitment and
the results are mixed.  For example, Jans (1989)
found that there is little variation in the respective
influence on organizational commitment across
career stages, while Lynn, Cao, and Horn (1996)
found that organizational commitment is significantly
related to career stages.  One possible explanation
for these conflicting findings could be individual
difference (i.e., career orientations).

Thus, the purpose of this research is to
explore the effects of internal career orientations
on organizational commitment.

Following Figure 1 below, the research will
begins with the discussions of how individuals are
different in terms of internal career orientations
(Getting ahead, Getting secure, Getting high,
Getting free, and Getting balance).  Next, the concept
of organizational commitment will be addressed.
A model of how an internal career orientation, age
and organizational tenure affect organizational
commitment will be then explored. Then, data
will be collected and analyzed.  Finally, discussions,
strengths, limitation, and future research will also
be included.

Figure 1:  The effect of internal career orientation on organizational commitment.
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Literature review

Internal Career Orientations

The internal career is an individualûs
self-concept and personal career definition; it is
subjective idea about work life and his or her role
within it (Derr & Laurent, 1989). The concept of
internal career tries to focus not only on what the
person wants or thinks is important, but also on
what the individual feels he or she can do the best
as well as his or her limitations (Delong, 1982;
Derr, 1986b; Schein, 1971; Schein, 1978;
Van Maanen & Schein, 1977).  In his study of
diverse professional groups, Derr (1986) discovered
that there are different internal career orientations:
getting-ahead, getting-secure, getting-free, getting-
high, and getting-balanced. Following are the
details of each internal career.

Getting Ahead
Individuals with getting ahead as their internal

career orientation aim to be at the top of hierarchies,
status systems, and professional societies as quickly
as possible.  They need options for moving up and
if they do not get them, they will make advancement
opportunities and start looking for them.  In other
words, they are ready to make a career move when
they sense new opportunities that match their
aspirations.

Getting Secure
The definition of career success for this group

is lifetime employment, the rewards of money, status,
good health, being seen as loyal and hardworking,
good relations with colleagues and peers, and
organizational respect. Although security is

comprised of both economical and psychological
factors, getting secure is the essence of their career
successes, so these careerists are sometimes labeled
as çorganization mené or çsolid citizens.é

Getting Free

Getting-free people desire maximum control
over their work lives.  They are primarily concerned
with their personal freedom and autonomy.
While prone to work hard, their goal is to become
experts in a valued specialty and then negotiate
for their freedom. In addition, individuals with
Getting Free orientations are more loyal to their
profession than to their employers and use their
peers as a primary reference groups.  They are also
known as çinvisible personé since given any
plausible reason; they may not show up for meetings.
They may be both creative and interesting, but they
are sometimes hard to get to know because of
their marginality.

Getting High

Getting High people are turned on by their
jobs;they are happy to work harder and finish
projects. They like to initiate new projects, sell their
ideas to their superiors, and develop projects to a
more concrete stage.  Once everything is finished,
however, this careerist tends to get bored, is impatient
and begins to look for new projects. Getting-
high people love difficult projects; they are talented,
and they feel the need to test their talents. Their
objective is to get challenging and exciting work,
stay at the cutting edge, maintain high standards,
be perceived as a master craftsperson, and be willing
to seize exciting new opportunities.
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Getting Balanced

People with the getting balanced orientation
have three major domains in life: career, self-
development, and relationships. They view their
work as very important, but they will not sacrifice
it in the long-term for the other dimensions of their
lives.  Their career has to remain in balance with
self-development and relationships. Generally
speaking, they want it all, need it all, and are willing
to work hard to have it all (work, relationships,
self-development).

To sum up, people vary in terms of their
internal careers. All five orientations exist among
talent in organizations. Therefore, it is important
that organizations and supervisors must understand
what employeeûs internal career orientations are to
capture the hearts and minds of their employees
and to maximize their performance.

Organization commitment

Organizational commitment has been
defined and measured in several ways.  For example,
Luthans states that organizational commitment is
a willingness of social actors to give energy and
loyalty to the organization, a high degree of
belonging, and an unwillingness to leave the
organization for increments of pay, status,
professional freedom, or greater collegial friendship
(Luthans, Baack, & Taylor, 1987).  Mowday, Steers,
and Porterûs (1979) defines organizational
commitment as strength of an individualûs
identification with and involvement in a particular
organization (Mowday et al., 1979). It can be
further described by listing three related factors:

1. a strong belief in and acceptance of the
organizationûs goals and values

2. a willingness to exert considerable effort
on the behalf of the organization

3. a strong desire to maintain membership
in the organization

Therefore, an individual with high
organizational commitment tends to exercise a high
level of personal and task-related effort in their
work and exemplifies the prototypical corporate
citizen of the organization

In addition, organizational commitment
should be somewhat more stable over time than
job satisfaction. Although day-to-day events in
the work place may affect an employeeûs level of
job satisfaction, such transitory events should not
cause an employee to seriously reevaluate his or
her attachment to the overall organization. (Mowday,
Steers, & Porter, 1979, p.226)

Hypotheses

Previous research proposed that work values
are related to organizational commitment. For
example, Mathieu and Zajac (1990) found that
Protestant work ethic was positively correlated to
organizational commitment.  In addition, Angel and
Lawson (1994) found the relationship between
motivation (Motive), organizational commitment and
performance. There is also a study that shows
Maslowûs need hierarchy served as guides to
organizational commitment (Cook & Wall,
1980).
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Therefore, internal career, which comprises
of motives, values, talents, and perceived constraints,
is expected to affect organizational commitment.
That is, individuals with different career orientation
should show different levels of organizational
commitment.

Getting Secure types highly value
organizational loyalty, and they are seen as
çorganization men.é They are willing to put
enormous efforts into keeping organizational
activities moving forward (Derr & Chilton, 1983).
They feel that there is an open giving and receiving
of contractual relationships between them and
employers, and therefore, they tend to develop
covenantal relationship with organizations, which
is positively connected to organizational commitment
(e.g., Van Dyne, Graham, & Dienesch, 1994).
Moreover, they completely identify with the
organizationûs interests (Derr, 1986). Strong
identification with an organization (Simon, 1976)
also relates to attitudes toward organization. When
employees identify with the organization, they come
to consider the consequences of their actions in
relationship to the organizationûs well being.
Therefore, a Getting Secure type, who has a strong
identification with the organization, is likely to
show a high level of organizational commitment.

However, individuals with Getting High or
Getting Free orientations may engage in less
organizational commitment than Getting Secure
types because they highly value exciting work
and autonomy, respectively (Delong 1982).
Unlike Getting Secure type who is solid citizen in

an organization, individuals with Getting High
and Getting Free orientations tend to focus on
their in-role jobs to meet their psychological
needs (e.g., getting exciting work and gaining
freedom at work). Their objective is to getting
challenging and self-directed work, staying at cutting
edge, maintaining a grade A reputation among
colleagues, having powerful senior sponsors and
being perceived as a master craftsperson.  Therefore,
they still want to be parts of organizations.
Individuals with a Getting High orientation focus
a lot of energy on work projects that are exciting
and challenging for them because they enjoy their
work and hope that if their supervisors also like
their work, they will be assigned to more exciting
assignments.  Whereas, Getting Free people strives
for personal freedom and autonomy (Derr, 1986).
Furthermore, reviews of the literature on
organizational commitment identified a range of
possible antecedents to commitment to an
organization. These included job characteristics,
such as variety and autonomy at work (Jans,
1989),Therefore, they tend to retain some
degree of organizational commitment and sustain
a sense of belonging to the organization and to
keep good relationships with peers and supervisors.
Relatively to the other types of internal career
orientations, individuals with Getting High and
Getting Free orientations are expected to moderately
show organizational citizenship behavior.

Unlike the above internal career orientations,
the Getting Ahead and Getting Balanced orien-
tations are likely to show the lowest level of
organizational commitment, if any. Getting Ahead



...29®ÿÃ“≈ß°√≥å∏ÿ√°‘®ª√‘∑—»πå ªï∑’Ë 30 ©.115-116 æ.§.-¡‘.¬. 51

Pachsiry Chompukum/The Effect of Internal Career Orientations on Organizational Commitment

career orientation tend to devote their time and
efforts on in-role behavior because it directly relates
to performance evaluations, promotion, and salary.
They have career plans and want to move up quickly.
They are also ready to make geographical company
and career moves when they sense  new opportunities
that match their aspirations.  While, Getting balanced
people want it all: work, family, and self-
development (Derr & Chilton, 1983). Due to
time-constraint, they try to do the best they can
with their in-role jobs while spending the rest of
time and energy on nonwork agendas. Carlson,
Derr, and Wadsworth (2000) found that individuals
with Getting Balanced career orientations
experienced a high level of time-based work and
family conflict. Therefore, they are unlikely to
attach and commitment to organizations. Therefore,
this leads to the following hypothesis:

H1: Internal career orientations will
influence levels of organizational commitment
such that individuals with Getting Secure orientations
will tend to show the highest levels of organiza-
tional commitment, individuals with Getting
High or Getting Free orientations will tend to
show the moderate levels of organizational com-
mitment, and individuals with Getting Ahead
and Getting Balance will tend to show the lowest
levels of organizational commitment.

Given that older people cannot easily find
high level jobs, employees have a strong desire to
maintain membership in the organization.  Normally,
individuals identify with the organizations,
therefore, commit to maintain membership to

pursue their goals. The older they are, the more
they develop congruent between their goals and
organization. More specifically, older workers
become more attitudinally committed to an
organization for a variety of reasons, including
greater satisfaction with their jobs, having received
better positions, and having cognitively justified
their remaining in an organization (Meyer &
Allen, 1984). Furthermore, older individuals
are likely to realize that they have less career
choices.  In study of various types of organizations,
age have generally been reported to be positively
associated with commitment (Hrebiniak, 1974;
Sheldon, 1971). This leads to:

H2: Age will be positively related to
organizational commitment.

Additionally, age can represent career span
or career stages. Individuals work and grow
throughout  their lives. The older they get, the more
steps they have taken in their career span.  According
to career development models (Levinson, Darrow,
Klein, Levinson, & McKee, 1978; Super, 1957)
the development and maintenance of organizational
commitment will differ across career stages as
represented by age.  There are several studies that
employ career span to predict the level of
organizational commitment.  However, the results
are mixed and few have obtained any substantial
correlations (Mathieu & Zajac, 1990).  For example,
Fox (1989) found that employees with longer
tenure tended to exhibit higher loyalty and
commitment toward their institution. Whereas,
Ornstein and Isabella (1990) suggests that
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organizational commitment is a function of age
rather than psychological stage such as tenure
in organizations. Furthermore, Allen and Meyer
(1993) and Lynn, Cao, and Horn (1996) found
that organizational commitment is different across
career stages. While, Ornstein, Cron, and Slocum
(1989) and Jans (1989) found that there is very
little variation in the influences on organizational
commitment across career stages. Consequently, age
alone may not be enough to predict organizational
commitment. One possible explanation for
conflicting findings in previous studies is that no
study has considered how the process linking
organizational commitment with other variables
change over various career stages (Mathieu & Zajac,
1990.)  To gain more understanding, a moderation
effect should be added to the process. As stated
earlier, internal careers reflect how individuals view
the meaning of their lives and works. It is more
likely that an internal career will affect the level of
organizational commitment during their ages.

H3:  Age will moderate relationship between
internal career orientation and organizational
commitment.

Although age and tenure are both time-
related variables, they are not the same. Age
can reflect career stage while tenure signifies
individualûs experience in the organization.
According to side-bet model, the longer individuals
work in organizations, the more oriented they
settling down and are less willing to leave the
organizations. Moreover, increased investments
in the form of time and energy make it increasingly

difficult for individuals to leave with job voluntarily.
Past research (Lee, 1971; Sheldon, 1971) found
the relations between time individuals work in
the organizations and levels of organizational
commitment. Therefore, it is proposed:

H4: Organizational tenure will be positively
related to organizational commitment.

Sample and Data Collection Procedure

To obtain subjects from various organizations
and industries, data were collected from part-time
MBA students in three large universities in
Bangkok. The reason to focus on collecting data
in Bangkok is that most organizations employing
white-collar workers are located in this area. This
sample should be able to guarantee for both
external and internal validity. Full-time MBA
students were not included in this study because
they generally had only one year working
experiences and currently did not work. Therefore,
they were likely not to develop their internal
career orientations nor organizational commitment
yet. Unlike full-time MBA students, part-time
MBA students who had working experiences at
least 3 years as well as were currently employed
and belonged to certain organizations. Therefore,
they should well developed their internal career
orientations and had proved satisfactory to them.
In term of internal validity, Respondents were
asked to complete the survey, return the survey
to instructors or MBA officers after classes. When
subjects have more time to think about questions
thoroughly, the validity of their answer will be



...31®ÿÃ“≈ß°√≥å∏ÿ√°‘®ª√‘∑—»πå ªï∑’Ë 30 ©.115-116 æ.§.-¡‘.¬. 51

Pachsiry Chompukum/The Effect of Internal Career Orientations on Organizational Commitment

strengthened.  In addition, they were also assured
in the covered letter that their responses were
completely confidential; no one will ever see or
review their responses except the researcher.
Moreover, their response will definitely not affect
their grade.  The intention of collecting data is for
academic purposes and to contribute to Thai business
study.  The information they provided was coded
and accessible only to the researcher and the survey
had an identification number for research control
purposes only. The results were interpreted in
aggregation, not based on any individual respondent.
In addition, respondents were given phone numbers
of the researcher that they could contact if they
had any questions or concerns about the study.

Of the 210 surveys distribute to part-time
MBA students, 186 questionnaires were returned
for a response rate of 88.57%.  The data received
from 48 respondents were unusable because their
surveys were incomplete; they did not answer all
thirty questions in the section about their internal
career orientations, it resulted in a useable sample
of 138 respondents. The final response rate was
65.71%

Measures

Internal career orientations

The forced-choice scale used to measure
the five internal career orientations (Getting
Ahead, Getting Secure, Getting High, Getting
Free and Getting Balance) identified by Derr
(1986) consists of 30 items. Both supervisor and
subordinates were ask to select between one of two
choices in each item that they felt more accurately

reflected them or was more true of them. For
example, a respondent was asked to choose
between çI would like to work independentlyé
and çI like to be part of a stable organization
and to have my own place in ité. In the result, an
individual can have a combination of internal
career types but the highest scores indicate his
or her primary internal career orientation. For
example, an individual who had 10, 5, 4, 5, 6
on Getting Ahead, Getting Secure, Getting High,
Getting Free, and Getting Balance, respectively,
was classified as Getting Ahead person.

Organizational commitment

A Shortened version of Meyer and Allen
(1991)ûs levels of organizational commitment
was used. Respondents were asked to show the
level to which they agreed with each item.
In addition, the five items measuring organi-
zational commitment were: (1)é I feel strongly
belong to my organization,é(2)é I am reluctant
to leave a company once I have been working
here,é(3)é leaving my job would entail great
personal sacrifice,é (4)é my employer would be
very disappointed if I left my job,é and (5) çI
feel like I am part of the family at the company
in which I worké. Alpha was. 88.

Data Analysis and Results

Respondent Characteristics

The age of respondents ranged from 23 to
52 years.  The average age was 31.62 years (s.d.
= 6.73); 44 percent were men. Table 1 shows
that more than a half of all the respondents (59%)
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were single; Table 2 indicates that 6.6 percent
were married without children; 15.1 percent were
married with children and 1.6 percent were
divorced. The majority of the respondents
(62.7%) had a bachelorûs degree while 19.9%
had a masterûs degree as shown in Table 3. Table 4
summarizes that respondents came from various
functions such as administration/human resource
(10.8%), advertising/sale (3.6%), finance/accounting

(17.5%), purchasing (2.4%), information (2.4%),
marketing (15.7%), production (4.2%) and product
management (1.2%). As shown in Table 5, more
than a half of all the respondents (65.6%) were in
supervisor level or above. The average organiza-
tional tenure was 5.69 years and the average
length of time working at the current position is
3.62 years.

Table 1:  Numbers of respondents classified by gender

Table 2:  Numbers of respondents classified by marital status



...33®ÿÃ“≈ß°√≥å∏ÿ√°‘®ª√‘∑—»πå ªï∑’Ë 30 ©.115-116 æ.§.-¡‘.¬. 51

Pachsiry Chompukum/The Effect of Internal Career Orientations on Organizational Commitment

Table 3:  Numbers of respondents classified by levels of education

Table 4:  Numbers of respondents classified by job function
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Table 5:  Numbers of respondents classified by position

Results

Hypothesis 1 posits that Internal career
orientations will influence levels of organizational
commitment such that individuals with Getting
Secure orientations will tend to show the highest
levels of organizational commitment, individuals
with Getting High or Getting Free orientations
will tend to show the moderate levels of
organizational commitment, and individuals
with Getting Ahead and Getting Balance will
tend to show the lowest levels of organizational
commitment. As predicted, the statistical results
revealed that individuals with a Getting Secure

orientation showed the highest levels of
organizational commitment (mean = 3.84),
whereas individuals with Getting Ahead and
Getting Balanced showed the lowest levels of
organizational commitment (mean = 3.34).
Individuals with Getting High and Getting
Free orientations showed moderate levels of
organizational commitment with mean of 3.79
(F 2,132 = 3.8, p <.05).

Hypothesis 2 asserts that age will be posi-
tively related to organizational commitment. As
shown in Table 6, age is positively related to
organizational commitment (rûs = .352, p <.01).
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Hypothesis 3 holds that age will moderate
relationship between internal career orientation and
organizational commitment. In the other words,
the effects of internal career orientations on
organizational commitment will be stronger for
older workers than younger workers.  The result
of ANCOVA did not find statistically significantly
support for this hypothesis (F 2,131 = .15, n.s.).

However, hypothesis 4 was supported. That
is organizational tenure is positively related to
organizational commitment (rûs = .237, p <.05).

Discussion

The current study is unique in that it explores
extended dispositional factors in organizational
commitment study. Past research has studied

different antecedents of organizational commit-
ment but none has studied how internal career
orientation, that is an individualûs self-concept and
personal career definition, affects organizational
commitment.  The study uncovers that internal career
orientations do not only represent an individualûs
work basic values but also influence an individualûs
attitudinal outcome, namely organizational
commitment.  Individuals with different internal
career orientations hold different levels of
organizational commitment.  Specifically, individuals
with Getting Secure orientations show the highest
levels of organizational commitment, individuals
with Getting High or Getting Free orientations
show the moderate levels of organizational
commitment, and individuals with Getting Ahead
and Getting Balanced show the lowest levels of
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organizational commitment. The study supports
Derrûs concept (1986) that of the five internal
career orientations, Getting Secure type is the most
loyal and identifies himself/herself completely
with the organization while Getting Ahead or
Getting Balanced type sticks with what they want
(i.e., fast career move up and balancing acts)
rather than with organizations.

In addition, the study consists with the past
research that show that age and organizational tenure
are positively related to organizational commitment.
Intuitively, organizational tenure should be a better
surrogate measure of side bets and more related to
organizational commitment than age. However,
results of the study does not confirm the belief.
Results of the study indicates that the degree of
correlations between age and organizational
commitment is stronger that the degree of
correlations between organizational tenure and
organizational commitment. More interestingly,
the correlations between time working with a current
supervisor is moderately strong (rûs = .288, p <.01).
It is stronger than the relationships between
organizational tenure and organizational
commitment.  It is possible that individuals attach
to their supervisors, and in turn, affect their
organizational commitment.

Implications, Limitations and
Future Research

Implications

Results of this study lead to several con-
clusions for implications. Since individuals with

different internal career orientations tend to have
different levels of organizational commitment,
managers should pay more attention to people
who are Getting Ahead and Getting Balance to
build up their organizational commitment which
can lead to positive outcome to organizations.  For
instance, managers can enhance levels of
organizational commitment by creating with
their subordinates a sense of trust and fairness.
Moreover, organizations should be flexible in
providing what employees need and value to
motivate and retain the valuable asset, human
resources.  More specially, Thai organization should
focus on provide a sense of security and opportunities
to balance between works and personal lives.  This
can be done by innovative human resource
management such as flexible rewards, flexible
employee benefits/cafeteria approach, long-term
benefits for employees through alternative insurance
and health management schemes, giving benefits
directed at employeesû families, and humanizing
work environment.

Limitations

The findings and conclusions of this study
should be interpreted keeping in mind the following
limitations.  The data presented are based on self-
completed questionnaires and may suffer from
common method variance (Podsakoff & Organ,
1986).  In particular, any potential constraints due
to shared method variance need to be taken into
consideration. However, up to now self-reporting
seems to be only way in the study of individualsû
attitudinal outcome.
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Moreover, the study was conducted in
Thailand, it might not be generalizable to other
cultural settings.  Culture and environment can
affect the tests conducted and the relationships of
the variables may vary from culture to culture.
Theories seem to have both etic (universal) and
emic (specific for some cultures) sides.  Therefore,
generalizing findings should be done carefully.

Future Research

Future research should further explore the
explanations offered in this study. The study of
relationships between commitment to a direct
supervisor and commitment to an organization should
be explored. It is possible that commitment or
attachment to a person can lead to commitment to

an organization.  Although, there were studies finding
relationships between leadership style and
organizational commitment, none has studies the
effects of attachment to a person and organizational
commitment. In addition, it might be worthwhile
to study the moderation effects of these factors.
Another avenue for research could be a longitudinal
study of internal career orientation. Especially,
future research should try to provide a more solid
framework of how internal career orientation may
change over time. This study demonstrates the need
to develop such a conceptual framework and apply
some of the career development and organizational
commitment models. The arguments proposed in
this study may well be a good starting point for
such research.
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