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ABSTRACT

Individual-level resources that energize individuals have become
more critical than before for career success. This study aims to
investigate the influence of career commitment on career success and
the moderating role of positive framing on the relationship between
career commitment and career success. This study included 159
responses drawn from private financial institutions in Sri Lanka. This
study adopted a quantitative approach and employed hierarchical
multiple regression to analyze the data. The results indicated that
respondents’ profile data did not significantly influence career
success, but career commitment and positive framing positively
influence career success. Further, this study explored that employees’
engagement in positive framing moderate the relationship between
career commitments and career success, it indicates that this
relationship is more vital for those who engage in a high level of
positive framing than those who engage in the low level of positive
framing. Career commitment and positive framing together explain
60% of the variance in career success. This is the first study that
examines the subject of positive framing on the relationship between
career commitment and career success. By identifying the moderator
role of positive framing, this study extends our understanding of the
role of positive framing in career research. This study suggests the
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significant role of individuals in their career success. The results of
this study advise the employees to develop their personal career goals
and involve in these goals. In addition to the career commitment,
employees are advised to develop their self-management process in
an optimistic way to achieve their career success.

Keywords: Self-management, Positive Framing, Career, Career
Commitment, Career Success

1. Introduction

Both employees and employers are fascinated to know why some
people are more successful in their careers than others. The
emergence of new career models (boundaryless or protean careers)
claims that careers are not limited to organizational boundaries, and
employees are responsible for their self-interested careers (Arthur et
al., 2005; Sultana et al., 2016). The current career environment forces
employers to select people with transferable skills that help them to
perform successfully in the emerging career context (Ballout, 2009).
Also encourage individuals to self-manage their career than depend
on their organizations' directions for their career success. Therefore,
employees are encouraged to develop their transferable skills and
commit to their careers than to their organization for their career
success (Ballout, 2009; Sultana et al., 2016).

Career commitment is described as "one's attitude toward one's
profession or vocation” (Blau, 1985: 278) it reflects the motivation of
people to work toward personal development in their profession
(Ellemers et al., 1998). Employees who highly committed to their
careers are inclined to make excellent investments in their careers and
put considerable effort in achieving their career goals. Career
commitment is positively related to satisfaction, skill development,
and career success (Vandenberghe and Ok, 2013; Pasha et al., 2017,
Sultana et al.,, 2016). Career success is the collection of
accomplishments stem from the work experiences (Judge, Cable,
Boudreau, & Bretz, 1995) and it is a path of satisfying individuals'
need for attainment and power in their career paths (Ishak, 2015).
Career success consists of two dimensions: objective career success
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and subjective career success (Ballout, 2009; Seibert et al., 1999;
Spurk et al., 2019). Though objective career success relates to visible
career achievements, subjective career success relates to less-
observable career achievements (Ballout, 2009). Subjective career
success is an individual's feelings of attainments and enjoyment with
his/her career (Judge et al., 1995). Subjective career success is more
likely to enhance individuals' happiness, and it leads to objective
career success in the future (Abele and Spurk, 2009; Nabi, 2003).

The emerging career theories claim that organizational borders do not
limit careers, but it is within the control of individuals (Arthur et al.,
2005; Lyons et al., 2015). Consequently individual-level resources
that energize them have become more critical than before for career
success. Positive framing is a cognitive self-management process that
helps individuals to feel positive energy (Ashford and Black, 1996;
Owens, 2010; Ashford and Taylor, 1990; James, 2019). Individuals
who engage in positive framing favorably interpret the environments:
they explain the situation as an opportunity rather than thread though
the actual situation prevails as it is, and such interpretations increase
their resources. Further, as a resource, positive framing increase
employees' psychological capital (Gruman and Saks, 2013), which is
a positive psychological characteristic include self-efficacy,
optimism, hope, and resilience (Luthans et al., 2006). Unfortunately,
scholars failed to identify the role of positive framing in career-
related research. However, Judge, Cable, Boudreau, & Bretz, (1995)
found that human capital is an antecedent of career success.
Extensive studies suggest that Career commitment is a crucial
determinant of career success. In the modern career context, that is
dynamic and individual goal-oriented, cognitive self-management of
individuals can be imperative for career success in addition to the
career commitment. Further, Ballout (2009) suggested that future
research can include variables that can strengthen the positive
influence of career commitment on career success. Positive framing
has the potential to reinforce the positive impact of career
commitment on career success. Therefore, this study aims to
investigate the positive influence of career commitment on career
success and the moderating effect of positive framing on the positive

Peradeniya Management Review - Volume Il Issue 1 (June) 2020



The Role of Positive Framing in the Relationship

relationship between career commitment and career success.
Studying the moderator role of positive framing on the relationship
between career commitment and career success will enlarge the
understanding of the role of positive framing on career research. This
study is also the first to examine the subject of positive framing on
the relationship between career commitment and career success.
Further, this study examines the said relationships in Sri Lankan
context, where there is a lack of researches in this study area.

Previous studies suggest that compared to objective measures,
subjective measures of career success relates to more positive career
outcomes (Gattiker and Larwood 1986; Karavardar, 2014; Kim and
Beehr, 2017). Also, Park (2010) noted that in the modern career
context where uncertainty and mobility of the career have become an
inevitable part assessing career success in terms of subjective
indicators is more meaningful. Further, Subjective career success
leads to individuals' happiness and objective career success in the
future (Abele and Spurk, 2009; Ballout, 2009; Nabi, 2003).
Therefore, this study considers only subjective career success.

2. Literature Review and Hypotheses Development
2.1 Career Commitment

The term ‘career' has been defined in a different point of views.
Generally, a career can be defined as an individual's role-related
lifelong sequence of experiences (Hall, 2002). According to
Greenhaus (1987), a career is a series of jobs held during an
individual's lifetime. The dynamic nature of career and career context
encourage individuals to self-manage their career and be more
committed to their career than to their organization (Ballout, 2009;
Sultana et al., 2016). Hall (1971: 59) describes career commitment as
"the strength of one's motivation to work in a chosen career role".
Many career scholars have described career commitment as an
attitude, for example, Hall (1976) and Mueller et al., (1992) describe
career commitment as an identification with and involvement in one's
profession. Similarly, Blau (1988) describes career commitment as
‘one's attitude towards one's profession or vocation'. Career
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commitment as an attitude includes personal career goals and
identification and involvement in these goals. Career commitment
differs from organizational commitment. Organizational commitment
involves an individual's identification with and involvement in a
particular organization" (Mowday et al., 1979). In contrast, career
commitment includes self-generated goals and identification and
attachment with one's career. Randall, (1987) highlights that
organizational context and nature of the career leads to one's career
commitment and possibly less or provisional commitment to their
organizations. Individual disparities and situational factors are the
key antecedents of career commitment London (1983). Literature
suggests that employees' career commitment positively related to job
satisfaction, skill development, career investment, and career success
(Vandenberghe and Ok, 2013; Ballout, 2009; Pasha et al., 2017
Sultana et al., 2016). In the same way, Day and Allen (2004) found
career commitment enlarges career satisfaction.

2.2 Career Success

Career success is "the experience of achieving goals that are
personally meaningful to the individual, rather than those set by
parents, peers, an organization, or society” (Mirvis & Hall, 1994).
According to Judge et al. (1995), it is the collection of attainments
stem from the work experiences. Similarly, Seibert and Kraimer
(2001) label career success as the added positive work and
psychological consequences arising from one's work experiences.
Ishak (2015) noted that career success is a way of satisfying
individuals' need for attainments and power in their career paths.
Career success is viewed as both subjective and objective
perspectives (Baruch 2004; Breland et al., 2007; Judge et al., 1995;
Spurk et al., 2019). According to Judge et al. (1995), career success is
an individuals' objective or subjective perception of achievements in
their work experiences. Researchers have identified conceptual
differences between objective and subjective career success (Ng et
al., 2005; Seibert et al., 1999).
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While Objective career success includes visible career attainments
such as promotion, different job titles and salary, subjective career
success includes unobservable achievements such as job satisfaction,
work-life balance, and career satisfaction (Ballout, 2009; Nabi,
1999). Seibert & Kraimer (2001) describes subjective career success
as an individuals' assessment of their career advancement and
expected results, connected to their own goals and aspirations.
Subjective career success is an individual's feelings of attainments
and enjoyment with his/her career (Judge et al., 1995). Objective
career success involves extrinsic career results which may not satisfy
an individual (Kim and Beehr, 2017). Compare to objective
measures, subjective measures of career success relates to more
positive invisible career outcomes (Gattiker and Larwood 1986;
Karavardar, 2014). They suggest that subjective career success
involves an individual's disposition for improvement in a selected
profession.

Further, the modem dynamic career context forces individuals to self-
manage their career than depend on their organizations' directions for
their career for success. It is suggested that objective career success is
the consequences of subjective career success (Judge et al., 1995;
Karavardar, 2014). In a similar manner, Way et al. (1981) suggest
that subjective career success may not depend on objective career
success indicators. In the modern career context where uncertainty
and mobility of a career has become an inevitable part assessing
career success in terms of subjective indicators is more meaningful
(Park, 2010).

2.3 Career Commitment and Career Success

Literature has highlighted the association between career
commitment and career success (Pasha et al., 2017; Poon, 2004;
Sultana et al., 2016). Both organizational commitment and career
commitment are strongly related to career success (Kidd and Green's
study (2006). Ballout (2009) found that subjective career success is
an essential outcome of career commitment. Similarly, Carson, Roe,
Birkenmeier and Philips (1999) found that career commitment
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positively influences career success. In a study, Poon (2004)
uncovered that both subjective and objective career success are
strongly determined by career commitment.

In the same way, Sultana et al. (2016) found that both subjective and
objective career success was positively influenced by career
commitment. Further, Ballout (2009) found the positive influence of
career commitment on both subjective and objective career success
and the moderating effect of self-efficacy on this relationship. A
study on newcomers found that career/occupational commitment has
a positive influence on job/career satisfaction (Wang et al. (2016).
Similarly, Pathardikar et al. (2016) found that career commitment
positively influences subjective career success (satisfaction). The
majority of the studies related to career commitment and career
success were conducted in different context expect in Sri Lankan
context. Therefore, this study assumes that career success will be the
consequences of career commitment will have a positive influence in
Sri Lankan context. Therefore, this study proposed that:

H1: Career commitment positively influences career success.
2.4 The Moderating Role of Positive Framing

A considerable number of studies have found a positive influence of
career commitment on career satisfaction (Karavardar, 2014; Punnett
et al., 2007). Nevertheless, only a few studies investigated the
moderator effect of individual-level variables on this relationship.
Ballout (2009) investigated the moderating effect of self-efficacy on
the relationship between career commitment and career success. They
found that the positive relationship between career commitment and
career success (both objective and subjective) has been moderated by
self-efficacy. Poon (2004) examine the moderating role of emotion
perception on the relationship between career commitment and career
success and found emotion perception did not function as moderator.
Today's dynamic nature of the career environment encourages
individuals to self-manage their career rather depend on their
organizations' directions for their career success (Ballout, 2009;
Sultana et al., 2016).
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People tend to be involved in self-control or self-management to
develop control in various circumstances (Ashford & Black, 1996).
Positive framing can be described as a cognitive self-management
process that enables individuals to increase learning and reduce
uncertainty and stress (Ashford and Black, 1996; Owens, 2010; Saks
and Ashforth, 1996). It involves explaining events in an optimistic
way that helps individuals to feel positive energy (Ashford and
Taylor, 1990; James, 2019). By interpreting the situation and
activities as an opportunity, positive framing enables individuals to
increase their resources though the actual situation is as it is. Positive
framing increases one's self-confidence and self-efficacy (Ashford &
Black, 1996; Griffin et al., 2001), which are personal resources (Saks
& Gruman, 2012). Such own resources help individuals to assimilate
more resources and overcome stress and challenges (Hobfoll, 2002;
Saks & Gruman, 2012). A considerable number of studies claimed
that positive framing leads to favourable socialization outcomes such
as social integration, job satisfaction, job performance and employee
retention (Ashford and Black, 1996; Gruman et al., 2006; Kim et al.,
2005; Kowsikka & James, 2019; Wanberg and Kammeyer-Mueller,
2000). Further, as a positive resource framing increase employees'
psychological capital (Gruman and Saks, 2013). Psychological
capital is a positive psychological characteristic includes self-
efficacy, optimism, hope, and resilience (Luthans et al., 2006). Judge
et al. (1995) found that human capital is an essential element of
career success. In the present context where career patterns are
dynamic, individual goal-oriented and boundary-less, which requires
individuals to take responsibility for their career development
(Ballout, 2009; Lyons et al.,, 2015). Therefore, individual-level
resources that energize individuals has become essential for career
success than before. The influence of career commitment on
employees' career success may differ in terms of their positive
framing levels. Specifically, it is believed that a high level of positive
framing usage will strengthen the positive relationship between
career commitment and subjective career success. Therefore, this
study proposes the following hypotheses:
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H2a: Positive framing moderate the positive influence of career
commitment on career success.

H2b: Higher positive framing levels entail a stronger relationship
between career commitment and career success, while lower levels of
positive framing lead to a weaker association between career
commitment and career success.

3. Research Methodology
3.1 Participants

The population of this study were employees working in private
sector financial institutions in Sri Lanka. Three hundred employees
from 22 organizations in the financial sector have been invited to the
survey. Minimum of 10 participants were invited from the each
selected institution. As there is a significant difference in the
availability of career advancement opportunities between private and
public sector organization researcher has focused only the private
sector, particularly the financial institutions. The researcher sent the
survey pack to the selected participants through his visit and personal
network. To maintain confidentiality and anonymity, researcher
avoided collecting personal data that might identify the particular
respondent. The self-addressed cover was issued to each participant,
and they were advised to post the survey directly to the researcher's
address without mentioning their personal information. Out of 300
surveys issued, only 168 (56 %) were returned. Nine questionnaires
were removed from the data set because of the high percentage of a
missing point per variable (more than 15%), and thus ultimately this
study was conducted with 159 (53%) responses. The respondents’
profile is shown in table 1.

3.2 Measures
Career commitment: Career commitment that describes ‘one's
attitude towards one's profession or vocation' (Blau (1988) has been
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assessed with the 17-items scale developed by Colarelli and Bishop
(1990). Previous studies (Colarelli & Bishop, 1990; Ballout, 2009)
and the current study found an acceptable reliability coefficient,
Cronbach's alpha was more generous than .7. Sample item includes,
"I am willing to put in a great deal of effort beyond that normally
expected in order to be successful in this career.”

Career success: This study considers only subjective career success
because a) compared to objective measures, subjective measures of
career success relate to more positive career outcomes (Gattiker and
Larwood 1986; Karavardar, 2014; Kim and Beehr, 2017), b) in the
modern career context assessing career success in terms of subjective
indicators is more meaningful (Park, 2010).

It was assessed through a five-item scale developed by Greenhaus et
al. (1990). Previous studies (Greenhaus et al., 1990; Ballout, 2009)
and the current research has reported an acceptable reliability
coefficient. Sample item: "I am satisfied with the success | have
achieved in my career."

Positive framing: Positive framing that involves explaining events in
a positive way that helps individuals to feel positive energy (Ashford
and Black, 1996; Owens, 2010; James, 2019) was assessed with three
items scale developed by Ashford and Black's (1996). Previous
studies (Ashford& Black, 1996; James 2020: Kim et al., 2005) and
the current have shown excellent reliability scores (Cronbach's alpha
> .8). The scale includes items like "I tried to see my situation as an
opportunity rather than a threat." For each scale, respondents
answered each question on 5-point Likert-type scales, with the
response ranging from 1 = strongly disagree to 5 = strongly agree.

3.4 Data Analysis Procedure

The data entered in Microsoft Excel sheet has been transferred to
SPSS 20 for data cleaning and examination. After the data cleaning
process, validity and reliability of the data were assessed. Finally, the
proposed relationships have been assessed via hierarchical regression
analysis. Also, this study, assess the influence of respondents’ profile
data (Gender, marital status, age, work experience and management
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levels) on career success by controlling them when the primary and
moderating effect of the variables were assessed through hierarchical
multiple regression analysis.

As the proposed model was not complicated and have only one
dependent variable researcher employed hierarchical regression
analysis instead of structural equation modelling. However, the
researcher assessed the reliability and validity via widely accepted
statistics and reported them (See Table 3).

4. Data Analysis and Results
4.1 Data Analysis Process

During the data cleaning process questionnaire non-responsive rate,
item non-response rate, distribution of data and outliers were
checked, a few deviations were observed, and they were treated
properly. Missing points were replaced with mean value except the
nine response removed because of a large number of missing points.

4.2 Respondents' Profile

First, the respondents' profile in terms of their gender, marital status,
age, work experience, and management level, were analyzed and
tabulated in Table 1 below.

Table 1: Respondents' Profile

Respondents’ Profile Number Percentage

Gender Male 84 53%
Female 75 47%

Marital status Single 46 29%
Married 113 71%

Age Below 35 45 28%
years
36- 50 years 67 42%
Above 50 47 30%
years

Work Less than 10| 25 16%
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experience years
11-20 years 89 56%
More than 20 45 28%
years

Management Low 21 13%

level Middle 118 74%
Top 20 13%

Majority of the participants were male, accounted for 53 % (n = 84).
Twenty-nine percent of respondents (n = 46) were unmarried.
Regarding age, majority of the respondents (n=67, 42 %) were
between the age group of 36 and 50 whereas only 28% and 30%
were below 35 years old and above 50 years of old category
respectively. Majority of the participants (n= 89, 56%) possess 11-20
years of experience, whereas only a few respondents (16%) had less
than ten years of experience. The high percentage of the respondents
(74%) were in a middle-level management position, and the relatively
same percentage of respondents (13%) were in both top and bottom
level management position in their respective organizations.

4.3 Reliability and Validity

Factor loading of each item of the three constructs were greater than
0.6 that indicates the acceptable indicator reliability (Hair et al., 2011,
2017). Construct reliability was assessed through both Cronbach's
alpha (CrA) and composite reliability (CR) which were much higher
than the expected value of 0.7 (see table 2). The average variance
extracted (AVE) was used to assess the construct validity that
describes to what extent an indicator of the construct correlates with
alternative measures of the same construct (Hair et al., 2011). AVE of
each construct (career commitment = 0.69, career success = 0.67,
positive framing = 0.64) was greater than the threshold value of 0.5
(Hair et al., 2011, 2017).
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Table 2: Mean Std. CrA, CR and AVE of the Main Constructs

Constructs Mean Std. CrA |CR AVE
Career 231 101 [088 |091 |069
Commitment

Positive Framing | 3.31 .96 0.81 |0.87 0.64
Career success 2.48 1.07 0.87 0.91 0.67

The correlations between the variables were tabulated in Table 3.
There are significant correlations among respondents' profile
variables. Still, no significant associations were observed between
respondents’ profile variables and the main variables of the current
study (career commitment, career success, and positive framing).
Mean stranded deviation and correlation among variables found to be
reasonable (see Table 2 & 3).

Table 3: Correlations between Respondents Profile, Career
Commitment and Career Success

Variables |1 2 3 4 5 6 7
(Sex)

Marital_St(2) | .186* | 1

Age (3) -065 | .740%* |1

Work Exp. (4) | -.318** | 549** | 619** | 1

Mgt. Levels (5) | .210** | .538** | 570** | .383** | 1

Career Com (6) | -.020 .025 .064 .046 .034 1

Positive Fram | -.019 -.018 .070 .049 .096 170* 1
7
Career Succ (8) | .044 .013 -.010 -.010 .108 582** | 220**

*. Correlation is significant at the 0.05 level (1-tailed).
**_Correlation is significant at the 0.01 level (1-tailed).
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4.4 Hypotheses Testing

The researcher employed Hierarchical multiple regression to test the
proposed three hypotheses; in the first step, the control (respondents’
profile) variables were entered. Predictor variable (career
commitment) and moderator variable (positive framing) were
introduced in the second and third steps, respectively. Finally, the
interaction term (career commitment * positive framing) was entered
(Aiken and West, 1991). This process created four regression model,
and it is presented in Table 4.

The results showed that no control variables- gender, marital status,
age, work experience and management levels have a significant
influence on career success. Further, the results indicated that career
commitment has positive (B = 0.56) and significant (p = 0.00) impact
on career success at 0.01significant levels (see Table 4, model 2).
Career commitment alone explains 28.1% (R? = 28.1%) of the
variance in career success. This result indicated that employees with
high career commitment are more likely to succeed in their subjective
career. Therefore, the first hypothesis that career commitment
positively related to career success has been accepted. As shown in
Table 4 (Model 3) the moderator variable has a positive impact ( =
0.15) on career satisfaction, but this impact is not significant (p =
0.03) at 0.01 significant levels when the predictor variable in the
model, however, it is significant at 0.05 significant levels.

The interaction term was introduced into the model to test the
moderator effect of positive framing on the positive relationship
between career commitment and career success. Results indicated
(Model 4) that interaction term has positive impact (f = .17) and its t-
statistics (t = 2.66) is significant (p = 0.00) at 0.01 significant levels.
The results suggest that positive framing moderate the positive
relationship between career commitment and career success, and thus
the hypothesis H2 (a) has been supported.
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Table 4: Outcomes of Hierarchical Regression Analysis
Dependent variable- subjective career success

Varia | Model 1 Model 2 Model 3 Model 4
bles B |t [Sig |p |t |Sig |B |t |Sig. |[B |t |Sig
Ag o | I o © 3 — © 8 — ™ © )
-~ — N 1 — ™ -~ — @ i @ @
= 8|9 g| 2|5 2|88 |28 =z
MiSt | gl n| g1 818 5] 8|3 g| 88| g
v | S5 8| 33 5| 8T x| 5|8y
Sex © © ™ ™ o~ © < o o~ © N Lo
~ ~ ~ A ™~ < A @« < — =2 @
% 0 i
o BRI EIRIRIE:
PF & S ] ™
Sl &l 8 Y 9 =
X
CC*PF Lol o
Model summary statistics
R? 170 .556 574 .599
Adjust. .029 309 .329 .359
RZ
A R? .029 .281** .020* .030**
AF .907 61.739 4.410 6.940
Sig. AF 478 .000 .037 .009

To illustrate how the change in the positive relationship between
career commitments levels of respondents (high, low) and career
success when the moderator variable of positive framing is low and
high, a simple slope analysis was performed (Aiken and West. 1991).
Figure 1 below gives a descriptive plot showing these interactions.
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Figure 1: Relationship between Career Commitment and Career
Success at High and Low Levels of Positive Framing

The figure indicates that career success is almost the same for the
respondents who engage in a high or low level of positive framing
when career commitment is low. Career success is higher for those
who engage in a high level of positive framing than who engage in a
low level of positive framing when career commitment is high. The
slope of the curve suggests that higher positive framing levels entail a
stronger relationship between career commitment and career success,
while lower levels of positive framing lead to a weaker relationship
between career commitment and career success and thus, the 2(b) has
been accepted.

5. Discussion and Conclusion

This study aimed to identify the influence of career commitment on
subjective career success and the moderator role of positive framing
on this relationship. As expected, the findings of this study indicated
that career commitment positively influences subjective career
success. This finding substantiates the results of previous studies that
explored the positive influence of career commitment on career
success (Ballout, 2009; Day and Allen, 2004; Pathardikar et al., 2016;
Poon, 2004). This finding indicated that individuals who make
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significant investments in their careers and put considerable effort in
achieving their career goals are more likely to succeed in their
careers. Further, this study explored that employees' engagement in
positive framing moderate the relationship between career
commitments and career success and this relationship is stronger
those who engage in a high level of positive framing than those who
engage in the low level of positive framing. These findings suggest
that employees who exhibit more significant career commitment with
high positive framing are more likely to succeed in their career than
those who exhibit high career commitment with less positive framing.
Employees with high positive framing interpreting the situation and
events as an opportunity than threats or obstacles (Ashford and
Black, 1996; Owens, 2010) and such interpretations help them to feel
a positive energy and increase their resources though the actual
situation is as it is. Therefore individuals who exhibit a high level of
career commitment with a high level of positive framing can
experience more career success than others.

In today's career environment that forces individuals to take
responsibility for their career success individual-level resources that
energize individuals has become more important for career success
than before (Ballout, 2009; Lyons et al., 2015). Though existing
literature highlights the moderator effect of emotional intelligence,
self-efficacy (Ballout, 2009; Sultana et al., 2016) on the positive
influence of career commitment on career success empirical research
is lacking, especially the moderating role of positive framing in
career research. So by including positive framing as a moderator
variable, the present study enhances existing career-related research
that examining the relationship between career commitment and
career success.

5.1 A Theoretical and Practical Contribution

Though previous studies have explored the positive influence of
career commitment on career success, this study, by verifying the
moderator effect of positive framing (cognitive self-management
process) on this relationship extends the career literature. This study
suggests that individuals who exhibit strong career commitment and a
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higher positive framing achieve more subjective career success. In
the present career context where individuals are responsible for their
career, highlighting the moderating role of their cognitive self-
management process on the career commitment and career success
relationship is significant to the career literature and practice.

Consequences of career success are favorable to both the
organization and individuals (Ballout, 2009; Vandenberghe and OK,
2013; Pasha et al., 2017; Sultana et al., 2016), and this study provides
valuable suggestions to both of them. As an organization could not
take the responsibility of employees' career success, it can support
them (Hall and Moss, 1998). It can provide an appropriate
organizational culture that enables employees to make an outstanding
investment in their career and put considerable effort in achieving
their career goals (Goulet and Singh, 2002; London, 1983). Further,
an organization can select self-motivated employees, best fit for the
job and the organization, and have the right attitudes (Randall, 1987)
to enhance their career commitment and career success. Further, an
organization can facilitate employees to participate in training
programs related to attitude change and self -management processes
that enable individuals to engage in positive framing.

In the current career context where individuals are required to self-
manage their career and be more committed to their career than to
their organization (Ballout, 2009; Sultana et al., 2016) the findings of
this study are significant to employees also. The results of this study
advise the employees to develop their personal career goals and
involve in these goals (Blau, 1988). Also, this study suggests, in
addition to the career commitment, employees have to develop their
self-management process in an optimistic way to achieve their career
success. In addition to career success, individual's engagement in
positive framing increases one's own resources (Ashford & Black,
1996; Saks & Gruman, 2012), and such resources help individuals to
assimilate more resources and overcome stress and challenges
(Hobfoll, 2002; Saks & Gruman, 2012). Therefore, by engaging in
positive framing, employees can enjoy several benefits in addition to
career success.

Peradeniya Management Review - Volume Il Issue 1 (June) 2020



The Role of Positive Framing in the Relationship

5.2 Limitations and Further Research

The contribution of this study is significant; however, it is essential to
note that it has a couple of limitations. First, though data were
collected from employees from different industries, these data were
merged and considered as a single sample for the analysis. As the
sample was drawn from several sectors, and the number of responses
from each industry widely differ researcher could not statistically test
the hypotheses for each industry. Therefore, this study could not
provide industry-specific suggestions. Second, this study is self-
reported, which is prone to common method variance (CMV).
However, reported CMV in career research is less prevalent (Ballout,
2009; Crampton and Wagner, 1994). Further, as this study includes
the interaction effect of the moderator variable CMV may not be a
significant issue in this study (Erdogan and Bauer, 2005). Third, as
this study is cross-sectional, it limits the interpretation of causal
relationships proposed in this study. Finally, this study includes only
one country sample, and it limits the generalizability of the findings.

Conducting further research with a longitudinal design may capture
employees' career commitment and career success over the time
period. Further, the same study could be done in different
countries/contexts to confirm the validity of the present findings. This
study proposed that both career commitment and positive framing
leads to career success; however, career success may affect career
commitment (Ballout, 2009). Therefore, further studies can be
directed to examine this relationship using a different research
approach (qualitative). There are significant differences between
public sector organizations and private sector organizations in career-
related policies (for example, promotion and salary) and the nature of
employment relationships. Therefore, conducting further career-
related research with a sample of both private and public-sector
organizations and comparing the findings will give more insights into
the career research.
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