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Abstract

This research aims to examine the relationship between
organizational and community embeddedness and career
success. The study uses the theory of Conservation of
Resource to describe the aforementioned relationships. The
questionnaire method is employed to collected data from
a sample of 323 Generation Y teachers in public and private
schools across Thailand. The results indicate a statistically
significant positive impact of organizational embeddedness on
subjective career (0.674, p < 0.001). The findings also reveal that
job embeddedness as a resource can help employees achieve
subjective success in their careers. The structure model fit with
the data, with XZ =717.201, df =417, cmin/df = 1.720, p < .001,
CFl = .940, RMSEA = .047, SRMR = .0649, and PNFI = .731. The
implications of the findings in understanding the relationship
between job embeddedness and subjective career success are

also discussed.
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Introduction

Mitchell, Holtom, Lee, Sablynski, and Erez
(2001) define job embeddedness (JE) as a
justification for why employees stay with the
company. Numerous studies prove that job
embeddedness can better explain the variance
in voluntary turnover and turnover intention
than other variables and demonstrates the
need for high embeddedness levels for
employees to remain with the company and
hold their employer to high standards that
employees have of their employers (Mitchell
et al,, 2001; Peltokorpi, Allen, & Froese, 2015).
Simultaneously, retaining unhappy and distrustful
employees and those with low job satisfaction
can prove problematic for the organization
(Darrat, Amyx, & Bennett, 2017; Marasi, Cox, &
Bennett, 2016). If an employee feels they have
benefited from being with the organization, they
create fewer problems for the organization.

One goal that employees aim for when
working within organization is career success (CS),
which can be defined as “the accomplishment
of desirable work-related outcomes at any point

in a person’s work experiences over time;”:
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this is something that employees demand from
their jobs (Arthur, Khapova, & Wilderom, 2005).
According to Pan and Zhou (2015), achieving
career success can be a key life goal. It can also
be a source of pride (Eby, Butts, & Lockwood,
2003) and a potent motivator that benefits
both the organization and the workforce (Abele,
Spurk, & Volmer, 2011). If employees perceive
how the current organization can contribute to
their career success, they may be motivated
to work towards their professional goals in an
organization that can help them reach those
goals (Abele et al,, 2011; Hall & Chandler, 2005;
Pan & Zhou, 2015) and cause less issues for the
organization.

The two types of career success are
objective career success (OCS) and subjective
career success (SCS). Salary, organizational
position, and a positive career progression
experience in the current organization are the
key metrics for objective career success (Volmer
& Spurk, 2011). Meanwhile, subjective career
success is a person’s view, evaluation, and
judgement of their career accomplishments
(Pan & Zhou, 2015) which involves the



consideration of numerous factors (Mayrhofer
et al,, 2016). According to Shockley, Ureksoy,
Rodopman, Poteat, & Dullaghan (2016), subjective
career success is less observable and more
intrinsic than objective career success. Arthur et al.
(2005) suggest that people demand and attempt
to balance both kinds of success.

In the educational environment, the teacher
is an important individual who helps provide
good quality education and nurture children
who are the future of the nation (Saksri, Chunin,
& Nokchan, 2018). However, the teacher’s role
in Thailand has transformed from what it was
previously: the added quality assurance
responsibility implies the teacher has more
duties to fulfil. Consequently, several Generation
Y teachers in secondary schools are struggling
with their jobs, resulting in a lower level of
performance and work quality (Saksri et al.,
2018). This may ultimately negative impact their
career success (Noom-ura, 2013). If schools can
help Generation Y teachers achieve what they
expect from their job and make them attain
career success, all related parties will be greatly
benefited (Darrat et al, 2017; Saksri et al., 2018).

This study seeks to explain these relationships
using the Conservation of Resource Theory (COR)
(Hobfoll, 1989). A study by Wheeler, Harris, and
Sablynski (2012) based on the COR theory,
suggests that highs level of JE when working
with an organization can better provide employees
with the resources they currently need. Improved
resources and work together correspond to
increased objective and subjective career
success for employees.

Two research works have studied the above
relationships (Kiazad, Kraimer, Seibert, &
Sargent, 2020; Stumpf, 2014). However, these
works only investigate organizational context
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and unidimensional career success, which may
not cover the complete definition of job
embeddedness and career success. This study
that focuses on the effects of both organizational
and community contexts on various kinds of
career success can significantly contribute to
understanding both the predictive and explanatory
relationships between JE and CS.

This research expands the understanding
of the association between job embeddedness
and outcomes other than work and leave,
besides expanding one’s knowledge of broader
and profounder indicators of career success
that Generation Y teachers expect to receive.
It is also considered essential for the organization.
Suppose the school can develop new
organizational practices and related
environments that makes their teachers feel
they have achieved career success, it will
help retain them within the organization and
consequently yield improved benefits for the
students, the schools, and the society in the

future.

Objective of the study

The study aims to explore the effect of job
embeddedness on career success by, assessing
the direct effects of job embeddedness, both
organizational and community dimensions, on

objective and subjective career success.

Literature Review

1. Career success

Earlier, when large industries companies
with a hierarchical structure dominated the
employment market, career success was
defined in term of salary, salary increase, and
upward mobility in the organization (Eby et al,,
2003; Hall & Chandler, 2005). However, external
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environmental changes after the 1980s made
the business environment more volatile and
unstable and pressured many companies to
downsize and delayer to remain competitive
and survive in the market (Hall & Chandler, 2005;
Heslin, 2005). The negative impacts of these
transformations included lower salaries, reduce
chances of promotion to higher positions, loss
of jobs, and switching to a new form of work
(Eby et al., 2003; Lyons, Schweitzer, & Ng 2015).
Individuals had to adapt to their new career
accordingly. Now, as they strive towards
traditional career success, individuals tend to
focus more on self and family and want to
manage their own destinies and success while
maintaining their values (Heslin, 2005; Hall, Yip, &
Doiron, 2018). Employees today seek subjective
success from work besides conventional career
success, including satisfaction, work values,
achievement, recognition, independence, and
autonomy (Dyke & Murphy, 2006; Sturges, 1999).
Therefore, this study measures both objective
and subjective career success to reflect all form
of success that people expect.

2. Job embeddedness

Mitchell et al. (2001) define job embeddedness
as a “broad constellation of influences on
employee retention” (p. 1104). They propose
that an employee stays with the current
organization for the following reason:
1. Relationships or social ties with colleagues
in the organization, neighbors, and institutions
in the living community 2. A feeling of compatibility
or comfort with the present organization and
its community; and 3. The material and emotional
costs that will be lost if jobs are changed. This
study considered the three components of
force, namely, links, fit, and sacrifice - in both

the organization and the community context -
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that make people work with the same
organization. A study by Lee et al. (2004) split
job embeddedness into organizational and
community and found each has a different
effect on work outcomes. So, each kind of
embeddedness can yield different results on
career success. Several studies have determined
that job embeddedness makes employees
want to stay in the organization, because job
embeddedness can provide the resources
employees need to achieve the goals they
desire through their work, both objectively and
psychologically (Halbesleben & Wheeler, 2008;
Wheeler et al., 2012).

3. Conservation of Resource (COR) theory

This research uses the theory of Conservation
of Resource (COR) (Hobfoll, 1989, 2001) to further
explain the positive relationship between job
embeddedness and career success. This theory
proposed a reduced likelihood of stress when
individuals have the resources they need to
achieve their career goals; consequently, they
will keep those resources well. Furthermore,
they will try to re-invest the available resources
to obtain further resources necessary to achieve
their goals and try not to lose their valuable
resources, because those losses are more
stressful than not getting the extra help out of
their investment.

The COR theory describes the relationship
between job embeddedness and career success
as follows: People with high job embeddedness
will be motivated to stay with the organization
because they do not want to waste their
resources. They can also use the available
resources to support and encourage themself
to be successful in the present organization,
both objectively and psychologically. With
less opportunity and intention to resign from



the organization, they are likely to invest in
providing themselves with more organizational
resources. This will help provide them with the
necessary tools to achieve tremendous career
success.

Some more detailed theoretical claims for
each of the hypotheses tested in this work are

outlined below.

Effect of Organizational Embeddedness (OE)
on OCS and SCS

Studies by Kiazad et al. (2020) and Stumpf
(2014) exhibited that OE has a positive effect on
both kinds of career success. Additionally, several
studies show the effect of a three component
of OE on career success. Seibert, Kraimer, &
Liden’s (2001) work proves that working with
the same organization can provide individuals
with useful social resources and networks that
positively affect their salary, promotion, and
career satisfaction. These benefits will motivate
employees to make more investments in these
areas in the hopes of tremendous success in
their careers.

Knowing the people in the organization and
having more access to other resources in the
organization can help people display their full
potential and perform better, thus leading to
even greater OCS and SCS (Forret & Dougherty,
2004; Seibert et al., 2001). This is because they
will have better talent and work, increased OCS,
a more excellent reputation, and improved
chances to advance in their career (Eby et al,,
2003; Forret & Dougherty, 2004; Seibert et al,,
2001; Direnzo, Greenhaus, & Weer, 2015).

Mitchell et al. (2001) describe organizational
fit in term of the employee having beliefs and
goals consistent with the corporate culture

and thus being able to effectively work at their
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present job. Several studies have reported
that those with appropriate competencies for
work can adapt to changes (employability) and
try to learn regularly. It is in demand among
organizations as well as positively impacts career
success (salary & promotion) and satisfaction
(De Vos, De Hauw, & Van der Heijden, 2011;
Eby et al., 2003; Van der Heijden, de Lange,
Demerouti, & Van der Heijde, 2009)

According to the COR theory, a person with
many resources and career success will feel
regretful and not want to waste those resources.
Furthermore, they will regret the resources
that could be gained from future investments
and prevent future losses (Hobfoll, 1989, 2001;
Wheeler et al.,, 2012). They will feel that they
have to sacrifice resources and success, both
objective and psychological, when leaving the
organization. This situation motivates them to
stay and find the success they want in the same
organization.

From the above arguments on the effects of
the organizational embeddedness, links, fit, and
sacrifice dimensions of job embeddedness on
objective and subjective career success, it may
be proposed that organizational embeddedness
is positive related to (a) OCS and (b) SCS
(Hypothesis 1).

Effect of Community Embeddedness (CE) on
OCS and SCS

Literature reveals that it is hard to determine
the direct relationship between community
embeddedness and career success. However,
there are studies that present the positive
effect of CE on other work outcome variables
(Ng & Feldman, 2014; Portoghese, Galletta, &
Battistelli, 2011; Wheeler et al., 2012) which

positively correlate with career success. The
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works of Wheeler et al. (2012) and Halbesleben,
Neveu, Paustian-Underdahl, & Westman (2014)
speculate that people fear losing their lifestyle
outside of work if they lose their jobs, which
makes them work hard to better in protect their
lifestyles.

There are several studies exhibiting the
effects of non-work factors on career success.
Wayne, Lemmon, Hoobler, Cheung, & Wilson (2017)
indicate that cognitive work-family conflict is
negatively related to all three indicators of

job success (i.e., promotability, performance

Job embeddedness

rating, and increase in salary) through emotional
exhaustion and supervisor assessments. According
to Amin, Ghani, and Arshad’ s (2017) research,
a positive correlation exists between spousal
support and subjective career success.

From the above arguments on the effects
of community embeddedness and non-work
factors on objective and subjective career
success, it can be proposed that Community
embeddedness is positively related to (a) OCS
and (b) SCS (Hypothesis2). The conceptual

model is shown in Figure 1:

Career success

® Objective career

v

H2z SLICCESS

- ® Subjective career

Hla
® Organizational I
embeddedness Hilb
® Community -
embeddedness

Figurel Conceptual model

Research Methodology

Participants and procedures

This study collected data from Generation Y
teachers, aged between 24 and 37 years, who
have been working in both private and government
schools across Thailand for at least one year.
Questionnaires were sent by mail to schools to
be distribute to teachers (660 in total) who met
the study criteria. The questionnaires included
data on demographics, control variables, job
embeddedness, and career success. Of the total
questionnaires distributed, 323 (49%) of the
questionnaires were usable after incomplete
responses were removed. The number of
usable questionnaires met the requirement
for the accurate parameter estimation of the
model (range of 100 to 400) (Hair, Black, Babin,
& Anderson, 2010).
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Measurement

The short version of Felp et al. (2009)
questionnaire was used for measuring
organizational and community embeddedness.
Questionnaires with dichotomous items were not
used in this study. From Robinson, Kralj, Solnet,
Goh, and Callan’s (2014) study, three questions
were found that were not categorized into
sub-dimensions. Therefore, a total of 18
items were used in the questionnaire. Three
questionnaires, each containing nine questions
about organizational and community embedding,
constituted each sub-dimension. A seven-point
Likert scale (1 = strongly disagree to 7 = strongly
agree) was used to assess job embeddedness.
The reliability of this measure was 0.901. The

example items of organizational embeddedness



are “I feel like | am a good match for my

» o«

organization”, “I have a lot of freedom to pursue
my goals” and “I am a member of an effective
work group.” Sample items of community
embeddedness are “I really love the place
where | live”, “Leaving the community where |
live would be very hard” and “My family roots
are in this community.”

This study collected objective career success
data on three dimensions to reflect the
multidimensionality of other references of
success. Payroll data was collected to gauge
the current salary levels (Volmer & Spurk, 2011).
A questionnaire also asked the respondents
about their present position. However, promotions
can occur in different forms at work. Thus, one
questionnaire used a series of yes or no
questions to collect facts about various kinds
of advancement from the respondents such
as “Have you ever received an office
remodel or office furniture” and “Have you
ever had significant changes in job scope or
responsibilities.” (Forret & Dougherty, 2004).
The scores of the three kinds of success reflects
the OCS received by their current organization.

The Subjective Career Success Questionnaire,
based on the idea of Multidimensional Subjective
Career Success of 5 C Projects (Mayrhofer et
al.,, 2016), is divided into seven areas, with 23
items overall. It is a novel application of the
measure from the works of Pan & Zhou (2015)
and Shockley et al. (2016). It uses a Likert scale
with a maximum of five points (1 = strongly
disagree to 5 = strongly agree). All questions for
this sample had a high degree of reliability
(0 =.918). Sample items include, “I have
achieved power over an organization and has

» o«

the right to make decisions”, “I have expanded

my skill sets to perform better”, “I have been
able to have a satisfying life outside of work”
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and, “I think my work has been meaningful.”

Using the data collected, the researcher
performed an EFA (with varimax rotation) of 23
questions. Kaiser-Meyer-Olkin (KMO) and Bartlett’s
test values (.900, .000) supported this sample
suit for EFA (Heir et al., 2010). The result showed
five dimensions with eigenvalue above 1.0, and
all 5 components could explain 66.778% of
the variance. CFA was conducted for the self-
reported multi-item measurement to examine
the fit of the measurement model. This study
uses the following cut-off values to evaluate
fit: cmin/df < 3.0, CFl > .92, RMSEA and SRMR <
.08, and PNFI > .50 (Hair et al., 2010; Kline,
2005). Since this research has a large number
of variables (>12) and samples (>250), Hair et
al. (2010) recommend using less rigid evaluation
criteria. The CFA results provide moderate fit to
data (* = 521.784, df = 210, cmin/df = 2.485;
p < .001, CFI 0.922, RMSEA 0.068, SRMR.0747,
PNFI.728). The standardize loadings of all items
range from 0.439 to 0.936 (p < 0.001). The AVE
and CR value were 0.70 and 0.96. These results
provide support for the discriminant validity of
the study measurement.

Control variables

For theoretical and empirical reasons, four
potential variables that could influence the
results of the study were considered. These can
more clearly explain the relationships between
the studied variables. The analysis combined
personal factors such as gender, age, tenure,
and education to control their effect.

Research Findings

Of the participants, 72% were female. The
average age of participants was 30.98 years
(SD = 3.89), the average tenure at the current
school was 4.66 years (SD = 3.21), and 72% had
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Table 1 Means, standard deviations, and correlations

Variables Mean S.D. CE ocCs SCS
OE 5.44 0.82

CE 4.90 1.04 0.661** 1

OCs 6.97 3.34 0.114* 0.136* 1

SCS 3.61 0.51 0.674** 0.520** 0.271** 1

** p-value < 0.01, * p-value < 0.05, OE = Organizational Embeddedness, CE = Community

Embeddedness, OCS = Objective Career Success, SCS = Subjective Career Success

Means, standard deviations and intercorrelations
from SPSS are reported in Table 1. Organizational
embeddedness is significantly correlated with
both objective (r = .114, p < 0.05) and subjective
career success (r = .674, p < 0.01). Furthermore,
community embeddedness is correlated with
both kinds of career success (r = .136, p < 0.05;
r=.520, p < 0.01). Lastly, objective and subjective
career success are correlated with each other
(r=.271, p < 0.01).

Model Testing

The researcher tested the model using
Structural Equation Modeling (SEM) in AMOS.

Table 2 Results of hypotheses testing

Four control variables were included in the test,
together with organizational and community
embeddedness, and all paths were estimated to
check the relationship with the two dependent
variables. The results from the SEM show an
acceptable fit of the data with the hypothesized
model (X2 = 717.201, df = 417, cmin/df = 1.720;
p <.001; CFl = .940; RMSEA = .047; SRMR = .0649;
PNFI = .731). Standard regression coefficient (B),
standard error of estimation (S.E.), critical ratio
(C.R.), and p-value (p) of testing relationships are
displayed in Table 2.

Relationship

Estimate | S.E. CR. p-Value

H1a Organizational embeddedness = Objective career success 0.054 0.062 | 0.765 444

H1b Organizational embeddedness =® Subjective career success 0.674 0.055 | 7.482 o

H2a Community embeddedness = Objective career success

-0.014 0.048 | -0.194 .846

H2b Community embeddedness = Subjective career success 0.057 0.027 | 0.990 322

*** p-value < 0.001

9%




Hypothesis 1a-b proposed that organizational
embeddedness positively affects (a) objective
career success and (b) subjective career success.
This hypothesis was proven only for Hlb:
organizational embeddedness has a positive
impact on subjective career success (0.674, p <
0.001), and not on objective career success
(0.054, p = .444).

0:698% % Satary
o 0.054 il i
Organizational Objective 0.639 Do
embeddedness career sUCCESS
0.67g"**
Achvancement
QA
DB :
0014 079 2xet Self-meaning work
09338 Growth and
: Subjective o
Community recognition
> career sUCcess
embeddedness 0057
0.634%* Financial security
070 Financial
achievement
0.582%%
Work-Life balance

Figure 2 Structural equation model

Summary and Discussion

This study developed and tested a model
that linked OE and CE with two career success
variables (OCS and SCS). The results from the
model test indicate that OE only had a significant
positive effect on SCS. From a theoretical
standpoint, the COR theory explains that OE

can give individuals a sense of accomplishment
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Hypothesis 2a-b proposed that community
embeddedness positively affects (a) objective
career success and (b) subjective career success.
This hypothesis was not proven in either case.
Community embeddedness has no positive
impact either on objective career success
(-0.014, p = .846) or subjective career success
(0.057, p = .322). The test results of SEM are
presented in the model shown in Figure 2.

in their careers by providing them with the
resources to achieve their psychological goals.
Their stay with the organization also provides
them the resources to further invest in achieving
even higher goals (Hobfoll, 1989, 2001; Wheeler
et al., 2012). Meanwhile, OE’s lack of effect
on OCS may be because of salary and fringe

benefits not being sufficient for the duties
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they are currently expected to perform,
inadequate salary increase, and limited career
advancement, which make teachers perceived
lower levels of achievement of their objective
goals (Sribayak, 2017). Moreover, the research
results suggested that significant effects on OCS
mostly come from control variables such as age,
tenure, and education level. Another study that
supports this finding is that by Roongrerngsuke
& Liefooghe (2013), which suggests that the
Generation Y in Thailand is more focused on
SCS than OCS.

The study found that CE has no significant
effects on either OCS or SCS. The work by Ng
and Feldman (2014) suggests that community
embeddedness may have an indirect impact on
dependent variables through mediating variables
such as OE. Since teachers have more schoolwork,
family responsibility, and greater interaction
with colleagues, they may have less time to
associate with their community, this makes it
hard for them to experience the importance and
effects of community on both kinds of career
success (Noom-ura, 2013; Robinson, Kralj,
Solnet, Goh, & Callan, 2014; Sribayak, 2017).
Ramesh and Gelfand (2010) suggest that
theresearchermustcautiouslyuse measurements
across cultural contexts. Therefore, the
study’s results showing no impact of CE on
career success may arise from the questionnaire
not being consistent with the different studied

contexts.

Recommendation for Future Research and
Practical Implication

This study attempted to better understand
the effects of organizational and community
embeddedness on both objective and subjective

career success. However, there are some
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recommendations for future research. This
research focused on the relationships between
JE and career success and used cross-sectional
survey data, which may cause the obtained
data to exclude other relevant data affecting
the studied variable. Future studies can include
more related variables such as personal value
and culture to better understand their effects
on career success. Additionally, female comprised
the majority of respondentsinthis research, which
was limited to Generation Y teachers in major
cities in Thailand. This limits the generalization
of these research findings. Therefore, future
studies should study a sample with different
characteristics to better understand see the
relationship between the studied variables and
reach a more accurate and comprehensive
conclusion (Ferreira, Coetzee, and Masenge,
2013). Lastly, the data collection tool is a blend
of two studies and was used for the first time
in this study. Although the instruments’ validity
and reliability checks are satisfactory, a variety
of functional tests may be needed so that
they can be used in different contexts. Thus,
in future studies, it may be possible to reuse
this subjective career success questionnaire to
obtain a more suitable measurement.

When applying the findings from this study,
some points should be considered by the
management of schools and other industries.
The results of this research focus on people
currently workingfor the organization. Attempting
to build an organization with high fit, links, and
sacrifice level is essential to help a person
psychologically experience career success in the
current organization. An individual’s achievement
of their personal goals ensures they make more
efforts to actively excel at their job. Saksri et

al. (2018) suggest that school executives should



provide more social support to their teachers
in Thailand, such as providing sufficient modern
teaching equipment, encouraging teachers to
foster good relationships and engage in knowledge
exchange with their colleagues and supervisors,
and empowering them to help them work more
efficiently, which consequently increases their
morale, work performance and career success.
Mentor and reverse mentor matching enables
leaders and employees of different ages to
exchange ideas. It helps them develop better
relationships with each other and help employees
receive more resources and leadership support
(Murphy, 2012; Seibert et al., 2001). Providing
the necessary training and development programs
enables employees to achieve higher work
competency so that they can achieve personal
success, and also aid organizational success
(Cennamo & Gardner, 2008; De Vos et al., 2011;
Hall & Chandler, 2005;). It helps them feel that
they fit well with the company and possess
the resources they need to better reach their
goals (Halbesleben & Wheeler, 2008; Wheeler
et al,, 2012). Providing more flexible working
conditions (e.g., flex time and leave) that allow
new-generation employees to balance success
in their defined careers with working towards
organizational success (Johnson, Lowe, & Reckers,
2008) is another way to work for the organization

and feel accepted by the organization.

Conclusion

Job embeddedness studies often focus on
the impacts of resignation, retention, and other
positive behaviors in an organization. However,
many new studies found the negative effects
of working within the organization. One possibility
is that people feel that being with the
organization does not benefit them in achieving
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career success. Therefore, if being with the
organization allows them to achieve their
desired career goals, the negative effects may
be reduced. Study results display that
organizational embeddedness positively affects
only subjective success, while there is no
positive effect of organizational embeddedness
on objective career success. This study’s results
provide new insights that not all young people
in the modern world value success in their
material careers solely through a job change.
Attempts for growth within the organization are
still viable and can still make many individuals
feel successful psychologically. This helps them
enjoy greater happiness with the organization in
terms of being compatible with their colleagues
and the organization and having the resources
they need to make them feel successful in the

future.

Suggestion

According to the research results, organizational
embeddedness can help increase the perception
of subjective career success of Generation Y
teachers. The study provides knowledge about
how staying with the organization can benefit
personal career success if they have enough
resources from the organization. Young teachers
who stay with the current school can also sense
achieving their individual career goals. Executives
should focus more on building necessary
competencies and good relationships among
their teachers to give them more resources to
accomplish their career goals. Study results also
support that Generation Y has more diversity
in their career success and not all frequently
change their jobs and expect higher economic
returns. They show variations in expected work

values and career goals and desired other
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things more than just pay and promotion.
School administrators should try to satisfy their
career success in diverse ways based on their
expectations, it may help them work longer and
be more dedicated to their current school and

yield more benefits for students and the school.
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