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Employees’ satisfaction with retention factors: exploring the role of career adaptability 
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Abstract 

Given the rising concerns about staff retention and the increased importance attached to 

individuals’ career adaptability, the present paper explored how career adaptability relates to 

employees’ satisfaction with factors that organizations regard important for their retention. A 

canonical correlation analysis was conducted on a sample of 321 employees in a South African 

automotive industry. The results showed that career adaptability, especially career concern, 

significantly explained the participants’ level of satisfaction with their experiences of the career 

opportunities, work-life balance, training and development opportunities and characteristics of 

the jobs offered by the company. The study findings suggest that employees’ career concerns, 

goals and plans and how these relate to retention practices are important for retaining them. 

Black and white participants also differed significantly regarding the variables. This study 

extends prior research on career adaptability by adding insights about the usefulness of the 

construct in the retention context. 

Keywords career adaptability, retention factors, career opportunities, training and development 

opportunities, job characteristics, work-life balance  

 

Career adaptability, or the capacity to adapt, has become a central construct in vocational 

psychology to denote individuals’ capacity to proactively construct their own careers in an 

increasingly more volatile employment context (Öncel, 2014; Savickas, 2013). Career 
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adaptability capacities function as a source of resilience for individuals in the construction of 

their careers (Guan et al., 2014; Savickas & Porfeli, 2012) and may potentially influence their 

attraction, retention and intention to leave (Ferreira, 2012). Research into career adaptability has 

increased markedly since the groundbreaking work of Savickas (1997; 2005; 2013) and Savickas 

and Porfeli (2012) which has been stimulated by the changing nature of careers in more turbulent 

employment contexts in which career paths have become more blurred and uncertain. Similarly, 

research into staff retention has increased in importance in the light of global skills scarcity 

concerns, an ageing workforce, increased career mobility opportunities for knowledge workers, 

rapidly changing technologies and the need for survival in a highly competitive business 

environment (Dietrich, 2000; Joāo and Coetzee, 2012; Mohlala et al., 2012; Samuel & Chipunza, 

2009;  Van Dyk & Coetzee, 2012).   

Research shows significant associations between career adaptability and career- and 

work-related outcomes, such as success in the workplace, work engagement, job satisfaction, job 

embeddedness and organizational commitment (Ferreira, 2012; Rossier et al., 2012). However, 

despite the growing interest in career adaptability, more research is needed to understand the 

intricate relationship between individual career agency and the structures within which the career 

unfolds (Dany, 2014).  People’s careers are contextually specific and socially embedded (Dany, 

2014) and influenced by their perceptions and feelings of career success and satisfaction 

(Fleisher et al., 2014).  Research highlights the interdependency between individuals and 

organizations (Fleisher et al., 2014; Tams and Arthur, 2010) and that organizational business 

needs for success are achieved through addressing employees’ career satisfaction and by 

balancing business needs with employees’ career goals (Fleisher et al., 2014; Lips-Wiersma & 

Hall, 2007). In this regard, retention research often focuses on the organizational factors and 
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practices that relate to employees’ job satisfaction, commitment and engagement (Döckel, 2003; 

Lumley et al., 2011; Van Dyk & Coetzee, 2012).  However, at present there is limited research 

on the link between individuals’ career adaptability and specific retention-related organizational 

practices that influence individuals’ job and career satisfaction. The goal of the present study was 

therefore to explore multivariate relationships of the career adaptability and retention factor 

satisfaction constructs. 

Afiouni and Karam (2014) postulate that individuals’ perception of career success and 

satisfaction is constructed through the interaction of individuals’ agency with their context and 

the agentic processes by means of which individuals adapt to facilitate better alignment between 

personal preferences and needs and the structural contexts in which they pursue the career.  In 

line with this reasoning, career adaptability is seen as the self-regulatory meta-capacities or 

resources employed to facilitate person-structural alignment in order to enhance career success 

and satisfaction (Savickas & Porfeli, 2012). Research by Zacher (2014) indicated positive 

associations between career adaptability and perceived career success. Retention factors are seen 

to represent certain characteristics of the structure within which the career is pursued and that 

relate to measures of career success or satisfaction.  

The paper makes several contributions to the career and retention literature. First, 

empirical evidence is provided supporting the growing, yet to date limited, research on the 

potential positive implications of individuals’ career adaptability for the organization that 

employs them (e.g., Ferreira 2012; Rossier et al., 2012).  Second, given that career adaptability 

and retention factor satisfaction are multi-factorial constructs, we test multivariate relationships 

between the career adaptability and retention factor constructs. By doing so, our research 

highlights the core career adaptability capacities that play an important role in explaining 
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individuals’ satisfaction with key retention factors. This approach may potentially contribute to a 

deeper understanding of how to achieve better alignment between individuals’ sense of career 

agency (embedded in their career adaptability) and the structural context in which the career is 

pursued (as represented by the specific retention factors).  

1. Career adaptability 

The construct of career adaptability denotes a multidimensional, hierarchical structure of 

four key resources or adapt-abilities (Maggiori et al., 2013; Savickas & Porfeli, 2012): career 

concern, career control, career curiosity and career confidence. These dimensions reflect the 

ability to look ahead to one’s future, considering and preparing for future career possibilities 

(concern), to know what career to pursue and making deliberate decisions and taking 

conscientious action (control), to look around at options, exploring various situations and 

potential roles (curiosity), and to have the self-efficacy to undertake activities needed to achieve 

career goals (confidence) (Savickas & Porfeli, 2012). In contrast to individual adaptability (an 

individual’s general ability, skill, dispositions, willingness and/or motivation to change or fit 

different task, social and environmental features), career adaptability appears to denote situation-

specific evaluation goals (Hamtiaux et al., 2013). In this regard, career concern is seen as the 

fundamental dimension of career adaptability given the elements of future time perspective, 

active involvement in, planfulness, awareness and optimism about the achievability of future 

goals embedded in the construct (Perera & McIlveen 2014). Career control reflects the perceived 

personal control over the vocational future and the belief about personal responsibility for 

constructing one’s career. Curiosity about possible selves and social opportunities increases 

people’s active exploration behaviors. Career confidence includes the capacity to stand by one’s 
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own aspirations and objectives, even in the face of obstacles and barriers (Savickas & Porfeli, 

2012; Stoltz, 2014). 

Career adaptability presumes meaningful adaptation through agentic processes within a 

specific work environment (Savickas & Porfeli, 2012). These processes refer to individuals’ 

capacity to act and to make their own choices (agency) within, or in interacting with, the 

constraints of a structure such as for example those associated with a particular organizational or 

social environment.  Agentic processes lead to response choices that facilitate career choices and 

behavior which influence individuals’ career success and satisfaction (Afiouni & Karam, 2014) 

and potentially their turnover behavior (Ferreira, 2012).  Research indicates career adaptability to 

be positively associated with future job search self-efficacy, employment status, perceptions of 

the future work self and person-environment fit (Guan et al., 2014).  High levels of career 

adaptability are also seen to positively predict levels of career satisfaction (Zacher, 2014), work 

engagement (Rossier et al., 2012) and perceived well-being and of control over one’s own life 

(Hirschi, 2009; Öncel, 2014). Career adaptability resources are presumed to help prevent person-

job mismatch and underemployment and positively influence career satisfaction and retention 

(Gutman & Schoon, 2012; McKee-Ryan & Harvey, 2011; Takase et al., 2012).  

2. Retention factors 

Retention research increasingly focuses on identifying organizational practices as key 

factors that may contribute to the retention of staff. Döckel’s (2003) research identified a set of 

specific factors that may influence staff retention. These include factors such as compensation 

(monetary and non-monetary rewards; job characteristics (skill variety and job autonomy); 

training and development opportunities (formal development activities provided by the 
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organization); supervisor support (recognition by and feedback from supervisors to employees); 

career opportunities (internal and external career options an employee may have); work-life 

balance (employee’s ability to meet both work and family commitments); and organizational 

commitment (employee’s emotional attachment to, identification with, and involvement in the 

organization). Research has provided evidence that these retention factors contribute to reduced 

voluntary turnover, lower intentions to leave, enhanced productivity, more committed and 

satisfied employees and the effective management of retention practices (Döckel, 2003; Ferreira, 

2012; Joäo, 2010; Kraimer et al., 2011; Morrow, 2011). In a South African-based study amongst 

professionally skilled staff, Du Toit (2012) identified various themes relating to perceptions of 

career success. These include learning and development, skills experience and competence, 

career transitions/advancement,  job content,  relationship to the organization, achievement of 

goals,  reward and recognition  and work-life balance.  All of these themes are congruent with 

the retention factors identified by Döckel (2003), implying that satisfaction with retention factors 

may be related to perceptions of career success. However, it is not clear how individuals’ career 

behavior and capacities in planning, managing and constructing their careers (career adaptability) 

in a specific work environment relate to their satisfaction with organizational practices that 

influence their career success and turnover intention. 

Kyndt, Docky, Michielsen, and Moeyaert (2009) highlight that the implementation of 

retention practices facilitate employee engagement. A study conducted by Bontis, Richards, and 

Serenko (2011) indicated that autonomy and challenging work, both being retention factors, 

contribute to employee satisfaction. João (2010) also found that the need for career growth and 

opportunities for advancement, as well as challenging work, are significant factors that stop 

professionally qualified employees from leaving their organizations. Organizations that fulfill 



7 
 

employees’ needs regarding the retention factors also encourage organizational commitment 

(Döckel, 2003; Pauw, 2011). According to Pauw (2011), commitment and connection to the 

organization have a direct influence on employee retention.  In line with the research literature, 

we expected that career adaptability would further help to explain employees’ satisfaction with 

retention factors (H1).   

3. Method 

3.1 Participants 

Data for the study were collected from 321 permanently employed employees in a South 

African automotive manufacturing company.  The respondents comprised 231 (72 per cent) male 

and 90 (28 per cent) females whose ages ranged predominantly between 20 and 49 years (74 per 

cent). The sample was represented by 50 percent white and 50 percent black employees.  The 

majority of the respondents were on a managerial/supervisory level (79 per cent) and 21 percent 

were operational level staff.  The majority of the respondents have been in the company’s 

employment for more than six years (64 percent) and less than 5 years (36 per cent).  

3.2 Procedure 

Ethical clearance to conduct the study was obtained from the Research Ethics Committee 

of the research institution. Permission for the research was obtained from the human resource 

director of the company. Data were collected through questionnaires administered during 

working hours in individual and group sessions. Five-hundred and twenty-eight (528) 

questionnaires were distributed and 321 questionnaires with complete data were returned, 

yielding a response rate of 61 per cent. The participants were invited to voluntarily participate 
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and signed an informed consent form. The privacy, anonymity and confidentiality of all the 

participants were ensured and honored. 

3.3 Measures 

Career adaptability was measured by means of the Career Adapt-Abilities Scale 

(CAAS). The CAAS (Savickas & Porfeli, 2012) is a multi-factorial self-rating measure, 

consisting of 24 items and four subscales: concern (6 items, for example “Thinking about what 

my future will be like”), control (6 items, for example “Taking responsibility for actions”), 

curiosity (6 items, for example “Becoming curious about new opportunities”), and confidence (6 

items, for example “Performing tasks efficiently”).  A 5-point Likert-type scale (1= not strong; 5 

= strongest) is used for subjects’ responses to each of the 24 items.  Maree (2012) confirmed the 

construct validity and internal consistency reliability of the CAAS in the South African context.  

In terms of the present sample, the overall scale obtained a reliability coefficient of .94.  The 

following Cronbach Alpha coefficients (internal consistency) for the four subscales were 

obtained: career concern (.85), career control (.82), career curiosity (.88) and career confidence 

(.89). 

Retention factor satisfaction was measured using the Retention Factor Scale (RFS) 

which was developed in the South African organizational context by Döckel (2003).  The RFS 

measures the participants’ satisfaction with the following retention factors on a 6-point Likert-

type scale (1 = strongly dissatisfied; 6 = strongly satisfied): compensation (13 items, for example 

“On my present job this is how I feel about my benefits package”), job characteristics (4 items, 

for example “The job requires me to use a number of complex or high-level skills”), training and 

development opportunities (6 items, for example “The company is providing me with job-specific 
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training”), supervisor support (6 items, for example “My supervisor looks for opportunities to 

praise positive employee performance, both privately and in front of others”), career 

opportunities (6 items, for example “My chances for being promoted are good”), work-life 

balance (4 items, for example “I often feel like there is too much work to do”) and commitment 

to the organization (3 items, for example “How would you rate your chances of still working at 

this company a year from now”). A factor analysis on the RFS conducted by Döckel (2003) 

confirmed the construct validity of the questionnaire in the South African context. In terms of 

internal consistency reliability, the following Cronbach’s Alpha coefficients were obtained for 

the present sample: compensation (.96), job characteristics (.60), training and development 

opportunities (.91), supervisor support (.79), career opportunities (.72), work-life balance (.86) 

and commitment to the organization (.77).  The overall scale obtained a reliability coefficient of 

.93. 

Demographic data were used as control variables and included: age (coded 0 = ≤ 45 

years; 1 = ≥ 46 years), gender (coded 0 = male; 1 = female), and race (coded 0 = black; 1 = 

white). These variables were chosen based on previous research indicating that these variables 

are important to consider in the retention of employees (Ferreira, 2012; Joāo & Coetzee, 2012; 

Stoltz, 2014; Van Dyk & Coetzee, 2012). 

3.4 Statistical analyses 

Due to the cross-sectional nature of the research design, we first ran Harmann’s one-

factor solution and confirmatory factor analysis to test for common method variance.  The one-

factor solution showed that the single factor that emerged for the CAAS accounted for 44% of 

the covariance among the CAAS variables. The four variables were then loaded onto one factor 
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to examine the fit of the confirmatory factor analysis (CFA) model. The CAAS single-factor 

model did not fit the data well (CMIN/df = 6.82; p = .00; CFI = .98; RMSEA = .14). The one-

factor solution for the RFS showed that the RFS construct accounted for 31% of the covariance 

among the RFS variables. When loading the seven RFS variables onto a single construct in the 

CFA model, the fit indices showed that the single factor did not fit the model well (CMIN/df = 

2.92; p = .00; CFI = .84; RMSEA = .08).  In line with the guidelines of Podsakoff, MacKenzie, 

Lee, and Podsakoff (2003), the one-factor results suggested that common method bias did not 

pose a threat to our findings. 

We then tested the fit of the measurement model before proceeding with the statistical 

analyses. The measurement model comprised 37 indicators and 11 first-order factors with the 

following fit indices: CMIN/df = 2.79; p = .00; CFI = .94; RMSEA = .08. The results showed 

that the data fit the model well. Bivariate correlation (Pearson’s coefficients) analyses were then 

calculated to assess the pattern of relationships between the variables of concern to the study. 

Point-biserial correlations were calculated for discrete dichotomous variables (i.e. the 

demographic variables).  Canonical correlation analysis was used to study the multivariate 

relationships between the four CAAS scores and the seven RFS scores.  

4. Results 

4.1 Correlations 

As can be seen from Table 1, the practical effect of the significant inter-correlations 

among the CAAS and RFS variables ranged between r ≥ .10 ≤ .26 (small effect; p ≤ .05). 

Similarly, the significant inter-correlations among the CAAS and RFS variables were also small 

in practical effect (r ≥ .10 ≤ .28; p ≤ .05), suggesting no multi-collinearity.  With the exception of 
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race (coded 0 = black; 1 = white), the other associations between age and gender and the CAAS 

and RFS variables were regarded as negligible.  Race had significant negative correlations (r ≥ -

.17 ≤ -.31; p ≤ .05; small to moderate practical effect) with all the career adaptability variables 

and the RFS training and development, career opportunities and work-life balance variables (r ≥ 

-.13 ≤ -.25; p ≤ .05; small practical effect). Race correlated positively with compensation and 

organizational commitment (r ≥ .15 ≤ .16; p ≤ .05; small practical effect).  

Insert Table 1 approximately here 

 

Canonical correlation analysis was used to study the multivariate relationships between 

the four CAAS scores (career concern, career control, career curiosity, and career confidence) 

and the seven RFS scores (compensation, job characteristics, training and development 

opportunities, supervisor support, career opportunities, work-life balance and organizational 

commitment).  Table 2 shows that the full model was significant using Wilks’s multivariate test 

criterion. Wilks’s lambda (λ) = .79, function 1: Fp = 2.17 (p = .0001).  Only the first function of 

the model was significant and contributed to 64% of the overall explained variation relative to 

the function. The full model r² type effect size (yielded by 1 - .λ) was .21 (moderate practical 

effect), indicating that the full model explains an adequate proportion, about 21% of the variance 

shared between the two variable sets.  The redundancy index results summarized in Table 2 

shows that career adaptability explained 14% (Rc² = 14; moderate practical effect) of the 

variance in retention factor satisfaction and was able to predict 3% (small practical effect) of the 

proportion of variance in the individual original retention factor satisfaction variables. 
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Table 2 provides the canonical coefficients (weights), canonical structure coefficients 

(Rc), canonical cross-loadings (Rc) and squared canonical loadings (Rc²). Only those dependent 

variables (RFS) that exceeded an Rc greater than .30 were used in the interpretation: job 

characteristics, training and development opportunities, career opportunities and work-life 

balance.  These four RFS variables all loaded positively with the retention factor satisfaction 

canonical construct and were assumed to represent high retention factor satisfaction. Career 

opportunities was indicated as the strongest predictor of the retention factor satisfaction 

canonical construct (Rc = .84), followed by work-life balance (Rc = .51), training and 

development opportunities (Rc = .50), and job characteristics (Rc = .38). 

Table 2 shows career concern as the strongest predictor of the career adaptability 

canonical construct (Rc = .96) and the variable that exhibited the highest correlation with the 

canonical retention factor satisfaction variable (Rc = .36). As expected, career opportunities 

exhibited the highest correlation with the canonical career adaptability variable (Rc = .31).  All 

the career adaptability variables contributed significantly in explaining the variance in the four 

original retention factor satisfaction variables (moderate practical effect): career opportunities 

(10%), work-life balance (4%), training and development opportunities (4%), and job 

characteristics (2%). 

Insert Table 2 approximately here 

 

4.2 Test for significant mean differences between the race groups 

The significant zero-order correlation results suggested that the black and white 

participants differed significantly regarding their career adaptability and satisfaction with the 
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retention factors. We therefore decided to run a t-test to test for significant differences between 

the black and white participants regarding the CAAS and RFS variables. Table 3 shows that the 

black participants scored significantly higher than their white counterparts on all the career 

adaptability variables (p = .0001; d ≥ .34 ≤ .91; moderate to large practical effect) and, with the 

exception of job characteristics and supervisor support (no significant differences), training and 

development opportunities, career opportunities and work-life balance (p = .05; d ≥ .34 ≤ .91; 

small to large practical effect). The white participants scored significantly higher than the black 

participants on compensation and organizational commitment (p = .05; d ≥ .30 ≤ .33; small 

practical effect). 

Insert Table 3 approximately here 

 

5. Discussion 

The study explored multivariate relationships of the career adaptability and retention 

factor satisfaction variables. As expected (H1), the results provided evidence that career 

adaptability explained employees’ satisfaction with retention factors. The discussion focuses on 

the core variables highlighted in the canonical correlation results. 

5.1 Career adaptability in relation to retention factor satisfaction 

The results showed that career adaptability, especially career concern, significantly 

explained the participants’ level of satisfaction with their experiences of the career opportunities, 

work-life balance, training and development opportunities and characteristics of the jobs offered 

by the company.  These retention factors were shown to relate to individuals’ perceptions of 
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career success (Du Toit & Coetzee, 2012) and their retention (Döckel, 2003; Joāo & Coetzee, 

2012; Lesabe & Nkosi, 2007) in the South African organizational context. 

The results of the study confirmed that concerns about one’s career are especially highly 

associated with the perceived career opportunities offered by the organization. Career concern 

(having a future perspective about one’s career) was also confirmed to be fundamental to the 

construct of career adaptability (Perera and McIlveen 2014) which explains the strong positive 

association with future career development opportunities in the organization. Du Toit and 

Coetzee (2012) identified individuals’ needs for career transitions or advancements as an 

important aspect of their perceptions of objective career success. Nabi (2003) indicated in this 

regard that future career prospects provide a sense of job security which is characterized by a 

sense of stability about one’s job continuity that contributes to feelings of subjective career 

success. 

The results further indicated work-life balance as an important aspect of the participants’ 

career adaptability and especially their concern about the future of their careers. The results seem 

to corroborate Park’s (2010) finding that individuals seek to incorporate their roles at work into 

the broader perspective of their lives. Du Toit and Coetzee (2012) also found individuals’ need 

for balancing their career needs with other aspects of their life as an important facet of their 

perceptions of subjective career success.  Research on retention factors by Joāo and Coetzee 

(2012) indicated the ability to balance one’s work and life as a key factor in retaining 

professionally skilled staff. 

Career concern further appeared to be positively associated with the need for job-related 

and professional training and development opportunities in the organization. This might be due 
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to the positive contribution of enhanced training and development on employees’ chances to 

experience career advancement (Nienaber et al., 2011). The findings further appear to support 

the notion of growth implied in the career adaptability construct as postulated by Dix and 

Savickas (1995).  Research by Du Toit (2012) indicated the growth processes underpinning 

individuals’ need for career and personal growth and development as important aspects of their 

subjective career success. Accessibility and availability of training and career pathing are seen as 

essential to individuals’ personal and organizational growth (Lesabe & Nkosi, 2007). Allen, 

Shore, and Griffeth (2003) found growth opportunities to significantly influence attitudes toward 

the organization and turnover intention.   

The results of the present study further suggest that individuals who are highly concerned 

about their careers would also tend to be more concerned about the nature of their jobs. The 

nature of one’s work is seen as an intrinsic motivator and an aspect of individuals’ subjective 

career success (Du Toit & Coetzee, 2012) and job satisfaction (Warr, 2002; Westlund and 

Hannon, 2008).  Job characteristics relate to the need for autonomy and freedom in applying 

one’s skills and knowledge in performing high-level or complex tasks and using one’s initiative 

in solving challenging problems on the job (Döckel, 2003). Westlund and Hannon (2008) found 

satisfaction with the nature of work to be significantly related to an employee’s intention to leave 

an organization.   

5.2 Differences between the race groups 

Our study contributes several important insights into the career adaptability and 

satisfaction of black and white employees. The black participants showed higher levels of career 

adaptability than the white participants. The enhanced level of career adaptability of the black 
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employees might be attributed to the positive influence of the increased intra-organizational 

career opportunities available to especially black people in the post-apartheid South African 

workplace which require a higher level of career adaptability from black employees. This is 

congruent with findings by Joäo and Coetzee (2012) who found that black employees in the 

South African organizational context consider career advancement and growth opportunities and 

career development support to be more important than any other racial group. They might 

therefore also tend be less satisfied with their compensation and be less committed to the 

organization than the white employees. The higher levels of satisfaction of the black participants 

with the career and training and development opportunities that the company offers could also be 

attributed to the South African employment equity, affirmative action and skills development 

legislation that provide them with enhanced career and training and development opportunities. 

Finally, the results of our study also corroborate previous research indicating that white 

employees value work-life balance more than black employees, and therefore tend to be the least 

satisfied with their work-life balance (Van Dyk & Coetzee, 2012). 

5.3 Implications 

The study has several important implications for employees’ career satisfaction and by 

implication their retention.  First, the study highlights the link between employees’ career 

concern and their satisfaction with key retention factors. Addressing individuals’ career concern 

is fundamental to their career adaptability and satisfaction (Perera & McIlveen, 2014). 

Employees’ career concern capacities can be developed by actively engaging them in career 

discussions that focus on career development planning involving the setting of realistic career 

goals, and helping the individual to plan and prepare for future career possibilities (Del Corso, 

2013).  Career discussions supported by mentoring and coaching might further support 
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individuals in developing the career adapt-abilities they need to proactively construct their 

careers in today’s workplace (Schreuder & Coetzee, 2011). Apart from the planfulness and 

optimism about the achievability of future goals (career concern), career discussions around 

career goals and plans might further stimulate career control (i.e. perceived sense of control over 

one’s future and deliberate decisions and actions), career curiosity (exploration of options and 

potential roles) and career confidence (self-efficacy in undertaking the actions needed to achieve 

career goals) (Del Corso, 2013; Savickas & Porfeli, 2012).  Second, the results of our study 

showed that these career adapt-abilities positively predict satisfaction with organizational 

retention practices that support the career development of individuals.  Management should be 

aware of black and white employees’ career goals and plans and ensure that supportive human 

resource practices (e.g. career and training and development opportunities and work-life balance 

policies) are in place should they wish to retain their employees.   

Finally, our study points out the importance of alignment between employees’ career 

concerns and the nature of their jobs in retention considerations.  Challenging work increases 

perceived influence on career situations and positively contributes to career adaptability (Brown 

et al., 2012). Career and job discussions, job enrichment, written job and career goals and 

organizational support in the form of career and training and development opportunities may in 

general help to increase perceptions of career success and satisfaction for employees (Brundage 

& Koziel, 2010). 

5.4 Limitations and directions for future research 

Several limitations need to be noted in the interpretation of the results. First, canonical 

correlation analysis is a maximization technique, and, therefore, the results of this study are to be 
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interpreted with caution. When interpreting models of canonical correlation, researchers and 

practitioners should be aware of the possibility of overestimation due to the amplification of 

linear composites (Hair et al., 2010).  Second, the sample was confined to a specific population 

in the South African automotive industry which limits the interpretability of the results to 

populations in different occupational industries.  Testing the variables on various multicultural 

populations from various occupational groups may further inform theories of career adaptability 

in the retention context. Finally, the cross-sectional nature of our study limits the nature of data 

obtained to a specific moment in time. Much would be gained by future longitudinal research 

analyzing the shift in levels of career adaptability and retention factor satisfaction as the career 

self-concept evolves over time. 

5.5 Conclusion 

The results of the study offer potentially new insights for managers and practitioners to 

consider in the retention of staff in the contemporary career context.  Following a multivariate 

approach to assessing the relationship between career adaptability and retention factor 

satisfaction offered additional insights about the construct of career adaptability in organizational 

context. Overall, it can be concluded that employees’ career concerns, goals and plans and how 

these relate to retention practices are important for retaining them. 
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Table 1 

 Descriptive statistics and bivariate correlations 

  M SD α 1 2 3 4 5 6 7 8 9 10 11 12 13 14 15 16 

1 Age - - - -                
2 Gender - - - -.05 -               
3 Race - - - .22*** -.08 -              
4 Career 

concern 
3.87 .71 .85 -.19*** .07 -.41*** -             

5 Career control 4.06 .57 .82 .003 .06 -.19*** .61*** -            
6 Career 

curiosity 
3.88 .70 .88 -.09 .003 -.26* .61*** .69*** -           

7 Career 
confidence 

4.12 .62 .89 -.03 .02 -.17** .55*** .75*** .77*** -          

8 Overall career 
adaptability 

3.99 .55 .94 -.10 .04 -.31*** .80*** .87*** .89*** .88*** -         

9 Compensation 3.64 1.16 .96 .002 .04 .15** .04 -.03 -.09 -.02 -.04 -        
10 Job 

characteristics 
4.49 .88 .60 .11* -.11* .10 .14* .08 .08 .17** .11* .28*** -       

11 Training & 
development 
opportunities 

3.62 1.21 .91 .01 -.04 -.13* .17** .07 .06 .08 .08 .49*** .27*** -      

12 Supervisor 
support 

4.29 1.06 .79 -.07 -.02 .02 .09 .10* .09 .12* .11* .36*** .38*** .32*** -     

13 Career 
opportunities 

3.46 .96 .72 -.18*** -.06 -.13* .28*** .15** .12* .13* .20*** .46*** .31*** .53*** .39*** -    

14 Work-life 
balance 

3.87 1.24 .86 .05 .02 -.25*** .18*** .09 .02 .06 .08 .18*** .06 .20*** .24*** .26*** -   

15 Organisational 
commitment 

4.71 1.27 .77 .21*** -.06 .16** .007 .009 -.02 .04 .003 .40*** .36*** .35*** .32*** .35*** .12* -  

16 Overall 
retention 
factor 
satisfaction 

3.88 .76 .93 .001 -.02 .02 .17** .06 -.01 .07 .10 .84*** .49*** .72*** .63*** .71*** .40*** .57*** - 

Notes: N = 321.    Significant correlations are in boldface. ***p ≤ .001 – statistically significant. **p ≤ .01  – statistically significant. *p ≤ .05 – statistically significant.  
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Table 2 

Results of the standardized canonical correlation analysis for the first canonical function  

 

Variate/variables Canonical 

coefficients 

Structure 

coefficient 

(Rc) 

 

Canonical  

cross-

loadings 

(Rc) 

Squared 

canonical 

loadings 

(Rc²) 

Career adaptability canonical variate variables     

Career concern 0.31 0.96 0.36 0.13 

Career control -0.83 0.43 0.16 0.03 

Career curiosity -1.16 0.35 0.13 0.02 

Career confidence -.70 0.39 0.14 0.02 

Retention factors canonical variate variables     

Compensation 1.20 0.22 0.08 0.01 

Job characteristics 0.62 0.38 0.14 0.02 

Training & development opportunities 0.85 0.50 0.19 0.04 

Supervisor support 0.43 0.23 0.09 0.01 

Career opportunities 1.38 0.84 0.31 0.10 

Work-life balance 0.81 0.51 0.19 0.04 

Organisational commitment 0.00 0.02 0.01 0.00 

Overall model fit measures (function 1): 

Overall Rc² = .14 

F(p) = 2.17 (p < . 0001); df = 35;1302.3 

Overall proportion: .64 

Wilks’ Lambda (λ)  = .788*** 

r² type effect size: 1 – .λ = .21 (moderate practical effect) 

Redundancy Index (standardized variance of retention factors explained by career adaptability):Proportion = .03 

Notes: N = 321. Structure coefficients greater than .30 are in boldface. 
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Table 3 

Results of tests for mean differences for race: career adaptability and satisfaction with retention factors 

Variables Wilcoxon 

statistic 

Z p Mean (SD) 

Black 

Mean (SD) 

White 

Cohen d 

Career concern 19477.00 6.69 ˂.0001 4.22(.66) 3.63(.63) .91 

Career control 17114.00 2.99 ˂.0001 4.18(.61) 3.97(.52) .37 

Career curiosity 17899.00 4.21 ˂.0001 4.10(.71) 3.73(.66) .54 

Career 

confidence 

17038.50 2.87 ˂.0001 4.25(.66) 4.04(.58) .34 

Compensation 13785.00 -2.22 .03 3.42(1.30)   3.78(1.08) .30 

Job 

characteristics 

14024.50 -1.85 .06 4.36(.92) 4.53(.83)  

Training & 

development 

opportunities 

16724.00 2.37 .02 3.85(1.32)  3.54(1.09) .26 

Supervisor 

support 

15022.50 -.29 .77 4.24(1.03)  4.28(1.09)  

Career 

opportunities 

16549.50 2.10 .04 3.62(.97)    3.37(.91) .27 

Work-life 

balance 

17879.00 4.18 ˂.0001 4.22(1.11) 3.59(1.23) .54 

Organizational 

commitment 

13307.50 -2.99 .003 4.49(1.29) 4.90(1.23) .33 

Notes:  n (black) =160; n (white) =161
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