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Abstract The present study examined the relationship
between employees’ ability to achieve subjective success
and their work attitudes. Four dimensions of subjective
success were measured: fulfilling work, financial rewards,
recognition, and authority. Hierarchical regression models
predicting job satisfaction, commitment, and turnover were
examined. Objective indicators of success (organizational
level, promotions, and salary) were included as control vari-
ables along with importance scores and achievement scores
for the success criteria. Results indicate that an employee’s
achievement of fulfilling work is the strongest predictor of
their attitudes towards the job and organization. Together,
the achievement of the four success criteria explained
significantly more variance in attitudes than objective
indicators of success or success criteria importance.

Keywords Careers - Subjective success - Employee
attitudes - High technology

Die Implikationen von subjektivem Berufserfolg

Zusammenfassung Die vorliegende Studie untersucht
den Zusammenhang zwischen subjektivem Erfolgserleben
und verschiedenen Arbeitseinstellungen (Arbeitszufrieden-
heit, organisationale Bindung, Wechselabsicht) bei einer
Stichprobe von IT-Beschiftigten. Vier Facetten subjektiven
Berufserfolgs wurden gemessen: erfiillende Arbeit, Erleben
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finanziellen Erfolgs, Erleben von Anerkennung und Erle-
ben von Einfluss. In hierarchischen Regressionsanalysen
wurden objektive Erfolgskriterien (hierarchische Ebene,
Beforderungen, Gehalt), die Wichtigkeit der vier Facetten
subjektiven Berufserfolgs und das Erreichen dieser vier
Facetten auf ihren Einfluss auf die drei Arbeitseinstellungen
untersucht. Es zeigte sich, dass die objektiven Erfolgs-
kriterien und die Wichtigkeit der subjektiven Kriterien
keinen Einfluss hatten, wihrend das Erreichen insbesondere
erfiilllender Arbeit und ferner das Erleben finanziellen
Erfolgs sehr bedeutsam waren.

Schliisselworter Karriere - Subjektiver Erfolg -
Einstellungen der Mitarbeiter - Technologie

1 Introduction

Success is a key outcome in careers research (Heslin 2005).
Subjective success represents an individual’s self-evaluation
of her or his success (Gattiker and Larwood 1986; Pelu-
chette 1993). Research suggests that subjective success is
related to but broader than objective indicators of success
(Abele and Spurk 2009b; Ng et al. 2005) and may include
criteria such as relationships, balance, enjoyment, and
recognition (Dyke and Murphy 2006; Sturges 1999).

The research done to date on subjective success focuses
largely on the antecedents of subjective success and seeks
to determine what makes people evaluate their careers
positively (e.g. Abele and Spurk 2009b; Gattiker and
Larwood 1986; Ng et al. 2005; Peluchette 1993). Very few
studies have explored the link between subjective career
success and key organizational attitudes. This is unfortunate
as research conducted within the person-environment fit
tradition (Kristof-Brown et al. 2005) would suggest that
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employees are more likely to report positive attitudes
towards their work and their organization when there is
a fit between their definitions of subjective career success
and their career achievements. To date, however, neither
the literature on person-environment fit nor the subjective
success research has examined this relationship. This paper
addresses this gap by exploring the impact that attainment
of subjective career success has on three key employee atti-
tudes toward their work and organization: job satisfaction,
organizational commitment, and intent to turnover.

1.1 The construct of subjective success

Subjective success represents an individual’s self-evaluation
of her or his career (Gattiker and Larwood 1986; Peluchette
1993). This study is based on the assumption that to under-
stand the relationship between subjective success and key
organizational outcomes, one needs to look at two things:
what individuals value in their careers (achievements may
not be valued in the same way by everyone) and whether
they feel that they have the opportunity within their work
environment to achieve their aspirations (Gunz and Heslin
2005; Heslin 2005). This assumption is consistent with Bai-
lyn’s argument that “the subjective, internal meaning of the
career must be juxtaposed with its external more objective
characteristics” (1989, p. 477). This assumption is also con-
sistent with person-environment fit theory (Caplan and Har-
rison 1993; Edwards 1994; Kristof 1996).

1.2 Subjective success and work attitudes

Organizations are likely to influence employees’ achieve-
ment of subjective success in a number of ways. First, ob-
jective criteria of success such as pay, promotion, and hier-
archical level are rewards that are under the control of the
organization. The manner in which organizations allocate
these rewards may have a significant influence on whether
or not an employee feels successful. Further, other more sub-
jective success criteria such as a sense of personal accom-
plishment, recognition, enjoyable work, or positive working
relationships can also be influenced by organizational con-
text (Heslin 2005). Finally, organizations can potentially in-
fluence the achievement of non-work criteria of success such
as work-life balance or good health by limiting the time and
energy employees have to devote to these pursuits.

The literature suggests that employees who work for
organizations that understand and are able to facilitate em-
ployee subjective career success will report more positive
attitudes towards work and their employer. Theoretical
perspectives such as needs theories (Herzberg et al. 1959),
the theory of work adjustment (Dawis and Lofquist 1984),
the attraction-selection-attrition model (Schneider 1987),
and self-determination theory (Deci and Ryan 2000), for
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example, all support the notion that employees experience
more positive attitudes when there is congruence between
their preferences and the features of their workplace.
A meta-analysis of person-environment fit studies indicates
that various types of fit (e.g. person-vocation, person-job,
person-organization, person-group, and person-supervisor)
are associated with positive attitudes toward work and the
organization — with strong, pervasive effects noted particu-
larly for job satisfaction, organizational commitment, and
intent to turnover (Kristof-Brown et al. 2005). The present
research extends this tradition by examining the impact on
attitudes of the congruence between employees’ success
aspirations and achievements.

Job satisfaction refers to a positive evaluation of one’s
job (Locke 1976; Spector 1997). Meta-analytic results
indicate that job satisfaction has an impact on performance
(Judge et al. 2001), commitment, turnover intentions, and
turnover (Tett and Meyer 1993). Job satisfaction has been
used by some researchers as a proxy for subjective success
(e.g. Abele and Spurk 2009a; Judge and Bretz 1994; Judge
et al. 1995) but as Heslin (2005) notes, the concept of
subjective success incorporates a broader time frame and
a wider range of outcomes than immediate job satisfaction.
Research has also found that career satisfaction and job
satisfaction are distinct constructs (Erdogan et al. 2004).
Job satisfaction is influenced by a variety of characteristics
related to the job, the organization, and the employee
(Glisson and Durick 1988). The meta-analytic results
regarding person-environment fit support the notion that
when the characteristics of the job or the organization match
the characteristics of the employee, greater job satisfaction
is likely to result (Kristof-Brown et al. 2005). Similarly,
we would expect that when the characteristics of the work
environment support an employee’s subjective success
aspirations, they will be likely to evaluate the job more
positively.

Organizational commitment can be thought of as the
bond between the employee and the organization (O’Reilly
and Chatman 1986). Organizational commitment has
a different focus than job satisfaction: “commitment em-
phasizes attachment to the employing organization, includ-
ing its goals and values, whereas satisfaction emphasizes
the specific task environment where an employee performs
his or her duties” (Mowday et al. 1982, p.28). Given that
organizational commitment is conceptualized as a bond
or attachment to the organization, turnover intentions can
be viewed as the opposite of commitment. Meta-analytic
results support the negative relationship between orga-
nizational commitment and turnover intentions (Tett and
Meyer 1993). Both organizational commitment and turnover
intentions are likely to be influenced by an employee’s expe-
rience of subjective success. Just as person-environment fit
enhances commitment and reduces turnover (Kristof-Brown
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et al. 2005), employees who believe that the organization
has helped them to achieve subjective success may be more
likely to view the organization favorably and to anticipate
potential losses should they leave the organization.

The above review of theory and empirical findings leads
us to hypothesize that:

Employees who experience greater subjective success will
exhibit higher job satisfaction (H1), higher organizational
commitment (H2), and lower turnover intentions (H3).

2 Method

2.1 Sample and procedures

The hypotheses were tested using survey data collected from
managers and professionals in the high-technology sector
in Canada. Six of the ten largest high-technology firms in
Canada’s National Capital Region agreed to participate in
the study. All of the managers and professionals in these
firms — 4,100 in total — were invited to participate in the sur-
vey. Questionnaires were distributed and collected through
the firms’ internal mail services but forwarded unopened to
the researchers. As responses were anonymous, no follow-
up was undertaken for nonrespondents.

Responses were received from 1,509 employees (37%).
The majority of respondents were men (67%) and the
average age was 36. Post-secondary education was almost
universal (97%) with most holding a university degree
(66%). A majority of respondents were married (73%) and
had children (50%).

Respondents had an average of 12 years of work experi-
ence — 9 years of that in the high-tech sector. On average,
they had worked for four different employers, spent over
five years in their current organization and two in their
current position. A majority (58%) worked in product
development, engineering, or programming. Others worked
in technical or customer support (13%), marketing and
sales (11%), or other functions (18%). Most respondents
were in professional or technical roles (62%), first-level
management (13%) or middle management (14%), with the
remainder in either senior management (3%) or other non-
management roles (7%). Just under a third (31%) managed
the work of others. Respondents worked an average of 46 h
per week.

2.2 Measures

Each of the focal constructs was measured using multi-item,
5-point scales. In addition to measuring the importance and
achievement of subjective success criteria, and the three
hypothesized attitudinal outcomes, data were collected on
three measures of objective success — level, salary, and
promotions — to serve as control variables.

2.2.1 Subjective success

Fifteen criteria were selected to represent subjective success
based on an examination of the qualitative (Dyke and Mur-
phy 2006; Sturges 1999) and quantitative (Gattiker and Lar-
wood 1986; Nabi 2001) research literature on how people
define success. The success criteria examined in this study
(see Table 1) include a mix of traditional objective criteria
such as increasing financial rewards and moving through po-

Table1 Success items and

factors Abridged success criteria Mean Mean Factor loadings

(in order of importance) importance achievement  F1 F2 F3 F4
Enjoyable work 4.70 3.92 045 - - -

A personal sense of accomplishment 4.52 3.53 0.63 - - -
Learning and developing skills 4.45 3.75 0.50 - - -
Salary that provides a comfortable lifestyle 4.38 3.71 - - - 0.71
Balance between work and nonwork 4.32 3.62 - - - -
Increasing financial rewards 3.93 3.69 - - - 0.77
Surrounded by stimulating people 391 3.52 0.60 - - -
Recognized by colleagues for expertise 3.84 3.46 - - 082 -
Developing relationships on the job 3.76 3.63 - - - -
Obtaining peer recognition 3.70 3.41 - - 0.67 -
Positions of increasing responsibility 3.57 343 - 0.60 - -
Personal autonomy 3.52 3.20 - - - -
Able to influence organizational direction 3.32 2.35 - 0.60 - -
Making a contribution to society 3.26 2.77 041 - - -
Being in a position of authority 2.86 3.29 - 0.83 - -
Percentage of variance accounted for by factor 23% 9% 5% 4%

Note: Only factor loadings that account for more than 15% of variance (> 0.40) are included.
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sitions of increasing responsibility, plus more intrinsic cri-
teria such as enjoyable work and making a contribution to
society. Factor analysis was used to examine the dimension-
ality of these criteria and to create scales to measure differ-
ent facets of subjective success.

Consistent with models of person-organization fit, we
asked respondents about both the importance of these 15
success criteria and whether or not they felt that they
had achieved success on these criteria in their current
work. Respondents were asked ‘“How important is each
of the following achievements to your definition of career
success?” Items were phrased, for example, as “making
a contribution to society.” Response options ranged from
“of little importance” to “very important.” Respondents
were then asked to reflect on the extent to which they
felt that they had achieved these same criteria in their
current work situation. The question was “To what extent
do you agree or disagree with the following statements
about your work?” In this case, the items were rephrased to
reflect success on these criteria (e.g. “My job allows me to
make a contribution to society”). Response options ranged
from “disagree strongly” to “agree strongly.” To assess
the impact of congruence between employees’ success
criteria and what they had achieved, both importance and
achievement of the criteria were included in the models
predicting attitudes.

2.2.2 Work attitudes

Job satisfaction was measured using eight items based on
the facet-specific scale developed by Quinn and Staines
(1979) which includes items such as the job in general,
the sorts of things done on the job, and current workload.
Organizational commitment was assessed using eight items
from Mowday et al. (1979). A sample item is “I really
care about the fate of this organization.” Intent to turnover
was assessed using two items from Seashore et al. (1982).
“I often think about quitting work with this organization” is
a sample item.

2.2.3 Objective success controls

Three common indicators of objective success were in-
cluded to serve as control variables. Organizational level
was measured as the number of levels between the re-
spondent and their CEO. Respondents also indicated the
number of promotions they had received over the preceding
five years. Salary was assessed by asking respondents to
indicate their actual current salary or indicate the range
within which it was contained. Range data were coded as
the range mid-point to create a continuous variable for all
respondents.
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3 Results
3.1 The subjective success criteria

The mean importance and achievement score for each of
the 15 criteria are shown in Table 1. A principal axis factor
analysis of the success criteria importance scores identified
four factors with Eigenvalues greater than one. These
four factors together accounted for 42% of the variance
in importance scores (see Table 1). All but three items
(personal autonomy, developing relationships on the job,
and maintaining a balance between work and nonwork)
accounted for more than 15% of the variance (factor load-
ings > 0.40) and were included in the subsequent scales.
The four resulting factors were fulfilling work (five items,
23% of variance), authority (three items, 9% variance),
recognition (two items, 5% variance), and financial rewards
(two items, 4% variance). When the same four-factor
model derived from the importance data was tested using
the data for the achievement of these success criteria,
confirmatory factor analysis indicated an acceptable model
fit (RMSEA = 0.07; Browne and Cudeck 1993; MacCallum
et al. 1996). We created scale values by averaging the
scores of the items which loaded on each of the factors.

Table 2 includes the means, standard deviations, reli-
abilities, and correlations for the scales of success im-
portance and achievement plus the other independent and
dependent variables. Where scales included only two items,
the correlation of the two items has been reported in place
of Cronbach’s alpha. All of the scales exhibit reasonable
to high reliability. The effect of the lower reliability and
limited scope of some scales will be to attenuate corre-
lations and thus make our tests more conservative. The
importance scales for the success criteria were significantly
correlated with each other but the correlations were low
enough (highest r=0.43) to indicate that the criteria are
conceptually distinct.

One possible threat to the validity of the achievement
score data is the potential for contamination by cognitive
consistency processes. The drive to reduce cognitive disso-
nance (Festinger 1957) may have led respondents to look
at what they rated as important to them and to then claim
that they had achieved it or vice versa. However, as can be
seen from Table 2, the correlations between each success
factor’s achievement and its importance were relatively low
(the highest was r=0.27). Thus, the achievement scores
seem to reflect more than simple cognitive consistency
processes.

3.2 Subjective success and employee attitudes

To test our hypotheses, each of the three attitudinal out-
comes (job satisfaction, organizational commitment, and
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intent to turnover) was first regressed on the objective
success measures (level, promotions, and salary). In the
second step, the importance scores for the four subjective
success factors were added to the equation. In the third
step, the achievement scores for the four subjective success
factors were added to the equation. As shown in Table 3,
the objective success measures accounted for only small
amounts of variance in job satisfaction (1%) and orga-
nizational commitment (2%). Objective success was not
significantly related to turnover intentions. Similarly, in
the second step, importance scores for the success criteria
accounted for only small amounts of incremental variance
in job satisfaction (2%), commitment (4%), and intent to
turnover (2%).

The achievement scores for the four success criteria,
introduced in step 3, were a strong predictor of employee
attitudes. In support of hypotheses HI-3, achievement
of the four success criteria factors had a significant and
substantial effect on job satisfaction (A R? = 0.40), commit-
ment (AR? =0.25), and turnover intentions (A R? = 0.24).
The key predictor of all three attitudes was the achievement
of fulfilling work. The achievement of financial rewards was
the second most important predictor of attitudes although
the standardized regression weights for financial rewards
were significantly lower than those for fulfilling work.

Achievement of authority was significant for job satisfaction
and turnover intention, not for commitment. Achievement
of recognition only had an impact on job satisfaction. In
total, the final model accounted for a significant portion
of variance in job satisfaction (R* =0.42), commitment
(R?* =0.31), and intent to turnover (R? = 0.26).

4 Discussion
4.1 Subjective success

The most significant finding of this research is the impor-
tant role that achieving subjective success plays in employ-
ees’ attitudes. The ability to achieve subjective success is
substantially more important to attitudes than objective suc-
cess. Achievement of subjective success criteria accounted
for between 81% and 95% of the variance explained by our
regression models (24% to 40% of total variance), despite
the prior inclusion of objective success measures. This is
a strong indicator of the role that achieving subjective suc-
cess plays in the attitudes of employees. As one of the first
studies to explore the potential attitudinal outcomes of sub-
jective success, these findings lend support to Abele and
Spurk’s (2009a) call for greater research focus on the im-

Table 3 Hierarchical
regression results

Step and Statistic Job Organizational ~ Turnover
satisfaction commitment intentions

Step 1 R> model 0.01% 0.02** 0.00
Step 1 B level —0.02 —0.09* 0.02
Step 1 B promotions 0.09* 0.08* —0.02
Step 1 B salary —0.02 -0.07* —0.01
Step 2 R? model 0.03** 0.05** 0.02*
Step 2 B level —0.02 —0.08* 0.03
Step 2 B promotions 0.09* 0.07* —0.03
Step 2 B salary 0.00 —0.05 —0.02
Step 2 B importance fulfilling work 0.13** 0.14** —0.05
Step 2 B importance financial rewards —0.01 0.03 0.04
Step 2 B importance recognition 0.02 0.03 —0.02
Step 2 B importance authority —0.07* 0.07* 0.12**
Step 2 AR? importance subjective success 0.02** 0.04** 0.02**
Step 3 R? model 0.42** 0.31** 0.26™*
Step 3 8 level 0.02 —0.06* 0.01
Step 3 B promotions 0.00 0.02 0.02
Step 3 B salary —0.14** —0.10** 0.06*
Step 3 B importance fulfilling work —0.03 —0.01 0.09**
Step 3 B importance financial rewards 0.00 0.03 0.03
Step 3 B importance recognition —0.01 0.04 —0.03
Step 3 B importance authority —0.07* 0.06* 0.13**
Step 3 B achievement fulfilling work 0.43** 0.46** —0.40**
Step 3 B achievement financial rewards 0.26™* 0.07* —0.10**
Step 3 B achievement recognition 0.07* 0.01 —0.02
Step 3 B achievement authority 0.11* 0.05 —0.09*
Step 3 AR? achievement subjective success 0.40** 0.25%* 0.24**

Note: Standardized regression weights (8) are reported.

*p<0.05, " p < 0.001.
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pact of subjective success. These results also have important
implications for organizations. Identifying ways to enhance
subjective success experiences will help to enhance job atti-
tudes (job satisfaction, commitment, intention to stay at the
organization) which in turn are related to job performance
and voluntary turnover as meta-analyses demonstrate (Judge
et al. 2001; Steel and Ovalle 1984; Tett and Meyer 1993).

The most important predictor of work attitudes was the
subjective success scale that measured diverse aspects of
fulfilling work such as a sense of personal accomplishment,
being surrounded by stimulating people, learning and devel-
oping new skills, engaging in enjoyable work, and making
a contribution to society. The impact of subjective success
related to the achievement of financial rewards was also sig-
nificant but considerably lower. The achievement of recog-
nition had the least impact on attitudes; it affected only job
satisfaction. This is an interesting finding because recogni-
tion was rated as more important, on average, than authority
(mean importance 3.76 versus 3.25; t =22.15; p <0.001).
One possible reason for this finding may be that recognition
was easier to achieve than authority (mean achievement 3.43
versus 3.02; t =20.43; p <0.001). Another possible expla-
nation of this finding is that recognition may be viewed as
a characteristic of employee relationships rather than the or-
ganization and may consequently be unrelated to organiza-
tional commitment or turnover intentions.

The achievement scores explained significantly more
variance in work attitudes than did the importance scores.
This is consistent with the pattern of findings in some
other congruence research where performance is a stronger
predictor of satisfaction than is expectations (Page and
Spreng 2002). These results suggest that while individuals
may place different importance on various success crite-
ria, in general their attitudes towards their job and their
organization are influenced primarily by what they have
achieved rather than the congruence between what they
value and what they achieve. Future research may find that
it is sufficient to use achievement scores alone rather than
operationalizing both the importance and achievement of
subjective success.

4.2 Objective success

The results suggest that objective success is not a strong
predictor of job satisfaction, organizational commitment, or
turnover intentions. In step one of the regression analysis,
salary was unrelated to job satisfaction or turnover inten-
tions, and negatively related to commitment (8 =-0.07).
These results contradict prior research findings suggesting
that higher salary is associated with greater job satisfaction
(e.g. Green and Heywood 2008; Judge and Hurst 2008;
Piero et al. 2010). One potential reason for these contradic-
tory findings may be differences in job types or industry.

The relationship between pay and satisfaction may be
stronger in mixed samples where pay is related to job type
and industry. Respondents in our sample worked in similar
jobs in the same industry and were relatively well paid. In
this case, relative pay may be more important than absolute
salary level. Our data show that subjective assessments of
the achievement of financial rewards did have a significant
impact on attitudes. This lends further support to the
argument that researchers need to pay more attention to the
subjective meaning of career attainments (Heslin 2005).
These findings are also interesting in the context of the
high-technology sector as the high-tech sector has relied
extensively on monetary inducements to attract and retain
employees during periods of growth (Lahey 1998).

In the full regression model, salary appears to act as
a suppressor variable with respect to subjective success as
indicated by its significantly larger beta when importance
and achievement scores are included in the model (Cohen
and Cohen 1983). Some methodologists view the inclusion
of suppressor variables as a source of misleading results
(e.g. Tabachnick and Fidell 1983) but researchers studying
the effect of suppressor variables argue that they are
important contributors to the development of knowledge
and urge researchers to consider the joint impact of all
predictors (Collins and Schmidt 1997; Friedman and Wall
2005; Rosenberg 1973). In order to assess the potential vari-
ance inflation resulting from the inclusion of a suppressor
variable, the regression analysis was rerun excluding the
salary variable. There was a 1% decline in the total variance
explained in each of the models but the pattern of results
was substantially the same when salary was excluded from
the analysis. Thus, the suppression effects do not affect the
substantive conclusions.

4.3 Limitations

Our study has a number of limitations. First, the focus
on a relatively mobile and privileged sample may limit
the generalizability of the findings. In other settings, for
instance, the achievement of subjective success may have
less of an impact on turnover intentions because of restricted
opportunities. Second, the use of a common questionnaire
method to measure both the independent and dependent
variables can potentially bias the results. Third, the study is
limited by its reliance on self-report data. While subjective
success must necessarily be studied using self-reports,
non-self-report measures of objective success would have
enhanced the validity of the findings. Finally, another
potential limitation is the response rate of 37%. This is
lower than the average response rates reported in reviews
of research on professionals (59%) and managers (62%,
Baruch 1999) but higher than those reported for senior
managers (28%, Cycyota and Harrison 2006).
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4.4 Implications and conclusions

The substantial impact which subjective success has on atti-
tudes suggests that future researchers may want to examine
in more detail what employers can do to facilitate employee
subjective success. Researchers may also want to explore
other potential impacts of subjective success such as motiva-
tion and job performance. Given the importance our respon-
dents attached to fulfilling work, further exploration of this
construct and its antecedents would be a fruitful avenue for
future research. More research on the desire for and implica-
tions of receiving recognition would also be helpful to shed
light on the results regarding recognition. It may also be ben-
eficial to explore the impact that individual differences such
as gender, age and life cycle stage have on subjective career
success.

The results from this study suggest that money is not the
only, or best, way to meet employees’ aspirations for suc-
cess. On the basis of the present results, actual salary appears
to be less important to employees — at least to well-paid em-
ployees in the high-tech industry — than their subjective eval-
uation of their financial rewards and significantly less im-
portant than achieving fulfilling work. Together the results
highlight the importance to both researchers and organiza-
tions of developing a better understanding of the meaning
of subjective success.

Executive summary

Success is a key outcome in an individual’s career. Subjec-
tive success represents an individual’s self-evaluation of her
or his success. Research suggests that subjective success is
related to but broader than objective indicators of success
such as hierarchical position and financial rewards. Subjec-
tive success may also include criteria such as relationships,
balance, enjoyment, and recognition.

Past research on subjective success has focused largely
on the antecedents of subjective success and sought to de-
termine what makes people evaluate their careers positively.
Very few studies have explored the link between subjective
career success and key organizational attitudes. This is un-
fortunate as research on person-environment fit would sug-
gest that employees are more likely to report positive atti-
tudes towards their work and their organization when there
is a fit between their definitions of subjective career success
and their career achievements. The present study examined
the impact that attainment of subjective career success has
on three key employee attitudes toward their work and orga-
nization: job satisfaction, organizational commitment, and
intent to turnover.

Data were collected from 1,509 managers and profession-
als in Canada’s high-tech sector. The average age of respon-
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dents was 36 and two thirds were men. Most were married
and half had children. Post-secondary education was almost
universal. Respondents had an average of 12 years of work
experience with 9 years of that in the high-tech sector. Over
half worked in product development, engineering, or pro-
gramming. Almost two thirds were in professional or tech-
nical roles; just under a third managed the work of others.
Respondents worked an average of 46 h per week.

Four dimensions of subjective success were measured:
fulfilling work, financial rewards, recognition, and authority.
Respondents indicated how important each success criteria
was to their personal definition of success and also indicated
to what extent they felt they had achieved success on that di-
mension. Hierarchical regression models predicting job sat-
isfaction, commitment, and turnover were examined. Objec-
tive indicators of success (organizational level, promotions,
and salary) were included as control variables along with
importance scores and achievement scores for each of the
success criteria.

Results indicated that the ability to achieve subjective
success was substantially more important to attitudes than
objective success. Achievement of subjective success cri-
teria accounted for between 81% and 95% of the variance
explained by the regression models (24% to 40% of total
variance), despite the prior inclusion of objective success
measures. These results suggest that identifying ways to en-
hance employee subjective success experiences will help to
enhance job satisfaction, commitment, and intent to stay at
the organization, which other research has shown to influ-
ence job performance and voluntary turnover.

The most important predictor of work attitudes was the
subjective success scale that measured diverse aspects of
fulfilling work such as a sense of personal accomplishment,
being surrounded by stimulating people, learning and devel-
oping new skills, engaging in enjoyable work, and making
a contribution to society. The impact of subjective success
related to the achievement of financial rewards was also sig-
nificant but considerably lower. The results from this study
suggest that money is not the only, or best, way to meet em-
ployees’ aspirations for success. On the basis of the present
results, actual salary appears to be less important to employ-
ees — at least to well-paid employees in the high-tech in-
dustry — than their subjective evaluation of their financial
rewards and significantly less important than achieving ful-
filling work. Together the results highlight the importance
to both researchers and organizations of developing a better
understanding of the meaning of subjective success.

Kurzfassung

Erfolg ist ein Schliisselergebnis im Berufsleben jedes Indi-
viduums. Der subjektive Erfolg stellt die individuelle Selbst-



The implications of subjective career success

227

bewertung des eigenen Erfolgs dar. Forschungsergebnisse
zeigen, dass der subjektiv Erfolg zwar moglicherweise in
Beziehung mit objektiven Erfolgsindikatoren wie der Stel-
lung in einer Hierarchie oder finanziellem Erfolg steht, je-
doch breiter gestaltet ist. Der subjektive Erfolg kann eben-
falls Kriterien wie Beziehungen, Ausgeglichenheit, Freude
und Anerkennung beinhalten.

Frithere Forschung zum Thema subjektiver Erfolg
befasste sich vorwiegend mit den Bedingungen des sub-
jektiven Erfolgs und ging der Frage nach, welche Faktoren
Menschen dazu bewegen, die eigene Karriere positiv zu
bewerten. Nur wenige Studien haben die Verbindung
zwischen dem subjektiven Berufserfolg und der Einstellung
gegeniiber der Organisation untersucht. Dies ist bedauer-
lich, da Forschungsarbeiten iiber ,,Person-Environment-Fit*
(Ubereinstimmung zwischen Person und Arbeitsumgebung)
darauf hindeuten, dass Mitarbeiter eher iiber positive Ein-
stellungen zu ihrer Arbeit und ihrer Organisation berichten,
wenn ihre eigene Definition von subjektiven Berufserfolg
und ihr tatsdchlicher beruflicher Erfolg iibereinstimmen.
Mit der vorliegenden Studie wird untersucht, wie sich
das Erreichen von subjektivem Berufserfolg auf drei
zentrale FEinstellungen von Mitarbeitern zu ihrer Arbeit
und Organisation auswirkt— die Arbeitszufriedenheit, die
organisationale Bindung und die Absicht, die Arbeit zu
wechseln.

Daten wurden von 1.509 Fiihrungs- und Fachkriften
im kanadischen High-Tech-Sektor gesammelt. Das Durch-
schnittsalter unter den Teilnehmern betrug 36 und zwei
Drittel waren Ménner. Die Mehrheit war verheiratet und die
Hilfte hatten Kinder. Alle hatten eine weiterfithrende Aus-
bildung. Die Teilnehmer hatten im Durchschnitt 12 Jahre
Berufserfahrung und 9 davon im High-Tech-Sektor. Mehr
als die Hilfte waren in der Produktentwicklung, im Tech-
nikbereich oder in der Programmierung tétig. Beinahe
zwei Drittel hatten fachménnische oder technikbezogene
Positionen; knapp weniger als ein Drittel der Teilnehmer
hatten Mitarbeiter zu leiten. Die Durchschnittsarbeitswoche
betrug 46 Stunden.

Vier Dimensionen des subjektiven Erfolgs wurden be-
wertet: erfiillende Arbeit, finanzielle Belohnungen, Aner-
kennung und Autoritit. Die Teilnehmer gaben an, wie wich-
tig jedes Erfolgskriterium fiir die personliche Definition
des Erfolgs ist (,,Importance-Scores®) und auch fiir wie
erfolgreich sie sich in Bezug auf jedes Kriterium hielten
(;,Achievement-Scores*‘). Hierarchische Regressionsmodel-
le, die die Arbeitszufriedenheit, das Engagement/die orga-
nisationale Bindung und den Arbeitgeberwechsel voraussa-
gen, wurden untersucht. Objektive Erfolgsindikatoren (die
Stellung in der Hierarchie, Beférderungen und Bezahlung)
wurden zusammen mit den Importance- und Achievement-
Scores fiir jedes Erfolgskriterium als Kontrollvariablen
ebenfalls beriicksichtigt.

Die Ergebnisse deuteten darauf hin, dass die Fahigkeit,
subjektiven Erfolg zu erlangen, den Teilnehmern wesentlich
wichtiger war als der objektive Erfolg. Trotz des Mitein-
beziehens von objektiven Erfolgskriterien waren zwischen
81% und 95% der durch die Regressionsmodelle festgestell-
ten Varianz (24% bis 40% der Gesamtvarianz) dem Erlangen
von subjektiven Erfolgskriterien zuzuschreiben. Diesen Er-
gebnissen zufolge wiirde eine Verbesserung bzw. Steigerung
von subjektiven Erfolgserlebnissen unter Mitarbeitern auch
eine Steigerung der Arbeitszufriedenheit, des Engagements
und der Bereitschaft, den Arbeitgeber nicht zu wechseln, be-
deuten — Faktoren, die, wie in anderen Forschungsarbeiten
belegt, die Arbeitsleistung und den freiwilligen Arbeitgeber-
wechsel beeinflussen.

Der wichtigste Indikator fiir Arbeitseinstellungen war
die subjektive Erfolgsskala, die diverse Aspekte der
erfilllenden Arbeit mafl. Dazu gehorten das Gefiihl der
personlichen Leistung; die Zusammenarbeit mit stimu-
lierenden Menschen; das Erlernen und die Entwicklung
von neuen Fihigkeiten; eine interessante und angenehme
Arbeit; und das Gefiihl, zur Gesellschaft etwas beizutragen.
Auf finanzielle Belohnungen bezogene subjektive Erfolgs-
aspekte waren ebenfalls signifikant, aber erheblich weniger
wichtig. Aus den Ergebnissen dieser Studie geht hervor,
dass Geld weder die einzige noch die beste Moglichkeit
ist, die Erfolgserwartungen der Mitarbeiter zu erfiillen. Den
Ergebnissen zufolge scheint fiir Mitarbeiter — zumindest
fiir gutbezahlte Mitarbeiter im High-Tech-Sektor — die
Bezahlung weniger wichtig zu sein als die eigene subjektive
Einschitzung der finanziellen Belohnung und erheblich
weniger wichtig als eine erfiillende Arbeit. Zusammenge-
nommen unterstreichen die Ergebnisse die Wichtigkeit fiir
Forscher und Organisationen, ein besseres Verstdndnis der
Bedeutung des subjektiven Erfolgs zu entwickeln.
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