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Introduction
Career embeddedness (i.e. the deep-seated situatedness of the career in an organisation) and 
affective commitment (i.e. individuals’ emotional attachment to and identification with the 
organisation) have come under scrutiny amidst contemporary changing work conditions 
(Akkermans, Richardson, & Kraimer, 2020; Cho, 2020; Ferreira & Coetzee, 2020; Meyer & 
Allen, 1991; Zhu, Kim, Milne, & Park, 2021). The pandemic has revived individuals’ career 
agency and self-regulation in fulfilling their career goals amidst the uncertainty of changing 
job markets; individuals appear to have become more committed towards the management of 
their careers rather than being committed to the companies for which they work (Restubog, 
Ocampo, & Wang, 2020). In times when organisations can no longer offer long-term job 
security and employment (Restubog et al., 2020; Zhu et al., 2021), the question now arises to 
what extent does individuals’ restored need for taking control for the fulfilment of career 
needs influence their affective commitment towards the organisation? In times of rapid 
change, organisations have a dire need for workers who remain psychologically attached and 
committed to their work for optimal sustainable organisational performance and survival 
(Coetzee & Bester, 2021; Sungu, Weng, & Kitule, 2019).

In this article, we explore career embeddedness as a predictor of individuals’ affective commitment. 
Career embeddedness is a recent construct denoting the career identity as being deeply situated 
within the organisation because of a web of career-supportive organisational practices and 
relational networks, including a satisfactory fit between personal career values and those of the 
organisational culture and values (Ferreira & Coetzee, 2020). The construct of career embeddedness 
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evolved from the basic tenets of person–environment (P–E) fit 
theory and research (Guan, Deng, Fan, & Zhou, 2021; Jiang & 
Jiang, 2015; Van Vianen, 2018). The P-E fit theory (Guan et al., 
2021; Van Vianen, 2018) suggests that individuals’ careers 
take shape at the intersection between the social environment 
(e.g. organisation) that provides career and work opportunities 
in lieu of individuals’ psychological career needs in exchange 
for their talents and capabilities that add to the performance 
and sustainability of the organisation (Coetzee & Schreuder, 
2021). Job and career satisfaction and a sense of career 
embeddedness generally result from a strong compatibility 
(P-E fit) between an individual and the work environment 
(Darrow & Behrend, 2017; Ferreira & Coetzee, 2020). The 
embedded or disembedded nature of an individual’s career is 
closely dependent on the presence (or absence) of a system of 
supportive practices and relations that facilitate (or thwart) 
the psychological fulfilment of career development needs and 
the expression of personal career values (Coetzee & Bester, 
2021; Vondracek, Ford, & Porfeli, 2014).

The job embeddedness research literature echoes this line of 
thought by demonstrating the link between job embeddedness 
and staff retention, turnover intention, job and career 
satisfaction and organisational commitment (Holtom & 
Darabi, 2018; Huang, Cheng, Sub, Jiang, & Lin, 2021; 
Potgieter, Coetzee, & Ferreira, 2019). However, being a recent 
construct coined by Ferreira and Coetzee (2020), research on 
career embeddedness and people’s affective commitment to 
the organisation seems presently non-existent. Whilst job 
embeddedness focuses on the forces (i.e. links, fit, sacrifice) 
that influence individuals to become tied to the organisation 
(Holtom & Darabi, 2018; Mitchell, Holtom, Lee, Sablynski, & 
Erez, 2001), the construct of career embeddedness deepens 
understanding of the psychological career identity needs 
individuals seek to fulfil in their interaction with an 
organisation or social system; satisfaction of basic career 
needs in a work environment evokes a sense of situatedness 
in the P–E interaction process (Ferreira & Coetzee, 2020). 
Drawing from the work of Coetzee and Bester (2021) and 
Vondracek et al. (2014), we argue that the psychological 
fulfilment of basic career development needs including the 
expression of career values in the P–E interaction facilitates 
individuals’ sense of career embeddedness, and hence their 
affective commitment towards the organisation.

The objective of the present study was to test the construct 
validity of the Career Embeddedness Scale (CES) of Ferreira 
and Coetzee (2020) in predicting Meyer and Allen’s (1997) 
construct of affective commitment. By doing so, the study 
seeks to advance knowledge of the influence of a psychological 
state of career embeddedness on individuals’ affective 
commitment from Guan et al.’s (2021) reconceptualised 
perspective of P–E fit theory. 

Literature review
Person–environment fit and career 
embeddedness
Embeddedness theory of cognition (Malinin, 2016) postulated 
that people are active agents and explorers of their 

environment who habitually scan the world for information 
and resources that are relevant to them. Career embeddedness 
as a psychological career construct refers to Vondracek et al.’s 
(2014) idea that the interaction between individuals and their 
employment environment constrain or enable the possible 
career behaviours of the individual, which in turn, influence 
P–E fit evaluation processes that emerge from the interaction.

The modern P–E fit theory of Guan et al. (2021) views P–E fit as 
processes of career identity management (i.e. supplementary 
fit: individuals’ evaluation of the match between self-defining 
career identity-related career values, abilities, interests and job 
roles) and social exchanges (i.e. complementary fit) in relation 
to the work environment. 

Complementary fit processes of career identity management 
involve evaluations of demand–abilities fit (D–A fit) and 
needs-supply fit (N–S fit) as indicators of the quality of social 
exchanges. Individuals expect to receive favourable 
conditions and rewards (N–S fit) from the environment in 
return for the capabilities (knowledge, skills, abilities: D–A 
fit) they are required to utilise to fulfil role expectations 
(Guan et  al., 2021). Individuals’ perceptions of P–E fit (i.e. 
supplementary fit, N–S fit and D–A fit) underpin the self-
regulatory processes whereby they manage their careers in 
social contexts (Guan et al., 2021; Kooij, 2020; Kooij, Zacher, 
Wang, & Heckhausen, 2020). 

Similar to Guan et al.’s (2021) conceptualisation of P–E fit, 
career embeddedness alludes to the fulfilment of 
psychological career identity needs. Proponents of P–E fit 
theory (see Jiang, 2017; Sampaio, Cardoso, Rossier, & 
Savickas, 2021; Van Vianen, 2018) positioned psychological 
needs as a core concept to explain the manner in which 
individuals engage in self-regulatory career behaviour to 
successfully adapt to changing work contexts. Career 
adaptation (and by implication career embeddedness) results 
from the fulfilment of psychological needs in the work 
context flowing from a correspondence between personal 
career identity needs and the work environment conditions 
(Sampaio et  al., 2021). We argue that individuals’ sense of 
supplementary and complementary P–E fit influences their 
state of career embeddedness; individuals feel more deeply 
situated in a specific organisation-based career when their 
basic psychological career identity needs are fulfilled. 

Psychological needs in the career embeddedness context 
relate to what individuals feel they lack, which in turn moves 
them to seek experiences of supplementary fit (career identity 
congruence) and complementary fit (D–A fit and N–S fit) in 
environments in which they feel more secure (Guan et  al., 
2021; Sampaio et al., 2021; Savickas, 2013; Vondracek et al., 
2014). Optimal P–E congruence results from a satisfactory 
match between specific characteristics of the person and the 
environment (career identity values and D–A fit (the degree 
to which a person’s abilities meet the demands of the 
environment) and N–S fit (the degree to which an environment 
meets a person’s needs: Darrow & Behrend, 2017; Jiang, 2017; 
Xu & Tracey, 2014).
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As shown in Figure 1, Ferreira and Coetzee (2020) 
differentiated between two dimensions of psychological 
career identity needs underpinning the construct of career 
embeddedness: (1) career development fit, and (2) career 
values fit. Career development fit relates to the psychological 
need for making career progress having future career options 
and promotional opportunities in the organisation. Career 
development fit also involves a need for relationship 
networks and organisational conditions that support one’s 
career growth, upskilling and continuous learning for 
enhanced marketability and employability. Drawing from 
P–E fit theory (Guan et al., 2021), the career development fit 
facet of career embeddedness relates to individuals’ 
psychological need for D–A fit (i.e. need for upskilling 
and  continuous learning opportunities) and N–S fit 
(i.e.  promotional opportunities and career development 
supportive relations and conditions). These two dimensions 
of complementary P–E fit involve individuals’ evaluation of 
the quality of the social exchange between themselves and 
the organisation. Organisational career development support 
conditions such as promotional and continuous learning 
opportunities and career-supportive networks of relations 
were found to enhance career certainty, work performance, 
career satisfaction and affective commitment (Coetzee & 
Bester, 2021; Durr II & Tracey, 2009). 

Career values fit relates to the perceived compatibility 
between personal career identity needs and career values and 
those of the organisational culture and values. Drawing from 
Guan et al.’s (2021) P–E fit theory, the career values fit facet of 
career embeddedness relates to the supplementary fit 
dimension of P–E fit, which views career development needs 
and career values as playing a fundamental role in the career 
identity management process. Career development needs 
and career values serve as relatively stable goals that direct 
individuals towards their goals and that allow needs 
satisfaction in a societal context (Sampaio et  al., 2021). 
According to Super (1990), life and career satisfaction is 
dependent on the degree to which individuals find an outlet 
for their abilities, needs, values, interests and career self-
concepts. Career values are generally expressed by individuals 

to guide their career choices and to define subjective career 
success (Abessolo, Hirschi, & Rossier, 2021). 

Proponents of P–E fit theory (Guan et  al., 2021; Savickas, 
2013; Van Vianen, 2018; Vondracek et al., 2014) also argue that 
a perceived fit between personal values and environmental 
characteristics foster psychological need fulfilment and well-
being. Intrinsic career values have been associated with job 
and career satisfaction (Abessolo et  al., 2021; Hall, Yip, & 
Doiron, 2018). Perceived fit also engenders greater levels of 
satisfaction, commitment and engagement (Ackerman & 
Kanfer, 2020; Vantilborgh et al., 2013).

Generally, organisational contexts shape individuals’ 
motivation (and by implication career embeddedness) 
because they create different opportunities for and constraints 
upon psychological career needs satisfaction (Sampaio et al., 
2021). An organisation’s career culture is seen to shape 
individuals’ career motivations, decisions and behaviours; 
perceptions of poor fit between personal career values and 
needs and those of the organisational career culture may 
result in low organisational commitment and higher turnover 
intention (Coetzee, 2018). 

Career embeddedness and affective 
commitment
Affective commitment denotes a social–emotional attachment 
with the organisation and the importance and meaningfulness 
of the organisation and its people to the individual in their 
job and career (Meyer & Allen, 1991). In this regard, affective 
commitment alludes to an emotional bond of closeness and 
psychological identification with the organisation stemming 
from the fulfilment of the basic human need for belonging 
and being cared for by the organisation (Rhoades & 
Eisenberger, 2002; Weng, Wu, McElroy, & Chen, 2018). On the 
other hand, career embeddedness is anchored in the career 
identity and relates to a sense of deep-seated situatedness in 
a work environment because of cognitive evaluations of 
supplementary and complementary P–E fit based on the 
degree of psychological career identity needs and values 
fulfilment. We argue in this regard that a strong sense of 

P–E, person–environment; D–A, demand–abilities; N–S, needs–supply.

FIGURE 1: Facets of career embeddedness. 
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career embeddedness may be positively associated with high 
levels of affective commitment (i.e. an enhanced sense of 
attachment and belonging to the organisation and feeling 
positive about remaining in the organisation: Meyer & Allen, 
1997). The P-E fit theory (Guan et al., 2021) argues that the 
fulfilment of supplementary fit needs provides a coherent 
career identity that meets several psychological needs such 
as, inter alia, the need for belonging and the need for self-
expression.

Method
Research participants
The sample involved a convenience sample (N = 290) of 
employees employed in the services industry. The 
participants originated from Africa (South Africa: 70%, 
Zimbabwe: 15%) and Europe (15%). Most of the participants 
had a tenure of more than 5 year (60%) and were mainly in 
the establishment or maintenance phase of their careers 
(31–65 years: 74%). The mean age of the sample was 38.58 
years (standard deviation [SD] = 9.34). In terms of ethnic 
origin, Black participants (African/Indian/Asian/mixed 
race) represented 63% of the sample. Male participants 
represented 54% and females 46% of the sample.

Measuring instruments
Career embeddedness: The CES developed by Ferreira and 
Coetzee (2020) measures two dimensions of career 
embeddedness: career development fit (nine items, e.g. ‘My 
career needs are supported by people in the organisation’) 
and career values fit (five items, e.g. ‘My career values are 
compatible with my current organisation’). The 14 items are 
rated on 7-point Likert-type scale (1 = strongly disagree; 7 = 
strongly agree). Preliminary exploratory factor analysis by 
Ferreira and Coetzee (2020) identified the two-factor structure 
and high internal consistency reliability of the CES: career 
development fit (α = 0.93), career values fit (α = 0.92) and 
overall CES scale (α = 0.94).

Affective commitment: The affective commitment subscale 
developed by Meyer and Allen (1997) is a self-rated scale, 
which consists of eight items (e.g. ‘I do feel emotionally 
attached to this organisation’). A 5-point Likert-type scale 
(1 = strongly disagree; to 5 = strongly agree) is used. Construct 
validity and internal consistency reliability (α = 0.84) for this 
measurement was confirmed by Meyer and Allen (1991) and 
Ferreira (2012). 

Research procedure
Participants received an electronic link to the survey by 
email. Responses were captured on an Excel spreadsheet and 
converted into an Statistical Package for the Social Sciences 
(SPSS 2017) file for data analysis purposes.

Statistical analysis 
Descriptive statistics, bivariate correlations, confirmatory 
factory analysis (CFA) and multiple regression analysis were 

performed by using SAS/STAT® software version 9.4M5© 
(2017). Results were interpreted at the 95% confidence level 
interval (CI). The CFA was performed to assess the construct 
(convergent and discriminant) validity of the CES. The 
following guidelines (Hoxmeier, Nie, & Purvis, 2000; Jöreskog 
& Sörbom, 2002) were applied: The comparative fit index 
(CFI) should exceed 0.90, the root mean square error of 
approximation (RMSEA) and standardised root mean square 
residual (SRMR) should both be less than 0.05 (good) or 0.08 
(acceptable) and the ratio of chi-square values to freedom 
degrees (df) should be less than 3.0 (good) or less than 5.0 
(acceptable). 

The Fornell and Larcker (1981) criterion of average 
variance extracted (AVE) of > 0.50 and the composite 
reliability (CR) values of > 0.70, and standardised path 
estimates equal to or above 0.70, were also applied as an 
indication of convergent validity. In line with the 
guidelines provided by Alarcòn and Sánchez (2015), 
heterotrait–monotrait (HTMT) ratio of correlations below 
0.85 amongst the factors of the measurement model was 
additionally used as evidence of discriminant validity. 
Using the guidelines of Hair, Black, Babin and Anderson 
(2010), tolerance values higher than 0.20, variance inflation 
factor (VIF) values lower than 3.0 and bivariate correlations 
below 0.80 were considered as evidence of a lack of 
multicollinearity.

Ethical considerations
Ethical clearance and permission to conduct the research 
were obtained from the management of the University of 
South Africa (Ethics certificate reference: ERC Ref#: 2020_
CEMS/IOP_014). The participants were invited to voluntarily 
participate in the research study. The online questionnaire 
included an informed consent form. The privacy, anonymity 
and confidentiality of all the participants were ensured and 
honoured. The participants gave informed consent for the 
group-based data to be used for research purposes.

Results
Descriptive statistics
As shown in Table 1, the mean levels of the CES ranged 
from 4.86 to 4.78 (mid-range; slightly agree) indicating low 
career embeddedness. The Cronbach’s alpha coefficients 
and the composite reliability coefficients for the overall 
scale (α = 0.94; CR = 0.98) and subscales were high: career 
development fit (α = 0.93; CR = 0.93) and career values fit 
(α = 0.92; CR = 0.92). These results suggested good 
construct reliability for the CES. The affective commitment 
scale also suggested good construct reliability (α = 0.84; 
CR = 0.84).

The bivariate correlations between the two CES subscales 
and the overall construct CES scale were for both subscales 
r  = 0.95 (p = 0.0001; large practical effect). The bivariate 
correlation between the career development fit subfactor and 
the career values fit subfactor was r = 0.81 (p = 0.000l; 
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large practical effect). The correlation suggested that potential 
issues of multicollinearity were not a serious threat to the 
interpretation of the findings. The correlation was high but in 
line with the threshold cut-off for possible multicollinearity 
amongst the two subfactors.

The bivariate correlations between the CES scale and 
subscales and the affective commitment scale ranged 
between r = 0.64 and r = 0.68 (p = 0.000; large practical 
effect), indicating lack of multicollinearity as per the 
guidelines of Hair et al. (2010).

Construct validity of the career embeddedness 
scale
Table 1 shows that the AVE values for the two subscales 
were above > 0.50 and at an acceptable level. Combined, as 
guided by the Fornell and Larcker (1981) criterion, the AVE 
values of > 0.50 and the CR values of > 0.70 (shown in Table 
1) indicated convergent validity of the CES. Table 1 further 
shows that the bivariate correlations amongst the overall 
CES factor and its two subfactors are significantly greater 
than zero (r = 0.95; p  =  0.000), indicating nomological 
validity. 

The construct (convergent and discriminant) validity of the 
CES was further inspected by means of three CFA models:

•	 Model 1: A one-factor CFA was performed with all items 
of the CES scale loading onto one factor.

•	 Model 2: A two-factor CFA was performed with the items 
loading onto each of their respective subscales and then 
loading onto the overall career embeddedness factor.

•	 Model 3: An optimised two-factor CFA was performed 
with items loading onto each of their respective subscales, 
and the two subscale factors then loading onto the overall 
career embeddedness factor. The following two items of 
the career values fit subfactor were excluded from this 
model (item 10 and 11).

The model fit indices are reported in Table 2. The fit indices 
for the one-factor CFA indicated poor model fit: χ²/df = 6.09, 
RMSEA = 0.13, SRMR = 0.06, CFI = 0.88 and Akaike 

information criterion (AIC) =524.80. The second and third 
CFA had acceptable model fit with the data: Model 2: χ²/df = 
4.81, RMSEA = 0.12, SRMR = 0.06, CFI = 0.91, AIC = 423.30, 
Model 3: χ²/df = 4.49, RMSEA = 0.11, SRMR = 0.04, CFI = 
0.94, AIC = 288.30. The AIC values indicated lowest 
estimates for Model 3. However, both CFA Model 2 and 
CFA Model 3 were regarded as having acceptable model fit 
with the data set. The good fit of the data of the two factor 
CFA models as opposed to the lack of fit of the data of the 

TABLE 3: Standardised path coefficients of the career embeddedness scale.
Path Standardised 

estimate
Standard 

error
p

Career 
development 
fit

Item 1 (B7.1)
I like my current career 
progress within the 
organisation

0.83 0.09 < 0.0001

Item 2 (B7.5)
I am curious about future 
career options in the 
organisation

0.51 0.09 < 0.0001

Item 3 (B7.6)
I feel my career needs are 
respected by my colleagues

0.79 0.08 < 0.0001

Item 4 (B7.7)
I have a network of support 
that helps me grow in my 
career

0.76 0.08 < 0.0001

Item 5 (B7.8)
My career needs are 
supported by people in the 
organisation

0.89 0.09 < 0.0001

Item 6 B7.9)
I feel positive about the 
network of career 
development support 
structures offered by the 
organisation

0.91 0.09 < 0.0001

Item 7 (B7.12)
My career in this organisation 
offers excellent promotional 
opportunities

0.78 0.09 < 0.0001

Item 8 (B7.13)
My career in this organisation 
offers excellent continuous 
learning and upskilling 
opportunities

0.81 0.09 < 0.0001

Item 9 (B4.14)
My career in this organisation 
helps me to uphold my 
marketability and 
employability

0.72 - < 0.0001

Career 
values fit

Item 10 (B7.2)
I feel my career needs fit in 
well with the opportunities 
offered by the organisation

0.89 0.06 < 0.0001

Item 11 (B7.3)
My career needs fit in well 
with the culture of the 
organisation

0.93 0.05 < 0.0001

Item 12 (B7.4)
My career values are 
compatible with my current 
organisation’s values

0.84 - < 0.0001

Career 
embeddedness

Career development fit 1.02 0.07 < 0.0001

Career 
embeddedness

Career values fit 0.87 0.07 < 0.0001

Note: N = 290.

TABLE 1: Descriptive statistics and bivariate correlations.
Scale variables Cronbach’s alpha Composite reliability (CR) AVE Mean SD 1 2 3 4

1 Overall career embeddedness 0.94 0.98 0.90 4.82 1.24 - - - -
2 Career development fit 0.93 0.93 0.61 4.78 1.33 0.95*** - - -
3 Career values fit 0.92 0.92 0.79 4.86 1.28 0.95*** 0.81*** - -
4 Affective commitment 0.84 0.84 0.42 4.48 1.28 0.68*** 0.65*** 0.64*** -

AVE, Average variance extracted; SD, standard deviation. 
N = 290, ***, p = 0.000.

TABLE 2: Confirmatory factor analysis: Career embeddedness scale.
Model Chi-

square
df Chi-

square/df
RMSEA SRMR CFI AIC

Model 1 468.84 77 6.09 0.000 0.13 0.06 0.88 524.80
Model 2 365.35 76 4.81 0.000 0.12 0.06 0.91 423.30
Model 3 238.25 53 4.50 0.000 0.11 0.04 0.94 288.30

Note: N = 290.
RMSEA, root mean square error of approximation; SRMR, standardised root mean square 
residual; CFI, comparative fit index; AIC, Akaike information criterion. 
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one-factor CFA model indicated acceptable discriminant 
validity of the CES.

The path estimates for CFA Model 3 were further inspected 
to assess convergent validity of the CES. Table 3 shows that 
all the standardised path estimates were significant and 
above 0.70 (except for item 2 of the career development fit = 
0.51). Taken together with the AVE estimates that were above 
0.50, the results provided evidence of convergent validity of 
the CES. The two factors also revealed strong loadings on the 
overall career embeddedness construct (> 0.70). Overall, the 
results suggested adequate convergent validity of the CES.

Career embeddedness as a valid predictor of 
affective commitment
The data of the CES CFA Model 3 was used in the regression 
analysis. As shown in Table 4, we first tested the discriminant 
validity amongst the three factors (career development 
fit,  career values fit and affective commitment) of the 
measurement model before conducting the regression 
analysis. Table 4 shows that the measurement Model 3 had 
good discriminant validity:

•	 Model 1: A one-factor CFA was performed with all three 
constructs (career development fit, career values fit and 
affective commitment) loading onto one factor.

•	 Model 2: A multi-factor CFA was performed with the 
items loading onto each of their respective subscales 
(career development fit, career values fit and affective 
commitment).

•	 Model 3: An optimised multi-factor CFA was performed 
with items loading onto each of their respective subscales 
(career development fit, career values fit and affective 

commitment). Four reversed scored items of the affective 
commitment scale were removed. The adjusted CES scale 
was used in the regression analysis.

We also inspected the HTMT ratio of correlations amongst 
the three factors of the measurement model to test whether 
the true correlation between the three constructs differ. 
Table 5 shows that the HTMT values between the two CES 
factors and the ACS factor were all smaller than 1.00 and 
below the threshold value of 0.85, and thus provided 
additional evidence of discriminant validity between the 
CES and ACS (Alarcòn & Sánchez, 2015). 

Overall, the regression results provided evidence of the 
predictive validity of the CESs and its two subfactors for 
the present sample. Table 6 shows that the analysis of 
variance (ANOVA) was practically significant for Model 
1 (career development fit and career values fit regressed 
onto affective commitment): F = 120.68; p = 0.000; R² = 
0.45 (large practical effect). Multicollinearity was 
inspected in terms of the tolerance values and VIFs for 
Model 1. The tolerance values were higher than 0.20, and 
the VIF values were lower than 3.0 which, according to 
the guidelines of Hair et al. (2010), showed that 
multicollinearity was not a serious threat to the findings. 
The career development fit variable (β = 0.39; p = 0.000) 
obtained a slightly higher beta value than the career 
values fit variable (β = 0.33; p = 0.000) in explaining the 
variance in affective commitment.

Table 6 shows that the ANOVA for Model 2 (overall career 
embeddedness construct regressed onto affective commitment) 
was also practically significant: F = 242.03; p = 0.000; R² = 0.46 
(large practical effect). Overall career embeddedness (β = 0.68; 
p  = 0.000) significantly explained the variance in affective 
commitment.

Discussion
The study provided support for the validity of the CES of 
Ferreira and Coetzee (2020) as a predictor of affective 
commitment. The first contribution of the study is its exploration 
of the theoretical P–E fit function of career embeddedness and 
the construct validity of the CES. The study’s findings provided 
evidence of good internal consistency reliability, convergent, 
nomological and discriminant validity of the CES for the 
present sample. 

The second contribution of this study was exploring the 
association between career embeddedness and affective 

TABLE 6: Multiple regression of career embeddedness onto affective commitment.
Model Standardised Unstandardised CI 95% (lower; 

upper)
SE t Model information Adjusted R²

β β Fp p

1 Career development fit 0.39 0.37 0.23; 0.51 0.07 5.19*** 120.68 0.000 0.45
Career values fit 0.33 0.33 0.18; 0.47 0.08 4.38*** - - -

2 Overall career embeddedness 0.68 0.70 0.61; 0.79 0.05 15.56*** 242.03 0.000 0.46

Note: N = 290. 
CI, confidence interval; SE, standard error.
***, p = 0.000. Model 1: Tolerance values = 0.34. Variance inflation factor values = 2.91.

TABLE 5: Discriminant validity – heterotrait-monotrait ratio of correlations.
Measurement model 
factors

Career 
development fit

Career values fit Affective 
commitment

Career development fit 1.000 - -
Career values fit 0.90 1.000 -
Affective commitment 0.75 0.79 1.000

Note: N = 290. 

TABLE 4: Confirmatory factor analysis: Measurement model.
Model CMIN/df p RMSEA SRMR CFI AIC

Model 1 6.52 0.000 0.14 0.09 0.79 1188.80
Model 2 4.69 0.000 0.11 0.07 0.86 869.70
Model 3 3.45 0.000 0.09 0.04 0.94 366.40

Note: N = 290.
CMIN, chi-square fit statistics; df, degree of freedom; RMSEA, root mean square error of 
approximation; SRMR, standardised root mean square residual; CFI, comparative fit index; 
AIC, Akaike information criterion. 

http://www.sajip.co.za


Page 7 of 8 Original Research

http://www.sajip.co.za Open Access

commitment. The CES (Ferreira & Coetzee, 2021) construct of 
career embeddedness was shown to be a distinctive construct 
from Meyer and Allen’s (1997) construct of affective 
commitment. In this regard, the study deepened understanding 
of the psychological conditions of career embeddedness that 
elucidate individuals’ emotional attachment and identification 
with the organisation. Specifically, the best fitting bifactor 
CES  CFA and regression models suggested that career 
embeddedness is a hierarchical construct with global career 
embeddedness as the higher order factor, and its two secondary 
facets accounting for substantial variance in individuals’ 
affective commitment. Each facet of career embeddedness 
(career development fit and career values fit) represents a 
specific P–E fit condition that explains affective commitment. 

The findings showed that individuals’ affective commitment 
results from a complex interplay of positive views about 
Guan et al.’s (2021) notion of D–A fit and N–S fit involving 
career development support structures, promotional and 
upskilling opportunities, career-supportive relations and a 
match between personal career and organisational values 
(supplementary fit). This finding is in agreement with research 
showing that organisational career-supportive conditions 
and  perceptions of mutual reciprocity involving success 
expectations, competence development, belongingness and 
career goal attainment support are positively associated with 
affective commitment (Allen & Meyer, 1990; Coetzee & Bester, 
2021; Meyer & Allen, 1991, 1997). 

Overall, our study enriches P–E fit theory and empirical 
research on P–E fit by exploring the recent construct of 
career embeddedness as a measure of facets of Guan et 
al.’s (2021) notion of supplementary fit, and D–A fit and 
N–S fit and the association with individuals’ psychological 
attachment to the organisation. Our study findings suggest 
that for organisations concerned with raising the affective 
commitment of their employees, the two facets of career 
embeddedness may serve as important indicators of the 
quality of the P–E fit interaction. Each of the two facets of 
career embeddedness provides specific value for the 
development of career embeddedness profiles and the 
prediction of affective commitment. 

Using the CES as a measure of the degree to which 
organisational career support conditions fulfil individuals’ 
psychological career needs potentially provides opportunity 
for engagement with the organisation and individual on 
career development issues in response to workplace changes 
that potentially affect employees’ psychological attachment 
to the organisation (Akkermans et al., 2020; De Lucas Ancillo, 
Del Val Nunez, & Gavrila, 2020; Guan et al., 2021; Guo, Wang, 
& Wang, 2021). Generally, our study findings suggest that 
emotional identification with the organisation becomes more 
salient as individuals become more situated in their careers in 
the organisation. Organisational career-supportive practices, 
culture and values facilitate deep-seated situatedness in the 
organisational-based career because of favourable P–E fit 
conditions that enable career needs fulfilment (Guan et  al., 
2021; Guo et al., 2021).

The findings indicate the potential for further replication 
studies by scholars across the world for further refinement 
of the construct validity and the testing of the predictive 
validity of the CES in relation to other career constructs. 
The CES may be valuable for research on a larger scale 
including groups from different populations, occupational 
and country contexts.

The findings should be considered in the context of the 
study’s limitations. Causal inferences cannot be made 
because of the use of self-reported cross-sectional data in 
our study. Future longitudinal studies could test the test-
retest reliability and construct validity of the CES (Ferreira 
& Coetzee, 2021) in different populations, occupations and 
countries. It will also be useful for future longitudinal 
research to assist with tracking change in terms of career 
embeddedness as a result of career support interventions or 
employment context changes over time. Despite these 
limitations, the study provides a starting point for exploring 
career embeddedness as a useful construct in the 
unprecedented career world of the 2020s.

Conclusion
In conclusion, this study gives valuable psychometric 
information on the CES (Ferreira & Coetzee, 2020) and its 
application in the P–E fit theory and work context. Future 
research on the CES will also allow researchers to contribute 
to the debate on the nature of career embeddedness in the 
post-pandemic workplace.
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