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Abstract  

The objective of the study is to investigate the mediating role of career commitment between career 

development practices and career success of employee in insurance sector of Pakistan. Survey method was 

adopted to collect the data form 374 employees working in insurance sector systematic sampling. PLS-

SEM technique was used using Smart PLS 2.0 to analyze the data. Findings of the study suggests that 

employees’ career development practices have positive relationship with career commitment and career 

success. Career commitment also have a positive relation with career success. Finally, career commitment 

mediates the positive role between career development practices and career of insurance sector employees. 

The effect of career development practices on career commitment and effect of career development 

practices on career success has been checked in past studies but the mediating role of career commitment 

particularly for the employees of insurance sector has not been checked before.  

Keywords:  Career success, Career Commitment, Promotional Opportunity and 

Rewards. 

Introduction 

Insurance sector is considered to be the long term business in European countries. In few 

years more than 90 studies on productivity measurement of insurance sector have been 

conducted in the US, Germany, France, Switzerland, Japan and particularly European 

countries but not on the individuals (employees) of the companies (Eling & Luhnen, 

2010). Relationship is found between insurance and economic development that how 

insurance sector of world is growing too fast as compared to under developing countries 

like Pakistan. In developing countries, still remain low in generating the insurance 

premium (Outreville, 2012).  

 

It has been reported that there is huge number of unemployed people in Pakistan and yet 

the insurance sector has not been able to attract the attention of unemployed personal. 

Quite a reasons can be posed for this poor performance of insurance sector and people are 

not inclined towards insurance sector because of having no education, religious factors 

that insurance is considered prohibited, less understanding and lack of trust on the 

insurance personnel’s and companies (Allen, Shore, & Griffeth, 2003). 
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The employees’ career improvement becomes a cause of improvement in insurance 

sector employees also, and this helps not only the company but also in the development 

of professional career (Salanova, Llorens, Acosta, & Torrente, 2013). According to 

(Okurame & Balogun, 2005) the employees of the insurance companies need to be 

motivated incessantly to achieve higher levels of outcome that are needed not only for the 

insurance company, but also for the career of the employee.  

 

A question of career success, career commitment or career opportunities is answerless 

without the mutual interaction between employees and organization (Kirkbesoglu & 

Ozder, 2015). Employees want to find a path and explore career in insurance sector. Job 

security rewards, training, promotional opportunity, career strategies and development 

programs can manage the employee’s career and it ensures the success factor in career 

(Yean & Yahya, 2013). Promotional opportunity and reward system are the indicator of 

career success. According to (Armstrong & Taylor, 2014), employee’s career 

development factors are the assets of the organizations and these factors which are 

promotional opportunities and rewards are considered to be the foundation of employee’s 

career success. Supporting career developments needs will ensure career success in any 

organization but particularly in insurance sector (Khilji & Wang, 2007).  

 

This research study suggests that organizational rewards and promotional opportunity are 

key career development practices. These career development practices play key role in 

term relationship for benefit of the employment and improving employee career 

commitment and career success by their stronger belief in insurance sector. The objective 

of this research paper to identify the relationship between promotional opportunities, 

rewards on the career success with the mediating role of career commitment in insurance 

sector of Pakistan. 

Literature Review 

In the existing literature, most of the studies focused on job-related issues such as job 

security, training, career views, equality and work issues (Armstrong & Taylor, 2014), 

(Eddleston, Baldridge, & Veiga, 2004), (Nabi, 2001) as predictors influencing employee 

career satisfaction. In the context to Pakistan, studies conducted on insurance sector but, 

especially none of these studies focused on career commitment and career success. 

 

In this research study, career success is defined as dependent variable. Career success is 

focused as the outcome of employees’ career experience (Arthur et al., 2005). Career 

success is the result of positive psychological and career related experiences in work 

(Judge et al., 1995, p. 486). Career success is dependent on the employees’ career 

practices, contributions, achievements and commitments in the insurance sector. 

According to Chen, (2011) career success is the long term experiences of job. 

 

Insurance sector is one of the highly neglected sectors as compared to the other sectors of 

the Pakistan (Haroon & Mohamed, 2011). Insurance sector will not accomplish fast 

economic and social development unless the employees have required skills, attitude and 

goals to join it as career (Olson, 2008). 
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Employees that have high levels of job fulfilment are more committed to their careers, 

through promotional opportunities and rewards (Maxwell, Ogden, & Broadbridge, 2010). 

The skills development and career development opportunities are interrelated factors 

(Adeoye & Fields, 2014). On the other hand, (Malik & Ahmad Gujjar, Job Satisfaction: 

Evaluation of Statelife Insurance Corporation, 2012) strongly recommended that study 

should be conducted on employees’ career success in insurance companies of Pakistan. 

 

In attempt to explain this situation many researchers (Ugboro & Obeng, 2015), (Creed & 

Hood, 2014), (Penny Wan, Wong, & Kong, 2014) among many others, confirms that the 

career commitment will affect the organizational performance. However, lower level of 

career commitment will affect the career success (Poynton, Lapan, & Marcotte, 2015), 

(Arora & Rangnekar, 2015). There are few reasons such as,  

 Low level promotional opportunities will affect career commitment. 

 No reward system will also affect the career commitment. 

 

One of the latest study (Adeoye & Fields, 2014) recommended that insurance companies 

should design and implement career development programs such as promotion plans and 

rewards for employees to be committed to their careers and get success in the insurance 

sector. On the other hand, (Barley, Stephen, & K., 2001) stressed on the point that 

employee play key role in breaking or making of an organization. Both insurance and 

banking sector are considered as financial and service sectors but still insurance sector is 

the ignored by government, policies and religious views. 

 

Promotional opportunity is one of the key independent variable of career development 

practices. Promotional opportunity is used to measure the outcomes of employees who 

work too hard in the insurance sector (Bilal, & Ahmed, 2016). Promotional opportunity 

starts with job and get matured with career success (Russell, Broomé & Prince, 2015). To 

achieve the highest level in career success, promotional opportunity influence insurance 

sector employees. 

 

According to (Janjua & Akmal, 2014) are of the opinion that insurance industry of 

Pakistan is neglected if we compare it other regional upcoming economies but at the 

same time it definitely has vast potential in it to grow into a huge and big industry.  

 

The career commitment in service sectors was the major findings of many studies of 

individual’s career thinking and work attitude (Maxwell, Ogden, & Broadbridge, 2010). 

 

Career development opportunity, promotion fairness and promotional opportunities have 

independently been shown to affect employees' commitment to their careers and the 

success that he or she has attained. External success elements in terms of number of 

promotions, rewards and other career development practices lead towards career success 

which strengthens employee view of their career  (Nabi, 2001). 

 

Awarding reward satisfies psychological needs of the employee and those who have 

reward incentives in their work they performed better than the people that did not have 

reward incentives in their work. This is also one of the factors that play role in career 

success 
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H1:  There is a significant relationship between promotional opportunity & career 

commitment. 

H2:  There is a significant relationship between competitive rewards and career 

commitment.  

H3:  There is a significant relationship between promotional opportunity and career 

success. 

H4:  There is a significant relationship between competitive rewards and career 

success. 

H5:   Career Commitment is a mediator between promotional opportunities & career 

success. 

H6:   Career Commitment is a mediator between rewards & career success. 

H7:  There is a significant relationship between career commitment and career success. 

Theoretical Framework 

This research framework was designed to portray the variables integrated in this study 

trace their relationship to detect their influences on career success. This model shows the 

mediating relationship of career commitment between CDP (promotional opportunities 

and rewards) and career success. 
 

 
 

Figure 1: Theoretical framework of employees Career Development Practices,  

Career Commitment and Career Success 

Instrumentation 

Career development practices is focused upon classifying the need and exploring the 

level of career commitment of employees and its relationship with the career success. To 

measure the career development practices and its impact on career under the mediating 

role of career commitment, a total of 24 items were used, which were adopted from 

(Greenhaus, Parasuraman & Wormley, 1990), (Kong, Cheung & Song, 2012), (Adeniji, 

2011)  and (Gerald, 2011).  

Research Design 

The population for this study consists of all the employees in the insurance sector in 

Pakistan. According to the Insurance Book, Year 2013-2014 and (SBP, 2013), there are 

nearly 9,000 employees in total 35 insurance companies. Stratified sampling techniques 

was followed to collect the data from the respondents. For this purpose, the sampling 

frame will consist of all the employees of the insurance companies in Pakistan. The 

employees working in the insurance sector of Punjab, Sindh, KPK Pakistan will be the 

target population.  

Promotional Opportunity 

 

Rewards 

Career 

Commitment 
Career success 
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The data have been collected using self-administered questionnaires. Paper and pencil 

method technique was employed to collect the responses form the respondents. For the 

purpose, total number of 650 questionnaires were distributed among the randomly 

selected employees from each stratum. Out of 650 questionnaires, 350 were distributed in 

the province Punjab, 200 in province Sindh and 100 in province KPK. Out of 650 

distributed questionnaires, 386 questionnaires were returned back. Yielded response rate 

was 59.38%. Efforts were made to increase the response rate by reminding respondents 

through phone calls, SMS and personal visits. 12 questionnaires were discarded due to 

incompleteness and response biasness. Hence, the effective response rate was 57.54%. 

Sample Characteristics 

With all variables used in research, respondents were also asked to indicate the number of 

aspects related to job description, individual characteristics, education and gender of the 

employees working in the insurance sector of Pakistan. The descriptive analysis in Table 

1, revealed that 31.3% employees are working as managers in different insurance 

companies and 68.7% employees are working as sales & marketing executive in 

insurance sector of Pakistan. This also indicates that most of the employees are related to 

sales and marketing job in the insurance sector. This analysis revealed that 81.3% males 

and only 18.7% females are working in the insurance sector of Pakistan. Only 3.5% of 

employees have completed matric or below in education, 9.6% have completed 

intermediate. 32.6% employees are graduate and 51.1% have completed their master 

level. This analysis also shows that 3.2% employees in insurance sector have completed 

higher education which is above than master level.  

Table 1:   Summary of Respondents’ Demography 

Items Frequency Percentage 

Job Designation   

   Manager 117 31.3 

   SME 257 68.7 

Gender   

   Males 304 81.3 

   Females 70 18.7 

Education   

   Matric or below 13 3.5 

   Intermediate 36 9.6 

   Graduate 122 32.6 

   Master or above 191 51.1 

   Others 12 3.2 

Structural Equation Modeling  

The Structural Equation Modeling (SEM) is used to prove the hypotheses arising from 

the theoretical framework. In order to execute the SEM analysis, the two stage approach 
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was adopted as it is suggested by Anderson and Gerbing (1988). First we discussed the 

measurement model among the latent variable, second we used the structure model to 

determining the causal relationships between the observed variables. For this purpose, 

confirmatory factor analysis we were used the SmartPLS 2.0. In the second stage, the 

paths or causal relationships between the underlying exogenous and endogenous 

constructs were specified in the structural model.  
 

 

Figure 2: Measurement Model 

 

Content Validity 

According to Hair et al. (2010), the degree to which the variables (items) have the ability 

to measure a particular construct and how closely these items measure the concept for 

which they were designed to measure, reveals the content validity of construct. Table 2 

provides an evidence of the content validity of the measures used. The evidence reveals 

that the items designed to measure/ assess a particular construct depicts evidence of 

having higher factor loadings on their respective constructs as compared to the other 

constructs. On the other hand, the items’ significant loading on their respective 

constructs, validate the content validity of the constructs too. 

Table 2:   Factor Loading/ Cross Loading 

  
Career-

commitment 

Career-

Success 
PO Rewards 

ccq1 0.866 0.399 0.421 0.391 



Mediating Role of Career Commitment in the Relationship of Promotional Opportunities, Rewards and …….. 

Pak.j.stat.oper.res.  Vol.XIII  No.1 2017  pp185-199 191 

ccq2 0.871 0.452 0.407 0.427 

ccq3 0.813 0.362 0.406 0.403 

csq1 0.415 0.862 0.363 0.360 

csq2 0.389 0.826 0.355 0.315 

csq3 0.420 0.883 0.404 0.355 

csq4 0.253 0.600 0.208 0.184 

poq1 0.421 0.343 0.754 0.456 

poq2 0.406 0.362 0.833 0.531 

poq3 0.345 0.290 0.725 0.439 

poq4 0.399 0.351 0.829 0.468 

poq5 0.193 0.246 0.566 0.263 

poq6 0.342 0.333 0.726 0.449 

rwq1 0.393 0.345 0.455 0.765 

rwq2 0.254 0.252 0.416 0.715 

rwq4 0.318 0.207 0.421 0.634 

rwq6 0.342 0.265 0.421 0.757 

rwq7 0.375 0.327 0.411 0.696 

CS= Career Success, CC= Career Commitment, PO= Promotional Opportunity, R= Rewards  

 

The bold values in Table 2, indicates that the factor/ cross loadings exceed the suggested 

threshold of 0.50 or above showing satisfactory/ acceptable contribution of the indicators 

to assigned constructs. Additionally, as argued by Hair et al., (2013), discriminant 

validity can be assessed/ evaluated by examining the outer loadings of indictors. They 

also argue that discriminant validity can be shown when on a construct the outer loading 

of the indicators is higher than all its cross-loading with other constructs. 

 

For the first time the PLS algorism was computed, there were some items that loaded 

extremely poor, for example, following items are not included in the PLS algorism, 

CCQ4 (question sequence # 9), CCQ5 (question sequence # 10), RWQ3 (question 

sequence # 20) and RWQ5 (question sequence # 22) because deletion of these items lead 

to increase in CR and AVE of all these constructs to the minimum acceptable values. 

Convergent Validity 

Table 3 depicts the dependent variable, the CR of career success is 0.870 and CR for 

independent variables PO and R is 0.880 and 0.839 respectively, while CR mediating 

variable CC is 0.887 respectively. The value of AVE greater than 0.5 for each construct is 

another evidence of convergent validity. The results in Table 3 shows that all constructs 

have an AVE greater than 0.5, indicating strong convergent validity. Similarly, to show 

convergent validity, all item loadings (outer loadings) should be greater than 0.6 (shown 

in Table 3) and according to (Bassellier & Benbasat, 2004) suggests that more than half 

of the variance is captured by the constructs. 

Table 3:   Convergent Validity 
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Construct Item Loadings Cronbach’s Alpha CR AVE 

Career Success ccq1 0.866 0.800 0.870 0.631 

  ccq2 0.871       

 

ccq3 0.813       

Career commitment 
csq1 0.862 0.808 0.887 0.724 

  csq2 0.826       

 

csq3 0.883       

  csq4 0.600       

Promotional Opportunity poq1 0.754 0.835 0.880 0.554 

  poq2 0.833       

 

poq3 0.725       

  poq4 0.829       

  poq5 0.566       

  poq6 0.726       

Rewards rwq1 0.765 0.761 0.839 0.511 

  rwq2 0.715       

  rwq4 0.634       

  rwq6 0.757       

  rwq7 0.696       

 

Discriminant Validity 

The most conventional approach in assessing/ evaluating discriminant validity considered 

is Fornell-Larcker criterion (Hair et al., 2013). Others criterion include cross-loading 

examination method, which is however, considered more liberal, since it is likely to have 

more constructs exhibiting discriminant validity. Therefore, discriminant validity was 

assessed for career commitment (CS), career success (CC), promotional opportunity (PO) 

and rewards (R). Discriminant validity is established when the square root of value of 

AVE of each construct is higher than the highest correlation of the construct with any 

other latent construct. Fornell-Larcker Criterion results are shown Table 4 for assessment 

with the square root of the constructs. The square root of value of AVE (in bold) is 

greater than its highest correlation of construct with any other constructs. Thus, it is 

concluded that discriminant validity on the construct has been established, therefore, it is 

assumed that the results obtained relate to the hypotheses testing should be valid and 

reliable. 

 

In Table 4, absence of discriminant validity indicates problem since the loadings are 

greater than 0.5, and there is no any other indicator that has loading more than the one it 

intends to measure. 
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Table 4:   Discriminant Validity 

  
Career-

Success 

Career-

commitment 
PO Rewards 

Career-Success 0.794       

Career-commitment 0.474 0.851     

PO 0.430 0.483 0.744   

Rewards 0.392 0.478 0.594 0.715 

 

After getting a good result of the evaluation of the measurement model (outer model) 

precisely, the latent variables suggest satisfactory evidence of reliability and validity, the 

next step was evaluation of structural model (inner model). However, because the 

original framework is based on what is obtained in the existing literature, there is a need 

to revise and improve it since the outer model assessment has been conducted.  

Direct Relationships 

The evaluation of the structural model initiates with an examination of the direct 

relationships among the independent variables, mediator and the dependent variable. The 

path coefficients’ size was examined through PLS-SEM Algorithm, and the significance 

of the relationship was examined through PLS-SEM bootstrapping procedure in the 

SmartPLS 2.0 software.  The valid number of observation in data set was used as the 

number of cases, and 5,000 was used as number of bootstrapping samples. 

 

In this model, first it is focused on the analysis of the direct relationship between the 

independent variables and the mediator variable (H1 and H2). In the second step, the 

relationship between the independent variables and the dependent variable is analyzed 

(H3 and H4). In the third step, the mediation of CC analysis took place, where H7 were 

examined between CC as independent variable and CS as dependent variable. In the 

fourth step, the significant relationship is examined between CC as mediator and CS as 

dependent variable as H5 and H6.  
  

 

Figure 3: PLS Algorithm Direct Relationship 
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Based on the PLS-SEM bootstrapping procedure as mentioned above, Figure 2 shows the 

path coefficient of independent and dependent variables. In Figure 3 shown that some the 

independent variables have a positive relationship with the dependent variables, such as 

the variable of Promotional opportunity and reward have positive significant relationship 

with career success; two of the independent variables are significant at       . It 

presents the results of the path coefficients, t-statistics and p-values.  

 

With respect to H1, the result suggests that there is a positive impact of PO on CC 

(                         ); therefore, H1 is supported. However, H2 is 

supported because the result shows significant influence of R on CC (           
              ).  About H3, the result shows a significant positive influence of PO on 

CS (                         ); so H3 is also supported. H4 results shows non-

significant influence of R on CS (                         ); so H4 is non-

supported. H7 results shows the significant positive impact of CC on CS (  
                      ); so H7 is supported.  

Table 5:   Results of Hypotheses Testing (Direct Relationships) 

NO Hypothesized Path 
Path 

coefficient 

Standard 

Error 

(STERR) 

T Value P Value Decision 

1 Career-commitment -> Career-Success 0.247 0.063 3.899 0.000 supported 

2 PO -> Career-Success 0.155 0.066 2.344 0.010 Supported 

3 PO -> Career-commitment 0.308 0.060 5.146 0.000 Supported 

4 R -> Career-Success 0.061 0.059 1.050 0.147 not-Supported 

5 R -> Career-commitment 0.295 0.056 5.263 0.000 Supported 

***:P<0.001; **:P<0.01,* P<0.05  

 

The bootstrapping result found in Figure 2 shows that all the relationships are significant 

including the variable with a negative coefficient at        and        respectively. 

In addition, Table 5 presents the path coefficients, t-statistics and p-values.  

4.7.2.2 Mediation Test 

As mention before the mediation analysis took place in the model when the mediator 

variable was introduced. As shown below in Figure 4 the path coefficients of the four 

independent variables are positive. The path coefficients have a positive sign of all 

independent variables. Also, the path coefficient between the mediator and the dependent 

variable is also positive. The bootstrapping result found in Figure 4 shows all the 

relationships are significant and positive coefficient. 

 

Mediation analysis assesses the indirect effect of the independent variable on the 

dependent variable via an intervening variable (Baron & Kenny, 1986). According to 

Preacher and Hayes (2008), it was observed that there are number of methods for 

measuring mediation, which contain: Causal steps strategy or serial approach. Where the 

bootstrapping generates an empirical representation of the distribution of the sample of 

the indirect effect (Rucker, Preacher, Tormala, & Petty, 2011). 
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Figure 4: PLS-SEM Bootstrapping Indirect Relationship 

 

 

After including the mediator construct, CC in model 2, the bootstrapping result of 5,000 

samples were used to multiply path   and path  . Then the product of the two significant 

paths was divided by the standard error of the product of the two paths 
   

   
 to get the  

t-value. From Table 6, it is clear that CC mediates the positive relationship between PO 

and CS (                ), supporting H5. H6 shows the mediation result of CC 

between R and CS (                ), not supporting H6 because there is no 

mediation. Results of the study shows that in the indirect effect of promotional 

opportunity and career success is significant having values of confidence interval  

(LLCI = 0.003, ULCI = 0.077). Both lower level confidence interval (LLCI) and upper 

level confidence interval (ULCI) are positive. Hence we conclude that the career 

commitment having the mediating role in the relationship of promotional opportunity and 

career success. In the indirect effect of rewards and career success, relationship is not 

significant because of positive and negative values (LLCI = -0.004, ULCI = 0.098), so 

there is no mediation. 

Table 6:   Hypothesized Path Coefficients 
Bootstrapped Confidence Interval 

  

Hypothesized 

Path Path a Path b 

Indirect 

Effect SE t-value 95% LL 95% UL Decision 

PO->CC->CS 0.169 0.236 0.040 0.019 2.099 0.003 0.077 Mediation 

R->CC->CS 0.201 0.236 0.047 0.026 1.824 -0.004 0.098 No-Mediation 

***:P<0.001; **:P<0.01,* :P<0.05 
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5.0  Conclusion 

We proposed an evolving process of career success and career commitment of working 

employees of insurance sector of Pakistan. Up till now, we have raised several important 

issues to consider career development practices of working employees of insurance sector 

of Pakistan. It has been discussed the major factors and variables which are important and 

have a positive impact and relation on the employees’ career commitment and career 

success. The results and outcomes indicates a matter that career is a major function for 

employees but we have endeavored to explore that career development practices like 

promotional opportunity, rewards, and much more discussed about job security and 

training to build career commitment and career success of working employees of 

insurance sector.  

 

There is a major distinction in it. These career development practices have a positive 

impact on career commitment and career success. It will be truly very helpful for the 

employees of insurance sector, first focus on their career by giving them career 

development opportunities to develop their career and career skills. Career development 

practices help them to be committed with their career in insurance sector and it will lead 

towards career success.  

 

For real benefits and for potential employees and for the growth of insurance sector of 

Pakistan it is very important to implement career development practices, career 

commitment and career success of employees. 
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