
Study Unit 1: The Meaning of Work
The Meaning of Work and Work Values

Work is a major element of human activity: it sustains biological survival and it can sustain quality 
of life. Different meanings can be derived from different values associated with work, e.g. work 
seen as a means of making a living, of being occupied, of fulfilling a vocation, developing and 
utilising skills or fulfilling a life purpose.

Meanings Associated with Work

• Pre-industrial era: Drudgery; instrumental to spiritual or religious ends; intrinsically 
meaningful for its own sake

• Industrial era: Mechanical and repetitive work; decline in will to work; seek meaning 
outside work

• Post-industrial era: Focus on information; producing ideas; multicultural viewpoints about 
the meaning of work

• 21st century/ knowledge economy: Technology-driven workplaces; work meaning is 
socially constructed; search for meaning and higher purpose due to change and uncertain 
markets

• Work as a central life interest: Centrality of work is the degree of importance work has in 
the life of an individual; refers not to the work itself but the value outcomes

Work Values

• Advancement power status: People who value advancement in their work attach much 
importance to achievement; high in power motivation

• Autonomy: People who value autonomy want freedom to organise their life and work; seek 
to be free of organisational constraints

• Self-actualisation: Process of inner-directedness through which individuals give expression 
to their intrinsic nature

• Competency: Finding intrinsic meaning and a sense of identity in work is career 
competency

• Leisure: Activities that fall outside the context of work; work may have a spill-over effect 
on leasure which may be positive or negative

• Economic/material rewards: Associated with the need for job security, good salary and 
good working conditions

• Social values: Centred around relations with people; affective rather than material; value of 
benevolence

• Sense of belonging in society: Work can be a basis for integrating people into society by 
providing connections; ties the individual to society

• Work-family enrichment: The extent to which experiences in one role improve the quality 
of life in another role; bi-directional

• Workplace spirituality: Recognition that employees have an inner life that nourishes and is 
nourished by meaningful work in the context of community
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Study Unit 2: Changes in Organisations and 
Implications for Careers

Differences Between Traditional and Modern Workplaces

Traditional Workplace:
• Stable environment with protected markets
• Production-driven
• Mechanistic, product, functional divisional structures
• Hierarchical, multiple management levels
• Seniority-based, time-based promotions
• Command and central management style
• Uni-dimensional career movements (linear)
• Organisation responsible for individual career planning and development
• Individual loyalty to organisation for lifelong and steady growing employment
• Job security, job-for-life
• One or two career choices at early career age

Modern Workplace: 
• Dynamic, competitive environment, global unpredictable markets
• Service-driven, technology-intensive
• Flat, network, cellular structures
• Knowledge and information-technoloty-driven learning organisations
• Strategice, collaboration with competitors
• Multi-cultural organisations
• Small component of core employees, big component part-time, casual, contract staff
• Empowerment of people
• Competency-based outsourcing
• Self-directed teams
• Multi-directional career movements
• Diminishing loyalty for organisation
• Individual investment in employability
• Increasing emphasis on work-life integration
• Career self-management
• Life-long learning
• Knowledge workers
• Composite and customised careers
• Repeated career choices at diferent age stages
• Careers as learning cycles (several organisations)
• Spirituality at work
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Protean Careers

This is a career shaped and managed by the individual. It consists of all the person's varied 
experiences in education, training, work in several organisations and changes in occupational field 
and is characterised by a high degree of mobility, self-reliance and internal career thinking. It is a 
mindset about the career and is characterised by the following:

• Psychological success
• Self-direction
• Freedom and autonomy
• Choices are based on personal values
• Continuous learning
• High level of self-awareness
• Age is unimportant
• Personal responsibility
• Freedom and growth are valued
• High degree of mobility

The employee does not blindly trust the organisation with his or her career. The present contract is 
with the self, instead of the organisation. 

Boundaryless Careers

This is a career characterised by flexibility, mobility and movement between different global-
organisational contexts. It involves physical or psychological movement away from the current 
employer. Individuals have self-ownership of their careers, managing them in a relatively 
autonomous fashion and in the process, their employment value is increased. The mobility takes 
place between jobs, companies, occupation and countries. Individuals can move between different 
organisations if they have transferrable knowledge, skills and abilities. Individuals will inevitably 
encounter external, unobvious or subjective boundaries within themselves that define career 
context, choices and development. 

Composite Careers

This consists of having more than one working role or holding more than one form of 
employment. Individuals have to manage their time between different roles, companies, locations, 
clients, teams and schedules. It is a way to express those parts of one's multiple possible selves that 
are excluded from the narrow world of one-job-for-life. Workers in the 21st century are thinking less 
of themselves as "having a job" and more of themsevles as "experimenting with work 
opportunities", which allow them to discover more about themselves and live meaningful lives.  

Entrepreneurial Careers

Choosing self-employment as a career option which could include establishing and managing one's 
own business. The main aim is to achieve flexibility and autonomy. Successful entrepreneurs have 
the following skills and aptitudes:

• Persuasive powers
• Problem solvers and decision makers
• Time management skills
• Willing to take calculated and intelligent risks
• Effective business management skills
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They generally display the following qualities and personality traits:
• Need for autonomy and independence
• Need for achievement, for being successful
• High initiative and self-leadership
• Creativity and flexibility
• Ability to cope with adversity and change
• Self-confidence
• Commitment to goals and life purpose
• Motivated and optimistic mindset

Career Progress and Success Redefined

Career progress refers to an individual's experiences of career growth which may include moving 
upward, increasing competence and expertise and gaining broader experience across 
multidirectional career movements. Career success refers to the objective and subjective 
(psychological) sense of achievement and well-being by individuals experience regarding their 
careers. Career success can be increased if individuals do something they feel passionate about and 
if new career goals are achieved. 

Lifelong Learning

The process by which one acquires knowledge, skills and abilities throughout one's life and career 
in reaction to and in anticipation of changing performance criteria. Employees who cannot adapt to 
organisational change will find themselves sidelined by the organisation at an early age. Self-
development can help individuals realise their career aspirations and increase their life satisfaction. 
Successful intelligence is the ability to attain one's goals in life, within one's socio-cultural context:

• by adapting to, shaping and selecting environments
• through the recognition of and capitalisation on strengths
• through the recognition of and compensation for or correction of weaknesses
• via the interaction of analytical, creative and practical abilities

The organisation can foster continuous learning in the following ways: 
• By creating a culture of continuous learning
• By establishing a transfer of training climate, where skills learned in training are reinfoced 

when applied in the organisation
• By giving constructive feedback, which addresses the causes of the individual's performance 

correctly and which is fair, helpful and considerate
• By managing performance
• By focusing on professionalism to enhance excellence in the employee's area of expertise
• By retaining displaced workers through equipping them with coping skills as well as new 

skills and knowledge

Career Resilience and Career Adaptability

The ability to adapt to changing circumstances by welcoming job and organisational changes, 
looking forward to working with new and different people, having self-confidence and being 
willing to take risks. 
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To facilitate growth towards career resilience (ability to adapt) and career adaptability (readiness to 
adapt), the following are suggested:

• Take charge of one's career
• Develop people and communication skills
• Be flexible
• Embrace new technologies
• Keep learning
• Clear up misconceptions about the requirements of the company or industry when 

considering a new job or industry
• Research options
• Develop new capacities: specialised knowledge as well as general skills

New Knowledge and Skills Required

The knowledge economy and a more complex and differentiated organisation result in the 
employment of more specialists and knowledge workers. The knowledge economy can be defined 
as: production and services based on knowledge-intensive activities that contribute to an accelerated 
pace of technological and scientific advance as well as rapid obsolescence. The creation of new and 
more technologically advanced jobs combined with the elimination of old, 'lower tech' jobs has 
been referred to as the "churning of jobs". 

To develop competitive advantage, companies seek to optimise their workforce through 
comprehensive devleopment programmes which include investments in human captial 
development (HCD). This is the process of helping employees become better at their tasks, their 
knowledge, experiences and lives. The retention of knowledge workers with scarce and critical 
skills require organisations to:

• Develop employees according to merit and not only for equity reasons
• Offer a competitive remuneration package
• Develop a high performance work culture where mediocrity and poor performance are not 

tolerated
• Invest in employees' personal growth and career development by allowing them to 

participate in leadership development programmes, coninuous learing opportunities and 
challengind assignments

• Expose talented staff to all aspects of the business
• Demonstrate to all employees that they are valued for their skills and ability
• Recognise staff for their contributions
• Ensure the company's employer brand is respected

New Employment Relationships

Changes in the workplace are characterised by a change in employment relationships. These 
relationships include: 

• Long-term insiders: core employees
Their critical skills and expertise help to focus the activities of the organisation and give it a 
competitive advantage. By keeping these employees, stability in the organisation is 
promoted. They know the priorities of the organisation, and are expected to be loyal and 
commtted. 
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• Short-term insiders: careerists and jugglers
A careerist is someone to whom making a career in an industry is more important than 
making a career in a company. Jugglers are individuals to whom a career is not the most 
important part of their lives. Although they are employees of a company, they are not very 
much part of the prevailing organisational culture, despite the fact that they show 
behavioural conformity to some extent. The company does not need to invest very much in 
them in terms of money or commitment, making the company more flexible. 

• Long-term outsiders: pooled workers
Employees may be called upon to work for a company for a long period in the capacity of a 
substitute for another employee. A pooled worker prefers to work shorter hours because of 
personal commitments, e.g. part-time lecturer at a university. 

• Short-term outsiders: temporaries and independent contractors
This relationship gives the company more flexibility, while allowing the contractor more 
flexibility in terms of lifestyle options. Organisations are most likely to use these workers 
when they need workers with specified technical skills. This is referred to as the 
'cusomisation of careers'. 

Employability

A person's value in terms of future employment opportunities, which is determined by the 
accumulation of knowledge, skills, experience and reputation, which can be invested in new 
employment opportunities as they arise. Employability security comes from the chance to 
accumulate human and social capital. Human capital refers to the cumulative education, personal 
and professional experiences which might enhance an employee's value to an employer. Social 
capital refers to an individual's 'knowing whom' assets: attachments, relationships, reputation, 
sources of information. 

Employability skills include qualification subject knowledge, understanding and skills, as well as 
the following generic skills:

• Interpersonal communication
• Team work or citizenship
• Problem-solving and decision-making
• Initiative and enterprise
• Workplace awareness and experience
• Planning and organising
• Self-management
• Emotional literacy
• Adaptability and flexibility
• Career self-management
• Self-efficacy and self-confidence
• Positive self-esteem
• Life-long learning attitude
• Technological literacy
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Individualism More Valued than Organisational Loyalty

Individuals become proactive career agents who take responsibility for their career development. 
Their loyalty is now redefined in terms of their employability and professionalism, instead of 
loyalty to the person next in the hierarchy.There are 5 reasons for this:

1. People work under different leaders and a "chair" of command will not be so easy to identify
2. People are encouraged to challenge traditions and move in new directions
3. Decision-making is more decentralised and more people at lower levels are expected to 

make their own decisions
4. The increasing professionalism sets its own criteria for performance, which often outclass 

those of management
5. People have to be more loyal to the profession than to the company, as their future depends 

more on their own abilities and reputation

As organisations can no longer feel betrayed when talented people leave them, employees can no 
longer feel betrayed if the organisation no longer needs their skills. A person's embeddedness in 
their job or career will determine the loyalty they feel toward the organisation. This refers to the 
collection of forces that keep people in their current employment situations, eg. fit with the job, 
perceived sacrifices when leaving the job, links within the organisation. 

Diverse Needs of Employees

Socio-demographic and generational diversity in the workplace require from workplaces to offer 
career development support programmes that address the needs of an increasingly diverse 
workforce. Primary categories of diversity include: culture, ethnicity, age, gender, sexual 
orientation and physical abilities. Secondary categories include: education, work experience, 
income, marital status, religion, location, parental status, physical and mental disabilities as well as 
behavioural styes. 

Traditional Male and Female Roles Challenged

The shift to non-traditional family structures is challenging gender stereotypes in the workplace. 
The 21st century workplace is increasingly characterised by diverse household arrangements 
which require flexibility from employers. Heterosexual married couples are still in the majority, but 
couples who live together without being married, singles and homosexual couples are increasing. 
Other situations which are more prevalent include: homosexual couples with children, single 
mothers and single fathers. 
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The New Psychological Contract

The mutual expectations and satisfaction of needs arising from the relationship between individual 
employees and their organisations. The contemporary psychological contract is a partnership 
relationship characterised by conditional attachment arrangements. 

Perceived employee expectations Perceived obligations to the organisation

• Transactional
• Competitive salary
• Benefits
• Resources to perform job
• Relational
• Job-related training
• Career development
• Support with personal problems
• Fair and just HR procedures
• Consultation and communication with 

employees on matters which concern 
them

• Recognition of contributions
• Good relationships with supervisors
• Respect
• Job security
• Promotional opportunities

• Producing work of adequate quality and 
quantity

• Self-motivation
• Maintaining good relationships with 

colleagues
• Self-presentation
• Respect for authority
• Being present and availalbe during office 

hours
• Punctuality
• Loyalty towards the organisation
• Not abusing resources
• Honesty
• Setting a good example to others
• Keeping promises
• Serving customers with respect and 

efficiency
• Not acting outside authority
• Adapting to changes in the work 

environment
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Study Unit 3: Career Concepts and Career Models
Introduction

There are four distinct meanings assigned to the concept of a career:
1. Career as advancement
2. Career as profession
3. Career as a lifelong sequence of work experiences
4. Career as a lifelong sequence of role-related experiences

The most popular has been career advancement, which is evaluated by the number of upward 
moves (promotions). A linear career pattern has quick upward movements in the hierarchy. The 21st 

century definition of career is: a series of learning cycles across multi-directional career 
pathways. Contemporary definitions look at a career as a long-term process of development of the 
employee, along a path of experiences or jobs at different organisations. The official definition for 
this course is: a career is an evolving sequence of employment-related experiences over time. 

The internal (subjective) career is the themes and concepts one devellops that make sense out of 
one's own occupational pursuits. It is held together by a self-concept which consists of: perceived 
talents and abilities, values, and career motives and needs. Externally defined careers are losing thie 
rvalue, and internal career definitions are becoming psychologically more important. Self-reliance 
is becoming an important key to career management. 

Career Concepts

1. Career planning: an initiative where an individual exerts personal control and agency 
(initiative) over their career and engages in informed choices as to his or her occupation 
organisation, job assignment and self-development by conducting self-assessment, 
formulating goals and developing plans for reaching those goals. Though the responsibility 
for career planning lies with the individual, organisations can assist by providing career 
planning tools or workshops through career counselling, workbooks, career resource centres, 
etc. to guide employees to conduct self-assessment, analyse and evaluate their career options 
and preferences, write down development objectives and prepare a career management plan 
or strategy. Self-knowledge is a prerequisite for career planning. It involves knowledge of 
one's skills, values, strengths and weaknesses. 

2. Career management: the ongoing process whereby the employee takes action to obtain: 
self-knowledge, knowledge of employment opportunities, develop career goals, develop a 
strategy, implement and experiment, obtain feedback on the effectiveness of the strategy and 
the relevance of the goals. It is a continuous process of work life that involves making 
realistic choices, which implies moving away from the exclusive focus on interests to 
examine realistic choices within a zone of preferred and possible choices. Skills acquisition 
plays a critical role in occupational goal attainment. Individuals have the primary 
responsibility for career management, with organisations taking a supportive roal.

3. Career development: the ongoing process by which individuals progress through a series 
of stages, each of which is characterised by a relatively unique set of issues, themes or tasks. 
It consists of four phases: 

◦ developing appropriate work-related behaviours (work personality) that allow 
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people to meet the interpersonal demands of the work environment , such as social 
interactions with others, timeliness and appropriate on-task behaviour

◦ developing a vocational identity through which individuals become aware of their 
career interests, goals, skills and talents

◦ engaging in effective career decision-making by identifying appropriate work 
environments that allow individuals to express their vocational identity

◦ developing their ability to effectively find a job, resulting in employment and 
sustaining one's employability

Career development is thus a formal approach taken by an organisation to ensure that people 
with the proper qualifications and experience are available when needed. It is seen as a joint 
effort between the employee and the organisation and the outcome of the interaction 
between individual career planning and the organisational career management process. 

4. Career paths: objective descriptions of sequential work experiences, as opposed to 
subjective, personal feelings about career progress, personal development or satisfaction. 
They exist on an informal basis in almost every organisation, but are much more useful 
when formally defined and documented. The organisation specifies the sequence of 
developmental activities, including formal and informal education, training and job 
experiences, to help make an individual capable of holding more advanced jobs in the 
future. While traditionally a constant upward movement, it may lead sideways (transfer), 
downwards (demotion) and even change completely (dismissal or retrenchment) 
Career paths should:

◦ represent real progression possibilities, without implied 'normal' rates of progress or 
forced specialisation in a technical area

◦ be tentative and responsive to changes in job content, work priorities, organisational 
patterns and management needs

◦ be flexible, taking into consideration the compensating qualities of the particular 
employee, manager, subordinate or people who influence how the work is done

◦ specify the skills, knowledge and other attributes required to perform effectively at 
each position along the paths and specify how they can be acquired

5. Career self-management: the ability to keep pace with the speed at which change occurs 
within the organisation and the industry and the ability to sustain one's employability 
through continuous learning and career planning and management efforts. Career agency is 
an individual's capacity to act for themselves and speak on their own behalf. It is 
characterised by the personal initiative to take control of one's career with a sense of self-
efficacy and self-confidence and proactively seeking and exploring new information about a 
career that will enhance the fit between self, the environment, one's work values and life 
interests. Career self-management behaviours include: 

◦ networking behaviour: getting to know influential people
◦ visibility behaviour: drawing attention to achievements, getting credit due
◦ positioning behaviour: pursuing valuable job opportunities
◦ behaviour related to building human capital: training and education
◦ validating behaviour: proving conpetence and capability
◦ behaviour related to the management of the work/non-work boundary: preventing 

work activities from permeating the home environment
The payoff is more highly skilled and flexible employees, and the retention of these 
employees. It requires commitment to the idea of employee self-development.
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6. Career competency: competencies and qualities which enable individuals to pursue 
meaningful careers

◦ knowing why: values, attitudes, internal needs, identity and lifestyle
◦ knowing how: expertise, capabilities, tacit and explicit knowledge
◦ knowing whom: networking relationships, how to find the right people
◦ knowing what: opportunities, threats and job requirements
◦ knowing where: entering a workplace, training and advancing
◦ knowing when: timing of choices and activities

Inner-value capital attributes relate to people's knowing why competencies which provide 
people with a sense of overall purpose and meaning as they navigate through their careers. 
People are regarded as competency traders and their employability depends on their career 
competency and their continuous ability to fulfil, acquire or create work through the optimal 
use of both occupation-related and career meta-competencies. Career meta-competencies 
include those skills and attributes that go beyond technical or occupation-specific skills. A 
person's repertoire of psychological career resources includes skills such as career 
planning and management skills, and self-management and interpersonal skills. 

7. Career success: the objective and subjective sense of achievement individuals experience 
regarding their careers. People's sense of job satisfaction and career satisfaction are 
significantly related to their sense of career well-being. The most frequently cited positive 
career experiences are career transitions, interpersonal relations, having autonomy and 
power, work performance, sense of purpose, learning and development opportunities and 
work-life balance. Negative career experiences include interpersonal relations, lack of 
feedback or recognition from others, organisational change, inequitable treatment, dislike of 
ethics or morals displayed by the company, career transitions, work adjustment, lack of 
promotional opportunities, lack of learning and development opportunities and having no 
sense of purpose. Career success is also linked to an individual's goal orientation which is 
centred in a particular cultural value system. In the Afrocentric value system, psycholocial 
feelings of career success are based on a preference for quality of life and rewarding 
common vision for communal effort. Career success according to the Eurocentric value 
system is related to achieving material success, position and rewarding individual merit. 

8. Career motivation: the persistence and enthusiasm with which individuals pursue their 
careers, even in the face of adversity. It is a multi-dimensional construct internal to the 
individual, influenced by the situation and reflected in the individual's decisions and 
behaviours. It consists of:

◦ Career identity: a structure or network of meanings in which the individual 
consciously links his own motivation, interests and competencies with acceptable 
career roles

◦ Career insight: the extent to which the person has realistic perceptions of him or 
herself and the organisation and relates those perceptions to career goals

◦ Career resilience: the ability to adapt to changing circumstances, including 
welcoming organistational change, looking forward to working with new people, 
having self-confidence and being willing to take risks.

9. Career commitment: the passion individuals have for their chosen work roles or personal 
career goals, including the strength of their motivation to work in a chosen career role. It is 
positively related to career satisfaction, salary level and performance effectiveness.
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10. Career maturity: the ability to make career decisions that reflect decisiveness, self-
reliance, independence and a willingness to compromise between one's personal needs and 
the requirements of one's career situation.

11. Career self-efficacy: the degree of difficulty of career tasks which individuals believe they 
are to attempt and the degree to which their beliefs will persist, despite obstacles. 

Refer to Fig 3.1 on Pg 71 of the Textbook, for the interrelationship between the key concepts

Career Models

Plan-and-implement career models Test-and-learn career models
Use a linear process in setting career goals, 
from which flows an implementation plan.

Use a circular process in which iterative rounds 
of action and reflection lead to updating goals 
and possibilities.

The end goal is usually fixed, with the ideal of 
identifying the end goal as clearly as possible at 
the outset.

Career goals are continuously changing, with 
the ideal of improving one's ability to formulate 
and test hypotheses about future possibilities 
along the way.

Career planning and management process is 
deductive, with progress in stages, each 
building on the preceding step. The starting 
point is analysis and reflection: individuals use 
introspection to find an inner truth that can help 
identify the desired end goal. An action plan is 
devised and implemented to get to the goal.

Career planning and management process is 
inductive, with progress by interation with leaps 
of insight. The emphasis is on taking action and 
experimenting with various future possibilities. 
Individuals learn from direct experience to 
recombine old and new skills, interests and ways 
of thinking about themselves and to create 
opportunities that correspond to the evolving 
self-concept.

Individuals require explicit knowledge which is 
used as an input into the career management 
process, eg. what jobs exist, what skills they like 
to use, what areas interest them, what their 
personality is, etc.

Individuals require implicit knowledge which is 
continuously created through the career 
management process, e.g. what is feasible, what 
is appealing.

Useful in facilitating career competency, career 
self-efficacy and career maturity in particular 
young adults or new entrants to the world of 
work.

Useful in facilitating career adjustment and 
career resilience in adults dealing with career 
transitions.
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A plan-and-implement career model

The model above does not illustrate how people do manage their careers, only how they should. 

• Career exploration: the collection and analysis of information regarding career-related 
issues. It can help people become more aware of themselves and the world of work, 
formulate career goals and decisions and develop strategies necessary to accomplish 
significant goals. It can be divided into self-exploration and environmental exploration.

◦ Self-exploration: individuals seek information about themselves which can be valuable 
in career decision-making. Self-knowledge is the cornerstone of successful career 
planning. Personal qualities include interests, values and proficiency.  Proficiency is the 
manifested efficiency to perform a specific task.

◦ Environmental exploration: enables the individual to gather information about the 
environment. The objective is to obtain enough information about at least occupations 
(tasks, financial rewards, physical setting), organisations (financial health, strategy, 
career management structures) and family needs (spouse's career aspirations, spouse's 
emotional needs, childrens' emotional needs) to make a career decision. 

◦ Awareness: a relatively complete and accurate perception of one's own qualities and the 
characteristics of one's relevant environment. This will help set realistic goals.
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• Career goals: a desired career-related outcome that a person intends to attain. When 
formulating career goals, individuals decide what they want to accomplish and then 
formulate strategies accordingly. 

◦ Types of goal: the conceptual goal sums up the career ambitions of a person, their 
values, interests, aptitudes and preferences. It captures the type of work a person wants 
to do, the type of contact with other people they wish to have, and the physical 
environment. An operational career goal is the job that the person concerned is aiming 
for. It is the way in which the person wants to achieve their conceptual career goal.

◦ Functions of a goal: a career goal has an expressive funtion, i.e. the pleasure gained 
when goals are achieved and when the related work is gratifying for the individual to do 
because they can make use of their experience. It may also have an instrumental 
function, as achieving one goal will enable the person to aim for the following one. 

◦ Period covered: a long-term goal can be from 7 to 10 years, and a short-term goal is 
from 1 to 3 years. The present environment is less predictable, and requires that career 
goals are revised more frequently.

◦ Characteristics of career goals: 
➢ Specificity: goals should be specific and indicate what they are related to, the time 

frame for accomplishing them and the desired results. 
➢ Flexibility: a changing world requires organisations to be flexible in goal setting. 

Effective career management also requires flexible career goals. 
➢ Measurability: goals must be specified in such terms that they can be evaluated. 

Career appraisals can serve as an aid to evaluating career goals.
➢ Attainability: goals should be realistic and attainable, taking into account the 

qualities, needs and values of hte individual whose lifestyle, career anchors and 
career motives should be considered when formulating career goals. 

➢ Congruency: this means that the attainment of one goal should not preclude the 
attainment of another. Short-term goals should be congruent with long-term goals. 

➢ Acceptability: individuals are more likely to follow career goals which are in line 
with their perceptions and preferences. Through self-exploration, goal acceptability 
can be achieved, which will increase career commitment. 

• Importance of setting career goals: well-set goals are one of the prerequisites for career 
satisfaction and growth. Career indecision refers to the absence of a career goal, as well as a 
lack of certainty attached to the goal. Employees are career decided if they have established 
a career goal with which they experience relative certainty and comfort. 

• Career strategy: a sequence of activities designed to help an individual attain a career goal. 
There are a variety of categories: 
◦ Displaying one's current proficiency
◦ Working long hours
◦ Acquiring new skills
◦ Taking advantage of opportunities
◦ Developing an association with a colleague
◦ Strengthening one's image
◦ Taking part in company politics
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There is no one strategy that works, it has to be tailored to the goal of the employee. A 
combination of strategies may be more effective. 

• Career appraisal: the process by which people acquire and use career-related feedback. It 
gives feedback on how the individual is progressing in their career and the extend to which 
they are attaining their career goals. It is important that individuals obtain early feedback 
from their environment so that steps can be taken in good time to avoid potential failure. 
The following questions should be asked about the type of information to be obtained:
◦ What do individuals wish to achieve? Is the information gained relevant to their goal and 

what has it taught them about their values, interests and aptitudes? 
◦ Will the practical steps they devised to attain this goal take them there? Is the goal an 

appropriate one and can the present job be used to achieve it?
◦ Are individuals using the correct strategy to progress towards the goal? Are they 

obtaining the additional skills required to reach the goal? 
The following guidelines are suggested when working with career appraisals:
◦ Individuals must be prepared to revise their goals and strategies when necessary.
◦ The career strategy should include minimum intermediate goals and milestones. 
◦ Both the conceptual and the operational goals must be revised from time to time to 

accommodate the new information obtained. 
◦ Information exchange is vital, as information about performance, strengths and 

weaknesses can be obtained from supervisors. 
◦ Conversations with colleagues can be useful, as a new perspective will be gained and the 

individual's goals, ambitions and strategies can be placed in context. 
◦ Conversations with family members can serve to establish their feelings about the career 

strategy and the sacrifices needed to attain the goals.

Test-and-learn Career Models
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• The 21st century career planning model: 
Because jobs and organisations change, long-term career planning is seen as concerning the 
individual's being, i.e. finding a purpose in life and finding personal meaning in work. 
◦ Quest for personal development: in career planning, the focus should be on becoming 

aware of one's inner depth. This makes it an evolutionary process, in which one finds 
answers in oneself rather than in the outside world.

◦ Honour resistance: when an individual gets stuck, it is easy to become self-
judgemental. A healthier approach would be to attempt to understand the reasons for 
getting stuck, the reaons why one is resistant to personal growth. It could be due to 
incompatability beween one's needs and desires, not listening to parts of oneself which 
want to be expressed, or the fact that one's plans have become inapropriate to external 
circumstances.

◦ Clarify ideal future: when dreaming of a career future, think in terms of an ideal role 
for two or three years' time. Fantasising about the details of an ideal work day, week or 
month provides deeper knowledge of oneself. It can also lead to the creation of a job 
which does not yet exist. 

◦ Study self: 
➢ Assessment by a psychologist or counsellor
➢ Analysing both positive and negative past experiences
➢ Trying to remember one's early childhood to find a basis for career dreams
➢ Working through a set of symbolic exercises to discover unconscious motivations
➢ Dream analysins and imagination to reveal emotions

◦ Analyse past competencies: all capabilities from each phase of life should be 
examined.

◦ Analyse competencies needed: analyse the skills which would be required in one's 
ideal career, because some of them would have to be acquired.

◦ Draft tentative plan: write down a goal, compile a list of steps necessary to reach that 
goal and decide what resources and time are required.

◦ Explore plan with others: share it with others who are committed to helping, who can 
provide feedback and who understand one's fears and aspirations. 

◦ Execute plan incrementally and reflect on learning: 
➢ work on the skills required to achieve goals
➢ make career choices which are on the whole consistent with the future vision
➢ take time to become aware of feelings toward the activities

◦ Evaluate and reformulate plans: all the factors should be revised at least annually. 
This will keep one flexible, aware of feelings and what has been learned. It will also 
counteract drifting and facilitate personal planning, growth and change. 

• The career invention model: 
This is based on the principle that the 21st century career is circular and that individuals have 
the power to chang ethe nature of their career paths. Individuals are the ones co-creating 
new alternative forms of work through their creativity and talents. Experimenting with 
identified short-term career possibilities helps individuals explore their options without 
committing themselves. The effectiveness of the career-planning process depends on the 
support received from various organisations, such as learnership programmes, vacation 
work, mentoring, etc. 
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1. Self-exploration:
▪ identify one's possible selves or working roles
▪ assess one's career interests, career orientation, career values, skills, 

knowledge, talents, abilities, career personality preferences, etc.
▪ figure out what one really wants, one's dreams, desires and life purpose

2. Exploration of possibilities:
▪ research career possibilities and alternatives that match one's career 

assessment and general self-exploration
▪ prioritise the identified career possibilities
▪ write a short- and long-term career plan
▪ write a plan of action to explore and experiment with the identified career 

options
3. Experimentation: 

▪ take action by finding the job or form of work/employment
▪ achieve small successes
▪ reflect on achievements and failures and learn from them
▪ update goals, possibilities and self-conceptions about one's skills, abilities 

and possible selves
▪ allow in-between periods of unemployment
▪ seize new opportunities by taking action
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The career-invention model is developmental in nature and emphasises career self-
management and the notion of subjective career success. In order for an individual to be 
successful in the 21st century world of work they must develop a set of key characteristics. 
The world of work is characterised by turbulence, uncertainyt and rapid change. 
Organisational structures are flatter and the emergence of boundaryless careers has led to the 
disappearance of traditional jobs in favour of employment opportunities. An individual's 
career orientations (unique views about the patths their careers should follow) and values 
guide their career decisions. The drivers energise individuals and drive them towards 
experimenting with career possibilities that are based on the their viewpoints of the possible 
selves they could become or the possible working roles they could experience. The enablers 
are characteristics that help individuals to succeed in their careers. The harmonisers act as 
controls to keep the drivers in balance so that they don't overdo it (burn themselves out) in 
the process of pursuing and reinventing their careers. 

• The contextual action model: 
This is based on the classical action theory which addresses the goal-directed, intentional 
behaviour of people from an action system perspective. It asserts that career-related action is 
constructed socially through individuals, groups, communal and societal processes that are 
intentional and goal-directed. The notion of career construction recognises that work 
represents one of many domains within the hman life structure wherein people enact 
multiple social or life roles. It also addresses the notion of a career being an evolving 
sequence of employment-related experiences and significant learnings over time that lead to 
new choices and actions. Significant learnings and experiences identify the individual's 
professional life, direction, competencies and accomplishments through positions, jobs, 
roles and assignments. 
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Because career action occurs in particular socio-cultural context and setting and significant 
others are involved in the career development process, career development is seen as an 
action system that derives meaning through the social interaction between individuals and 
others in their social environments. The process of interpersonal sensemaking is 
approached from the lenses of job meaning, role meaning and self-meaning. Contextual 
action theory lends to these lenses a fourth: social meaning. The contextual action model 
emphasises the role of individuals as active career agents in the career development 
process which is regarded as a career action project managed by the individual. Career 
development support from significant others in the career development process is seen as a 
project where the individuals and supportive others are involved in joint action. Social 
meaning is particularly important in the career development support relationship, where 
language and narratives help people make sense of life events and provide meaning to the 
working life. People's ability to act depends on having relevant knowledge, skills and 
experience to do so. Their actions are influenced by their personal and others' values and 
attitudes, and are generally constrained by the conventions, rules and norms of the particular 
socio-cultural context and setting within which the career is pursued. 
◦ Perspectives on action: 

➢ its actual manifestation: the external and observable range of verbal and non-verbal 
behaviours

➢ internal processes: conscious cognitions (attitudes and core self-evaluation) and 
emotions that direct, guide and accompany actions

➢ its social meaning: actions are understood by oneself and others in a socially shared 
way as having goals and representing intentionality
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◦ Levels and dimensions of action: it is organised on three levels, (1) action elements 
(intentions or desires, which inspire functional action) (2) functional action steps (3) 
goals (short- or long-term, project or career). Talking about a goal is not the same as 
having a goal. When someone performs an action, the goal becomes operational. Action 
is organised as a system that has three dimensions: (1) hierarchical: the super- and 
subordination of actions towards goals (2) sequential: the temporal ordering of actions 
(3) parallel: different actions for different goals can coexist. 

◦ Systems of action:
➢ individual action
➢ joint action: both these are short-term actions anchored cognitively, socially and 

environmentally in individuals' everyday lives
➢ project: mid-term actions that constitute a series of actions constructed as having 

common goals, eg. further education project
➢ career: long-term projects or projects that have a highly significant place in 

individuals' lives, eg. motherhood
As individuals have their own intentions and goals, a dyad or group also develops joint 
goals and joint actions. People develop a sense of identity through their actions and the 
construction of narratives. In the career counselling process data is also collected on 
social meaning, internal processes and manifest behaviour through interviews, logs of 
activities and follow-up discussions that monitor a project across time. Self-
confrontation is used to help individuals recall their feelings and thoughts during social 
discourse events to facilitate insight and generate new actions and projects. 
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Study Unit 4: Career Choice and Counselling
Introduction

Career choice means the decisions people need to make or remake about their careers and work. 
Career counselling can be defined as: a one-on-one interaction between a practitioner and client, 
usually ongoing, involving the application of psychological theory and a recognised set of 
communication skills. The primary focus is on helping the client make career-related decisions 
and deal with career-related issues. 

Trait-and-Factor/Person-Environment-Fit Theories
These evolved from the measurement movement which focused on the assessment of characteristics 
of the person and the job. Trait refers to a characteristic of an individual which can be measured 
through testing. Factor refers to a characteristic that is required for successful job performance. 

• Parson's trait-and-factor theory:
The approach consists of helping people to develop:
◦ individual knowledge (a clear understanding of themselves)
◦ knowledge of the job or occupation
◦ logial or reasone matching of the traits to the job that best 'fits' him or her
The characteristics that are measured for vocational guidance purposes are:
◦ mental abilities: intelligence (judgement, reasoning, problem-solving and learning 

ability) and aptitude (potential to acquire new skills)
◦ personality characteristics: factors such as dominance, emotional stability, shrewdness, 

introversion and extraversion
◦ interests: likes and dislikes
◦ values: intentional behaviour, influencing preferences as they involve interests, needs 

and motives
The effectiveness of this approach depends on the reliability and validity of the tests used, 
as well as the professional expertise and orientation of the individuals applying the 
approach. One of the disadvantages is that it comes across as a deceptively simple theory. It 
is also a static rather than developmental theory. Individuals choose occupations for various 
reasons, including some which are of personal significance to them but cannot be 
ascertained by measuring traits. 

• Holland's theory of personality and occupational types:
The underlying premise is that individuals choose situations and environments that satisfy 
their personality orientations. People search for environments that will let them exercise 
their skills and abilities and express their attitudes and values and take on agreeable 
challenges and roles. In its simplest terms, the theory suggests that people can be 
characterised in terms of their resemblance of each of six personality types. Similarly, career 
or occupational environments can also be characterised in terms of their resemblance and 
support of the six personality types. A person's behaviour is determined by an interaction 
between personality and the characteristics of the environment. 
◦ Realistic: shy, conformist, materialistic, natural, stable, practical, lack of self-insight. 

Jobs include tiler, plumber, butcher, engineer, forester, sailor, bus driver, farmer, pilot.
◦ Investigative: analytical, cautious, critical, passive, rational, methodical, unassuming. 

Jobs include statistician, botanist, advocate, physician, psychologist, zoologist.
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◦ Artistic: complex, emotional, imaginative, impulsive, intuitive, nonconformist.
Jobs include: musician, artist, editor, animator, fashion designer, radio/tv announcer.

◦ Social: friendly, persuasive, idealistic, kind, responsible, helpful, shows insight. 
Jobs include: nurse, fire fighter, OT, beauty therapist, police officer, educator.

◦ Enterprising: adventurous, domineering, exhibitionist, energetic, optimistic, impulsive. 
Jobs include: marketing, model, estate agent, buyer, PR officer, attorney, HR manager.

◦ Conventional: conformist, defensive, efficient, inflexible, orderly, practical, persistent. 
Jobs include: clerk, bookkeeper, secretary, finance expert, proof reader, bank official.

For a full description, refer to Pg 104 of the Textbook.
The hexagonal structure provides visual representation of the relationships between the 
personality orientations. Those next to each other are most alike, those opposite each other 
are most different. 

The theory posts four basic theoretical constructs that provide additional information when 
examining an individual's typology in interaction with the occupational environment:
◦ Congruence: the compatability between a personality type and an environment. If a 

person works in a diagonally opposite environment, the relationship is incongruent and 
job dissatisfaction and ineffective coping will ensue.

◦ Consistency: the similarity among types of environments. Adjacent personality types or 
environements have more consistency, as they are relatively integrated. Inconsistent 
personality patterns and/or environments are less predictive for the outcomes of career 
choice.

◦ Differentiation: the degree to which a person or environment is clearly defined. A 
person or environment which represents a single type is differentiated. One which 
represents different types to the same degree is undifferentiated. The interaction between 
a differentiated person and a differentiated environment has the highest predictive value. 

◦ Identity: the extent to which a person has a clear and stable perception of their 
characteristics and goals, and the degree of clarity and stability which an occupational 
environment provides. The higher consistency and differentiation are, the higher the 
degree of identity.

• Dawis and Lofquist's theory of person-environment-correspondence:
The theory of work adjustment (TWA) focuses primarly on the adjustment to work, while 
person-environment-correspondence (PEC) focuses on the 'fit' of a person for a particular 
work environment. Based on the premise that person and environment attempt to achieve 
and maintain correpondence with each other, it is assumed that optimal correspondence 
between the person and the environment will lead to success and satisfaction. Job fit 
involves matching the invididual's traits with the requirements of the work environment. 
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An individual also has a set of needs which are seen to be primary in their influence on fit. 
Individuals' needs can be grouped according to inferred values, eg. status includes the need 
for advancement, recognition, authority and social status. 

◦ One's personality style is composed of celerity (speed of initiating environmental 
interaction), pace (activity level of interaction), rhythm (pattern of interaction) and 
endurance (sustainability of interaction). 

◦ A person's adjustment behaviours include individual levles of flexibility (tolerance for 
non-correspondence with the work environment before action is taken to change the 
non-correspondence), activeness (actions to change the work environment in the event 
of non-correspondence), reactiveness (activities to change ways in which the 
personality structure is expressed) and perseverance (tolerance of non-correspondence 
before leaving the situation). 

Work adjustment is indicated by an individual's overall job satisfaction, satsifaction with 
the various aspects of the work environment, satisfaction of needs and fulfilment of 
aspirations and expectations. Satisfaction drives the system and the satisfaction-
dissatisfaction continuum influences the individual's behaviours on the job, as well as the 
work organisation's organisational behaviour. Tenure is the result of both the individual and 
the organisation being satisfied, and is also the main indicator of work adjustment. 

• Jung's theory of personality types:
Carl Jung developed a theory in which he posits psychological type as a major construct by 
which personality can be understood. Psychological type refers to a personality pattern 
which involves certain psychologial processes which determine the indivual's orientation in 
life. The processes he designated as constituting psychological type include two attitudes:
◦ Extraversion: individuals focus their energy on the external and the objective outside 

themselves. They think, feel and act in relation to the object in a direct and observable 
fashion. 

◦ Introversion: individuals focus their psychic energy on subjective factors within 
themselves. Although they are aware of objective data or external conditions, they select 
subjective data to think, feel and act. Their interest is motivated by the inner world of 
concepts and ideas, while the object and external events are of secondary importance. 

 and four psychological functions:
◦ Sensing: a perceptual mode mediated by the sense organs and body senses, that is, 

perception of external and internal physical stimuli. Since the senses provide perception 
of the present moment, it involves an orientation to experience that which is present, 
visible or concrete. 

◦ Intuition: a perceptual mode mediated by the unconscious. It is not based on objective 
facts, but involves an instinctive kind of apprehension beyond the visible, in which 
something is experienced as a whole or as complete, that is, one knows something 
withoug knowing the reasons why. 

◦ Thinking: a mode of judging by which individuals try to understand things and link 
their ideas by means of a concept. It involves judging that can be intentional or 
unintentional. 

◦ Feeling: a mode of judging by which the individual accepts or rejects things or ideas 
becuase of the pleasant or unpleasant feelings they evoke. It is a totally subjective 
process by which the individual imparts a value judgement. 

Jung regarded sensing and intuition as opposite yet related functions, in that both are 
irrational psychological functions. Likewise thinking and feeling are opposite and related, 
in that both are rational psychological functions. These functions and attitudes combine in 
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different ways to constitute psychological types. The psychological processes are not all 
equal in strength, and an individual can vary at different times in their lives. The Jung 
Personality Questionnaire is designed to yield eight psychological types from the four 
scales. Each type is an indication of the predominant attitude, irrational function and rational 
function. The Myers-Briggs Type Indicator is designed to yield sixteen psychological types. 

Judging and perceiving are measured as distinct, rather than implicit parts of a personality 
pattern that can be derived from the four scales constituting the instrument. 
Refer to Pg 113 of the Textbook for the 16 MBTI personality types and occupational trends.

Life-span Development Theories

These take the view that choosing a career and managing one's career development involves a 
continuous process that carries on through life. 

• Super's career development theory:
This theory sees career development as a process over 5 life stages, from childhood to old 
age. Fundamentally, career development is seen as comprising the formation and 
implementation of self-concepts in occupational contexts. Self-concepts develop through 
interaction with the environment, in which individuals develop concepts of themselves in 
certain roles, such as that of student, worker, friend or family member. Synthesis is a 
learning process in which role playing plays a part. It begins in childhood when roles such 
as teacher, nurse or sales person are play-acted and continues in adulthood when individuals 
imagine themselves in the role of, e.g. manager. Adjustment refers to the outcomes of 
behaviour in career development. Depending on the outcomes, self-concepts may be 
modified in the process of adjustment. Career maturity includes types of behaviour 
conducive to adjustment. Age is a factor of maturity only in that a person is evaluated in 
terms of the behaviour of other people at the same age. A person may be mature at any age, 
depending on their adjustment in a stage associated with that age. These stages are are 
flexible in terms of when they begin and end, as not all people develop uniformly.  The life 
stages are:

1. Growth (birth to age 12-14)
Children develop concepts of themselves through contact with adults who become role 
models. Curiosity drives them to explore and experience the world around them. 
Pleasant experiences lead to the development of interests, which, together with the 
development of self-esteem, autonomy and future perspective, provide the capacity for 
forward planning. If these characteristics do not develop, feelings of alienation, of being 
helpless in a world dominated by other people may result, and the person may become 
either a conformist, drifter or flounderer. While fantasies influence the development of 
interests, experience makes children's interests more realistic. 

2. Exploration (adolescence, +/- age 14-25)
Adolescents make the first tentative career choices in the form of holiday or part-time 
work. These are followed by exploration of a chosen field in greater depth. Sometimes 
this exploration leads to the consideration of other choices. An individual may also 
pursue a particular field as a result of the inspiration or expectations of parents and other 
adults. Such an early choice may, at a later stage, result in career crises when individuals 
cannot cope with change because they are accustomed to seeing a career as 
encompassing 'an occupation' rather than as different roles or directions. 
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3. Establishment (early adulthood, +/- age 25-45)
This involves a period of trial in the late twenties (a succession of job changes befor a 
final choice is made or it becomes clear that the career with consist of changes) and a 
period of stabilisation in the thirties and early forties (security and advancement become 
pritorities, frustraion due to unsuccessful stabilisation may lead to either stagnation or 
change). Some individuals, however, thrive on change, they do not stabilise and their 
careers may consist of a series of trial periods. 

4. Maintenance (middle adulthood, +/- age 45-65)
There is continuation along established lines in one's work. Some individuals may not 
achieve what they wanted to, and stagnate in the status quo, avoiding actively acquiring 
new skills and knowledge. Others may focus on reaching further goals, by means of 
further education, etc. while others become innovators of change (like some individuals 
in the establishment stage). 

5. Decline (old age, from +/- 65)
As people enter old age, they first tend to decelerate work activities, eg. by seeking less 
responsibility or selectively changing work roles. Disengagement varies from person to 
person. Some occupations and circumstances allow individuals to choose when they 
wish to disengage by retiring, while others are forced to retire. Disengagement can result 
in a sense of loss, or it may be stimulating in that new choices can be made. 

The Segmental Model: 
The structure consists of building blocks which in their interaction determine the form of the 
whole. The segments form two coloumns, the one on the left has a base from which 
personality variables develop, and the one on the right depicts environmental variables. 
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Cognitive-Behavioural Theories and Approaches

• Krumboltz's career decision-making theory:
In this theory, career choice is a decision-making process in which learning plays a major 
role. It is assumed that learning experiences are major determinants of personalty and 
development. Learning experiences, together with genetic factors, environmental factors and 
abilities that are called task approach skills, are determinants of the decision-making 
process.
◦ Decision-making determinants:

➢ Genetic endowment includes gender, race and physical appearance, as well as 
physical handicaps, which may set limits on career choices. Male and female 
children are exposed to different types of environmental experience which ultimately 
influence career choice. Physical appearance may be relevant if bodily strength or 
height are required for a particular occupation. 

➢ Special abilities include inherited aptitudes which, through environmental influence 
may become occupational skills. This includes intelligence, artistic ability, musical 
ability and muscular co-ordination. Examples of environmental factors include 
training opportunities, family and community influences, education system, social 
organisation with regards to selection of workers, etc. 

Learning experiences include two types of learning. In instrumental learning, 
reinforcements influence choice. Antecedants to choice may be a special ability and 
environmental factors such as training opportunities. If job performance results in 
positive reinforcement, like praise and positive feedback, the individual will continue 
with the desirable performance and acquire more skills in that direction. Negative 
reinforcement may lead to seeking an alternative job. In associative learning, which 
involves classical conditioning, a neutral stimulus is associated with a particular 
stimulus and thereby acquires the same connotation or emotive meaning that the 
particular stimulus has. A neutral stimulus may be an occupational title such as medical 
doctor, which, when it is associated with the connotation that medical doctors make 
money fast, acquires the connotation of a preferred occupation. Such associations may 
become stereotypes, but may also change over time. The interaction between genetic 
factors, environmental factors and learning experiences leads to the development of 
task-approach skills. This refers to skills and standards that individuals bring to their 
work, eg. work habits, work values, performance standards, mental sets, cognitions and 
emotional responses that influence their approach to occupational tasks. 

◦ Decision-making outcomes:
These outcomes apply to all individuals, but their nature or content varies from one 
individual to the next.
➢ Self-observation generalisations refer to an individual's perception of themselves in 

terms of their self-efficacy, i.e. their estimate of their ability to perform certain tasks 
according to certain standards. Personal values concern the desirability and 
importance that certain choices and their consequences have for the person. 

➢ World-view generalisations refer to individuals' observations in certain 
environments that they generalise as applicable to other environments. 

➢ Task-approach skills are both determinants and outcomes in decision-making. They 
refer to any skills or abilities that are used to cope with the environment and include 
information seeking, setting goals, generating alternatives, assessing the accuracy of 
one's self-observation and world-view generalisations. 

This theory may be applied to career counselling by determining in which decisionmaking 
outcomes an individual requires assistance. 
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• Mitchell, Levin and Krumboltz's happenstance approach theory: Pg 122
• Hackett and Betz's theory of self-efficacy: Pg 123

Psychodynamic Approaches

• Bordin's theory of personality development: Pg 125
• Tiedeman, O'Hara and Miller-Tiedeman's life/career decision-making theory: Pg 127

Relational Approaches to Career Development

• Roe's theory of parent-child relations: Pg 129

Person-in-Environment Perspectives

• Cook, Heppner and O'Brien's race/gender ecological theory:
This model states that human behaviour results from the ongoing, dynamic interaction 
between a person and the environment. Career behaviour is understood as an 'act-in-context' 
where the context is essential to the explanation and meaningfulness of the individual's 
behaviour. There are four systems that make up an environment:
◦ The microsystem: the person
◦ The mesosytem: family, peer group and school mates, etc.
◦ The exosystem: family, extended family, neighbours, workplaces, media, etc.
◦ The macrosystem: the sum of broad ideologies expressed and modelled by the larger 

sociocultural group. 
Career behaviour is determined by the interrelationships between the four subsystems in a 
larger ecosystem. The macrosystem embodies values such as, eg. male privilege, 
Eurocentric or Afrocentric world views or race and gender stereotyping of occupational 
choices. These values may be internalised by the individual and on a microsystem level, 
influence how others treat the person because of their gender or race. The race/gender 
ecological model of career development recognises that by nature humans live 
interactionally in a social environment. Every person has a gender and a race, and these 
factors decisively shape the individual's career throughout life, as they encounter 
opportunities or obstacles because of race or gender. Career paths are still unique because of 
individual circumstances and the unique interactions of their subsystems. The focus in 
career counselling is often on changing the individual's interactions with the environment, 
which involves clarifying and affirming life options, managing multiple roles, obtaining 
needed resources, creating healthy work environments and linking individuals with role 
models or mentors. 

• Brown's theory of values: Pg 133
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Post-Modern Perspectives

The post-modern perspectives believe that individuals construct or perceive their own reality or 
truth and that there is no fixed truth. Constructivism is related to post-modernism and focuses on 
how individuals think and how they process what they learn. The focus is on individuals' subjective 
exerience of their career development and individuals are seen as the agents who construe their 
careers. According to social constructivism, knowledge and meaning are actively constructed 
through social interaction and relationships within a specific sociocultural context. 

• Savickas' career construction theory:
This theory asserts that individuals construct their careers by imposing meaning on their 
vocational behaviour and occupational experiences. Career denotes a subjective construction 
that imposes personal meaning on past memories, present experiences and future aspirations 
by weaving them into a life theme that patterns the individual's work life. In telling career 
stories about their work experiences, individuals selectively highlight particular experiences 
to produce a narrative truth by which they live. 
◦ Life structure: career construction theory reinterprets career choice and development to 

mean work as situated within a web of social roles that individuals enact and that form 
the basis of the human life structure. Individuals seek career counselling at times of role 
change and when they want to reconfigure their life structures into a different pattern of 
life roles. It attends to the relative importance that individuals ascribe to roles in family, 
play, leisure, school, work, community and other domains. 

◦ Career adaptability: career construction builds on Super's view of the career as a series 
of attempts to implement a self-concept. Developmental career stages and tasks 
constitute societal expectations that individuals experience as career concerns about 
growing self-awareness, exploring occupations and making decisions, establishing stable 
commitments, managing roles and disengaging from roles. It incorporates Super's 
development career stages using the rubrics of growth, exploration, establishment, 
management and disengagement. Each career stage entails a primary adaptive goal. 
Completing all tasks associated with each stage builds a foundation for success and 
future adaptability, and reduces the likelihood of difficulties in later stages. Career 
adaptability shows how an individual can deal with current developmental tasks and job 
crises. It entails attitudes, beliefs and competencies that can influence the strategies used 
to solve problems and behaviours employed to align one's vocational self-concept with 
work roles over the life course. These include: career concern (orienting oneself to the 
future and feeling optimistic about it), career control (increasing self-regulation through 
career decision-making and taking responsibility for ownership of the future), career 
curiosity (engaging in productive career exploration and approaching the future 
realistically), and career confidence (acquiring problem-solving ability and self-efficacy 
beliefs). In dealing with careeer adaptability there are several developmental tasks that 
individuals must face during the various stages. During the growth phase (<15) 
children's stories reflect their growth in relationship to issues that concern dealing with 
teachers, peers, parents and siblings. In the exploration phase (15-25) young people's 
stories are made up with talk about their first full-time job, and the type of encounters 
they have with superiors and co-workers. In the establishment phase (25-45) stories 
reflect promotion and pay increases. Stories in the management/maintenance phase 
(45-65) include holding onto one's job, while at the same time learning more about what 
is required in the job and dealing with technological advancements. In the 
disengagement phase (+/-65), thoughs of planning retirement and actually retiring are 
tasks that individuals may discuss with a counsellor.
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◦ Personality style: interests and personality traits are viewed as dynamic, fluid and 
subjectively experienced possibilities for adaptation to the social world, rather than 
stable, static and objectively tangible entities. Vocational personality types and 
occupational interests constitute resemblances to socially-constructed clusters of 
attitudes and skills appropriate only to the extent that they indicate similarities among 
types of people. Individuals can retain or discontinue using particular adaptive coping 
strategies depending on situational demands. 

◦ Life theme stories: this component emerged from Super's view that people, in entering 
an occupation, seek to implement a concept of themselves; and after stabilising in an 
occupation, they seek to realise their potential and preserve self-esteem. Thus work 
provides the context for human development and constitutes an important location in 
each individual's life. Career counselling emphasises identifying the client's life themes. 
This component deals with the reasons people move in the particular direction that they 
do; it represents the private meaning people attach to their particular career life stories. 
Life themes explain an individual's life structure, vocational personality style and career 
adaptability strategies. Personality styles indicate what a person has achieved and career 
adaptability strategies reflect how the person has achieved it. The counsellor's main aim 
is to help clients narrate and listen to their own stories. The concept of mattering (turning 
the client's thoughts or preoccupations into a life interest or an occupation that they will 
participate in, within society) is an important concept of an individual's life story and a 
core focus of career counselling. 

• Frankl's theory of existential guidance (Logotherapy):

Career Theories in Practice

• The diagnostic framework for career services:
Each of the career services in the framework draws upon different career theories because 
each service addresses a distinct problem related to either the individual's vocational self, 
career self, or various life roles. The vocational self consists of individuals' attitudes and 
behavioural responses that are related to vocational tasks and situations. The career self 
explains the subjective sense of the individual's career. The career self evaluates and corrects 
the vocational self. The diagnostic framework for career services depicts the coherence 
amongh the services and the various career theories. A career intervention would typically 
draw upon more than one service at a time. 
◦ Career counselling: it facilitates self-reflection and cognitive restructuring in clients 

who need to develop career competency, career maturity and career sefl-efficacy. It helps 
clients to elaborate their self-concepts by introspection and discussion of their 
subjective careers. 

◦ Career guidance: helps individuals who are undecided to articulate their behavioural 
repertoire and then translate it into vocational choices. It emphasises vocational 
guidance techniques provided by the trait-and-factor theories, the use of tests and 
inventories such as the the MBTI (Jung's theory) and Schein's career anchors. The 
counsellor helps clients to crystallise a vocational identity and to envision a subjective 
career. 
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◦ Career placement: assists individuals who have chosen an occupational field to secure 
a position in that occupation. Clients are helped to gather information, write resumes, 
search for employment and prepare for interviews. Counsellors use social-learning 
theory to reduce employment search anxiety, counter mistaken beliefs and increase their 
life skills. 

Clients exposed to career counselling, guidance and placement will develop career self-
efficacy and career maturity, wihch enhance their career self and sense of career 
competency.

◦ Career therapy: assists individuals who have trouble developing a clear and stable 
vocational identity to examine what they need to feel secure. It focuses on facilitating 
career adjustment of individuals who are experiencing career transitions. Counsellors 
seek to integrate perosnal and career counselling models such as phsychodynamic 
approaches and post-modern approaches. 

◦ Career education: assists individuals who encounter difficulties in enacting their 
subjective career intentions and goals through their objective vocational behaviour. It 
helps clients to develop career self-management attitudes as well as career 
competencies such as planning and decision-making. It also develops readiness to cope 
with the life tasks and challenges related to the life/career stage. 

◦ Career coaching: assists individuals who encounter problems adjusting to 
occupational positions to learn better adaptive skills and to become more career resilient. 
It helps clients to balance work and life, as well as to cope with organisational culture, 
the requirements of their positions and their co-workers through mentoring and training. 

Clients exposed to career therapy, education and coaching will become more career 
resilient in the process. 

For the full table of The Diagnostic Framework of Career Services, refer to Pg 141 of the  
Textbook. 

• Ethical considerations:
The practices of psychologists and career counsellors are controlled by legislation and 
controlling bodies such as the Health Professions Council of South Africa. The basic ideals 
and assumptions underlying psychological practice are based on the recognition of the 
worth and dignity of the individual, irrespective of race, creed, sex, status, language and 
other personal factors. It is the responsibility of psychologists to use research knowledge, 
methods and skills objectively and unbiasedly to understand human behaviour better and to 
improve the welfare of people. They should maintain high standards by reflecting their 
qualifications and experience accurately, keeping up to date in their methods of practice and 
performing tasks professionally and in a planned and responsible way. Moral and legal 
standards compel psychologists to be aware of and sensitive to standards and issues and not 
to act or use methods in a way that will offend or not be in the best interest of clients. 
Psychological tests, other processes and decisions involving people must be fair and 
undiscriminating. Confidentiality and informec consent should be honoured by all 
psychologists. Confidentiality implies that any information about any client will be 
respected as private. Such information may only be divulged with the client's consent. 
Informed consent refers to the client's autonomy and freedom of choice in anything that 
will take place and the client's right to be informed about any overt or covert procedure. The 
client's privacy may not be invaded, except if the client is aware of this. The welfare of 
individuals and groups is always paramount. Clients must not be subjected to physical or 
mental discomfort which is not realistic in the situation. No action, procedure or type of 
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relationship must harm the integrity of the professional contract between the psychologist 
and client. Psychologists must be open with clients about fees and termination of service if 
no progress is being made. Professional relationships must be upheld at all times. 
Conflicts over ethical principles may arise when the psychologist has to make decisions 
which may seem contradictory. Divulging confidential information, eg. about a client's 
dishonesty, may represent invasion of privacy but it may be in the best interest of the client 
if the decision was not meant to cause harm. 
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Study Unit 5: Life and Career Stages
Introduction

Career development has stages just as life has relatively predictable stages. Each life/career stage is 
characterised by a somewhat distinctive set of developmental themes or tasks that need to be 
confronted. Traditional linear career models tie life/career stages to chronological age. In contrast, 
life-span theory recognises that career changes and events may take place at any point throughout 
the life-span. Career age is the individual's professional work challenges, experiences and 
relationships across organisations. Life/career stages must not be seen as discrete entities with clear-
cut time, psychological or social boundaries. They are distinguished by developmental factors that 
are generally typical of certain stages of life. Each stage is studied in terms of physical, cognitive 
and psychosocial development, the latter including needs, life tasks as well as issues and social 
factors significant to work life. 

Career Development in Childhood

The developmental approach to careers assumes that important elements of career identity (skills, 
career and life interests and work values) begin fomring at an early age, as early as 4 or 5 years, and 
are shaped by experiences with memers of the nuclear and extended family. According to 
Goffredson's (1981, 2005) theory of cirucumscription and compromise, career development is seen 
as an attempt to implement the social self and, secondarily, the psychological self. Infividual 
establish social identities through work. Self-concept in vocational development is seen as a key 
factor to career selection because people want jobs that are compatable with their self-images. Self-
concept has three levels of identities: individual level identities (define one's uniqueness and 
differentiation of the self from others), relational identities (define the self in terms of specific roles 
or relations and often include others in the definition) and collective identities (define the self in 
terms of specific groups or collectives such as groups or organisations and creating a desire to 
develop in oneself the qualities that are prototypical of these collectives). 

People are active participants in their relationship between their biological selves and their 
environment, which is constantly changing. Even the relationship they have as siblings will change 
as they grow older. Where one's parents live, how much schooling they have and how wealthy they 
are seem to have little impact on personality at any age. In addition, the impact of parents on 
intellectual abilities wanes as one becomes an adolescent. People's interests, attitudes and skills are 
more influenced by the environments that they share with others. Interests are particularly 
influenced by one's world, whereas temperaments and intellect are influenced more by one's genetic 
makeup. As people interact with their environments their genetically-based temperaments become 
stable or traited. Individuals will also gradually choose more events that help to define various 
traits. Thus traits develop and the effect of genetics on individuals becomes stronger with age. 

When making choices about what to do and how to understand their role, people are influenced by 
their internal genetic compass, which is a guide to what people generally prefer. A child with a 
compas that includes a drawing ability will likely choose more artistic activities. Environmental 
factors can also influence decision-making, eg. having an unemployed parent may have an impact 
on the school or university one may be able to afford. 

The process of self-concept development is seen as self-creation, people are seen as active agents 
in their own creation. During this process individuals are seeking niches (the life settings and roles 
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that individuals occupy) throughout their lives. The process of choosing careers is one type of niche 
seeking and each individual has a unique pattern of niche seeking. Because a cognitive map of 
occupations is integrated into an individual's self-concept, the core development task of individuals 
is to determine which occupations are compatable with how they see themselves. Apart from being 
compatable, occupations must be accessible or attainable, otherwise the individual is unlikely to 
pursue them. 

Career choice is a process of circumscription or eliminating options. Individuals compromise their 
goals by giving up alternatives that they may not like for ones that may be more accessible to them. 
This is done by eliminating the negative as individuals try to implement their aspirations. 
Although each person develops a unique cognitive map of occupations, each uses common 
methods of evaluating similarities and differences, eg. through sex-typing, level of work and field 
of work. 

Key determinants of self-concept development are: social class, level of intelligence and 
experiences with gender-typing. Vocational self-concept begins early in childhood and is defined 
through four orientations to work:

• Orientation to size and power (3-5yrs): children's though processes are concrete and they 
develop a sense through gender roles of what it means to be an adult. They show interest in 
certain types of careers based on the perceived power those careers have. Eg. physical 
power such as fireman, or social power and fame such as a rock star or movie star. 

• Orientation to sex roles (6-8yrs): the self-concept is influenced by gender development and 
children further delineate their occupational 'space' based on sex roles. Girls begin to rule 
out careers they see as male dominated (eg. scientist) and boys begin to rule out careers they 
see as female oriented (eg. nurse or secretary). 

• Orientation to social valuation (9-13): the development of concepts of social class 
contributes to the awareness of self-in-situation. Preferences for level of work develop and 
children circumscribe their options based on the prestige and perceived social valuation of 
occupations. They now talk about being doctors, lawyers or policemen, with the previous 
delineated sex role restrictions still in place. 

• Orientation to the internal, unique self (14+): introspection promotes greater self-
awareness and perception of others. The inidivudal achieves greater perception of 
vocational aspirations in the context of self, sex role and social class. The focus is on the 
unique self, consisting of interests, abilities and other traits specific to the individual. 

A major determinant of occupational preference is the progressive circumscripton of aspirations 
during self-concept development. As children proceed through the four orientations, they limit or 
'circumscribe' an occupational space, which is referred to as a region or zone of acceptable 
alternatives. This is often an unconscious process, in that these possibilities are often not even 
readily accessible to the individual as possible self schemas. 

The matching process in vocational choice is cognitively demanding. It involves all six levels of 
Bloom's widely used taxonomy of cognitive tasks in teaching and learning: 

• Learning isolated facts: remember
• Spotting and understanding similarities and differences: understand
• Drawing inferences from and assessing the relevance of information: apply
• Integrating information to assess the pros and cons of a decision or course of action: analyse
• Applying one or more criteria to judge which choices are better than others: evaluate
• Developing a plan to meet a goal: create
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A child's mental age (capacity for learning and reasoning) increases with chronological age up to 
adolescence. This steady growth in mental competence affects their behaviour and lives. In the 
vocational realm it's two major products are the cognitive map of occupations and the self-concept. 
Children develop a concept of themselves that includes planfulness, career decision-making and 
time perspective. A basic drive in children is curiosity, which is often satisfied through exploration 
as a lifelong activity. This leads to the acquisition of information. One important source of 
information is the key figure, a person who a child may choose to imitate. During the maturational 
process, children develop ways to control their own behaviour by listening to themselves and 
others. To make career decisions, children need to develop a time perspective (sense of the future) 

Career development competencies that children need to develop are: 
• Self-knowledge: knowledge of the importance of self-concept; skills to interact with others 

and awareness of the importance of growth and change. 
• Educational and occupational exploration: awareness of the benefits of educational 

achievement; the relationship between work and learning; skills to understand and use career 
information; the importance of personal responsibility and good work habits and how work 
relates to the needs and functions of society. 

• Career planning: understanding how to make decisions; awarness of the interrelationship 
of life roles, different occupations and changing male/female roles and the career planning 
process.

These career development competencies can be developed in the preschool and elementary school 
environments by: 

• Establishing effective classroom guidance activities such as fostering peer relationships, 
understanding of self, communication skills, decision-making skills and study skills. 

• Developing effective individual and small group counselling addressing such topics as self-
image, self-esteem, interpersonal concerns, family issues, personal adjustment and 
behaviour problems.

• Using assessment instruments as measures of ability, interests, academic achievement and 
skills.

• Fostering the developmental process through career awareness of lifelong growth of 
values, interests and skills that will influence future work roles.

• Co-ordinating programmes that will involve school and community resources, all school 
career-related activities and other programmes that promote children's self-knowledge and 
skill development. 

Adolescent Career Development

The age demarcation can vary, but usually adolescence is seen as starting at puberty, for this module 
it is assumed as 11-25yrs. The stages are as follows: 

 1. At puberty, sexual interest is a biological certainty and becomes an arena for different 
forms of culturally construed forms of regulation. Teenagers establish a 'structure' for their 
biological maturation by incorporating the various social suggestions that are received from 
the outside world. Whatever structure is chosen, eventually role relationships in adult social 
roles are accepted, eg. marriage. 

 2. During this stage of development, formal operational thinking equips the adolescent with 
the ability to construct theories, about aspects of the world and the self. They tend to have 
fixed, simplistic views that they generalise. Older adolescents, however, can construct views 
based on considering, comparing and integrating different factors, including factors that may 
initially seem unrelated. 
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 3. With the meta cognitive ability to analyse their own thinking, adolescents also 
conceptualise the thoughts of others, but do not necessarily differentiate what is important to 
others. They therefore develop a kind of self-absorption and create personal fables, such as 
being invulnerable and immortal. 

 4. On a moral level, a fourth stage emerges as adolescents become socially conscious. The 
concern is not so much with individual rights but with the welfare of society or the group in 
terms of the roles and rules of the system. An action is considered right if it involves 
fulfilling the duties to which they have agreed and obying rules that they can identify with. 
At stage four and a half the sense of duty becomes arbitrary as moral thinking becomes 
more subjective and personal. There is no generalised commitment to society as adolescents 
see themselves as individuals capable of making their own decisions.

 5. This stage concerns rights that are agreeable to all in a fair, democratic society. The moral 
and legal aspects of society are acknowledged, but the adolescent cannot always integrate 
the two . Moral thinking does not always imply moral behaviour. 

Adolescence is a quest for identity in terms of self, gender roles and roles in the broader society. 
The different expectations and opinions of others can cause role confusion, which the adolescent 
carries over into adulthood. Adolescence forces the young individual into choices and decisions 
which will, with increasing immediacy, lead to commitments for life. The choice of career and 
commitment to a career has significant impact on identity. An adolescent may delay commitment 
on the decision until further options are explored. A young person unable to avoid role confusion 
might adopt a 'negative identity', assuming forms of behaviour that are in direct conflict with 
family and society. Identity diffusion often results in lack of commitment to a set of values and, 
subsequently, to occupations. 

Individuals go through stages as they choose their initial careers:
1. Exploration: they consider what their interests and values are, and where their talents lie. 
2. Crystallisation: they think more specifically about the career options they could 

realistically pursue and what the advantages and disadvantages of the careers may be. 
3. Specification: they make concrete decisions about they will enter and commit themselves to 

pursuing.

Developing career maturity (decisiveness and independence in planning and decision-making 
skills) is regarded as a crucial development task in adolescence. Defining appropriate sexual roles 
and achieving relationships with peers is also important. Social relationship patterns learned in 
adolescence greatly affect an individual's adjustment to roles and life roles, including the work role.

Career development competencies that adolescents need to develop are: 
• Becoming aware of personal characteristics, interests, aptitudes and skills
• Developing an awareness of and respect for the diversity of the world of work
• Understanding the relationship between school performance and future choices
• Developing a positive attitude towards work
• Clarifying the role of personal values in career choice
• Distinguishing educational and skill requirements for areas or careers of interest
• Recognising the effects of job or career choice on other areas of life
• Beginning realistic assessment of their potential in various fields
• Developing skills in prioritising needs related to career planning
• Refining future career goals through synthesis of information concerning self, use of 

resources and consultation with others
• Identifying specific educational requirements to achieve goals
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• Clarifying own values and life interests as they relate to work and leisure
• Making final commitments to a career plan in the school-to-work transition phase
• Understanding the potential for change in own interests or values related to work
• Understanding the potential for change within the job market
• Understanding career development as a life-long process
• Accepting responsibility for own career directions 

Late Adolescent and Adult Career Development

Career development during these stages is seen as an ongoing process by which an individual 
progresses through a series of stages, each of which is characterised by a relatively unique set of 
issues, themes or tasks. The major tasks during late adolescence (18-25yrs, exploration phase) are 
developing an occupational self-image, assessing alternative occupations, developing initial 
occupational choice, pursuing necessary post-school education, developing one's employability and 
obtaining job offers from the desired organisations. 

Adult career development competencies:

 Competency Description
Self-knowledge • Skills to maintain a positive self-concept

• Skills to maintain effecitve behaviours:
◦ Emotional intelligence
◦ Managing stress
◦ Managing financial resources
◦ Identifying support and network arrangements
◦ Working in teams

• Adaptability and understanding development changes and transitions: 
◦ Changes in personal motivations
◦ Physical changes that occur with age
◦ Changes in work circumstances
◦ External events that require life changes

Educational and 
occupational 
exploration

• Skills to enter and participate in education and training
• Skills to participate in work and lifelong learning
• Skills to locate, evaluate and interpret information: 

◦ Career information
◦ Self-assessement
◦ Career planning
◦ Occupations
◦ Prospective emploers' organisational structures and career 

pathways
◦ Employer expectations

• Skills to prepare to seek, obtain, maintain and change jobs
• Understanding how the needs and functions of society influence the 

nature and structure of work
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 Competency Description
Career planning • Skills to make decisions

• Understanding the impact of work on individual family life
• Understanding the continuing changes in male/female roles
• Skills to make career transitions

The major adult life/career stages are a maxicycle in the sense that they are age-related. An 
individual can also experience a series of substages, which are not age-related, within each 
of the tree major life/career stages, namely: exploration, establishment, maintenance and 
disengagement. People reassess their career plans at various points during their lifetime and 
recycle through the various stages. This concept of recycling is especially important in the 
context of the 21st century world of work where people tend to experience more frequent 
career transitions and need to readjust to new situations throughout the life-span.  

• Career development of men and women:
Societal changes over the last 50 years have led to work being a critically importan part of 
women's lives, as opposed to unimportant and only a short period of life. Although women 
now constitute a significant portion of the labour force, their work continues to be focused 
on traditionally female occupations and they are less well paid than men. 

The process of careed development is the same for men and women, but they face different 
challenges as they advance through their careers. Men tend to follow this course: 
◦ 20's: Work is the major way for them to differentiate themselves and gain independence.
◦ 30's: Seek career success. Belief that work will somehow protect them from misfortune 

or maladies.
◦ 40's: Realise that work success does not make them happy. Become more in tune with 

their inner selves, more likely to engage in mentoring. Either feel rejuvenated or change 
careers.

Women may fear success because they believe it will cause isolation. Some forego having 
children until later, when they feel the pressure of their biological clock. Others are unable 
to fully commit to a career because they feel they should have children. Those who do have 
children and work will need assistance to raise a child, like daycare and/or a nanny. In their 
30's they tend to change the focus from career to family or vice versa. They seek balance 
between career progress and the demands of motherhood.  Women's careers can be divided 
into three quite long phases:

1. Idealistic achievement (20's and early 30's): emphasis on personal control, career 
satisfaction and achievement, as well as positive impact on others. 

2. Pragmatic endurance (mid-30's to late 40's): emphasis on doing what has to be 
done, whilst managing multiple relationships and responsibilities. Characterised by 
less personal control and more dissatisfaction, especially with organisations and 
managers. Around the age of 40 women tend to re-evaluate the career-family 
balance. 

3. Re-inventive contribution (around 50 on): emphasis on organisations, families and 
communities without losing sight of self. Careers are viewed as learning 
opportunities and a chance to make a difference to others. 

Women are more likely than men to make career transitions for family reasons and to 
achieve a more satisfying balance between work and family. Therefore women tend to have 
more frequent employment breaks or interruptions. Men tend to keep their career and 
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family issues separated, making career decisions from a goal orientation, focusing on 
independent action. 

• Early life/career stage:
During early adulthood (25-45) physical and cognitive development is at its peak. 
Physically it is a time of energy, health and biological vigour, with instinctive drives high. 
Cognitive functioning is characterised by good memory, abstact thinking ability, problem-
solving ability and learning new skills. In some adults, a sixth stage of moral development 
emerges in which what is right is determined by universal ethical and moral principles, 
such as justice, equality of human rights and respect of human dignity. Adults who develop 
this are not merely aware of or understanding of these concepts, they are committed to these 
princples and they determine their actions. 

◦ Phases of early adulthood and life tasks: 
These include challenges concerning achieving independence and responsibility, 
establishing one's identity, finding a place in and contributing to society and becoming 
established in an occupation and in family life. There are three phases of early 
adulthood:

➢ Novice phase: first 15 years of early adulthood, approximately 17-33yrs. The 
individual is a novice adult, i.e. a novice worker, novice spouse and novice lover. 
The primary task is finding a place for oneself in the adult world. This involves 
exploring the adult world and creating a stable adult life structure. In exploring the 
adult world options are kept open, commitments are avoided and alternatives are 
maximised. Creating a stable adult life structure involves becoming responsible for 
establishing family relations and a stable work structure. Inability to find a balance 
between these tasks can cause confusion and stress, causing either a rootless and 
transient life, or a premature adult life structure that is not based on sufficient 
exploration. 

➢ Transitional phase: age 30 transition, lasting about 3-5 years. The individual 
experiences life as becoming more serious and a sense of having to change before it 
is too late. This can be smooth or a crisis, but generally involves modification of 
some aspects of life, not revolutionary changes. This transition phase may occur any 
time between 20 and 35 due to the changing characteristics of the contemporary 
workplace. Individuals who experience a quarter-life crisis/quandary are 
confronted by life questions such as:
 What career should I focus on? 
 Whre should I live? 
 Shouldn't I be more settled by this stage of my life? 
 Where do I belong? 
 Am I useless just because I can't define what my life's dream is? 
 Don't people expect bigger and better things from me at this stage? 
 What if I try something new and fial? 
 Why is it that everyone else seems surer of themselves than me? 

➢ Settling down phase: the self has to become engaged in the world, i.e. individuals 
have to fulfil goals and aspirations set earlier and they have to find a niche in society. 
Promotion is of pimary concern and the psychological success resulting form high 
performance during this time is expected to add to greater work involvement. 
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Challenges include balancing the demands of career and family. Needs include 
achievement, esteem, autonomy and competition. There is a need for competence 
and to develop occupational identity. 

The development task of early adulthood is developing intimacy which refers to 
commitment and involvement. This task is realised through relationships with loved 
ones, co-workers and bosses. Some young adults encounter problems because their 
newly found sense of ego identity is still fragile and they fear that they may lose it. They 
may then avoid involvement in life aspects that provide intimacy, resulting in isolation. 

Subjective priorities that young adults seek in their first jobs include: 
➢ Opportunities for advancement
➢ Social status, prestige and recognition
➢ Responsibility
➢ Freedom from supervision
➢ Opportunities to use special aptitudes and educational background
➢ Challenge and adventure
➢ Opportunities to be creative and orginal
➢ High salary

Young adults between 20 and 30 are experiencing the following life/career challenges:
➢ Earning a living
➢ Finding a job matching one's qualifications
➢ Continuously furthering one's qualifications
➢ Gaining more expeirence
➢ Being more assertive
➢ Work disillusionment
➢ Upskilling oneself
➢ Living one's dream

Objective responsibilities, which are expectations from the organisation, but which are 
not necessarily priorities of the new employee, include:
➢ Competence to get a job done
➢ Ability to accept organisatioal realities, such as office policies
➢ Ability to generate and implement ideas
➢ Patience and perseverance in wanting acceptance for new ideas
➢ Ability to translate technical solutions into practical terms
➢ Ability to handle interpersonal relations
➢ Loyalty and commitment to the goals and values of the organisation
➢ High personal integrity and the ability to compromise
➢ Capacity to grow and learn from experiences

◦ Career establishment:
Generally the early career is the period of career establishment or stabilisation. The 
organisation must assist new employees in fitting into their jobs and provide necessary 
training, while employees should be willing to learn about the job and themselves in 
order to evaluate their job match. Socialisation in the organisation forms an integral part 
of establishment. Becoming socialised to the organisation means learning more about it 
and becoming adjusted to its expectations, policies, procedures and culture. A well-
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negotiated psychological contract can increase mutual acceptance and minimse 
uncertainties in both parties. The successful adjustment of a new employee to an 
organisation can vary due to differences between the individual's expectations of the job 
and the reality of the job. An effective orientation programme should initiate the 
newcomers into the company's policies, benefits and services during the difficult first 
few weeks. 

Early job challenge can have positive long-term results, including faster promotion and 
increased motivation to further education. The allocation of challenging tasks is not 
enough, the new employee should be given frequent feedback on their performance in 
able for them to feel accepted, develop competence and adjust their behaviour – thereby 
accelerating the learning process. Feedback can involve varied strategies, such as 'sink 
or swim'. Satisfaction of needs for competence and acceptance enables new employees 
to develop feelings of success. The employee's direct supervisor plays an important role 
by being role model, provider of feedback, protector, coach, trainer and mentor. A 
prerequisite is that the supervisor should feel secure in their own position, without 
feeling threatened by the newcomer. Mentoring is strongly related to career promotions 
and to work and career satisfaction. Tenure plays a role in establishment with regards to 
performance. There is a strong and positive relationship between the length of job 
experience and the performance of early-career managers. Those with longer tenure 
achieve, eg. higher sales and larger profits. 

New employees must learn about their own developmental needs and find out whether 
they are matched to the organisation. They must obtain information about themselves 
and the organisation by carrying the tasks allocated to them, studying performance 
reviews, making observations and forming informal relationships. This can provide them 
with the understanding that is necessary for them to adjust their career goals to the 
reality of the organisation. 

Job transitions are becoming more frequent during the establishment years since many 
organisations can no longer promise long-term employment. Dependency issues play a 
role in how resilient an individual is in coping with numerous job transitions during the 
establishment years. Those who are passive may experience more difficulty coping with 
job changes compared with those who are independent. 

◦ Career achievement:
Once a certain degree of security and acceptance has been established, the individual 
strives for achievement. Early job challenge makes it possible for new employees to 
test their abilities and contribute towards the success of the organisation. Afer the early 
years, employees become ready to take on more responsibility and become more 
independent. Employees can be given the chance to grow in their job without necessarily 
receiving a promotion. The direct supervisor must provide challenges and transfer 
responsibility without overburdening the employee. Goals must be set together and the 
employee allowed to take part in eg. determining schedules, controlling the budget or 
taking part in special assignments. The organisation is responsible for constructing 
realistic and flexible career paths (a series of positions within a company though which 
employees pass). An organisation can also promote self-assessment by providing 
workshops, seminars, discussion groups and performance feedback. The organisation 
should also provide information on job opportunities, specifying the duties, knowledge 
and skills required, as well as demands that will be made on employees and the rewards 
they can obtain. This will assiste employees in planning their career paths if it is 
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sufficiently detailed. The organisation can help employees to develop a career 
development plan consisting of the following: 
➢ Statement describing the employee's ideal work environment
➢ Specified target job linked to a timetable (up to 3 years)
➢ List of the individual's strong points and special talents
➢ List of skills and experience that the individual must acquire to obtain the target job
➢ An idea of the strategy plan of action required to obtain the target job, including a 

time schedule and the purpose of each action
A career development plan can only be drawn up with the aid of a supervisor who 
provides performance appraisal and feedback. Employees who fail to set their own 
goals may find that the organisation sets the goals on their behalf. 

• Middle adulthood life/career stage:
The mid-life transition and middle adulthood is dominated by conscious aging, an 
acknowledgement of mortality and an increased potential for increased illness and diseases. 
Physical changes include bone loss, decline in muscle activity, lung capacity, reaction time 
and the strength or endurance required for some strenuous tasks. At 50 and older, women 
experience menopause, which is a time of physical changes that creates the need for 
emotional and psychological accommodations. The period that follows is labelled as post-
menopausal zest. Psychological benefits in mid-life are more wisdom, more autonom, 
being less driven by instinctive drives, coming to terms with limitations, having social 
concerns and a broader life perspective. Cognitie functioning is characterised by being able 
to look at matters more objectively, being able to see several points of view regarding a 
matter and finding a synthesis that integrates opposing points of view. Crystallised 
intelligence shows continuity and can improve up to beyond the age of 70. Fluid 
intelligence, which involves inborn abilities such as speed of memorising, perception of 
relationship and inductive reasoning ability, may decline. 

◦ Life tasks and challenges in middle adulthood:
Life tasks include redefining one's identity, clarifying one's values and philosophy of 
life, adjusting to changes in family life, utilising more leisure time and finding new 
occupational satisfactions as training and experience become consolidated. Adults in the 
31-50 age group are facing the following life/career challenges:
➢ Earning a living
➢ Upskilling oneself/further development
➢ Living one's dream
➢ Achieving one's goals
➢ Recognition
➢ Plateauing 
➢ Downsizing/redundancy
Adults in this stage struggle to find a balance between agency and communion. Agency 
expressing itself through control over the environment and is manifested in self-
protection, self-assertion and self-expansion. Communion manifests itself in the sense 
of being one with other individuals and the environment. It is part of a wider context of 
openness and flexibility to the environment. Women find new levels of autonomy after 
a life of accommodating a spouse and children, which can give rise to increased energy 
and exploration of activities that may have been adolescent interests. 
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◦ The individual acquires a stronger sense of identity in the middle years through greater 
individuation. It clarifies the boundraies between individuals and the outside world, as 
well as individuals' understanding who they are and what they want to be and do. In 
order to achieve individuation, certain psychological polarities must be resolved. If 
individuals can integrate these contradictory feelings they attain greater individuation:
➢ Young/old: feeling young by having a sense of initiation, possibility, energy and 

potention; feeling old by having a sense of termination, stability and completion that 
can become associated with fear of losing youth. 

➢ Destruction/creation: destruction in the sense of mortality, guilt and grievances, 
harm done to others, harm done to oneself, realising one is not a hero; creation in the 
sense of wanting immortality, being creative and wanting to provide products or 
things for oneself, for others and for human welfare. 

➢ Masculine/feminine: not easily distinguishable because of changing gender 
distinctions over time and culture. Traditionally masculine is associated with 
achievement, ambition, thinking, power, bodily strength and stamina; feminine has 
been associated with unassertiveness, submissiveness, feeling and weakness. 

➢ Attachment/separateness: involves the need to belong and to participate in the 
external world on one hand, on the other to be primarily involved in one's inner 
world, exploring one's real or imagined self, which fosters personal growth and 
creative adaptation. 

The adult's greatest need is for generativity, which refers specifically to the care and 
guidance of the next generation, which cannot be compensated for by productivity and 
creativity in other spheres of life. The antithesis of generativity is a psychological state 
of stagnation, in which individuals can become excessively self-indulgent, to the extent 
of loving themselves as if they were their own child. Most generativity occurs outside 
work, and are expressed in: (1) productivity (2) nurturance of family (3) care for society 
and its values and institutions (4) leadership. A sense of generativity can be achieved 
through the development of theories, discoveries of products, guiding younger 
colleagues and developing organisations.

◦ The mid-life crisis:
This occurs from the late thirties to early forties, during which individuals once again 
contend with identity questions (What have I achieved? Where am I going?) It is a 
delicate threshold between the outcomes of exploration, establishment and maintenance, 
and the threat of decline. The transition can be just as critical and possibly more 
agonising than adolescence. Mental torment about disappointments, thwarted hopes, 
anxiety about health problems and a sense of 'now or never' can cause crisis behaviour:
➢ Anxiety
➢ Depression
➢ Hypochondria
➢ Aloholism
➢ Change of work, home or spouse
➢ Obsession with denigrating one's life at present
➢ Attempts to regain youth through dieting and youthful clothing
➢ Workaholism, recklessnes and ruthlessness
Crisis behaviour occurs when the individual denies the unavoidable realities of the 
middle years and clings to the 'mania' and idealism of early adulthood when 'everything' 
seemed possible. One way in which a mid-life crisis can manifest is alexlthymic (no 
word for emotion). These individuals are unable to understand or struggle with their 
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emotions and negate that they exist. They become robot-like, with no self-awareness and 
are preoccupied with the concrete and objective. These behaviours can be traced to 
childhood. A critical issue is the spiritual search for authenticity – which can be 
accomplished by disassembling the self to renew it. The old identity which is broken 
down was formed to satisfy society and other people, and are usually narrow, eg. 
ambitions executive. The identity should be expanded to incorporate positive as well as 
negative aspects of the real or total person. In the work context, it is a time of 
reappraisal of the past as well as long-term career plans: real progress vs ambitions. If 
disparity exists, individuals may resolve the problem by re-evaluating long-term goal or 
by trying to modify their work as well as their view of work. The protean career 
concept gives the individual the responsibility to meed specific mid-career needs such as 
realistic self-assessment, oportunity to learn new skills and sharing of skills and 
expertise. Continuous learning is required for continued success. The keys to mid-career 
success are the ability to self-reflect about one's identity and to develop adaptability. 
These are meta skills, which a person has to learn to learn. Retraining by experts is 
timely and costly, and skills are usually theoretical or simulated. Continuous learning 
occurs in the work situation and is facilitated by organisations that are designed for 
adaptability, as well as characterised by decentralisation, diversity and delegation of 
authority (empowerment). Women in this career stage tend to experience more 
discrimination and less career satisfaction and boss appreciation than men. They tend to 
seek more time for themselves, as their children are generally older and need less care. 
They express the need to be perceived as valuable to the organisation. The contemporary 
workplace demands proactivity and creativity, one aspect of which is predicting how 
one's work, industry and organisation will change in the next 3 to 5 years. 

◦ Organisational career development support:
Employees should be helped to decide among four developmental directions: task 
development, specialist development, vertical development and niche development. 
These involve three levels of mid-career development: job oriented, work maintnance 
and work growth mid-career development. Organisations can do the following to help 
employees manage their careers during the mid-career stage:
➢ Help employees understand mid-career experiences
➢ Provide expanded and flexible mobility opportunities
➢ Let them utilise the current job
➢ Encourage and teach mentoring skills
➢ Provide training and continuing education
➢ Broaden the reward system
➢ Allow for creativity and provide challenge and variety in the workplace

• Late life/career stage:
There are significant differences between individuals in the 60 to 70 and 70 to 80 age 
groups, so they should be studied as individuals rather than a group stereotyped as 
unproductive, unmotivated or intellectually too rigid to adapt to change. Physical decline in 
late life is inevitable, but decline in all areas of cognition is not – research has found that: 
speed of information processing declines with ageing; cognitive abilities decline with 
disuse; and aspects of the environment (such as decreased intellectual stimulation) result in 
cognitive change, irrespective of the individual's abilities. 
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◦ Life tasks and challenges in late life:
Individuals are faced with socio-emotional losses, such as losing recognition and 
authority as they retire from work. They become less interested in the rewards of society 
and more interested in utilising their inner resources, thereby finding a new balance of 
involvement with society and with self. Life tasks include establishing an explicit 
affiliation with one's age group, establishing satisfactory living arrangements and 
adjusting to chanes concering one's spouse. Ego-integrity refers to emotional integration 
which provides ego-identity. If the ego is strong enough to integrate the life experiences 
of previous life stages, individuals have a spiritual sense of order and meaning in their 
lives. Lack of ego-integrity leads to despair, involving concern with regrets or a fear of 
death. Older workers' attitudes toward career development activities and mobility relate 
to such factors as employment (experience or fear of lay-offs), tenure or stage in their 
careers and need for achievement and growth. Older workers are more likely to consult, 
seek self employment, perform community service and are more likely to work part 
time. 

◦ Preparing for retirement:
For most people, retirement is associated with a modification of identity, rather than an 
identity crisis. Factors influencing it include the self-concept, the extent to which goals 
have been attained, attitudes and expectations of other people, financial status and 
health. Depending on the individual, retirement from a career can be enriching or 
impoverishing. It may be welcome if it means freedom from unsatisfying work or 
freedom to do what one wants to do. Retirement can be total, or simply retirement from 
a particular occupation. The latter can simply mean a change of existing or traditional 
work roles, eg. part time work. Adjustment to retirement is also influenced by 
motivational factors. Neutrally motivated individuals have few problems, as they have 
already 'retired'. Succcess-oriented individuals could die soon after retirement if they do 
not do other work. Someone who fears failure will flourish after retirement. Adjustment 
is also influenced by the degree of self-actualisation reached: if individuals have 
attained self-actualisation, they will probably be able to adapt to enforced retirement or 
retirement from a particular occupation and be able to function as a physically growing 
person, eg. through part-time work or hobbies. The quality of the career process 
contributes to the quality of retirement. Effective adjustment is explained by various 
theories, which include:
➢ Continuity theory: activities and roles during retirement should be similar to those 

undertaken before retirement. Applicable to people who derived satisfaction from 
their work.

➢ Activity theory: accepts that work has different meanings to people and that 
substitutes have to be found for work roles. Applicable to success-oriented people 
who have potential for the future with regard to work-related activities. 

➢ Disengagement theory: effective adjustment to retirement involves withdrawal 
from work-related activities. Applies to people who felt threatened in their work by 
conflict or failure, or success-oriented people who suffered so many losses in the 
past that they have stopped growing psychologically or people who are no longer 
work-oriented. 

➢ Differential disengagement: people retire only from certain aspects of work and 
continue with other activities, if available. 
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◦ Organisational career development support: 
Organisations can assist employees in preparing for the transition to retirement by 
encouraging them to accept themselves and to broaden their interests and develop new 
skills, by providing a phasing-out programme allowing them to do part-time consulting 
work and by providing pre-retirement programmes a few years before retirement. 
Individuals who attend pre-retirement programmes experience more satisfaction and 
fewer psychological and financial problems than individuals who do not. These 
programmes usually adress the folowing topics: 
➢ Psychological aspects of retirement, such as developing personal interests and 

activities
➢ Housing
➢ Healthcare during retirement
➢ Financial planning and investments
➢ Estate planning
Voluntary retirement before age 65 is increasing, due to the following factors: being 
married to a working spouse; major physical illness; staying in the same occupation for a 
long time; certainty about future plans; working for large firms in declining 
manufacturing industries; higher current wages and pension benefits; extensive pre-
retirement counselling; negative impact of age on retirement; self-identity tied to work; 
perceived discrimination against older workers; and organisational flexibility in handling 
older workers. Individuals whose identities are tied to work will have difficulty adjusting 
to full-time retirement and are likely to accept bridge employment similar to their 
current work. The happiest retirees are those who usually: 
➢ Specialised in some set of transferrable skills
➢ Generated income for their organisations or themselves, i.e. had control over 

income-generation
➢ Leveraged their time to their advantage, leaving room for interests outside work
➢ Enjoyed the line of work that they made a career in
➢ Aimed to achieve broader objectives or goals, i.e. sole focus was not making money
➢ Persevered in their careers through both good and bad times
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Life/Career Stage Key Life Tasks/Challenges
Early • Achieving independence and responsibility

• Developing self-reliance and autonomy
• Establishing one's identity
• Finding a place in and contributing to society
• Making an impact on one's environment
• Becoming established in an occupation and in family life
• Developing intimacy, becoming committed and involved
• Developing stable affiliations
• Becoming employable and career resilient
• Dealing constructively with quarter-life crisis

Mid • Refining one's identity
• Clarifying one's values and philosophy of life
• Adjusting to changes in family life
• Utilising more leisure time
• Finding new occupational satisfactions
• Sustaining employability
• Dealing with career transitions
• Finding a balance between agency and communion
• Resolving psychological polarities to ahcieve greater individuation: 

young/old, destruction/creation, masculine/feminine, 
attachment/separateness, generativity/stagnation

• Dealing constructively with mid-life crisis
• Maintaining health and emotional well-being

Late • Dealing with socio-economic emotional losses
• Establishing satisfactory physical living arrangements
• Adjusting to changes concerning one's spouse
• Maintaining health and emotional well-being
• Preparing for retirement
• Sustaining ego integrity
• Remaining a productive citizen
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Study Unit 6: Career Issues
Career Anchors

• Definition of a career anchor
The concept of a career anchor refers to a pattern of self-perceived talents and abilities, 
basic values and the evolved sense of motives and needs that influence a person's career 
decisions. An individual's career self-concept acts as a stabilising force: when an important 
life or career choice needs to be made, there are certain concerns, needs or values that the 
individual will not give up. Career anchors are an important element of the individual's 
internal career and signify the non-monetary or psychological factors in the career decision-
making process. People with insufficient work experience will, by definition, have to career 
anchor as they will not have obtained enough feedback to know what their competencies, 
motives and values really are. An individual can maintain only one dominant career anchor, 
though it is possible that they may have two strong anchors. Should individuals be exposed 
to new experiences, anchors can change, but for most people once they have formed a clear 
self-image, the tendency is to hold onto that image. 

• Types of career anchors
The career anchors can be placed into three groups along with their inherent motivations:

◦ Talent-based
➢ General Managerial Competence

Challenging, varied and integrative work, high level of responsibility, high pay level
Leadership opportunities tha tallow contribution to organisation
Promotion/bonuses based on merit, measured performance or results to a position of 
higher responsibility, rank, title, salary, number of subordinates, size of budget

➢ Technical/functional Competence
Challenging work that allows application of expertise
Want to be paid according to skills level
Opportunities for self-development in particular field

➢ Entrepreneurial Creativity
Enjoy creating new products or services, building new organisations through 
financial manipulation or by taking over an existing business and reshaping it in 
one's image
Require constant new challenges
Value wealth, ownership, freedom and power

◦ Need-based
➢ Security and Stability

Stable, predictable work
Prefer to be paid in steady, predictable increments based on length of service
Benefit packages which emphasise insurance and retirement programmes
Value recognition for loyalty and steady performance and assurance of further 
stability and steady employment
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➢ Autonomy and Independence
Clearly delineated, time-bound kinds of work within one area of expertise
Clearly defined goals which allow means of accomplishment to the individual
Do not desire close supervision and value pay for performance, bonuses or 
autonomy-oriented promotion systems

➢ Lifestyle Motivations
Desire to integrate the needs of the individual, family and career
Flexible work arrangements
Organisational attitude that respects personal and family concerns and that makes 
renegotiation of the psychological contract possible
Value company benefits that allow flexible work arrangements and options

◦ Value-based
➢ Pure Challenge

Pursue challenge for its own sake
Prefer jobs where one faces tougher challenges or more difficult problems, 
irrespective of the kind of problem involved
Highly motivated and value adequate opportunities for self-tests

➢ Service and Dedication to a Cause
Work toward some important values of improving the world in some manner
Prefer helping professions (teaching, nursing, ministry)
Value fair pay and recognition for one's contributions and opportunities to move into 
positions with more influence and freedom

• Career anchors and career development
Organisations need people with divergent career anchors: they provide a flexible, diverse 
workforce. Organisations should take note that career anchors do not necessarily determine 
the type of work or occupation an individual chooses as individuals with different career 
anchors are found within one occupation. It is important for HR practitioners to be aware of 
the career anchors in the organisation before implementing HR policies, eg. not giving a 
group of people who value autonomy and independence strict working hours and methods. 
When there is a good fit between one's career anchor and job, job satisfaction and 
organisational commitment are increased. 
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Career Patterns
The career pattern model suggests that individuals have their own unique views about the paths 
their careers should follow. The values they hold act as an internal gyroscope, defining past career 
movements and influencing future career decisions. 

Career 
Pattern

Frequency of Field 
Change

Direction of Movement Career Pattern Motives

Linear Infrequent
Mobility mostly limited 
to movements within a 
field

Upward
Individual moves upward 
rapidly to prositions of higher 
authority

Power
Competence
Achievement
Recognition
Self-development

Expert No change
Individual remains 
within one field for 
duration of career

Minimal upward movement
Individual stays in one 
positionor makes 2-3 moves 
upward within a speciality or 
function

Expertise
Security
Competence
Stability
Autonomy
Achievement

Spiral Every 5-10 years
Individual makes a 
major change to a new 
field or occupation

Lateral
Individual moves into new 
type of work that builds on 
current skills and develops 
new ones

Personal growth
Creativity
Developing others
Prestige
Recognition

Transitory Every 2-4 years
Individual makes 
frequent moves into 
entirely new jobs or 
fields

Mainly lateral
'Consistenly inconsistent' 
pattern

Variety
Independence
Creativity
Involvement
Achievement

• Career patterns and career development
Employees with spiral and transitory careers less are more likely to progress in the present 
business environment. Employees with linear and expert career patterns are probalby less 
comfortable in the present business environment, where individuals who are prepared to 
move and adapt quickly are required. Organisations have different needs at different times, 
so a pluralistic approach to organisational design will work best, providing opportunities 
for diverse career expreriences. To increase career satisfaction organisations should strive 
for a fit between the career culture of the organisation and the career pattern of the worker. A 
mismatch between career patterns and individuals' corresponding career motives is often 
found.

Working Couples

Dual-career couple refers to the situation where both partners are career-oriented and committed to 
a career, while at the same time maintaining a family life together. Partners in the dual-career 
couple are employed in occupations requiring special training and education and a high degree of 
commitment. The expectations are to pursue their careers uninterrupted and be involved in the 
family life. 
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The dual-earner couple differs in that both spouses are involved in the paid labour force, where 
one may be pursuing a career, while the other views their occupation as a job, or where both 
spouses consider themselves to hold a job. There is a lack of psychological attachment to work or 
upward mobility. 

A working couple consists of any two people in an ongoing, committed relationship, where both 
partners work, where there may or may not be children and where decisions (family and work) are 
influenced by the working situation of each partner. 

• Family factors
A number of family factors and factors external to the family have been identified as 
important to the success of these families. Family factors relate to the behaviour of the 
partners and include fairness, communication and mutuality between partners, as well as 
work-life balance. The extent to which partners view their roles as fair is and important 
requirement for combining work and family life. Partners are required to become involved 
in activities outside the traditional gender role, and be comfortable with setting norms for 
themselves, which both partners need to see as fair. Communication and spousal support 
are important prerequisites for the relationship to be successful. Important areas of 
communication are: when to start a family, how this will influence the family stability, how 
it will influence each partner's career, who will be responsible for different household tasks, 
setting priorities and communicating values. Time should be taken to show an interest in the 
other partner's career and professional activities. 

Work-family balance can be defined as the extent to which an individual is equally 
engaged in and equally satisfied with their work and family role. It is the sum of: time 
balance, involvement balance and satisfaction balance. Finding this balance makes the 
following demands on a couple:
◦ Quality communication: spending enough time on intimate discussions about 

themselves as individuals and their relationships
◦ Setting priorities: with regards to time spent on work, managing the home, childcare, 

leisure and other activities
◦ Clarifying values: eg. work values such as growth, opportunity, security, recognition, 

power and prestige, as well as life values
◦ Concerning hobbies, leisure, continued learning, religion and being part of society
◦ Examining roles and the relative weight each partner carries, such as provider, nurturer, 

homemaker and bill payer
◦ Managing daily life by allowing for flexibility in a partner's roles and tasks
◦ Managing stress by identifying the sources, attempting to tackle the causes, examining 

one's responses to stress and taking responsibility for managing one's own stress.

One domain can be influenced by the other, either positively or negatively. Work-home 
interaction consists of the following four dimensions: 
◦ Negative work-home interference: negative load reactions build up at work and hamper 

functioning at home
◦ Negative home-work intereference: opposite of above
◦ Positive work-home interference: positive load reactions build up at work and facilitate 

functioning at home
◦ Positive home-work interference: opposite of above
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There are five major categories of psychological consequences of work-home interference:

Consequences of work-
home interference

Description

Psychological 
consequences

Work-related stres, burnout, psychological strain

Physical consequences Somatic and physical symptoms such as headache, backache, upset 
stomach and fatigue as well as sleep deprivation

Attitudinal 
consequences

Job satisfaction, organisational commitment, marital satisfaction

Behavioural 
consequences

Increased consumption of stimulants like coffee, cigarettes and alcohol

Organisational 
consequences

Reduced job and life satisfaction, low organisational commitment, 
intentions to quit, stress and burnout, low levels of job performance and 
the prevalence of accidents

Factors outside the family, such as a supportive organisation, are also crucial for the two-
career relationship to succeed. Most employers realise that it is to their advantage to assist 
their employees in balancing their work and family lives, and work-family issues are viewed 
as affecting company competitiveness, making it an organisational problem as well. 
Providing benefits such as day-care facilities, flexible schedules, working from home 
facilities, job sharing, part-time employment and assistance with childcare promotes a 
dedicated, loyal worker among people who benefit directly from the policies as well as those 
who do not. 

• Family patterns
There are three general marital patterns of dual-career families:
◦ Conventional pattern: both parties are career-oriented but the woman bears most of hte 

responsibility for the children and the household.
◦ Modern pattern: the parenting role is equally shared by the spouses, but the woman 

takes responsibility for the household. 
◦ Role-sharing pattern: both spouses are actively involved in the household, in their 

roles as parents and in their occupational pursuits. 

Factors that influence how partners combine occupational and family roles:

Factor Examples
Personal Factors
Personality How important is a partner's need to dominate, to be emotionally intimate, 

to be tops in his or her field? 
Attitudes and values What are a partner's views about rearing a child, about women being as 

successful as men professionally?
Interests and abilities How committed is a partner to the occupational work, to family relations? 

Are both partners satisfied with their occupations and career plans? 
Stages in careers Is one partner peaking and the other thinking about retirement?
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Factor Examples
Relationship Factors
Equity and power How are decisions made? What seems fair? How do partners come to 

agreements about household work, parenting and money?
Partner support Can partners count on each other for support in most areas?
Shared values Do partners share the same views of women's and men's expectations and 

roles? Do partners have similar life goals?
Environmental and societal factors
Work situation Are work hours flexible? Is there evidence of sex discrimination or other 

kinds of gender bias? Are policies prohibiting sexual harassment in place 
and understood?

Employer's views Are policies family-oriented? What is the general attitude toward 
employees who involve themselves in family life? 

Availability and quality Is childcare available? Does it meet parents' childcare criteria for high-
quality care?

• Work-family conflict
A serious concern for working couples is the numer of roles they have to manage, such as 
spouse, parent, careerist, self and friend. Individuals often experience conflict between the 
roles they assume that they must fulfil and the roles that they are expected to fulfil. Work-
family conflict is a form of interrole conflict in which the role pressures from the work and 
family domains are mutually incompatable in some respect. 
◦ Time-based conflict:

Work and family compete for the couple's time. Time which is devoted to one role 
cannot be devoted to another. It was found that work and family are equal sources of 
conflict for both men and women. Role overload is the most consistent predictor of 
time-based conflict. It arises when an individual has numerous social roles to carry out, 
at least one of which requires excessive time commitment. The following are 
characteristics of families who are more likely to experience more work-family conflict: 
married, young children, number of children, lack of spousal support, stereotypical 
gender role attributes. 

◦ Strain-based conflict:
Role stressors can cause strain symptoms such as tension, anxiety, fatigue, depression, 
apathy and irritability. Strain in one role affects performance in another role. Work 
stressors which are identified as strain-based are: role overload, role conflict and 
ambiguity, lack of career progress, repetitive tasks, changing work environment, long 
hours, boring tasks, lack of work challenge, a new job or poor job-person fit. If conflict 
is experienced within the family, lack of career and family support by the spouse can 
affect an individual's working life. A significant correlation exists between role conflict 
and emotional exhaustion. The significant contributors to burnout in men are generally 
work related, while in women they are both work and non-work related. Male partners of 
employed women experience a lower level of job satisfaction and quality of life than 
male partners of homemakers. Dual-career women show lower job involvement than 
men. Women with flexible work schedules report less strain than those with fixed work 
schedules. When parents were in a bad mood after work their children reported a more 
negative attitude to school and lower levels of constructive behaviour. 
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◦ Behaviour-based conflict:
Certain patterns of role behaviour may be in conflict with the expectations of behaviour 
in other roles. For example, it is expected of male managers to be self-reliant, 
emotionally stable, somewhat aggressive, but objective. The manager's family, however, 
may want him to be a warm, caring and emotional person. Conflict arises when the 
individual is unable to adjust their behaviour when switching from one role to another. 

• Organisational actions:

Organisational Strategy Programme/ Policy Initiative
Time-based strategies • Flexitime

• Job sharing
• Maternity and paternity leave
• Transportation
• Telecommuting
• Paid time off for community service

Information-based strategies • Work/life support, eg. mentoring for parents entering the 
workforce

• Relocation assistance
• Elder-care resources
• Counselling services

Money-based strategies • Insurance subsidies
• Flexible benefits
• Adoption assistance
• Discounts for child-care tuition
• Direct financial services
• Domestic partner benefits, eg. equal health coverage to 

same-sex partners of employees
• Scholarship, tuition reimbursement

Direct services • On-site child-care
• Fitness centre
• School holidays child-care
• On-site convenience, eg. car was, ATM, dry cleaners
• Free or discounted company products, eg. canteen 

services at reduced prices
Culture-change strategies • Establishing work-life balanced culture

• Training for managers to help employees deal with work-
life conflict

• Tie managers' pay to employee satisfaction
• Focus on employees' actual performance, not 'face time'
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Career Plateauing

A plateau refers to a point in the individual career when opportunities for advancement in the 
organisational hierarchy have ceased. It happens to just about everybody in the course of a careeer. 
It is an important career issue and the evidence is that it is increasing. This is probably due to the 
changing business world, with restructuring, downsizing and employment equity having adverse 
effects on promotional opportunities. It may alse be caused by inappropriate abilities or skills, low 
need for career mobility, baby-boomers holding positoins longer, mergers and takeovers resulting in 
lay-offs, competition for the promotion, age or organistional needs (person may be too valuable in 
their current role).

• Types of career plateauing
◦ Structural plateauing is caused by the organisational hierarchy. It means that the 

individual has reached the end of the road with no further chances for promotion. 
◦ Content plateauing refers to when an employee knows the work so well that they 

perceive it as unchallenging and routine. This is more easily avoidable than structural 
plateauing.

◦ Life plateauing refes to when committed individuals begin to feel unsuccessful in their 
work and this spreads to feeling plateaued and trapped in life. 

• Plateaued performers:
There are four kinds of plateaued performer:

1. Productively plateaued: they try hard to encourage stimulation and challenge. They 
feel that they have achieved their ambitions and experience job satisfaction. They are 
proactive and willing to take risks and are supported by the organisation. Their 
efforts are recognised by their colleagues and superiors. They are productive, but 
need to be motivated. 

2. Partially plateaued: they feel the organisation does not do much for them, but have 
an interest that maintains involvement in their job. They are usually experts in their 
fields, but although they are valued by their organisation, the job seems routine for 
them. They always appreciate new opportunities to learn, because this brings 
excitement. 

3. Pleasantly plateaued: they are not interested in the training courses and 
opportunities for advancement offered by their organisation. They are happy to be 
where they are and do not welcome change. They like to have routine and a well-
defined place in the organisation. 

4. Passively plateaued: They often feel that they are in a rut and unable to alter the 
fact. They have usually been in the same job for more than 5 years and know it 
thoroughly, leaving little opportunity for learning. They are neither curious nor 
creative and have no interest in the training courses provided by their organisation. 
They do not initiate change and have a narrow definition of their own jobs. 

Employee actions

O
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High Productively Plateaued Pleasantly Plateaued

Low Partially Plateaued Passively Plateaued

IOP3703 2014 Pg 54 of 79



• Outcomes of career plateauing
Some of the negative outcomes are:
◦ low levels of job involvement and work motivation
◦ lower individual self-image
◦ lower productivity and work performance
◦ low levels of job and career satisfaction
◦ employees are less committed to the organisation
◦ loss of employee morale
◦ they may view themselves as deadwood and sidlined by others
◦ work-related stress and strain

Some of the positive outcomes are:
◦ due to flatter organisational sturctures, plateauing is not as embarassing and stressful as 

before
◦ it allows time for reflection and to plan for personal growth, as well as obtaining new 

knowledge
◦ the opportunity exists to invest more in non-work activities such as family and 

community services
◦ it is a challenge, where individuals still perform effectively and experience job 

satisfaction despite the fact that their chances of promotion are limited

• Organisational actions
Though there is no one answer to address the problem, certain steps can be taken:
◦ change the climate through education
◦ create an equitable personnel policy
◦ change the structure of the organisation
◦ encourage plateaued workers to identify their own challenges
◦ make promotion expectations more realistic 
◦ set up job rotation programmes to create lateral movement and broaden skills

Refer to Pg 222 of the textbook for a more complete list

Obsolescence

This is the degree to which an organisation's professionals lack the up-to-date knowledge or skills 
necessary to maintain effective performance in either their current or future work roles. Not all 
ineffectiveness can be attributed to obsolescence, only if there is a lack of current knowledge or 
skills. Rapid advances in technology and the unpredictable changes taking place in organisations 
mean that obsolescence will become even more widespread. Three personal characteristics tend to 
be associated with low obsolescence: high intellectual ability, high self-motivation and personal 
flexibility. 

• Models of obsolescence
Worker obsolescence is a continuous process and there are a number of factors relating to it. 
There is an ideal balance between the worker and the job until it is disrupted by 
technological factors, organisational factors, by the behaviour of the worker, or any 
combination of these three. After this disruption, there are symptoms such as tension, 
frustration, depression, hostility, resistance to change, etc. Treatment is usually in the form 
of retraining, changes in the organisation, career assessment and counselling, a long-range 
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commitment to the prevention of worker obsolescence and encouraging the pursuit of 
learning and updating of skills. The cycle is then complete until the balance is again 
disrupted. 

There are four broad components that could constitute an open systems model for explaining 
how obsolescence comes about:
◦ Environmental change: the roots of obsolescence are the knowledge revolution, the 

information explosion and the dynamic changes which have occured in technology 
organisations, occupations and management methods.

◦ Individual characteristics: the general assumption is that obsolescence increases with 
age. Cognitive ability can facilitate or inhibit obsolescence. Workers who enter the 
labour market with weak cognitive abilities would be more susceptible to obsolescence. 
Workers who suffer a lack of motivation fail to keep current with their field. 

◦ Nature of the work: this involves the extent to which the individual's knowledge, skills 
and abilities (KSA's) are required in the job. The KSA's required can change so rapidly 
that the worker finds it difficult to keep up.

◦ Organisational climate: this has a direct influence on obsolescence. Aspects such as 
interaction and communication, leadership style, management policy, rewarding of 
professional growth and updating of job skills are all relevant to obsolescence.
Refer to Pg 225 of the textbook for a graphic representation of the open systems model  
of obsolescence.

• Organisational actions
By taking action to prevent obsolescence and reduce feelings of obsolescence, management 
can contribute to the development of policies and practices that keep professionals up to 
date.
◦ ensuring proper training and integration with the demands of job innovation
◦ educating the work-force to become more adaptable to change
◦ implementing a performance management system that will encourage growth and 

development
◦ encouraging continuous learning and the updating of skills by attendance of professional 

conferences
◦ 360 degree performance feedback
◦ implementing periodic changes in assignments, projects or jobs
◦ ensuring continual job challenge and job rotation

Refer to Pg 226 of the textbook for a full list.
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Job Loss and Unemployment

Job loss is any involuntary withdrawal from the workplace. It is not only about the loss of a job and 
financial security, but also about losing oneself, self-identity and sense of purpose. Job losses can be 
due to mergers and acquisitions, restructurings and downsizings, privatisation, recession and the 
Employment Equity Act. Job loss can be even more traumatic if any of the following conditions are 
present: the employee views the present employment as a job for life; the employee has few 
transferable skills; the employee has never worked anywhere else; or the employee (rightly or 
wrongly) perceives themselves as unemployable.

• Ways in which individuals are affected by losing a job
◦ Losses: social contacts, friendship and support in the workplace, daily structure 
◦ Economic deprivation
◦ Changes in roles
◦ Changes in self-esteem: feeling rejected and unwanted, self-blame
◦ Increased stress: the need to find a new job, financial hardship
◦ Changes in social support: reduction in social activities, withdrawal
◦ Changes in family relationships: due to changes in behaviour 
◦ Deficits/illness: physical or psychological deficits may be exposed
Losing a job may result in further problems, provoking factors, which render individuals 
more susceptible to the negative impact of job loss. Successful adjustment will lead to the 
reinforcement of protective factors, which lessen the adverse effects of job loss. Three other 
factors need to be added: what the job meant to the individual; the stages through which the 
individual will pass after job loss; and the personal and environmental factors which can 
exacerbate the loss or temper it.
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• Stages of job loss
1. Shock, relief and relaxation: often employees have been waiting for the job loss, and 

once it has happened, there is a feeling of relief. Finally they relax as they separate 
themselves from the situation.

2. Concerted effort: they spend all their time and energy in finding another job. During 
this time, they receive maximum support from friends, family and partners. 
Professionals in mid-career are most vulnerable to stress during this stage.

3. Vacillation, self-doubt and anger: this is after months of unsuccessful job searching. 
They doubt their ability to find a job and anxiety starts to increase. It is characterised by 
high levels of frustration and anger, which start to affect relationships. This stage lasts 
for about 6 weeks.

4. Withdrawal: this is a stabilisation, characterised by a loss of motivation and drive. 
Individuals start to feel that they have lost control of their lives. 

Various programmes can be considered by organisations to assist employees in coping with 
job loss:
◦ introduce training programmes to assist employees in managing stress and on how to 

develop new opportunities
◦ the services of a coach can be useful to increase the self-awareness of th eindividual 

through exploring their thoughts and feelings about what is going on
◦ employee outplacement consultants can help employees through the initial show of job 

loss and give advice on career moves
◦ group training sessions for the notifying managers will allow these managers to practise 

appropriate behaviours as well as to prepare for a very difficult management task. Such a 
session may cover the following:
➢ discuss emotions associated with death and divorce and a job loss model
➢ discuss and practice techniques that will enable managers to be objective and 

emotionally controlled, while expressing genuine and appropriate feelings
➢ discuss and practice specific sentences that confirm that the termination is final and 

irrevocable
➢ discuss and role-play reactions and responses to the employee who does not accept 

the fact that the termination is final and irrevocable
➢ brief all parties regarding the items that should be covered with the employee, such 

as severence pay, severence policy, insurance options, retirement benefits, 
unemployment compensation, career/job transition counselling and assistance

• Career assistance to retrenched employees
A career-transition counsellor focuses specifically on out-of-work cnadidates who are 
actively seeking employment. The psychological and finaincial needs of these people are 
more immediate and demanding than those of the general career counsellee. These 
counsellors must be able to handle emotional venting, depression and the sense of urgency 
these people feel. 
◦ Executive career-transition services:

These are always provided on a one-on-one basis, possibly with a psychologist. The 
services might include: opportunity to vent feelings, one-on-one counselling, job search 
strategy, family and spousal counselling, psychological testing, interview training, etc. 

◦ Professional and mid-level manager career-transition services:
These are generally presented in a group, with some one-on-one services. Training 
content may include: group venting of feelings, identification of career values, interests 
and styles, identification of skills, setting new goals, etc. 
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◦ Lower level employee career-transition services:
A transition centre is sometimes provided that operates on a self-help basis. Group 
training programmes are sometimes also provided, from half to three days. Topics such 
as completing an online application form or comiling a CV are covered, as well as some 
of the topics for middle managers. Services in a transition centre may include phones, 
desk space, library or reference books, job listings, support groups, job clubs, 
information on how to apply for unemployment, job search counsellors, CV printing and 
mailing assistance. 

IOP3703 2014 Pg 59 of 79



Study Unit 7: Career Well-being
Introduction

Well-being of employees can be explained by two models. 
Disease Model: Focus on psychopathological as aspects as a cause for suffering, ill health and 
deviance has led to the disease model. It produced an accurate means for classification, 
identification and treatment of psychopathology, though well-being and optimal development have 
not been studied to the same extent. 
Positive Psychology Model: This refers to the science of subjective experiences, positive 
institutions and individual traits which improve the well-being and prevent the onset of 
psychopathology. It enhances the states which make life worth living, and is called the science of 
happiness. 

Approaches to Well-being
• Subjective well-being

This refers to subjective judgements of the quality of an individual's life with regard to both 
the presence and relative frequency of positive and negative moods and emotions over time, 
one's overall level of life satisfaction and one's satisfaction with certain domains such as 
work, family, health, leisure, finances, the self and the group. The factors that influence 
subjective well-being are divided into bottom-up processes (external events, situations and 
demographics) which are built on the notion that basic and universal needs exist and that a 
person will be well if these needs are fulfilled, and top-down processes which state that 
personality is one of the strongest and most consistent predictors of subjective well-being. 
This can be due to genetics (predisposition to be happy or unhappy, more important than 
family environment) or personality traits (such as extraversion and neuroticism). 

• Psychological well-being
This is an objective approach to understanding well-being in terms of the presence of an 
array of psychological qualities indicative of mental health. It focuses on the content of one's 
life and the processes involved in living well. 
◦ Autonomy: self-determination and independence, the ability to resist social pressures to 

think and act in certain ways, to regulate behaviour from within and evaluate the self by 
using personal standards. 

◦ Environmental mastery: ability to choose or create environments suitable for their 
psychic conditions, characteristic of mental health.

◦ Personal growth: the continued development of one's potential, seeing the self as 
growing and expanding, being open to new experiences, having a sense of realising one's 
potential and seeing improvement in the self and behaviour over time. 

◦ Positive relations with others: having warm, satisfying and trusting relationships with 
others, being concerned about the welfare of others, being capable of strong empathy, 
affection and intimacy, and understanding give and take of human relationships.

◦ Purpose in life: having goals and a sense of directedness, feeling that there is meaning 
to past and present life, holding beliefs that give life purpose and having aims and 
objectives for living. 

◦ Self-acceptance: posessing a positive attitude towards the self, acknowledging and 
accepting multiple aspects of the self, including good and bad qualities, and feeling 
positive about one's past life. 
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• Eudaimonic well-being
This refers to quality of life derived from the development of a person's best potentials and 
their application in the fulfillment of personally expressive, self-concordant goals. Central to 
this is living in a manner consistent with one's daimon (inner self). The dimensions include:
◦ Self-discovery: this process is central to eudaimonic functioning. Also serves to link 

eudaimonic well-being to success in the process of identity formation.
◦ Perceived development of one's best potentials: to learn about oneself in terms of 

those unique potentials tht represent the best a person is able to become. These potentials 
must not only be discovered, they must be fully developed. 

◦ Sense of purpose and meaning in life: individuals must find ways of putting their skills 
and talents to use in the pursuit of personally meaningful objectives. 

◦ Investment of significant effort in pursuit of excellence: the level of effort invested in 
activities that are personally meaningful will be considerably greater than in other 
activities.

◦ Intense involvement in activities: the intensity of an individual's involvement in a 
personally meaningful activity will also be greater than other activities.

◦ Enjoyment of activities as personally expressive: persons characterised as high on 
eudaimonic well-being report that what they are doing in their lives is peronally 
expressive of who they are and they do it far more often than those with lower 
eudaimonic well-being. 

Authentic Happiness

This model integrates the three approaches to well-being (subjective, psychological and 
eudaimonic). Happiness refers to more than the absence of unhappiness: it refers to a sense of joy, 
satisfaction and positive well-being, combined with a sense that one's life is good, meaningful and 
worthwile. The formula for authentic happiness is:

Pleasure + Engagement + Meaning = Happiness

The orientations are distinguishable and not incompatable, so they are able to be pursued 
simultaneously. Engagement and meaning are more under the control of the individual, so 
interventions which target these elements are more fruitful, and pleasure flows from them.

• Pleasure: this is hedonistic, the pursuit of pleasure through the experience of positive 
affect. Positive affect is a state of pleasurble engagement and reflects the extent to which a 
person feels enthusiastic, altert and active. People in a positive state process information 
more strategically, while people in a negative state process it more systematically. Positive 
affect improves decision-making, creative problem-solving and reasoning. Within limits, 
individuals can increase their positive affect about the past (gratitude and forgiveness), their 
positive emotions about the present (savouring and mindfulness) and positive emotions 
about the future (optimism and hope). Increasing the pleasure component of happiness will 
not have a lasting effect because:
◦ Positive affect is heritable, therefore people's emotions probably fluctuate within a 

genetically determined range.
◦ People quickly adapt to pleasure
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• Engagement: this is done through pursuing gratification, which engages one fully in 
activities. One may find gratification in a good conversation, fixing something, reading a 
book or teaching a child. There are shortcuts to pleasure, such as eating junk food, getting a 
massage or using drugs, but there is no shortcut to gratification. The pursuit of gratification 
may also be unpleasant at times, like training for a marathon. 

• Meaning: this involves using strengths to belong to and in service of something larger than 
the self (knowledge, goodness, family, community, justice or a higher power) which give 
life meaning. Meaningfulness is the extent to which one feels that work makes sense 
emotionally, that problems and demands are worth investing energy in, are worthy of 
commitment and egagement and are challenges that are welcome. 

Authentic Happiness and Work Engagement

• Definitions and dimensions of work engagement
Engagement is defined as a positive, fulfilling, work-related state of mind that has three 
dimensions: vigour (physical), dedication (emotional) and absorption (cognitive). There 
are three broad conceptualisations of employee engagement:
◦ State engagement: overlaps with concepts such as job satisfaction, organisational 

commitment, job involvement, psychological empowerment and positive affect. It can 
be observed in the work context, such as putting forth discretionary effort (extra time, 
enegry or doing something above expectation). 

◦ Trait engagement: an inclination to experience the world from a particular vantage 
point, including trait positive affectivity, the autotelic personality (one who engages in 
an activity for its own sake) and personal initiative. 

◦ Behavioural engagement: indicated by discretionary effort and doing more and 
different things than expected. 

• Manifestation of work engagement
In South Africa, only 26% of workers are engaged, 16% are disengaged and the remaining 
68% are not engaged. Occupations such as train drivers and non-professional counsellors 
obtained the highest scores on work engagement. Occupations such as pharmacists, 
emergency health technicians and educators obtained the lowest scores. 

• Factors associated with work engagement
Three psychological conditions impact on an individual's engagement:
◦ Psychological meaningfulness:

This refers to a feeling that one is receiving a return on investment of one's self in a 
currency of physical, cognitive or emotional energy. It is the value of a work goal in 
relation to the ideas of an individual. A lack of meaningfulness in work can lead to 
apathy and detachment from work. The factors which contribute most to psychological 
meaningfulness are work-role fit and co-worker relations. There are six virtues (core 
characteristics valued by moral philosophers and religious thinkers), which are divided 
into 24 strengths (psychological processes or mechanisms that define the virtues).
➢ Wisdom: creativity, curiosity, open-mindedness, love of learning, perspective
➢ Courage: bravery, perseverance, integrity, vitality
➢ Love: intimacy, kindness/altruism, social intelligence
➢ Justice: citizenship, fairness, leadership
➢ Temperance: forgiveness, modesty, prudence/caution, self-regulation
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➢ Transcendence: appreciation of beauty and excellence, grattitude, hope/optimism, 
humour, spirituality

Having an opportunity to do what one does best at work every day has been linked to 
productive business units, low turnover and high customer satisfaction. 

◦ Psychological safety:
This entails feeling able to show one's self without fear of negative consequences to self-
image, status or career. This leads to engagement, because it reflects the belief that one 
can employ oneself without fear of negative consequences. This occurs in a safe 
working environment, where they will understand the boundaries of acceptable 
behaviours. In a working environment which is ambiguous, unpredictable and 
threatening, the opposite will happen and employees are more likely to disengate and be 
cautious to try new things. Supervisory and co-worker relations that are supportive, 
trustworthy and flexible lead to psychological safety. Supervisor trustworthiness can 
be linked to five categories of behaviour: behavioural consistency, behavioural integrity, 
sharing and delegation of control, accurate and open communication, and a 
demonstration of concern. Organisations are govenred by attitudes, behaviour and the 
emotional dimensions of work. As long as individuals stay within the boundaries of 
appropriate behaviour, they will experience psychological safety at work. Group norms 
are enforced if: they facilitate the survival of the group; make group member behavour 
more predictable; assist the group in avoiding embarassing interpersonal problems; and 
express the central values of the group. If employees feel that they must follow the group 
norms they are likely to feel less psychologically safe than if they feel they are allowed 
to be more flexible in their behaviour. 

◦ Psychological availability:
This is the sense of having physical, emotional or psychological resources to engage at a 
particular moment. It indicates whether the individual is ready or confident to engage in 
their work role, given the fact that people are also engaged in many other life activities. 
Different jobs require various and different kinds of physical exertion and challenges. 
Individuals vary in their stamina, flexibility and strength to successfully meet these 
physical challenges. Lacking these resources can lead to disengagement from one's work 
role. Emotional demands, such as in the service sector, require emotional labour. 
Continuous emotional demands could lead to the depletion of emotional resources (eg. 
exhaustion) and the frequency, duration, intensity and variety can decrease these 
resources. Self-consciousness shifts the focus from external to internal cues, decreasing 
psychological availability. Every job has two aspects:
➢ Job demands: aspects of the job that could potentially cause strain in cases where 

they exceed the employee's capability. These are the physcial, sorical or 
organisational aspects of a job that require sustained physcial and/or psychological 
effort on the part of hte employee. Demanding characteristics of the working 
environment such as work pressure, overload, emotional demands and poor 
environmental conditions may lead to impairment of health. 

➢ Job resources: the physical, psychological, social or organisational aspects of the 
job that reduces job demands and associated costs; are functional in achieving work 
goals; and/or stimulate personal growth, learning and development. These not only 
help to deal with job demands, but are important in their own right. Resources may 
be placed at the level of the organisation (salary, job security), interpersonal and 
social relations (team climate), organisation of work (role clarity, participation in 
decision-making) and at the level of the task (skill variety, autonomy). 

IOP3703 2014 Pg 63 of 79



• Job burnout, occupational stress and work engagement
Burnout is defined as a persistent, negative, work-related state of mind in 'normal' 
individuals that is primarily characterised by exhaustion, which is accompanied by distress, 
a sense of reduced effectiveness, decreased motivation and the development of 
dysfunctional attitudes and behaviours at work. It consists of three interrelated but distinct 
characteristics:
◦ Exhaustion: a reduction in the emotional resources of an individual. It manifests as 

feelings of being drained, used up or physically fatigued.
◦ Mental distance: is the interpersonal dimension. It is a negative, detached or callous 

response to various aspects of the job and/or cynical and insensitive attitudes towards 
work, colleagues, clients and/or patients. 

◦ Low professional efficacy: a feeling of being unable to meet clients' needs and to 
satisfy essential elements of job performance. 

In South Africa, the occupations which scored the highest on burnout were emergency 
health technicians, educators, call centre operators, employees in the insurance industry, 
production supervisors and pharmacists. The lowest scores were obtained by non-
professional counsellors and train drivers. 

• Factors associated with job burnout:
Job burnout is observed more often in younger employees, under 30 years. Burnout 
symptoms decline with age and work experience, but this may also be due to a selection 
effect, causing individuals who burn out early in their careeres to quit, leaving those who 
exhibit lower levels of burnout. Women tend to score higher on exhaustion, and men higher 
on distancing, partly due to sex role-dependent stereotypes. Unmarried people and people 
with a higher level of education are more prone to burnout. Job-specific factors and 
burnout:

+ Moderate relationship ++ Strong relationship +++ Very strong relationship
Factor Strength of relationship
Work overload +++
Time pressure +++
Number of work hours +
Direct contact with clients ++
Role conflict ++
Lack of social support ++
Lack of autonomy +
Lack of participation in decision-making ++
Lack of feedback +

• Occupational stress and burnout:
Burnout is a particular kind of prolonged job stress. Occupational stress is considered to be 
the product of an imbalance between environmental demands and individual capabilities. 
The term 'stress' describes either the external stimulus from the environment or the response 
of the individual, sometimes both. Stressors do not inevitably lead to strain: a wide range of 
individual differences moderate this relationship. 
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Types of occupational stressors:
◦ Work relationships: poor or unsupportive relationships with colleagues, isolation, 

unfair treatment
◦ Work-life imbalance: demands of work can spill over and interfere with home lives, 

putting strain on relationships outside of work 
◦ Overload: expectation to do more than the time available permits, working long hours, 

meeting deadlines, qualitative overload
◦ Job insecurity: overall concern for losing one's job, subjective experience which may or 

may not differ from the objective reality
◦ Control: lack of influence in the way in which work is organised and performed, 

interdependence between the person's tasks and the tasks of others
◦ Resources and communication: individuals need to feel that they have the appropriate 

training, resources and equipment, as well as be informed that they are valued
◦ Pay and benefits: financial rewards determine the type of lifestyle the individual can 

lead, influence the individual's feelings of self-work and perception of their value to the 
organisation

◦ Aspects of the job: fundamental nature of the job can cause stress, such as physical 
working conditions, type of tasks and amount of satisfaction derived from the job 

Stress is a complex process that consists of three major components: sources of stress that 
are encountered in the work environment; perception and appraisal of a particular stressor 
by an employee; the stresses evoked when a stressor is appraised as threatening.

Meaning and Authentic Happiness

Meaning of work refers to the output of having made sense of something. Meaningfulness of work 
refers to the amount of significance an individual attaches to their work. There are three themes 
related to the construct of meaningful work. They represent a deeper level of motivation than 
traiditional intrinsic values such as accomplishment, pride, satisfaction and praise. 

• Sense of self:
People need to bring their whole selves to their work, though sometimes they do not, for 
fear of rejection, prejudice or misunderstanding. This results in a loss of interconnectedness. 
To bring one's whole self to work, one must be familiar with one's values, beliefs and 
purpose in life. One's purpose for work must be aligned with the purpose in life. 

• The work itself:
Organisations have realised that they need to rely more on workers (and not managers) to 
make decisions about how the work should be accomplished. This requires more worker 
autonomy, flexibility, empowerment, continuous learning, risk-taking and creativity. 
Because the worker is carrying out their life purpose through work, it is not about 
productivity, but rather abour working and growing as a never-ending process. 

• Sense of balance:
This concerns choices individuals make between the time spent at paid work, unpaid work 
and pleasurble pursuits such that no area of life is so dominant that the other areas are not 
valued. Too much work and no play is stressful; too much play and no work is boring. 
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Experienced meaningfulness also results from expected congruence between one's self-concept and 
a particular environment or activity which results in intrinsic motivation. Beliefs about the role or 
function of work in life can shape the meaning of work:

• Job orientation: only interested in the material benefits from work; do not seek any other 
type of reward from it; it is a means to acquire the resources to enjoy time away from the 
job. 

• Career orientation: deeper personal investment in work; achievements are not only marked 
by monetary gain, but also through advancement in the occupational structure; advancement 
brings higher social standing, increased power within the occupation and higher self-esteem.

• Calling orientation: work is inseperable from life; work for the fulfillment it brings; see 
their work as socially valuable, involving activities that may but need not be pleasurble.

Mechanisms through which work can become meaningful include: authenticity (alignment 
between one behaviour and perceptions of the true self), self-efficacy (individual's beliefs that they 
have autonomy, competence and impact), self-esteem (the individual's assessment of his own self-
worth), purpose (sense of directedness and intentionality), belongingness (pervasive drive to form 
and maintain at least a minimum quantity of lasting, positive and significant interpersonal 
relationships) and transcendence (connecting the ego to an entity greater than the self). 

Individual Factors and Authentic Happiness

• Personality traits:
There are five major dimensions of personality:
◦ Neuroticism: tendency to experience negative emotions such as anxiety, depression, 

sadness, hostility, self-consciousness and a tendency to be impulsive. 
◦ Extraversion: tendency to experience positive emotions and be warm, gregarious, fun-

loving and assertive.
◦ Openness to experience: inclination to be curious, imaginative, empathetic, creative, 

original, artistic, psychologically-minded, aesthetically responsive and flexible. 
◦ Agreeableness: proclivity to be good-natured, acquiescent, courteous, helpful, flexible, 

co-operative, tolerant, forgiving, soft-hearted and trusting. 
◦ Conscientiousness: tendency to be habitually careful, reliable, hard-working, well-

organised and purposeful. 
Conscientiousness is a valid predictor of job performance across occupations and across 
criteria, and that the other personality factors only generalise their validity in some 
occupations and some criteria. Exhaustion correlates significantly with all the dimensions 
except Openness to experience, with Neuroticism being the strongest predicator. 

• Sense of coherence:
It is defined as a global orientation that expresses the extent to which one has a pervasive, 
enduring though dynamic feeling of confidence that (1) the stimuli deriving from one's 
internal and external environment in the course of living are structured, predictable and 
explicable (2) the resources are available to one to meed the demands posed by these stimuli 
(3) these demands are challenges worthy of investment and engagement. It includes three 
dimensions:
◦ Comprehensibility: the extent to which one perceives stimuli from the internal and 

external environment as information that is ordered, structured and consistent. 
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◦ Manageability: the extent to which individuals experience events in life as situations 
that are endurable or manageable and can even be seen as new challenges.

◦ Meaningfulness: the extent to which one feels that life is making sense on an emotional 
level.

A strong sense of coherence is strongly related to feelings of competence, general well-
being, job satisfaction, work engagement and life satisfaction. Factors which help coherence 
are a challenging and satisfying job that they are passionate about. 

• Self-efficacy:
This refers to beliefs in one's capabilities to mobilise the motivation, cognitive resources and 
courses of action needed to meet given organisational demands. It is the belief in the 
probability that one can successfully execute some future action or task to achieve some 
result. Task-specific self-efficacy is a state-based expectation or judgement about the 
likelihood of successful task performance measured immediately before any effort is 
expended on the task. Self-efficacy can also be viewed as a general, stable cognition that 
individuals hold and carry with them, reflecting the expectation that they posess the ability 
to perform tasks successfully in a variety of achievement situations. Self-efficacy causes a 
person to feel competent and confident with respect to valued goals and it is associated with 
enhanced intrinsic motivation and work engagement.

• Optimism:
As an individual difference variable, optimism has been associated with good mood, 
perseverance and health. Dispositional optimism is a global expectation that good things 
will be plentiful in the future and that bad things will be scarce. Learned optimism is an 
optimistic explanatory style. Optimists and pessimists use different strategies to manage 
critical life situations. Individuals who are confident about their future exert continuing 
effort, even when dealing with adversity. Optimism also indirectly affects distress and 
psychological well-being through its effect on coping strategies. Pessimists expect failure, 
and will thus disengage from the goals that have been set. 

• Coping:
This represents the behavioural and cognitive efforts that people invest in order to deal with 
stressful encounters. Coping can be seen in different ways: (1) personality trait and 
situational determined response (2) a dynamic process and static construct (3) a strategy 
which is mature, adaptive and flexible, but also as a reaction which is neurotic, maladaptive 
and rigid (4) a global, generally dichotomous concept, but also an intricate, hierarchically 
structured, multi-level concept. Stress consists of three processes:
◦ Primary appraisal: process of perceiving a threat to the self. 
◦ Secondary appraisal: bringing to mind a potential response to the threat.
◦ Coping: process of executing the response. 
There are two types of coping. During problem-focused coping, the person finds a method 
for resolving stress at the source. During emotion-based coping, the person feels that the 
source of the stress must somehow be tolerated and they endeavour to manage o lesson the 
emotional discomfort associated with the situation. Active coping strategies are either 
behavioural or psychological responses designed to change the nature of the stressor itself or 
how one thinks about it. Avoidant coping strategies lead people to activities (eg. alcohol 
abuse) or mental states (eg. withdrawal, denial) that keep them from directly addressing 
stressful events. 
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Personality variables Career well-being
Big 5 personality traits:
neuroticism, extraversion, 
openness to experiences, 
agreeableness and 
conscientiousness

Predictors of job performance correlates with experiences of job 
burnout. Active coping strategies are associated with emotional 
stability, extraversion, openness to experience and conscientiousness. 
Passive coping strategies are associated with neuroticism, low 
agreeableness and low conscientiousness.

Sense of coherence Individuals with a strong sense of coherence are able to make 
cognitive sense of the workplace and experience their work as 
consisting of experiences that are bearable, with which they can cope 
and as challenges that they can meed. 

Self-efficacy Inefficacious thoughts could cause distress and depression, leading to 
reduced levels of satisfaction. High self-efficacy includes repeated 
success at a specific task, the accumulation of successful experiences 
leading to positive self-images.

Optimism Optimists tend to approach challenges with confidence and 
persistence, whie pessimists are hesitant and doubtful. Optimists 
assume that they can handle adversity successfully. They experience 
less distress than pessimists, who typically anticipate disaster. 

Coping Problem-focused coping is directed at managing and improving an 
unpleasant experience or reducing the effects thereof. Emotion-
focused coping is directed at reducing the effects of stressful feelings 
caused by an unpleasant experience through relaxation, the use of 
alcohol and drugs, social activities and/or defence mechanisms.

Outcomes of Well-being at Work

The following evidence has been found concerning why happy people engage in successful 
behaviours and are accomplished in the workplace:

• Employees with high positive affect have jobs characterised by variety, meaningfulness and 
autonomy, making the job more pleasant and providing a buffer against burnout.

• Happy people are more satisfied with their job.
• Happy employees perform relatively better on objective work-related tasks and are rated to 

perform better by their supervisors. 
• The presence of positive affect predicts behaviour which extends past the job description, 

that benefits other individuals and the organisation. 
• Happy people are more sociable, energetic, charitable, cooperative and have larger networks 

of friends and social support.
• Happy people have stronger immune systems and live longer.
• Happy people are more involved in work and show less burnout, absenteeism and are less 

likely to quit their jobs. 
• Managers with a positive mood receive more rewards from their supervisors.

Research has shown that engagement has the following benefits:
• Highly engaged employees outperform their disengaged colleagues by 20-28%.
• Engagement predicts positive organisational outcomes such as productivity, job satisfaction, 

motivation, commitment and low turnover intention.
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• Engagement fuels discretionary efforts and concerns for quality.
• Engagement affects the mindset of employees: 84% of engaged employees beliee that they 

can positively impact the quality if their organisation's products.
• Disengagement may result in turnover, which is constly.

Authentic Happiness Interventions

• Organisational interventions:
One way to address the well-being and authentic happiness of employees is to change the 
situation. The following interventions could be considered:
◦ Assessment and evaluation of employees:

The purpose of this is to have the right person for the job, i.e. an optimal fit must exist 
between the values and goals of the employee and those of the organisation. A 
psychological contract, which reflects this optimal fit in terms of mutual expectations, 
should be formed. This can be done by:
➢ Assessing the employee's values, preferences and personal and professional goals.
➢ Negotiating and drafting a written contract which acknowledges these goals and 

provides the necessary resources to be provided by the organisation.
➢ Monitoring the written agreement in terms of goal achievement, including the 

readjustment of goals and the provision of additional resources.

◦ Coaching programme for newcomers:
The first day at an organisation is a key factor in determining the level of employee 
engagement in the years ahead, so what happens as a newcomer is essential. The coach 
is somebody who is in the work group of the new employee and who spends time with 
the new employee on their first day and then on a weekly basis over the next several 
weeks. 

◦ Career conversations:
A formal career conversation programme ensures that managers sit down with each of 
their direct reports on an annual basis to discuss their career advancement and career 
plans. These discussions can focus and inspire employees and managers can also spot 
employees whose work-role fit is problematic.

◦ Participation in large group meetings:
The level of engagement increases when employees representing all parts of an 
organisation gather together to have input to the organisation. Decision-making needs to 
be pushed down to the lowest possible level. 

◦ Job redesign and work changes:
Redesigning jobs could reduce the risks to psychosocial risks and could increase 
employee engagement. A meaningful job helps employees remain dedicated and it has 
several characteristics:
➢ It must make significant impact which the employee can see, eg. in others' lives
➢ The job should provide intellectual challenge 
➢ The job must provide scope to experience change and prevent boredom
➢ The individual should be able to cultivate their special interests in the job 
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Many preventative organisational-based strategies exist to tackle high job demands, 
such as job redesign, flexible work schedules and goal setting. Increasing job resources 
would eventually lead to more engagement at the job, but it's direct effect on burnout is 
small. Decreasing job demands is preferred as a means of preventing burnout. There 
are nine types of job resources (vitamins) that are related to employee well-being: 
opportunity for control; opportunity for skill use; externally generated goals; variety; 
environmental clarity; availability of money; physical security; opportunity for 
interpersonal contact and valued social position. 

◦ Empowering leadership:
In order to stimulate a positive socio-emotional climante and thus enhance engagement, 
leaders should:
➢ Acknowledge and reward good performance instead of exclusively correcting 

substandard performance
➢ Be fair towards employees becuase this will strengthen the psychological contract
➢ Put problems on the agenda and discuss these in an open, constructive and problem-

solving way
➢ Inform employees on a regular basis and as early as possible in face-to-face meetings 

about important issues
➢ Coach employees by helping them with seeting goals, planning their work, pointing 

out pitfalls and giving advice as necessary
➢ Interview employees on a regular basis about thier personal functioning, professional 

development and career development

◦ Training:
Training programmes which promote employee engagement should be directed at both 
the job content and personal growth and development, eg. time management, stress 
management, personal effectiveness. 

◦ Effective communication and feedback:
Mechanisms for employees to communicate upward on a regular basis are often missing. 
Two helpful ways of ensuring this upward communication are employee meetings and 
online surveys that capture the changing concerns of employees. 

◦ Employee empowerment:
Employees need to understand how their job fits into the big picture and what they must 
do more or differently to help the business succeed. They should be assisted to clarify 
which competencies they need, the capacities that this particular organisation need to 
grow and helping employees to upgrade their skills to match the needs of the future. 

◦ Career development:
Engagement levels rise when there is a formal career development system that includes 
components such as formal career tracks, mobility systems to help employees move 
about in the organisation, training and development programmes and annual career 
conversations. 

◦ Interaction with co-workers:
Individuals tend to experience a sense of meaningfulness when they are treated with 
respect, dignity and appreciation for their contributions. Co-worker interactions create a 
sense of belonging and a stronger sense of social identity. 
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• Individual interventions
The key to happiness lies no in changing individuals' genetic make-up (50%) or 
circumstances (10%), but in their daily intentional activities (40%). 
◦ Practicing gratitude and positive thinking:

➢ Practice gratitude, eg. thanking a mentor, recalling the good things in your life
➢ Cultivate optimism, eg. noticing what is right rather than what is wrong
➢ Avoid overthinking and social comparison, eg. not comparing yourself to others, as 

this causes feelings of inferiority, distress and loss of self-esteem
◦ Investing in social connections:

➢ Practice acts of kindness, eg. doing more than your custom, but with timing and 
variety

➢ Invest in social connections, eg. make time for relationships and express admiration, 
appreciation and manage conflict constructively

◦ Managing stress, hardships and trauma:
➢ Develop coping strategies, eg. finding the value in a negative life experience, social 

support 
➢ Learn to forgive

◦ Living in the present:
➢ Engage in work, eg. work according to your calling
➢ Savour life's joys, eg. enjoy the past be reminiscing, enjoy the present by enjoying it, 

savour the future by anticipating and fantasising
➢ Commit to goals, eg. having a project, be it work, family, social or spiritual

◦ Taking care of your body and soul:
➢ Practice religion and spirituality
➢ Undertake physical exercise and maintain a healthy lifestyle
➢ Act like you are happy
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Study Unit 8: Organisational Choice and Career 
Development Support
Introduction

Organisational choice refers to an individual's choice of a specific organisation for which to work. 
It refers more to an event, while career choice is a process. Organisatonal entry is the process 
whereby individuals move from outside to inside organisations to become more involved in a 
particular organisation for a period of time. There are two processes involved: the individual's 
evaluation of different organisations to determine which one will best meet their career 
aspirations, and the organisation's assessment of candidates to determine which one will best fit 
into the organisation. 

Theories of Organisational Choice

Theory Description
Expectancy theory The selection of an organisation is based on its motivational force, which is 

the result of the extent to which individuals expect a job offer from the 
organisation (expectancy), their perception that the organisation will provide 
certain outcomes (instrumentality) and the extent to which each of these 
outcomes attracts individuals (valence). 

Unprogrammed 
decision-making

A non-compensatory model, which suggests that job seekers make use of a 
two-phase process when they choose an organisation. In the first phase, they 
evaluate various choices according to a few important factors and eliminate 
those that do not meet their minimum criteria on those factors. Once a job 
has been found that meets these criteria, applicants will regard it as their 
'implicit choice'. During the second phase, they will confirm this implicit 
choice, even going so far as to distort information if necessary. 

Theories of position selection
Objective factor 
theory

A graduate chooses a job by ranking and evaluating a limited number of 
clearly measurable features of each job offer. 

Subjective factor 
theory

Individuals select a position on the basis of what they perceive their personal 
and emotional needs to be and the extent to which the image of the 
organisation meets these perceived needs. 

Critical contact 
theory

Candidates for a job cannot differentiate between the companies that offer 
them employment. The factors that influence their choices are therefore 
neither objective or subjective. Candidates lack the experience to evaluate the 
job offers that they receive and will therefore base the final decision on the 
experience gained during their contact with the various organisations. 

Social comparison 
theory

Individuals tend to compare themselves to people similar to themselves with 
regards to gender, age, culture, education and status. 

Super's theory Although largely a theory of occupational choice, it can also be extended to 
organisational choice in that the choice of an organisation may also be a 
means of implementing an individual's self-concept and the organisational 
image could be a determinant of organisational choice. 
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There are also factors which influence organisatonal choice:
• Nature of work
• Progress
• Starting salary
• Opportunity for promotion
• Intellectual aspects
• Recognition
• Organisational reputation
• Corporate culture and policies
• Evaluation of site visit and peception of location

Organisational Career Development Support Practices

In the traditional career development framework organisations adopted a 'help us to help yourself' 
approach and took charge of navigating the careers of their employees. Since the competitive 
advantage of an organisation lies largely in the effective use of it's human capital, it is now to the 
advantage of the organisation to participate in career development. Employees need to: (1) 
understand to what extent the organisation supports the development of their careers (2) be given 
tools and services to help them to formulate career plans (3) know the direction of the company's 
business and the skills that will be required in future (4) understand what methods are available for 
them to keep their skills up to date. 

• Organisational career development system:
This consists of a sest of activities and practices designed by the organisation to promote 
employee career ownership and insight, career goal and strategy development and/or 
appropriate feedback on career progress. It's purpose is to manage talent and develop and 
enrich the organisation's human reources in terms of the employee's and the organisation's 
needs. A formalised career development system has three major objectives:
◦ To meet the immediate and future human resource needs of the organisation in good 

time
◦ To better inform the organisation and the individual about potential career paths within 

the organisation
◦ To utilise existing human resource programmes to the fullest by integrating the 

activities that select, assign, develop and manage individual careers with the 
organisation's plans

It can help to create a positive career development culture which can help address a range of 
issues, such as productivity and competitiveness, employment equity, succession planning 
and workforce forecasting. The following career development support practices are deemed 
as being valid for the contemporary organisation: 
◦ Advertising internal job openings:

Employees are given a specific period to apply for the available jobs. Some guidelines:
➢ Both promotions and transfers should be posted
➢ Openings should be posted for a specified time before external recruitment begins
➢ Eligibility rules need to be developed and communicated
➢ Specific standards for selection should be included in the notice
➢ Job applicants should be required to list their qualifications and reasons for 

requesting a transfer or promotion 
➢ Unsuccessful applicants should be notified and advised as to why they were rejected
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◦ Formal education as part of career development:
As this is a long-term investment, organisations are becoming less prepared to invest in 
it, considering the short-term period of modern employment contracts. However, it is an 
important practice to ensure that an organisation is able to compete against international 
standards. 

◦ Performance appraisal as a basis for career planning:
The use of varied sources has become known as the 360-degree evaluation or multi-
source survey. It can help to increase employee self-awareness and an appreciation of the 
need for behaviour change, which, in turn, increases the effectiveness of career 
development interventions. Career-enhancing strategies encompass a range of 
employee behaviours such as the development of a network of contacts, consultation 
with mentors and communication of career goals and objectives to peers. 

◦ Career counselling, advising and discussions:
➢ Career counselling

This is a process which enables people to recognise and utilise their resources to 
make career-related decisions and manage career-related issues. It is a set of 
activities designed to help people: (a) make or remake occupational choices (b) find 
jobs (c) achieve satisfaction and success in the workplace. It appears to be most 
successful when it contains: individualised interpretation and feedback, occupational 
information, modelling opportunities, building support of choices within the 
employee's social network, and written exercises. Assessment is integral to career 
counselling, but counsellors need to be careful when selecting and applying career-
assessment instruments because of concerns relating to the culture-free nature of the 
instrument, as well as reliability, validity and ethical issues. 

➢ Person-centred approach to career counselling
This means that the counsellor is led to understand the root cause of the person's 
problem and can then help the employe to define and solve the problem and make 
decisions. The career issue is personalised, thus emotions are analysed. This 
approach can be followed if employees have personal problems that prevent them 
from attaining their full potential for productivity and development. Reflective 
listening is an important component of the counsellor-employee relationship, 
allowing employees to identify the actual problem, which may have nothing to do 
with their career. 

➢ Career advising
A person does not need to have professional training to be a career advisor, as the 
duties can be fulfilled by using career advising models. These can be general, 
custom-designed for an organisation or specifically designed by an advisor to handle 
a particular case. 

➢ Career discussions
A career discussion is one of the most common methods use by superiors to advise 
subordinates with regard to their careers. It is a planned discussion between a 
manager and an employee who are attempting to jointly clarify develpmental options 
in the employee's current job, examine career issues in light of current job 
performance and goals of the organisation and/or clarify future career options for 
that employee. The steps are as follows:
1. Set the stage: privacy, pleasant atmosphere, set the date beforehand.
2. Active listening: acceptance of employees' opinions and view, honesty and 

frankness. The aims are to find out about employees' concerns, check that these 
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are correctly understood, and to establish which issues are recurrent and therefore 
important. 

3. Responding: managers express their own points of view and provide 
information necessary to give the discussion direction. 

4. Developing alternatives: focus should be on providing information about career 
opportunities within the company and solving the employee's problems, instead 
of simply suggesting a training programme.

5. Reaching joint conclusions: summary of the main points of discussion, 
identification of steps to be taken and plans for subsequent action. It should be up 
to the employee to take responsibility for these steps.

◦ Lateral moves to create cross-functional experience:
These characterise the career paths of managers in the contemporary organisation, while 
job rotations and job changes will be frequent for professional and technical personnel. 
Career pathing is an organisational support practice that can assist individuals in 
planning developmental activities such as informal and formal education, skills training 
and job experiences to facilitate readiness and capablity to hold more advanced jobs. 
The basic steps are:
➢ Determine or reconfirm the abilities and end behaviours of the target job 
➢ Update and confirm employee's records concerning skills, experiences, potential 

abilities, career interests and objectives
➢ Undertake a needs analysis comparison that jointly views the individual and the 

target job 
➢ Reconcile employee career desires, developmental needs and targeted job 

requirements with those of hte organisational career management system
➢ Identify the individual actions (work, education, training) necessary for the 

individual to progress to the targeted job 
➢ Create a time-oriented blueprint or chart to guide the individual 

◦ Succession planning:
This involves the recording of potential successors for managerial and other critical 
positions within the organisation. It can be valuable when long-term organisational 
planning occurs. Skills inventories are an important element of the succession-planning 
process. It provides certain types of information about an organisation's current 
management pool, potential managerial talent and employees who possess critical skills 
without which the organisation may suffer severe losses. It can be used to fill a vacancy 
which occurs unexpectedly. 

◦ Retirement preparation programmes:
Retirement is defined as: the departure from a job or career path, taken by individuals 
after middle age, where the individual displays a limited or nonexistent psychological 
commitment to work thereafter. These programmes can help individuals to deal 
constructively with the transition between work and retirement. Extrinsic elements of 
retirement include financial security, housing alternatives and legal issues. Intrinsic 
factors include the various psychological issues related to disengagement from work. 
Phased programmes allow employees approaching retirement to ease into it gradually 
by reducing their working time and responsibilities. Flexible work patterns should also 
be considered, in order to make use of competent and adaptable employees who would 
like to continue working after the normal retirement age. The pre-retirement programme 
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can also be transformed into a pre-redundancy programme, which will prepare 
employees for the possibility that they could be affected by forced pre-retirement. 

◦ Mentoring and executive coaching:
Pg 301

◦ Dual ladder:
This is a paralell hierarchy which allows professional and technical staff upward 
mobility without occupying a managerial role. It can also be seen as the creation of 
multiple promotion paths to recognise, encourage and reward employees regardless of 
the career path they choose. 

◦ Customising career progression and development:
Pg 305

◦ Career booklets/pamphlets and online career development centres:
Booklets, pamphlets or leaflets on career issues can introduce what is offered by the 
organisation in terms of career opportunities and all available career-management 
support practices. Well-designed career-planning workbooks can also be used for 
employees who do not have access to workshops. It can also be used before seeing a 
career counsellor, as the individual will have worked through it at their own pace and 
can answer questions more easily. An online career development centre can supply many 
types of career and employment-related information, such as:
➢ Information about employment trends and job opportunities
➢ Details of the skills and competencies required for jobs to which employees aspire
➢ Self-assessment tools such as culture-free personality tests and interest indicators
➢ Links to online employment resources such as job listings and career development 

information
➢ Employee online employment counselling, including advice on preparing for 

interviews
➢ Job search guides
➢ Resume preparation tools
➢ Career-related articles

◦ Assessment and development centres:
Assessment centres focus on multiple attributes relevant to an individual's overall 
performance and is used to identify relative strengths and weaknesses. They are usually 
used for making decisions about employee redeployment such as promoting, evaluating 
and training. Development centres are directed at the general development and 
enhancement of managers, preparing them for future roles. 

◦ Career self-management training 
This is offered by many organisations to help employees assume the responsibility to 
upgrade their skills and learn new ones to ease the passage through critical career 
transition points. The most common of these are: 
➢ Organisational entry: the focus is on helping new employees gain or improve 

learning strategies and skills that will equip them to take up career development 
opportunities as and when they arise. 
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➢ The plateau: the focus is on joint planning and job redesign to help boost the 
commitment levels of employees who feel stagnated. Offering employees training to 
become mentors is another way of utilising their skills. 

➢ Approaching exit: the focus is on developing skills and attitudes that will help ease 
the passage through the transition before the change takes place. 

◦ Career planning workshops:
This involves a structured group format in which participants interact with one another 
to formulate, share and discuss personal information that leads to self-analysis and 
eventual self-awareness. A common pattern for participants is a discussion of strengths 
and weaknesses, the provision of feedback about each other's behaviour, participating in 
self-assessment exercises and making plans for future career moves. Advantages 
include: people are helped to manage their own careers; individuals take responsibility 
for their own career paths; career options are created; people are helped to find career 
planning informaiton; and confidence and self-esteem are engendred. These general 
components are in almost all workshops:
➢ individual assessment (information about self)
➢ environmental assessment (information about work)
➢ comparison of self-conception with those of others (reality testing)
➢ establishing long- and short-term goals (goal setting)
➢ choosing among alternatives (decision-making)
➢ establishing and implementing the plan (action planning)
Refer to Pg 310 to 313 in the textbook for a fuller explanation

◦ Orientation, induction or socialisation:
➢ Orientation: this is a formal programme with the primary objective of giving the 

newcomer information about the job and the organisation. A well-planned orientation 
programme can reduce anxiety and accelerate the adjustment of new employees. 

➢ Objectives of orientation: 
 familiarise the employee with the mission and objectives of the organisation, as 

well as how to strive for them
 familiarising the employee with the work methods and procedures and with their 

specific departments
 familiarising new employees with the content and procedures of their jobs
 explaining the requirements of the job
 establishing good interpersonal relations between new employees and their 

colleagues and supervisors
 indicating the desired behaviour that employees should show in the execution of 

their duties
➢ Responsibility of orientation: different people play important roles. The 

newcomers must be actively involved in the process and share responsibility for their 
orientation. The immediate supervisor is responsible for planning, organising and 
controlling the duties of newcomers and for appointing mentors. Mentors are 
responsible for training and supporting new employees. The HR department is 
responsible for the overall co-ordination of the orientation effort and for the training 
of supervisors and mentors in orientation practices.

➢ Induction or socialisation: this is the process whereby all newcomers are 
introduced to the organisation and they learn the behaviours and attitudes necessary 
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for assuming roles in the organisation. One of the main challenges of the modern 
workplace is the much wider age span of newcomers. 

➢ Stages of socialisation:

1. Anticiparoty 
socialisation

2. Accommodation 3. Role management 4. Outcomes 

Realism
Congruence

Initiation to the task
Role definition
Congruence of 
evaluation 
Initiation to the group

Resolution of outside 
life conflicts
Resolution of 
conflicting demands at 
work 

General satisfaction
Mutual influence 
Internal work 
motivation 
Job involvement

➢ Rate of socialisation: there are factors that influence the rate of interaction between 
newcomers and insiders. There are 3 factors that increase interacton frequency: (1) 
newcomer characteristics (2) insider characteristics (3) situational factors. There are 
also 3 individual difference variables which motivate insiders and newcomers 
towards increased interaction frequency: 
 Field dependence: employees' reliance on situational context to interpret the 

behaviour of others.
 Tolerance of ambiguity: if employees cannot handle the ambiguity of a new 

situation, they may jump to conclusions and gain a distorted view of reality. 
 The need for affiliation: new employees with a higher need for affiliation will 

initiate interpersonal interaction in the workplace. 
There are also situational variables:
 Other people in the workplace act as agents of socialisation, teaching new 

employees about their work roles. 
 Interdependent tasks may serve to bring about interaction, even if new employees 

are not proactive. 
 Formal orientation programmes, on-the-job training and early performance 

appraisals bring about interaction between newcomers and insiders. 

◦ Secondments:
This is a temporary assignment to another area within the organisation. At a more 
advanced level, they can be taken outside the organisation. The stimulus can be derived 
from the managers of employees, from mentors or from career counselling and 
performance appraisal systems. They require long-term HR planning. There is also the 
risk of losing successful managers to the company they were seconded to. 

◦ Redeployment and outplacement programmes:
These are ways of terminating employees that can benefit both the employees and the 
organisation. Redeployment is often the result of a business slowdown or a reduced need 
for certain skills. It refers to the transfer of an employee from one position or area to 
another. Outplacement refers to a benefit provided by an employer to help an employee 
terminate their employment and find new employment elsewhere. Services offered 
through an outplacement programme include: skills assessment, establishment of new 
career objectives, resume preparation, interview training and generation of job 
interviews. 

◦ Special programmes for designated groups, dual career couples, expatriates and 
repatriates, high flyers and people on learnerships: Pg 321
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Ethical Dilemmas

Managers have a responsibility to employees to establish and maintain a social and psychological 
contract, as well as to ensure that job obligations are met. Inherent in the psychological contract is 
the mutual trust that each will respect the other's legal and ethical rights, which must exist between 
employer and employee. Often managers, psychologists and practitioners encounter situations that 
make it difficult to maintain a proper balance between the common good and freedom of 
employees, between the legitimate business needs of an organisation and an employee's feelings of 
dignity and worth. Ethical dilemmas are situations that have the potential to result in a breach of 
acceptable behaviour. Some ethical principles that apply to organisational career development 
support practces are the following:

• guarding against invasion of employee privacy
• guaranteeing confidentiality
• obtaining informed consent from employees before assessing them
• respecting employees' right to know
• imposing time limits on data, eg. removing information that has not been used for HR 

decisions, especially if it has not been updated
• using the most valid procedures available
• treating employees with respect and consideration
• not maintaining secret files on individuals, rather, informing them of what information is 

stored on them, how it will be used and how long it will be kept
• periodically allowing employees the right to inspect and update information stored on 

them
• avoiding fraudulent, secretive or unfair means of collecting data

Employees can demonstrate ethical behaviour by considering the following practices in their 
personal conduct at work:

• knowing and following the company's written policies
• fulfilling contractual and job description responsibilities
• following organisational and job goals and objectives 
• performing procedural rules
• offering competence commesurate with the work and job to which one is assigned
• performing productively according to required job tasks
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