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Background/Purpose: Employee satisfaction with career development is an important factor influencing motiva-
tion, commitment, and long-term retention, particularly in the public sector, where career paths are often constrained
by legal and institutional frameworks. The purpose of this paper is to analyse employee satisfaction with career de-
velopment in a selected public institution and to examine the influence of selected demographic and organisational
factors.

Methods: The study is based on a quantitative empirical research design. Data were collected using a structured
questionnaire administered to a sample of 113 employees in a public institution. Due to deviations from normal dis-
tribution, non-parametric statistical methods were applied, including the Mann—-Whitney U test, the Kruskal-Wallis
test, and Spearman'’s rank correlation coefficient.

Results: The results show that length of service and gender do not have a statistically significant effect on satisfac-
tion with career development. In contrast, material forms of rewards have a stronger positive impact on satisfaction
than non-material rewards, which deviates from some prevailing theoretical assumptions. Supervisory support was
identified as the strongest predictor of satisfaction with career development.

Conclusion: The findings highlight the importance of supervisory support and development-oriented leadership in
fostering satisfaction with career development in institutionally constrained public-sector environments and contrib-
ute to a better understanding of career development dynamics in Slovenian public institutions.
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1 Introduction haviour, lower turnover intentions, and higher levels of
psychological well-being, which in turn contributes to or-
Employee satisfaction is widely recognised in con- ganisational stability and effectiveness (Armstrong & Tay-
temporary organisations as one of the key determinants of lor, 2020). Within this broad construct, satisfaction with
organisational success, as it significantly influences moti- career development represents a particularly important di-
vation, work engagement, performance quality, and long- mension, as it reflects employees’ perceptions of future op-
term organisational commitment (Locke, 1976; Spector, portunities, professional growth, and the meaningfulness
1997; Auer Antonéi¢, 2024; Lalwani, 2024). Satisfied of their work trajectories.
employees are more likely to demonstrate proactive be-
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Career development satisfaction extends beyond im-
mediate job-related attitudes and encompasses employees’
expectations regarding advancement, skill acquisition, and
long-term employability (Greenhaus, Callanan, & God-
shalk, 2010). It is closely linked to perceptions of fairness,
recognition, and organisational support, which shape how
employees evaluate their current position and future pros-
pects within an organisation. As a result, satisfaction with
career development plays a central role in sustaining moti-
vation over time, especially in environments where formal
career progression may be limited or slow (Blazi¢, 2017,
Arulmani, 2014).

The relevance of employee satisfaction with career de-
velopment is particularly pronounced in the public sector,
which represents one of the largest and most stable em-
ployers in many countries. Public institutions play a cru-
cial role not only in economic terms but also in ensuring
the quality, accessibility, and legitimacy of public services.
In this context, employee satisfaction is closely connected
to service quality, organisational performance, and public
trust (Robbins & Judge, 2023). When employees in public
institutions perceive limited opportunities for development
or advancement, this may negatively affect their motiva-
tion and, indirectly, the effectiveness of public service de-
livery.

Career development in the public sector is shaped by
specific institutional characteristics arising from legally
regulated employment systems, formalised promotion pro-
cedures, and highly structured reward mechanisms. While
such arrangements are designed to ensure transparency,
equity, and accountability, they often limit organisational
flexibility and individualised career management (Rep-
nik, 2024). Career paths are frequently predefined, and
advancement is closely linked to formal criteria such as
length of service and educational attainment, which may
weaken the perceived connection between individual ef-
fort and career outcomes.

In recent years, the Slovenian public sector has under-
gone a comprehensive reform of the pay system aimed at
addressing wage disparities and enhancing transparency
and fairness (GOV.SI, 2025; ZSTSPJS, 2024). Although
the reform sought to improve systemic equity, it has also
reopened important questions regarding motivation, re-
ward effectiveness, and employee satisfaction. Research
suggests that in highly regulated environments, where
material rewards and promotions are limited and standard-
ised, employees may reassess the relative importance of
different factors influencing their satisfaction with career
development (Mihali¢, 2010; Armstrong & Taylor, 2020).

Despite the extensive international literature on em-
ployee satisfaction and career development, empirical
studies that specifically examine satisfaction with ca-
reer development in public-sector organisations remain
relatively limited. Existing research has predominantly
focused on general job satisfaction or on private-sector

contexts, while the distinctive institutional features of the
public sector have often been addressed only marginally
(Urosevi¢ & Miljji¢, 2012). Moreover, career development
has received less empirical attention than other dimensions
of job satisfaction, despite its importance for long-term
motivation and retention.

This gap is particularly evident in the context of the
Slovenian public sector, where empirical evidence on the
determinants of satisfaction with career development is
scarce. Given the institutional constraints characterising
public organisations, it is not self-evident that relation-
ships identified in private-sector studies can be directly
transferred to public-sector environments. Consequently,
there is a need for context-sensitive empirical research that
examines how employees in public institutions perceive
career development and which factors most strongly influ-
ence their satisfaction.

The purpose of this paper is to analyse employee sat-
isfaction with career development in a selected public in-
stitution and to examine the influence of selected factors,
namely length of service, gender, material and non-mate-
rial forms of rewards, and supervisory support. The study
is based on a quantitative empirical approach and seeks to
contribute to the existing literature by providing insights
into career development dynamics within an institutionally
constrained public-sector setting.

The scientific contribution of the paper is reflected in
three key aspects. First, the study empirically examines the
relationship between satisfaction with career development
and selected demographic and organisational factors in a
public institution where formal advancement opportunities
are systemically constrained. Second, the findings reveal
deviations from some prevailing theoretical assumptions,
particularly regarding the relative importance of non-mate-
rial rewards. Third, the paper offers practical implications
for human resource management in public institutions,
highlighting the role of supervisory support and leadership
practices in fostering employee satisfaction with career de-
velopment.

Recent scholarship in organizational and HRM re-
search highlights employee motivation, work-related
well-being, and leadership processes as central for under-
standing employee outcomes. Existing evidence indicates
that career-related perceptions are context-dependent and
influenced by managerial practices (Jarkovskd & Jark-
ovska, 2024; Murko et al., 2024; Arslan et al., 2024). In
line with these insights, the present study investigates how
rewards and supervisory support jointly shape career de-
velopment satisfaction in the public sector.

In addition to tenure-related differences, gender has
been identified as a potentially relevant factor in shaping
career development perceptions, even in formally regu-
lated public-sector environments. Although employment
and promotion systems in the public sector are formally
regulated and designed to ensure equality and transparen-
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cy, previous research suggests that gender differences in
career development perceptions may persist even in highly
institutionalised environments. Formal equality in rules
and procedures does not necessarily eliminate gendered
career experiences, as informal organisational practices,
access to developmental opportunities, and supervisory in-
teractions may differ between male and female employees
(Urosevi¢ & Miliji¢, 2012; Robbins & Judge, 2023).

Several studies indicate that women in public-sector
organisations may experience career development dif-
ferently due to factors such as greater concentration in
horizontal career paths, more limited access to informal
networks, and a disproportionate involvement in work—
family reconciliation arrangements. These structural and
relational factors can shape employees’ perceptions of ad-
vancement opportunities and long-term career prospects,
even when formal promotion systems appear gender-neu-
tral (Acker, 1990; Blau, Ferber, & Winkler, 2014; Broad-
bridge & Fielden, 2018).

In this context, satisfaction with career development
represents a particularly relevant outcome variable, as it
captures employees’ subjective assessments of future ca-
reer opportunities rather than solely formal advancement
outcomes. Given the potential influence of gendered or-
ganisational dynamics on such perceptions, it is theoreti-
cally justified to examine whether satisfaction with career
development differs between male and female employees,
even within formally standardised public-sector systems.

Based on the literature review, the following hypothe-
ses were formulated:

HI: Employees with longer length of service are more
satisfied with career advancement opportunities.

H?2: There is a statistically significant difference in sat-
isfaction with career development with respect to gender.

H3: Non-material forms of rewards have a stronger
impact on satisfaction with career development than ma-
terial forms.

H4: Employees who receive supervisory support are
more satisfied with career development.

Theoretical Background

Employee satisfaction and career
development

Employee satisfaction is widely recognised in organi-
sational research as a multidimensional construct encom-
passing employees’ cognitive, affective, and evaluative re-
sponses to their work and work environment (Locke, 1976;
Spector, 1997). Rather than representing a single attitude,
employee satisfaction reflects a complex interplay between
individual expectations, job characteristics, organisational
practices, and broader institutional conditions. Numerous
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studies have demonstrated that higher levels of employee
satisfaction are associated with increased work engage-
ment, organisational commitment, job performance, and
psychological well-being, while simultaneously reducing
absenteeism, turnover intentions, and counterproductive
work behaviours (Armstrong & Taylor, 2020; Bhatti &
Qureshi, 2007; Dragman, 2014).

Within this broad construct, satisfaction with career de-
velopment constitutes a particularly important dimension,
as it relates to employees’ perceptions of long-term pros-
pects, opportunities for growth, and the meaningfulness of
their work trajectories. Career development satisfaction
extends beyond immediate job satisfaction by incorpo-
rating expectations regarding future advancement, skill
development, and employability. Greenhaus, Callanan,
and Godshalk (2010) conceptualise career development
as a lifelong process through which individuals navigate
a sequence of work roles and experiences, continuously
reassessing their goals, competencies, and values. Accord-
ingly, satisfaction with career development depends not
only on objective career outcomes, such as promotions or
salary progression, but also on subjective perceptions of
fairness, support, and developmental opportunities within
the organisation.

Contemporary career theories increasingly challenge
traditional linear models of career advancement, which as-
sume hierarchical progression within a single organisation.
Instead, modern approaches emphasise boundaryless, pro-
tean, and individually managed careers, characterised by
flexibility, adaptability, and personal agency (Blazi¢, 2017;
Arulmani, 2014). In this context, employees are expect-
ed to take an active role in managing their careers, while
organisations function as facilitators by providing learn-
ing opportunities, feedback, and supportive leadership.
Satisfaction with career development thus emerges from
the alignment between individual aspirations and organi-
sational structures that enable or constrain development.

Career development in the public
sector

Career development in the public sector takes place
within a distinct institutional and regulatory environment
that differentiates it from private-sector contexts. Employ-
ment relationships, promotion systems, and reward struc-
tures in public institutions are typically governed by legal
frameworks and formalised procedures designed to ensure
transparency, equity, and accountability. While such sys-
tems contribute to procedural fairness, they often limit
organisational flexibility and the possibility of tailoring
career paths to individual needs and performance (Repnik,
2024).
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In the Slovenian public sector, career advancement is
closely linked to formal criteria such as length of service,
educational attainment, and predefined promotion inter-
vals. These characteristics can reduce employees’ percep-
tions of control over their career progression and weaken
the perceived link between individual performance and
advancement outcomes. Previous research suggests that
when career progression is perceived as slow or predeter-
mined, employees may experience feelings of stagnation,
reduced motivation, and lower satisfaction with career de-
velopment, particularly in mid-career stages.

The recent reform of the pay system in the Slovenian
public sector aimed to address wage disparities and en-
hance transparency and fairness (GOV.SI, 2025; ZSTSP-
JS, 2024). However, this reform also highlighted the lim-
itations of motivational mechanisms primarily based on
material incentives. In highly regulated systems, financial
rewards are often standardised and infrequent, which may
reduce their motivational impact while simultaneously in-
creasing employees’ sensitivity to material changes when
they do occur. As a result, the institutional framework
plays a critical role in shaping how employees perceive
and evaluate career development opportunities.

Given these constraints, informal and relational aspects
of career development gain increased importance in the
public sector. Factors such as supervisory support, access
to feedback, participation in decision-making, and oppor-
tunities for skill development can partially compensate for
limited formal advancement possibilities. Research con-
sistently identifies supervisory support as a key predictor
of employee satisfaction in public-sector settings, as it en-
hances perceptions of recognition, fairness, and personal
value within the organisation (UroSevi¢ & Miliji¢, 2012).

Rewards and supervisory support

Rewards constitute a central mechanism through which
organisations influence employee attitudes and behaviour.
The literature commonly distinguishes between material
rewards, such as salary, bonuses, and financial allowances,
and non-material rewards, including recognition, praise,
autonomy, flexible work arrangements, and development
opportunities (Brnad, Stilin, & Tomljenovié¢, 2016; Mihal-
i¢, 2010). Material rewards are primarily associated with
extrinsic motivation and the fulfilment of basic economic
needs, whereas non-material rewards are closely linked to
intrinsic motivation, job meaning, and long-term engage-
ment.

A substantial body of research suggests that non-ma-
terial rewards play a particularly important role in sus-
taining employee motivation and satisfaction over time,
as they address higher-order psychological needs such
as competence, autonomy, and relatedness (Baxi & Atre,
2024; Kaminsa, 2022). However, the relative importance

of material and non-material rewards is context-dependent
and may vary across sectors and institutional settings. In
the public sector, where pay systems are highly regulated
and performance-based incentives are limited, material re-
wards may acquire heightened symbolic value, signalling
recognition and career progression in ways that non-mate-
rial rewards cannot fully replace.

Supervisory support represents a critical non-material
factor influencing career development satisfaction. It en-
compasses a range of behaviours, including mentoring,
coaching, providing constructive feedback, facilitating
access to training, and encouraging employees to take
on new responsibilities. Empirical studies consistently
demonstrate that perceived supervisory support positively
affects employee satisfaction, commitment, and percep-
tions of career progress, while reducing feelings of career
stagnation (Balinda, 2023).

Taken together, the reviewed literature suggests that
satisfaction with career development emerges from the in-
teraction between individual characteristics, organisational
practices, and institutional constraints. In public-sector en-
vironments, where formal career mechanisms are limited,
supervisory support and reward structures play a particu-
larly important role in shaping employees’ career-related
attitudes. On this basis, the present study formulates hy-
potheses to examine the relationships between satisfaction
with career development and length of service, gender,
forms of rewards, and supervisory support.

Methodology

The study was designed as a quantitative empirical
investigation aimed at analysing employee satisfaction
with career development in a selected public institution
and examining the influence of selected demographic and
organisational factors. A quantitative research approach
was chosen to enable systematic data collection and statis-
tical testing of the proposed hypotheses. The research was
conducted in a medium-sized public institution operating
within the Slovenian public sector. To ensure organisation-
al anonymity, additional information about the institution
is not disclosed. The study population consisted of em-
ployees performing diverse professional and administra-
tive roles within the institution. The final sample included
113 employees, reflecting a heterogeneous structure in
terms of gender, education level, and length of service.
Such diversity enables a more comprehensive examina-
tion of differences in satisfaction with career development
across employee groups.

Regarding demographic characteristics, the sample
included both female and male employees, with variation
in educational attainment ranging from secondary to high-
er education levels. Employees differed considerably in
length of service, allowing for an examination of career
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development satisfaction across different career stages.
This variability is particularly relevant in the public-sector
context, where career progression is often closely linked
to tenure and formal qualifications. Detailed demographic
characteristics of the participants are presented in Table 1.

Data were collected using a structured questionnaire
distributed electronically via internal organisational email.
Participation in the study was voluntary and anonymous,
which reduced the likelihood of social desirability bias and
encouraged honest responses. Data collection took place
between 1 June and 23 July 2025.

The questionnaire comprised 17 items related to em-
ployee satisfaction with career development, perceptions
of advancement opportunities, forms of rewards, and su-
pervisory support. Most items were measured using a five-
point Likert-type scale, ranging from strong disagreement
to strong agreement. The instrument was developed based
on areview of relevant literature on employee satisfaction,
career development, rewards, and supervisory support, en-
suring content validity.

Prior to hypothesis testing, descriptive statistics were
used to examine the basic characteristics of the data. The
normality of data distribution was assessed, revealing
deviations from normal distribution for most variables.
Consequently, non-parametric statistical methods were
applied. Differences between multiple independent groups
were tested using the Kruskal-Wallis test, while differenc-
es between two independent groups were analysed using

the Mann—Whitney U test. Relationships between varia-
bles were examined using Spearman’s rank correlation
coefficient. All statistical analyses were conducted using
SPSS.

The selected methodological approach and statistical
techniques were appropriate to the research objectives and
the nature of the data and enabled a robust examination
of the proposed hypotheses within the constraints of the
study design.

Results

This section presents the results of the empirical analy-
sis of employee satisfaction with career development in the
selected public institution. First, descriptive results related
to career development perceptions, supervisory support,
rewards, and general working conditions are presented.
This is followed by hypothesis testing using appropriate
non-parametric statistical methods.

Descriptive results

This section presents descriptive statistics for the main
variables related to career development, supervisory sup-
port, rewards, and working conditions.

Table 1: Sample characteristics

Variable Category n %
Gender Male 10 8.8
Female 103 91.2

Educational level Secondary education 3 2.7
Higher vocational education 6 5.3
First-cycle higher education 61 54.0
Second-cycle degree (Master’s) 42 37.2

Phd 1 0.9
Length of service < 5years 15 13.3
6—-10 years 21 18.6
11-20 years 38 33.6
21-30 years 22 19.5
> 30 years 17 15.0
Izzter::temployment Permanent 97 85.8
Fixed-term 16 14.2
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Table 2: Descriptive statistics of key career development—related variables

Variable Mean Standard deviation
Overall satisfaction with career development 3.10 1.11
Satisfaction with career advancement opportunities 3.00 1.10
Perceived clarity of advancement opportunities 3.20 1.16
Supervisory support for career development 3.99 0.75
Employee involvement in career development planning 3.40 0.90
Frequency of feedback on work and development 3.30 0.90
Usefulness of career development discussions 3.30 0.90
Non-material recognition 2.60 1.00
Overall working conditions 3.90 0.86
Access to education and training 3.80 1.03
Opportunities for professional development 3.70 1.01
Opportunities for personal development 3.60 1.04
Consideration of employees’ suggestions 3.40 0.98

The analysis of mean values for selected statements
related to career development indicates a moderate level
of satisfaction among employees. The highest mean value
(M = 3.20) was recorded for the statement that employees
have clearly defined opportunities for advancement with-
in their current position. Overall satisfaction with career
development was rated with a mean value of 3.10, while
satisfaction with concrete career advancement opportuni-
ties received a slightly lower mean score (M = 3.00). These
results suggest that employees perceive a certain degree of
clarity regarding career paths, yet their overall satisfaction
remains only moderate, indicating room for improvement,
particularly in relation to actual advancement opportuni-
ties.

A substantial majority of respondents (65.5%) reported
receiving encouragement and support from their supervi-
sors in relation to career development, whereas 34.5% in-
dicated that they do not perceive such support. Although
the majority experience supervisory encouragement, the
relatively high proportion of employees who do not per-
ceive adequate support highlights potential shortcomings
in mentoring-oriented leadership practices. Among those
who reported receiving support, most assessed the level
of support as good (44.6%), followed by average (28.4%)
and very good (27.0%). The mean score for supervisory
support was 3.99 (SD = 0.75), indicating generally posi-
tive but not uniformly high perceptions.

Employees who perceived supervisory support were
also asked about their involvement in career development
planning. Most respondents indicated partial involvement
(39.2%), followed by involvement to a greater extent
(29.7%). A smaller proportion reported involvement to a
lesser extent (16.2%) or to a very great extent (14.9%).

Notably, none of the respondents indicated complete ex-
clusion from the planning process. The mean value of 3.40
suggests a mildly positive assessment, while simultane-
ously indicating that employees’ participation in career
planning could be further strengthened.

With regard to feedback, most respondents (45.9%) re-
ported receiving feedback on their work and development
opportunities only occasionally. Regular feedback was re-
ported by 28.4% of respondents, whereas 14.9% indicated
receiving feedback rarely and 9.5% very frequently. One
respondent reported never receiving feedback. The mean
value of 3.30 indicates that feedback practices are present
but not sufficiently systematic, pointing to a need for more
regular and structured communication between supervi-
sors and employees.

Nearly seventy percent of respondents (69.9%) report-
ed that their supervisor conducts an annual discussion on
career goals and development opportunities, while 30.1%
indicated that such discussions have not taken place. Al-
though the majority participate in development-related
discussions, the fact that nearly one-third of employees are
excluded suggests uneven implementation of career man-
agement practices across the institution.

Among employees who participated in career devel-
opment discussions, most assessed these conversations as
moderately useful (43.1%), followed by useful (31.6%).
Fewer respondents perceived them as very useful (8.9%)
or of little use (13.9%), while a small proportion (2.5%)
considered them completely useless. The mean usefulness
rating was 3.30 (SD = 0.90), indicating moderate per-
ceived value and highlighting opportunities to enhance the
quality and effectiveness of these discussions.
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Regarding rewards, respondents ranked salary and
monetary rewards as the most important form of reward
(64.0%), followed by bonuses and allowances (35.0%).
Flexible working hours and opportunities for education
were both selected by 24.0% of respondents. Praise from
supervisors and formal recognition were ranked as least
important. These findings suggest that material rewards
play a dominant role in employees’ perceptions of career
development within the institution.

The frequency of receiving non-material recognition
was generally low. Most respondents reported receiving
recognition occasionally (43.4%) or rarely (27.4%), while
15.9% indicated that they never receive recognition for
good performance. Only a small proportion reported fre-
quent (11.5%) or very frequent (1.8%) recognition. The
mean value of 2.60 (SD = 1.00) suggests that non-material
recognition practices are not consistently embedded in the
organisation.

When assessing general working conditions, the high-
est mean score was assigned to overall working conditions
(M = 3.90), followed by access to education and training
(M = 3.80). Opportunities for professional development
(M = 3.70) and personal development (M = 3.60) were
also rated relatively positively. The lowest mean score was
recorded for the statement that employees’ suggestions for
improvement are taken into account (M = 3.40), indicating
potential deficiencies in participatory practices.

Finally, employees’ openness to job mobility was ex-
amined. While 38.9% of respondents stated that they would
remain in their current position, a substantial proportion
(42.5%) indicated that they would consider changing jobs
if better conditions were offered. Only 18.6% reported a
clear intention to leave. This finding suggests a latent risk
of turnover and highlights the importance of career devel-
opment and support mechanisms for employee retention.

Hypothesis testing

Hypothesis H1 proposed that employees with longer
length of service are more satisfied with career advance-
ment opportunities. Due to the non-normal distribution of
satisfaction scores (p < 0.05), the Kruskal-Wallis test was
applied. The results showed no statistically significant dif-
ferences between groups with different lengths of service
(p = 0.171). Although minor differences in mean ranks
were observed, these were not sufficient to support the hy-
pothesis. Therefore, H1 was rejected.

Hypothesis H2 examined whether satisfaction with ca-
reer development differs by gender. As the data were not
normally distributed, the Mann—Whitney U test was used.
The results indicated no statistically significant differences
in satisfaction between male and female employees (p =
0.286). Median satisfaction scores were identical for both
groups, although greater variability was observed among
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female respondents. Consequently, H2 was rejected.

Hypothesis H3 proposed that non-material rewards
have a stronger impact on satisfaction with career develop-
ment than material rewards. Spearman’s rank correlation
analysis revealed a statistically significant positive correla-
tion between material rewards and satisfaction with career
development (p = 0.009), whereas non-material rewards
showed a weak negative correlation (p = 0.019). Addition-
al ordinal regression analysis confirmed that material re-
wards exert a stronger positive effect on satisfaction. These
findings contradict the hypothesis, leading to the rejection
of H3.

Hypothesis H4 examined the relationship between
supervisory support and satisfaction with career develop-
ment. The Mann—Whitney U test revealed a statistically
significant difference between employees who receive
supervisory support and those who do not (p < 0.001).
Employees who perceived supervisory support reported
substantially higher satisfaction levels. Thus, H4 was con-
firmed.

Overall, the results indicate that supervisory support
and material rewards play a more important role in shaping
satisfaction with career development than demographic
characteristics or tenure.

Discussion

The aim of this study was to examine employee sat-
isfaction with career development in a selected public in-
stitution and to analyse the influence of length of service,
gender, forms of rewards, and supervisory support. The
findings provide important insights into how career devel-
opment is perceived within the institutional constraints of
the public sector and offer both theoretical and practical
implications.

The results do not support the assumption that em-
ployees with longer length of service are more satisfied
with career advancement opportunities. Although previous
studies often suggest that tenure is associated with greater
organisational familiarity, stability, and perceived security,
the present findings indicate that longer tenure does not
necessarily translate into higher satisfaction with career
development. One possible explanation lies in the formal-
ised nature of career progression in the public sector, where
advancement is governed by predefined criteria and time-
based requirements. In such systems, longer tenure may
increase job security but does not necessarily create new
development opportunities. Employees who have already
reached higher career grades may therefore experience a
sense of stagnation, as further progression is perceived as
limited or predetermined. This finding aligns with research
highlighting career plateaus in institutionalised environ-
ments and suggests that length of service alone is an insuf-
ficient predictor of career development satisfaction.
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Similarly, the analysis revealed no statistically signif-
icant differences in satisfaction with career development
with respect to gender. This result is consistent with studies
emphasising that formal employment and promotion sys-
tems in the public sector tend to reduce overt gender-based
disparities by applying standardised rules and procedures.
An additional explanation may be that satisfaction with ca-
reer development is shaped more strongly by organisation-
al practices, leadership quality, and perceived support than
by demographic characteristics. While gender inequalities
may still exist in more subtle forms, such as access to in-
formal networks or leadership roles, these factors may
not be sufficiently captured through overall satisfaction
measures. The findings therefore suggest that institutional
frameworks can mitigate certain demographic differences,
although further research is needed to explore more nu-
anced gendered career experiences. In addition, this result
suggests that H2 should be interpreted with theoretical
caution in highly formalised public-sector settings, where
standardised employment and promotion rules may attenu-
ate observable gender differences in aggregate satisfaction
measures.

One of the most notable findings of the study concerns
the relationship between forms of rewards and satisfaction
with career development. Contrary to Hypothesis H3 and
to dominant theoretical perspectives emphasising the long-
term importance of non-material motivators, the results
indicate that material forms of rewards have a stronger
positive impact on satisfaction with career development
than non-material forms. This deviation from prevailing
assumptions highlights the importance of contextual fac-
tors in shaping motivational dynamics. In highly regulated
public-sector environments, where financial rewards and
promotions are limited and infrequent, material rewards
may acquire heightened symbolic and psychological val-
ue. They may be perceived as rare and tangible indicators
of recognition, progression, and institutional appreciation,
thereby exerting a stronger influence on career-related sat-
isfaction.

At the same time, the weak or negative relationship
between non-material rewards and satisfaction with career
development should not be interpreted as evidence of their
irrelevance. Rather, it may reflect employees’ perceptions
that non-material rewards, such as verbal recognition or
occasional praise, cannot adequately compensate for the
lack of concrete advancement opportunities. In institu-
tional contexts characterised by rigid career structures,
employees may place greater emphasis on outcomes that
directly affect their economic security and formal status.
This finding underscores the need to reconsider universal
claims regarding motivational hierarchies and highlights
the context-dependent nature of reward effectiveness. This
context-based interpretation is consistent with prior pub-
lic-sector research showing that motivational dynamics
and job satisfaction are strongly shaped by institutional

and work-environment characteristics (Wright & Davis,
2003; Buelens & Van den Broeck, 2007; Homberg et al.,
2015).

The strongest empirical support was found for the pos-
itive impact of supervisory support on satisfaction with
career development. Employees who perceived superviso-
ry support reported significantly higher levels of satisfac-
tion, confirming Hypothesis H4. This finding suggests that
supervisory support plays a crucial compensatory role in
public-sector career development. In environments where
formal career mechanisms are constrained, supervisors act
as key intermediaries between institutional structures and
individual career aspirations. Through mentoring, regu-
lar feedback, involvement in development discussions,
and encouragement to acquire new skills, supervisors can
meaningfully influence how employees perceive their ca-
reer trajectories, even in the absence of frequent promo-
tions or substantial material incentives.

To better connect the empirical results with the theo-
retical framework, three points are particularly important.
First, the positive effect of supervisory support is consist-
ent with leadership and career development theory, which
emphasizes mentoring, feedback quality, and developmen-
tal communication as key drivers of employee growth and
satisfaction. Second, the reward-related findings are only
partially aligned with dominant motivational assumptions:
while theory often prioritizes non-material motivators in
the long term, our results show a stronger role of material
rewards in this public-sector setting. Third, the weak or
negative association of non-material rewards should be in-
terpreted as a context-specific mismatch between symbolic
recognition and limited concrete advancement opportuni-
ties, rather than as evidence of irrelevance. Overall, the
findings support a context-sensitive interpretation in which
leadership effects appear robust, whereas reward effects
vary with institutional constraints.

This finding has important implications for under-
standing career development in institutionalised environ-
ments. It indicates that informal and relational aspects of
career management may be more influential than formal
structures in shaping employee satisfaction. Supervisory
support not only contributes to immediate job satisfaction
but also affects employees’ long-term perceptions of career
viability and organisational commitment. Consequently,
leadership practices and managerial competencies emerge
as critical levers for enhancing satisfaction with career de-
velopment in the public sector.

Taken together, the findings indicate that satisfaction
with career development in public institutions is not pri-
marily determined by demographic characteristics or for-
mal career rules, but rather by employees’ perceptions of
support, recognition, and tangible outcomes. The results
contribute to the literature by demonstrating that widely
accepted theoretical assumptions regarding motivation and
rewards may not fully apply in institutionally constrained
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settings. By highlighting the central role of supervisory
support and the context-dependent importance of material
rewards, the study provides a more nuanced understanding
of career development in the public sector.

From a practical perspective, the findings suggest that
public institutions can enhance employee satisfaction with
career development without fundamental systemic re-
forms. Investments in leadership development, training su-
pervisors to conduct meaningful development discussions,
and ensuring transparent communication about career op-
portunities may significantly improve employees’ percep-
tions of career progress. While material rewards remain
constrained by institutional frameworks, their symbolic
importance should not be underestimated, particularly in
periods of systemic change.

The findings extend recent research on motivation,
leadership, and employee well-being by showing that,
in regulated public-sector environments, material and
non-material rewards do not operate with equal strength,
while supervisory support remains a central driver of per-
ceived career progress (Jarkovska & Jarkovska, 2024;
Arslan et al., 2024; Murko et al., 2024). This contribution
reinforces the importance of context-sensitive HRM and
organizational behavior analysis.

This study has several limitations that should be ac-
knowledged. First, the analysis is based on a single public
institution and a relatively small sample (n = 113), which
limits external validity and the broader generalizability of
the findings. Institutional specificities, including internal
HR procedures, promotion practices, and organizational
culture, may have influenced the observed relationships.
Second, the sample is gender-imbalanced, with a substan-
tially higher share of female respondents. This may have
affected the non-significant gender-related result, as poten-
tial gender differences can be more difficult to detect in
an unbalanced sample structure. Therefore, the non-signif-
icant gender effect should be interpreted with caution rath-
er than as conclusive evidence of no gender-related dif-
ferences in career development satisfaction. Future studies
should include larger and more diverse multi-institutional
samples, with improved gender balance, and should also
apply comparative, longitudinal, and complementary qual-
itative approaches to test the robustness and broader appli-
cability of the reported findings, including gendered career
dynamics (e.g., informal networks, leadership pipelines,
and work—family reconciliation) that may not be fully vis-
ible in cross-sectional survey data.

Conclusion

This study examined employee satisfaction with career
development in a selected public institution and empirical-
ly tested the influence of length of service, gender, forms
of rewards, and supervisory support. The findings confirm
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that satisfaction with career development in the public sec-
tor is not primarily shaped by formal career mechanisms
or demographic characteristics, but rather by employees’
perceptions of support, recognition, and meaningful de-
velopmental opportunities within their immediate work
environment.

The key theoretical contribution of the study lies in
highlighting the context-dependent nature of career de-
velopment and motivation. While dominant theories often
emphasise the long-term importance of non-material re-
wards and individual career agency, the present findings
demonstrate that such assumptions do not fully apply in
institutionally constrained public-sector settings. In this
context, material rewards retain a strong symbolic and
motivational role, as they represent tangible indicators of
recognition and career progression within highly regulated
systems. This finding extends existing literature by show-
ing that motivational hierarchies are shaped not only by in-
dividual preferences but also by institutional frameworks.

An additional and particularly important contribution
of the study is the confirmation of the central role of su-
pervisory support in shaping satisfaction with career de-
velopment. Supervisory support emerges as a compen-
satory mechanism that can partially offset the limitations
of formal career structures in the public sector. Through
mentoring, regular feedback, involvement in development
discussions, and encouragement of skill development,
supervisors can significantly influence how employees
perceive their career trajectories, even in the absence of
frequent promotions or substantial material incentives.
This underscores the importance of leadership quality and
development-oriented management practices in public in-
stitutions.

The findings also have clear practical implications.
They suggest that public institutions can enhance employ-
ee satisfaction with career development without extensive
systemic reforms. Investments in leadership development,
particularly in strengthening supervisors’ competencies re-
lated to communication, mentoring, and career guidance,
represent a cost-effective and feasible strategy for improv-
ing employee satisfaction. At the same time, policymakers
and managers should be aware of the continued impor-
tance of material rewards, even in regulated systems, and
consider how existing reward structures can be used more
strategically to signal recognition and progression.

Several limitations of the study should be acknowl-
edged. The research was conducted in a single public in-
stitution and relied on a cross-sectional design based on
self-reported data, which limits the generalisability of the
findings and prevents causal inference. In addition, broad-
er psychological, organisational, and contextual factors
influencing career development satisfaction were not di-
rectly examined. Future research should therefore include
multiple public-sector organisations, adopt longitudinal
research designs, and combine quantitative and qualitative
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methods to provide a more comprehensive understanding
of career development dynamics in institutionalised envi-
ronments.

In conclusion, the study demonstrates that effective
management of career development in the public sector is
possible even within existing systemic constraints. How-
ever, it requires a shift away from an exclusive focus on
formal career mechanisms toward a more relational, sup-
portive, and development-oriented approach to leadership.
By emphasising the role of supervisory support and rec-
ognising the contextual importance of rewards, the study
contributes to both theory and practice and offers valuable
insights for improving career development management in
public institutions.
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