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Abstract

Line managers increasingly play a key role in oiz@tional career development systems, yet
few studies have examined the nature of this rolésoimplications for employee career
attitudes and behaviors. In two studies we usettlattent theory to explore this issue. In
Study 1, in-depth interviews (N=20) showed that Exyges viewed career management as a
relational process in which line managers are expeto act as ‘caregiver to support
individualized career development. Study 2 wasrgelascale international survey (N=891).
Participants scoring higher on attachment avoidancéheir line manager relationships
reported more negative perceptions of career grawgbortunities, lower participation in
organizational career development activities, amghdr turnover intentions. Trust in the
organization partially mediated the relationshipedretical and practical implications for

HRM are discussed.
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The role of line managers in employee career managent: An attachment theory

perspective

HR/people management responsibilities, includingeea planning and management, are
increasingly devolved to line managers (e.g. Makwatd Watson 2006; Perry and Kulik,
2008). While this is a global trend, relativelytlé is known about its impact on the
effectiveness of people management in general ¢baasd Brewster 2003; Perry and Kulik
2008), and employee career management in particiacilitating employee career
management brings the quality of the employee#ia@ager interpersonal relationship to the
fore. Using attachment theory (Bowlby, 1969, 1971380), we therefore explore employees’
experiences of the line-management relationshipa icareer management context; and
investigate how employee perceptions of the relatigp influence career attitudes and
behaviors across a large, international sample.

Effective career planning, management and develapmeorganizations are not only
central to creating a skilled and flexible workferdut also key in securing high levels of
employee trust, commitment and engagement (e.giddeManning and Kidd 1997; Sturges
et al. 2002; Sturges et al. 2005). When supportéoeer development is absent trust in the
employment relationship is lost, and individualse amore likely to seek alternative
employment and exit from the organization (Aryeel &hen 2004; Robinson 1996). The
effective management of careers is thus vital fiar ¢ontinuing survival and prosperity of
organizations. At the same time, the roles of Hife management and employees in the
career management process are evolving, includrgldtion of some HR responsibilities to
line managers, and greater emphasis on individasder self-management (Baruch 2004;
2006; Sturges, Conway and Liefooghe 2010). Allypk part in meeting both the
organization’s need to develop and retain a skidad flexible workforce, and employees’

career goals. However, the line manager's role nipleyee career management is of



particular concern given previous studies sugggdiime managers often lack the HR skills
and knowledge necessary for fulfilment of devolwedponsibilities (e.g. Perry and Kulik
2008; Whitaker and Marchington 2003).

Moreover, despite an established literature re@ggithepotential of line managers
to facilitate effective employee career managenfer. Bowen and Hall 1977; Crawshaw
2006), the importance of theterpersonalrelationship between line manager and employee
in shaping career-related attitudes and behavarsains relatively unexploredo address
this gap, we apply attachment theory (Bowlby 1969/3a, 1980) which is gaining
popularity with leadership scholars because it asveunderlying relational dynamics
untapped by existing theories (Bresnahan and Mig007; Kahn 1998). Attachment theory
describes how individuals develop relational attaeht orientations through repeated
‘caregiving’ interactions with significant otheraifisworth, Blehar, Waters and Wall 1978).
Attachment orientations, in turn, influence a widange of attitudes and behaviors
(Mikulincer and Shaver 2007). We propose, in linghwahn (1996), that effective, more
self-reliant individual career management paradadkicdepends on the extent to which
employees experience consistently responsive,ingu&ecure base’ caregiving in the line
management relationship.

In this paper, we first outline an attachment tke&oal framework to explain the
nature and effects of employees’ perceptions oflitteemanagement relationship on career
attitudes and behaviors. Second, we report thenfysdof two studies investigating the main
propositions. Study 1, a qualitative case studpla®s employees’ perceptions of the role of
line managers in the career management processwitlarge UK financial institution, and
examines whether employees describe this role imsteof attachment-relational (i.e.
caregiving) constructs. Study 2 extends the fitetdy to investigate, quantitatively, the

associations between employees’ attachment oriensain the line management relationship,



trust in the organization, and career developmestivines, perceived career growth
opportunities and turnover intentions in a largéginational sample of employees.

The present studies contribute a new theoretiaad ®r understanding how the
employee-line manager relationship influences egg®oattitudes and behaviors towards
individual career management and planning, progidire strategic and international HRM
literatures with insight into improving the effasthess of devolution of career management
responsibilities to line managers. We also respmndalls for more empirical studies of
attachment in the workplace (Richards and SchaflRQdarticularly in leader/supervisor-

employee dyads (Game 2011).

Theoretical Background

Increasingly, effective career management is seea taipartite partnership between
the HR function, line managers and employees withijanizations (Baruch 2004; 2006;
Sturges, Conway and Liefooghe 2010). As HR depantsnare challenged to become more
strategically aligned with organizational objectv@Guest 2007; Ulrich 1998), operational
aspects of HR/people management are increasinglyaa to line managers (e.g. Maxwell
and Watson 2006; Whittaker and Marchington 2003) wéin deal more efficiently with day-
to-day HR issues (such as individual career managdnmat source’ using local knowledge
(Larsen and Brewster 2003; Purcell and Hutchinda®6® Thus, while it is still commonly
the job of HR departments to carry out wider (mstategic) HR planning and to make
available to employees desirable (and useful) cadselopment opportunities (e.g.
mentoring programs, secondment opportunities, foramal informal training initiatives),
much of the individual employee career planning,natggement and decision-making is

increasingly played out between the employee as@hher line manager.



Such devolution of responsibility for career plamiand management has led to
academics and practitioners calling for greater leyge career self-management (for a
review see Arnold 2001). However, while there isvgng evidence that employers are
increasingly demanding that their employees takenate responsibility for their career
development, most employees still want and expegtifcant organizational and line
management support in this process (Clarke andcRsdn 2008). Consequently employees
and managers may face a difficult relational balapact to avoid the extremes of employee
over-dependence on the one hand, and too litertianagement support on the other. Little
is known about the underlying relational proceskas might underpin the optimal balance;
hence, how to maximize the effectiveness of thatimiship from a careers perspective
remains unclear. We propose that attachment th@owlby 1969, 1973a, 1980) offers a
useful framework for understanding the interpersodgnamics of support versus
independence in the career management contextchistiiant theory is a well-established
relational theory from the psychology and perseakitionships domain which explains how
sensitivity and responsiveness shown by key relalipp figures, including
leaders/supervisors, shape individuals’ willingnessd ability to ‘explore’ their social
environment independently (Mikulincer and Shaved0

It is increasingly acknowledged that leader/linanager-employee relationships are
attachment relationships because they share theesbase (i.e. psychological base-camp)
and safe-haven (i.e. emotional support) functidnetioer key attachment relationships (e.g.
parents, teachers) (Mikulincer and Shaver 2007pBoand Mayseless 2003). Although most
research has investigated the effects of leaderd/oa followers’ adult/global attachment
models/orientations (i.e. generic relationship dfe)i (see Mayseless 2010), employees also
developrelationship-specificattachments to their line managers (Game 2008mnpaced

with global models, specific attachment models @ften the stronger guides to individual



functioning within the relevant relationship cortté€ozzarelli, Hoekstra and Bylsma 2000).
Therefore, we expect line manager-specific attactirdgnamics to be salient in employees’
career-related interactions and behavior, overadiaye any effects of global attachment.

A useful starting point for understanding emplojiee- manager attachment
dynamics within the devolved HR/career contexthis fparadox of self-reliance’ (Bowlby
1973b; Kahn 1996; 2002). According to Kahn (1996)02), self-reliance within
organizational contexts (e.g. effective individeakeer management) is only possible if an
individual feels supported and protected by otherh whom they have trusting and
meaningful connections. Indeed, this accessing méraeived ‘stronger-wiser’ figure during
periods of uncertainty or challenge is functionalyaptive (Mayseless and Popper 2007),
and line managers are often well-placed to fulilich a ‘caregiving’, secure base role
(Davidovitz et al. 2007; Kahn 1993; Popper and Mi#gss 2003). Effective organizational
caregivers, ‘are neither too unresponsive (wheersteeek proximity or help) nor overactive
and impinging (when others need to explore andaipesn their own); instead they remain
emotionally present, ready to come to aid shouddnibed arise(Kahn 1998, p.43). Specific
behaviors linked with effective caregiving in a ganof relationship contexts include being
consistently: aware of issues and concerns, uradghsty, accepting/inclusive, accessible,
and working collaboratively to resolve problemsr(&worth et al. 1978; Collins and Ford
2010; Game and West 2010). In a careers contexdtheh employees actually perceive the
line management role as a caregiving relationghiymknown. Hence, Study 1 is exploratory
and gqualitative, assessingt the career management context, to what extengrdployees
describe and evaluate their line management retetiips in caregiving terms?

Over time individuals internalize the quality ofregiving interactions in a given
relationship as an attachment orientation (Coléind Ford 2010) which contains beliefs and

expectations about the relationship (Mikulincer &@fthver 2007). When leaders provide a



secure base through consistent and responsiveidaedoliowers feel securely attached
(Popper and Mayseless 2003). In contrast, consigtersensitive, unresponsive caregiving
engenders attachment avoidance, characterized diydfatrust in the other. Inconsistent
caregiving is associated with the development taicaitment anxiety, reflecting preoccupation
with self-worth in the relationship (Ainsworth dt 4978; Bartholomew and Horowitz 1991;
Brennan, Clark and Shaver 1998). Contemporary measant approaches (e.g. Brennan et
al. 1998) operationalize attachment as two dimerssaf ‘insecure’ attachment — avoidance
and anxiety. Secure attachment is not directlysuesl but can be inferred from low scores
on one or both dimensions (Mikulincer and ShavéY720

Attachment orientations are the mechanisms thronglth caregiving influences
individuals’ emotions, cognitions and behavior —cluding exploration of the social
environment (Mikulincer and Shaver 2007). Consisteith the ‘paradox of self-reliance’,
Popper and Mayesless (2003) proposed that foll@eeurity promotes autonomy, creativity
and other performance benefits. Conversely, witlaosgcure relational base in the turbulent,
new career environment feelings associated wittchthent insecurity (e.g. self-doubt and/or
lack of trust) may inhibit exploration of persomvelopment opportunities (Kahn 2002). In
sum, line manager-specific attachment orientaticeffect the history of an employee’s
caregiving experiences in the supervisory relaigngGame 2008), and they are expected to
guide employees’ career-related behaviors andud&®. This is the focus of Study 2. The

specific hypotheses are detailed below.

Hypotheses
Attachment and career development activities
As part of the career planning and developmentga®cemployees often seek, and engage in,

opportunities for personal development within thaiganizations (e.g. Baruch and Peiperl



2000). Line management that supports internal canggoration, and minimizes motivation
to explore career opportunities externally, is @dsde for organizations seeking to develop
and retain skilled employees (e.g. Aryee and Cl#R When leaders fail to act as a secure
base, followers come to doubt their own self-efficawith negative consequences for
performance and personal growth (Davidovitz e@D7). Similarly, insecure attachment,
reflecting the perceived absence of a reliablergebase in the line management relationship,
is expected to be associated with reduced confelenenotivation to explore and engage in
career development opportunities within the orgatnin (see Bowlby 1973b; Kahn 1996).
In support, young adults with secure attachment g&wents) engage in more career
exploration than insecurely attached individualg).(&Ketterson and Blustein 1997). Clients
who perceive their career counselors as providirgp@ure base engage in greater career
exploration (Littman-Ovadia 2008). Colarelli andsBop (1990) found perceived mentor
support was positively associated with career camemt, defined as ‘persistence in
pursuing career goals in spite of obstacles’ (£)1B8nd Maurer and Tarulli (1994) reported
positive associations between supervisor suppaiteanployees’ levels of participation in

organizational career development activities.

Hypothesis 1: Insecure attachment (avoidance and anxiety) & lthe manager
relationship is negatively related to employee ipgdtion in

organizational career development activities.

Attachment and perceived career growth opportunities
Career growth opportunities concern employees’ g@rons of, and satisfaction, with their
job as a means of attaining valued future carealsg®edian, Kemery and Pizzolatto 1991).

An effective caregiving relationship should providecess to valuable information and



support to assist employees in career planning dewklopment. In contrast, insecurely
attached individuals, with less effective caregivmelationships, may have less access to the
relational support that could facilitate career agement. Given this perceived lack of
support, insecurely attached individuals may beligwir current job offers reduced utility
for achieving future career goals. Consistent wiltrs, global attachment insecurity is
associated with more negative perceptions of lsddanotional and instrumental support
(Davidovitz et al. 2007). Employees with insecudeltglobal attachment orientations report
greater dissatisfaction with opportunities for ath@ment in their organization (Hazan and
Shaver 1990), and occupational therapy students seiture global attachment orientations
are more satisfied with their choice of career tlasecurely attached students (Roney,

Meredith and Strong 2004).

Hypothesis 2: Insecure attachment (avoidance and anxiety) inlitleemanagement
relationship is negatively related to perceived eear growth

opportunities.

Attachment and turnover intentions

Job embeddedness theory suggests that sociabrships at work are an important factor in
organizational retention (e.g. Lee, Mitchell, Saislg et al. 2004). When people feel attached
and emotionally connected to others in the worl@l@search suggests that they are likely to
remain longer in their jobs (Richards and Schatl204an Vianen, Feij, Krausz and Taris
2003). This is exemplified by studies of mentorifdentoring helps establish a bond
between employee and organization (Aryee and CI9)]l and is consistently inversely
related to intended and actual turnover (PayneHuftman 2005). Conversely, in the line

management relationship, when caregiving is peeckias inconsistent (by anxiously
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attached individuals) or consistently unsuppor(ive avoidant individuals), employees may
feel emotionally disconnected and be motivated thdwvaw from their organizations (Kahn
1998), or explore alternatives. There are diffefpaths’ to voluntary turnover (Lee, Mitchell,
Holtom et al. 1999) with many additional factordluencing actually quitting a job -
including satisfaction with one’s current work roperceptions of HR practices (e.g. rewards,
equal opportunities, training) and availability @ternative employment (e.g. Guchait and
Cho 2010; Hulin 1991; Mobley, Griffith, Hand and Mlmo, 1979). Moreover, consistent
with the ‘paradox of self-reliance’, felt securityay be a pre-requisite for actual turnover.
Nonetheless, Richards and Schat (2011) found thantrolling for organizational

commitment, global insecure attachment was assutwith increased intentions to quit.

Hypothesis 3: Insecure attachment (avoidance and anxiety) & lthe manager

relationship is positively related to turnover mtiens.

Mediating role of trust in the organization

In any devolved decision-making system, the lineager is the organizational interface, or
key agent representing the organization to theipleyees. According to Levinson (1965),

employees ‘personify’ their organizations, generali feelings about key organizational

representatives and projecting them on to the azgdan as a whole. Actions by agents are
attributed to the intention of the organization arat simply the motivations of the agent.

Supporting this, Miner-Rubino and Reed (2010) fothrat employee perceptions of incivility

by their supervisors/workgroups were associatedh wetduced organizational trust and, in
turn, increased turnover intentions. Similarly, qegtions of procedural justice (i.e. fair

organizational practices) mediate the relationdigfween perceived leadership relationship

quality and a range of individual job attitudesg(eAnsari, Hung and Aafigi 2007; Tepper

11



2000). Hence, we propose that employees’ integpatstrust in the line management
relationship, which is rooted in prior caregivingperiences and manifested as attachment
(in)security, may shape perceptions of organizalidrust, with implications for individual
career management attitudes and behaviors.

Insecure (global) attachment orientations are aatsuatwith lower interpersonal trust
(Mikulincer 1998). Because of a history of unresgige caregiving, attachment avoidance is
associated with strong distrust of others’ depeitithalMikulincer and Shaver 2007).
Anxiously attached individuals’ preoccupation w#élf-worth and relational closeness leads
to over-vigilance of others’ motives and constartteptance seeking (Mikulincer and Shaver
2005); however, these efforts are often felt tawbguccessful and consequently more anxious
people are quick to perceive trust violations ilatienships (Mikulincer 1998). Consistent
with a transference or personification effect, K§dhA93) observed, based on a qualitative
study of social workers, that: ‘Hierarchical supesi by definition, represent their
organizations to their subordinates. When supergive or withhold care, subordinates

experience it as systemic as well as personal hiKED93, p.561).

Hypothesis 4a: Insecure attachment (avoidance and anxiety) tolittee manager is

negatively related to trust in the organization.

Organizational trust is at the heart of the cam@nagement exchange between
employer and employee (e.g. Sturges et al. 200\herWWine managers support employees’
career development goals and needs, trust in th@ogar is maintained, and employees
reciprocate with high levels of desirable worktattes and behaviors (e.g. Robinson 1996;
Aryee and Chen, 2004). As the key agents of tgaroration, through their interactions with

employees, line managers must therefore seek td bmiployees’ trust in the organization,
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and facilitate (e.g. through responsive caregivimglividual career management strategies
that are focused on developing mutually benefigkills and competencies within the
organization (e.g. through internal career develepmopportunities). If line manager-
employee relations are poor (i.e. due to inadeqeoaregiving and insecure attachment
dynamics), organizational trust may be lost, legd@mployees to become dissatisfied with
their career growth opportunities and to limit argational development activities, focusing

instead on career management strategies that sedioen the organization.

Hypothesis 4b: Trust in the organization mediates the relatigpsivetween insecure
attachment (avoidance and anxiety) in the line mameent
relationship and employee participation in careervetbpment
activities, perceived career growth opportunitiesyd turnover

intentions.

Study 1

Method

Before testing the proposed model it was desirablestablish, by means of an exploratory
study, the relevance of a relational and caregiyegspective for understanding career self-
management in employee-line manager dyads. In Studwe therefore investigated
employees’ perceptions of line managers’ role ia ttareer management and planning
process, and what employees expected in termssofelationship. Of particular interest was
the extent to which employees framed their line managemelationships and career-based

interactions in caregiving terms.
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Context

Study 1 was conducted in FinanceCo, a UK finanaiglnization employing over 15,000
people. Provision of satisfying careers and comiirsucareer development opportunities
dominated FinanceCo’s HR and corporate literat8eeral sophisticated interventions had
been specifically introduced to support employess’eers and career development (e.g.
online training, internal vacancies and secondmeat®ers counselors, development centers,
mentoring, talent management programs and an antaraler development review for
everyone). Interventions were supported by a dégticeareer management team within the
HR function. This comprehensive approach to marmpgareers fits with best practice in the
literature, with access, support and opportunity &l (see Harrison 2002). As such
FinanceCo provided an appropriate career contewthich to explore the nature and effects

of caregiving and attachment in the line managemedationship.

Procedure

Given the exploratory nature of the study, andrtbed to get closer to an understanding of
how employees conceptualize their career managemgrdriences and, in particular their
line management relationship, a qualitative apgroagas adopted. Semi-structured
interviews were designed elicit contextually ridtaunts of individuals’ day-to-day ‘reality’
of organizational career management processesrantiges. Interview questions focused on:
participants’ careers and career management iror@nization; ownership of careers and
career development; career planning and managempertesses in FinanceCo; and
experiences and perceptions of participants’ iresgnal relationship with their line manager.
Interviews were conducted in an appropriate privggiace in the organization (two were

conducted via telephone) and lasted approximatedy fwur. With participants’ permission
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interviews were tape recorded and later transcrimfatim. Supporting notes were also

taken.

Participants

Interviews were conducted with twenty employeeswtraas representatives of a larger
population in the organization that was previoudintified by random stratified sampling.
Of these, 45% were female, 40% occupied managepsitions, 25% worked in retalil
stores (with 75% working in head office and supgartictions), and all were of white UK
ethnic origin. Despite the relatively small samptensistent with the saturation principle
(Miles and Huberman 1994), by the twentieth intevwfew new themes were being raised. It
was therefore judged that a representative rangenpfoyee perceptions and experiences had

been elicited.

Analysis

Interviews were explored using template analysisi@KL998), a thematic coding technique
in which codes were developed both a priori, basethe theoretical framework (attachment
and caregiving), and iteratively as analysis prdede For example, operationalizations of
caregiving proposed in the literature (e.g. Aindivat al. 1978; Kahn 1993; 1998; Game and
West 2010) were incorporated a priori into the ngdramework, and themes were dropped,
merged, or developed as coding progressed. There two stages of analysis. In stage 1,
transcripts were read several times before systeafigtabstracting and coding them into
meaning units. Transcripts were coded at the cdrleepl. Each coded unit represented a
mutually exclusive relational theme that was exgedsby a word, phrase, sentence or short
paragraph (Miles and Huberman 1994). These codes then reviewed and grouped into

conceptually similar categories. Coding was conellichdependently by both authors. Any
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differences between coders were discussed untectsus was reached. In Stage 2, the
coded text was examined with the aim of identifysttared meanings and interpretations
(Bryman 2012) across participants concerning thewperiences and perceptions of

organizational career management practices anichthenanager relationship.

Findings
Line Manager Caregiving and Career Management
Consistent with the literature regarding self-dieeiccareer management (for a review, see
Arnold 2001), a key interview theme was ownershyg @ersonal responsibility for career
decisions and planning. While the career conteimv this organization showed all the
hallmarks of organizational career management,ishate that possesses a sophisticated and
highly structured set of career planning/managenm@otesses and career development
opportunities (see context above), all participastserted that ‘it's up to me’ to influence the
way their careers are ‘ultimately’ developed. Ihestwords, while the career management
processes and career development opportunities werplace, it was ultimately the
responsibility of individuals to identify, accesand engage with, these processes and
opportunities. Consistent with a relational corntaafpzation, employees also recognized the
particular importance of their line manager's suppo this process. That is, career-
management was perceived as a partnership, in vitmcbmployee was expected to take the
lead. Thus, interviewees emphasized that ‘line mament will help you’ but ‘you have got
to be proactive yourself'.

The majority of interviewees expressed positivevgi@bout their career management
experiences in the context of the organizationtaed current line management relationships.
As such, their accounts provide insight into chimastics of effective employee-line

manager career management relationships, and ty& iwavhich employees make sense of
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them as more or less effective. When evaluatimgddweer management effectiveness of
their line manager, themes in participants’ acceydralleled several important behavioral
components of effective caregiving (e.g. Ainswaathal. 1978; Kahn 1998; Game and West
2010). In particular,acceptance, accessibility, awareness, understandiigthe line
manager, ancollaborative career planning and decision-making, emerged gsortant
elements of the career management relationshiple Thlsummarizes these themes, their

definitions, and examples of positive and (wherngliapble) negative experiences.

Insert Table 1 about here

Of these themeawareness, acceptanamdaccessibilityshown by the line manager,
and thecollaborativenature of career decision-making and planning betwline manager
and employee, emerged as the most important aspieitts career management relationship,
with each of these themes referred to directly éyvieen 8 and 12 interviewees. Thus, line
managers in more effective career managementae$dtips were described as being attuned
to their employees’ needs and concerns regardiregcadevelopment, e.g. knowing ‘where |
want to go and how quickly’; and as shown by thetquin Table 1, awareness was
proactively maintained through frequent informalenactions. Line managers were also
perceived as interpersonally warm, accepting im@rges in terms of their career goals and
aspirations.  Notably, among the more negative w@auso (provided by only three
interviewees), the line manager was perceivedkasdylito dismiss, or reject individuals and
their concerns should they turn to them for caretated advice. The negative example in
Table 1 illustrates how one interviewee comparegtaraplanning in his past (good) and
current (poor) line management relationships wefenence to the degree of acceptance

shown by each.
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In response to employees’ career-related needs@mekerns effective line managers
were described as ‘approachable’ and ‘accessibleat is, despite other demands on their
time, line managers were available to provide suppo advice if interviewees needed to
discuss career-related issues. As the positive earhin Table 1 illustrates, accessibility was
perceived as not simply physical availability blsogpsychological availability demonstrated
by willingness to ‘listen’ to employees’ concermegarding career goals and needs. If action
was required to facilitate career planning, caling managers also worked collaboratively
with employees, providing them with voice and iefice over decisions effecting their
career management and development. In contrasth@itie more negative accounts line
managerinaccessibility and lack of collaboration featured. For example, one employee
described how his line manager sometimes seemebusy to provide career support and
advice when he needed it. Another perceived hise hmanager as excluding him from
participating in his own career development reviewmaking decisions on behalf of the
employee without consultation (see Table 1).

A smaller proportion of interviewees (just thre@jjo described positive experiences
overall, referred directly to the importance of exmgticsupport from their line manager.
Here, line managers were described as able to stader career needs, concerns, and
aspirations from the perspective of their employdesditionally, the attachment literature
emphasizes the importanceaaisistencyn the provision of sensitive, responsive careuivi
(e.g. Ainsworth et al. 1978; Game and West 2010hrKd998). In this study, while
interviewees did not refer directly to line managensistency in interactions, this appeared
implicit in accounts of those experiencing moreeefifve relationships by frequent use of the
word ‘always’ in relation to the other dimensiorixaregiving.

Finally, although in Study 1 we did not set out neake connections between

perceived quality of caregiving and employee outesmsome interviewees nonetheless
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reflected on the consequences of their relatiosshpways that were consistent with the
proposed attachment theory model. Some spokeetihds of security and confidence that
their relationship gave them: ‘I've got a good dredationship now]... I've become almost
like confident, kind of which is kind of somethilye never experienced before’ (Frank,
Diversity Team, 4 years’ service). Others spokecafeer and development benefits, for
example, ‘you wouldn’t be afraid to go and say tatly I'm not sure about this’, which all
helps in any development you do’ (Janet, Relatiasager, 14 years’ service).

Overall, the interviews indicate that managing esypé careers can be construed as a
relational process in which the line manager iseeigd to act as a temporargregiverto
support self-exploration and career developmeniviaes by their employees. Study 1
provided preliminary evidence supporting the cdityraof the line manager-employee
relationship in career management, and demonstréhedl individuals evaluate this
relationship in caregiving terms based on perceil@els of line manager acceptance,
accessibility, awareness, understanding and colidilbn. There were also initial indications
that perceived quality of line manager caregivingyninfluence felt security and career-
related outcomes. While the importance of the lm@agement relationship is recognized in
the HRM literature (Crawshaw 2006), our findingsfgdher to elaborate the specific nature
of the relational processes underpinning effectelationships in a career context. These
findings supported the adoption of attachment thems a useful framework for further

evaluating the career management process in Study 2

Study 2
Building on Study 1, the aim of Study 2 was to testre explicitly the connections between
perceived caregiving quality and employees’ carekated attitudes and behaviors. Most

prior work-related attachment research has beedumed in the US, Canada and Israel. It
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was therefore important to conduct the quantitagituely within a wider international context
(building upon the UK context of Study 1) so ad#iter explore the generalizability of the
proposed relationships, and hence the utility tdciiment theory for explaining employee
career attitudes and career planning, across a&mnattonally diverse sample of working
people.

Currently there are no validated measures of pegdetaregiving in line management
relationships. Nonetheless, because relationshapHsp attachment models are grounded in
caregiving experiences with interaction partnersoll{@s and Ford 2010), perceived
caregiving quality is theoretically encapsulated measures of attachment. Hence, we
examined the associations between employees’ leager-specific attachment (avoidance

and anxiety), trust in their organization, and ean@lated outcomes.

Method

Participants

Participants were employed individuals enrolled atUK university’s Distance Learning
MBA program. Following 3,300 e-mail invitations fmarticipate in an on-line survey, 891
fully completed questionnaires were submitted yrgda response rate of 27%. Online
surveys typically have a lower response rate thaglitional postal questionnaires (Bryman,
2012). Nonetheless, the composition of the sarapézall was representative of enrolments
on the MBA program. Hence, the sample was intesnatly diverse, with respondents from
90 nations across North and South America, Afitaarope and Asia. Participants worked in
a wide range of organizations in the private, pubhd voluntary sectors. Average tenure in
current post was 7.4 years, with 23% occupyingotiirésenior manager level posts, 46.4% in
other management roles and 30.6% in non-managprgtions. Mean age of the sample was

37.5 years, and 63.2% of participants were male.
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Procedure

Access to participants was negotiated through tiseabce Learning MBA Program Director
and local contacts. We used a web-based reseasognd® administer an on-line survey.
Despite potential trade-offs in response rate,iog-$urveys offer key advantages in terms of
instantaneous, widespread geographical coveragespedd of response (Bryman 2012).
Participants received an invitation e-mail contagnia link to an on-line questionnaire
(Surveymonkey.com). A further e-mail reminder wasitstwo weeks later. All completed
surveys were submitted electronically within a omenth data collection period in 2010.
Since patrticipation in the MBA program required Higvel English language skills the
survey was administered in English. Participatiaaswnonymous and voluntary. No course

credit or other incentives were provided in retimnparticipation.

Measures
This study was conducted at the individual levehadlysis.

Employee-line managattachmentvas measured using teapervisor-specific
relational modelsneasurdGame 2008). Six items tapped attachnasamtidance- i.e.
reluctance to depend on the supervisor, and dismmvfth closeness in the relationship (e.qg.,
“I prefer not to show my supervisor how | feel deEpvn”). The attachmeminxietysub-
scale comprised five items relating to preoccupaivith closeness and self-worth in the
supervisory relationship (e.g., “I sometimes wonflém my supervisor’s favorite
employee”). Responses were indicated on a sevet-pcale (1=strongly disagree;
7=strongly agree). Cronbachisvere 0.72 (avoidance) and 0.78 (anxiety).

Trust in the organizatiowas measured on a seven-item organizational taae s

developed by Robinson (1996). A sample item i®€elieve my employer has high integrity”.

21



Responses were given on a five-point scale (1=glyonlisagree; 5=strongly agree).
Cronbach’sy was 0.90.

Career growth opportunitiewere measured on a four-item scale (Bedian, Kemery
and Pizzolatto 1991), tapping perceptions of thgeeted utility of the respondent’s current
job for attaining valued future career goals (EMy present job is relevant to the growth and
development of my career”). Responses were madefime-point scale (1=strongly disagree;
5=strongly agree). Cronbachisvas 0.89.

Career development activitieRespondents were presented with a list of 11 of the
most common career development opportunities (samidB and Peiperl 2000) (e.g.,
promotional opportunities, external training, setiment, special assignments, and education
leading to qualifications). Space was also provitedist additional career development
activities. Participants indicated which career elepment activities they had engaged in
during the past two years. For each participam,ttital number of experiences provided an
index of their organizational career developmentiveayg.

Turnover intentionsvere measured wittinree items based on Camman et al.’s (1983)
scale. A sample item is, “How frequently have yloought about leaving your current
employer?” Responses were indicated on a seven-gaafe (1= not at all; 7=extremely).
Cronbach’sy was 0.89.

Controls To evaluate the contribution of supervisor-spedfiachment models over
and above any global level effects (see RichardsSohat 2011), we controlled for global
attachment anxiety and avoidance. Demographic datating to age, gender and

organizational tenure were also collected (Arn@0D).
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Findings

Preliminary Analysis

Means, standard deviations and inter-correlatiete/éen all Study 2 variables are shown in
Table 2. Significant correlations were found betwede independent and dependent
variables in the proposed model. Gender was noifgigntly correlated with any dependent

variables and so was dropped from all subsequeysis.

Before testing the main hypotheses, confirmatocyoiaanalysis (CFA) was conducted, using
AMOS v.19 (IBM, 1999), to check the discriminantiddy of the five scale/ordinal variables
in Study 2. Model fit indices were examined to game goodness of fit of the hypothesized
5-factor model (i.e. five separate scales) agdmstalternative models. Non-significant chi-
square results, CFI scores above .90 and RMSEAstmlow .07 reflect good model fit (e.qg.
Bentler 1990). To assess the statistical sigmfieeof differences between model fit of the
nested models we calculated the difference in mauiesquare and degrees of freedom, and
compared the values with the chi-squiisgribution (Hu and Bentler 1995).

In Model 1 all scaled items (supervisor-specifiaehment anxiety and avoidance,
trust in organization, career growth opportuniaesl turnover intentions) were indicators of a
single latent factoryf = 4915.52 275, p < .01; CFl = .54; RMSEA = .14). Model 2
contained two latent factors, with items for supsokspecific attachment anxiety and
avoidance as indicators of one factor and all oileens as indicators of the second facjgr (
= 4233. 19 274), p < .01; CFI = .61; RMSEA = .13). Model 3 wa® thame as Model 2
except that the supervisor-specific attachment eipxand avoidance items indicated two

separate factorg{= 3235.73 273, p < .01; CFI = .71; RMSEA = .11). Finally, Mddé
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tested the hypothesized 5-factor model in whichitdras for each of the five scales indicated
their own latent factors. This showed good fit £ 1105.79 266), p < .01; CFl = .92;

RMSEA = .06). The poor fit of the alternativesdahe difference in chi-square statistics
between the next best fitting model (Model 3) anodil 4, indicated that a five-factor model

was the best fit statisticall\g?= 2129.94 7), p < .01).

Model Testing

We tested the hypothesized mediation model usitiy graalysis and bootstrapping (e.qg.
Kenny, Kashy and Bolger 1998). With AMOS v.19 (IBI99) five hundred bootstrap re-
samples were generated and significance testshasesl on bias-corrected 95% confidence
intervals. Fit indices were again examined to esgothe goodness-of-fit of our tested model.

As predicted, employee trust in organization wasitpeely related to perceptions of
career growth opportunitie € .51,p < .001) and career development activitips=(.37,p
<.001), and negatively related to turnover intemsi ¢ = -.49,p < .001). Bootstrapping tests
indicated trust mediated the associations betw#anhment avoidance and perceived career
growth opportunitiesy(= -.16,p < .01), participation in career development aabgitfy = -
.12,p < .01) and turnover intentiong € .15,p < .01).

Trust also mediated the associations between ateahanxiety and employees’
perceived career growth opportunitigs<.04,p < .05), participation in career development
activities ¢ = .03,p < .05) and turnover intentiong € -.04,p < .05) but in the opposite
direction to predictions. These relationships betwattachment anxiety and the other model
variables, however, were only marginally statisljcaignificant and given the large sample
size in this study such small coefficients may bet meaningful or worthy of serious

attention and interpretation (Allison, 1999).
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Modification indices (suggested by AMOS) showecd#igant main effects between
attachment avoidance and career growth opportsnifie= -.09,p < .01) and attachment
anxiety and career growth opportunitigs £ .09, p < .01) after controlling for trust in
organization, suggesting only partial mediationttuyst in organization for these variables
(recognizing our earlier comments above regardmegstatistical significance of attachment
anxiety). This partial mediation model (see Figliyshowed an excellent fit with the dajd (
=55.25 (4), p <.001; CFI = .97; RMSEA = .06) and providedignificantly better fit than

an alternative simple main effects modgf{= 300.09 1), p < .001).

Overall, partial support was found for the hypstse Within this study at least, it
appears that attachment avoidance (not attachnredaety) is the important predictor of
employees’ perceptions of trust in organizatiorreea growth opportunities, internal career
development activities and turnover intentions. plyees’ trust in organisation also to
(partially) mediates the relationships betweenrthepervisor-directed attachment avoidance
and their career growth opportunities, internaleeardevelopment activities and turnover

intentions.

Discussion

The aim of this research was to use attachmentytheen a new framework to explore the
nature and effects of the line manager role, imti@h to one aspect of devolved HR
responsibility - the employee career managementgss In view of the global trend
towards devolution (Perry and Kulik 2008) we condaoima UK-based case study with an

international survey to strengthen the generalizglaf our findings. Together, the findings
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reinforce a view of the line manager as centratdotemporary HR strategy (e.g. Maxwell
and Watson 2006). Although HR and career scholacegnize the importance of line
managers in employees’ career development (e.geBamd Hall 1977; Crawshaw 2006),
little is known about why some line managers areenadfective career managers than others,
or the implications of this for employees (e.g. Wal 1998). Applying attachment theory
revealed that the nature and role of - previoustgnawledged but under-researched -
relational processes in the employee-line manageeec management interface can be
usefully understood as attachment and caregivinggsses, the quality (i.e. security) of
which have important implications for employee earmanagement. Hence, these findings
contribute much needed empirical evidence to theera and attachment literatures, showing
that (over and above global attachment orientafjahgdic attachment-relational dynamics
are important in promoting broader trust in theamigation which, in turn, has implications
for the development of positive employee careetudtts and behaviors. The research also
complements dominant career stage (e.g. Super 1p8fitean (e.g. Hall 1976) and
boundaryless (e.g. Arthur 1994; Rodrigues and G2@%0) approaches in the wider careers
literature by introducing a new relational/interganal perspective.

In Study 1, consistent with a devolved HR approashployee accounts confirmed
line managers as the key organizational agent e ttareer management process. More
effective line managers provided the relationaldittons associated with a secure base (c.f.
Kahn 2002) on which employees could depend wheg tleeded career-related advice,
support or reassurance. Paralleling effective ¢eeeg in parental and romantic dyads (e.g.
Ainsworth et al. 1978; Collins and Ford 2010) meféective line managers were able to
strike a balance between too much and too littteruention. They were aware of their
employees’ career needs and goals; were interpagig@ccepting and understanding; could

be easily approached for career support and adsioeé;worked collaboratively with their
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employees to facilitate their development aimscdmtrast, employees with more negative
relational experiences reported line managers wlevess interpersonally accepting, too
busy to support employees’ career and developmesds) and/or tended to ignore or over-
ride employees’ wishes.

Study 2 developed these findings to investigateetfects of employees’ perceptions
of caregiving quality in their line management ti@laships (via relationship-specific
attachment orientations) on organizational trust eareer outcomes. Employees with higher
attachment avoidance, who perceive an absencesefwae base and low interpersonal trust
in their line management relationships, are lessfead with career growth opportunities,
less likely to engage in internal (organizationedyeer development activities, and more
likely to consider alternative employment opporties elsewhere. These findings extend
previous research (e.g. Hazan and Shaver 1990er€ett and Blustein 1997; Richards and
Schat 2011) and highlight the role of relationsleyel attachment in influencing career
outcomes, over and above the influence of glokdathiment orientations. Hence, the nature
of the relationship formed with the line managerynb@ more important than the generic
expectations about relationships that employeeglia their job. Further, we found support
for the mediating role of trust in the organizates a mechanism that can help explain how
negative interpersonal processes in the line mamneage relationship influence career
outcomes. The associations between attachmentane®dand career attitudes and behaviors
were at least partially mediated by organizatiameated trust suggesting that, consistent with
Kahn (1993), negative interpersonal expectationg Inegprojected on to the organization as a
whole, in turn influencing confidence and/or willimess to engage in organizational career
exploration and reducing perceived career gromtispects.

Against expectations, attachment anxiety (in Stu)y was only marginally

significantly associated with the other model Valea and given the large sample size these
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findings are likely to be of little theoretical practical importance (Allison, 1999). What
might account for this? Culture may play a roleceirmany participants were from more
collectivistic nations. Attachment anxiety may berercongruent with collectivistic values
which emphasise belongingness, co-operation, ayaltyo(Friedman et al. 2010; Triandis
1995), which in turn could reduce the sources ao$tmast found in more individualistic
research settings. Alternatively, specific-levekiaty implies that line manager’'s caregiving
is perceived as inconsistent - sometimes respomsiveometimes not. Hence, support and a
secure base are not entirely absent. Althoughntlaig cause some concerns about self-worth
in the relationship more broadly, in the narrowareer management context it may be that
these worries are not severe or frequent enouglsignificantly damage trust in the
relationship or organization, so career attitudes laehaviors are not significantly adversely
affected. Further research is needed to explosagbue.

The main strength of the present research is thabmbines insights from rich
gualitative interviews and a large-scale, inteorailly-diverse quantitative survey.
Nonetheless, there are limitations. Due to prakctoastraints, we surveyed only employees
(not line managers) in Study 2. However, sincaciiinent theory deals with intra-individual
responses to perceived interpersonal processesp@&.mer caregiving), it is common to
study correlates of attachment from the perspecivane member of a dyad (see Mikulincer
and Shaver 2007). Further, perceptions of supmolehavior in attachment dyads correlate
well with observer ratings of actual support (Qaliand Ford, 2010; Kirmeyer and Lin,
1987). This research therefore demonstrates thevaete of attachment in the line
management relationship for employee career managerut future research should
examine line manager and employee perspectiveshirgeA further limitation of the
research is that all data are cross-sectionalhsoassociations discussed remain tentative

until longitudinal research can establish causality.ongitudinal diary, or experience
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sampling, research would be useful for investigatihe development and effects of
employees’ relationship-specific attachment origoite following career-related caregiving
interactions. Additionally, we had to use an ditaent measure as a proxy for line manager
caregiving. In future, development of a leader/lmanager caregiving scale would enable
replication and extension of our findings.

Although not a theme in the present research, dggeg to which employees want
and expect organizational versus career self-manege may vary (e.g. Clarke and
Patrickson 2008). It would be useful to explorevhdifferences in employees’ career
management expectations influence perceptions ie tme-manager relationship.
Theoretically, amidst the greater uncertainty ienénn career self-management (e.g. Kahn
2002), expectations of line manager caregiving masease, perhaps ‘raising the stakes’ and
the potential for relationship dissatisfaction andecurity. Besides measuring employee
expectations directly, case studies in organizatiaith contrasting career management
strategies would help explore this issue. Futesearchers could also examine additional
mechanisms through which attachment relational hsadgact career attitudes and behavior.
Kahn (2002) proposed that line manager caregivirggptes greater self-reliance; hence
research including indicators of self-reliance dobé conducted. Finally, researchers could
also explore culture and other individual differes¢e.g. protean orientation and careerism)
as moderators of the observed relationships.

This research has important practical implicatidasployees view line managers as
a key agent in their career management. As emefogtrive to plan and manage their
careers they value line managers who are attumeldiesponsive, to their needs. Specifically,
effective career management relationships are atim of secure relational models
(especially low avoidance) and interpersonal ttligt develop through consistently sensitive,

inclusive and responsive line manager caregivingekivVline managers provide employees
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with effective support for individual career plangiand exploration, and interventions that
help develop transferable skills (thus providingpégability security), employers may
develop trusting relationships and elicit the highels of citizenship, commitment and
performance necessary for continued organizatiasmhpetitiveness (e.g. Herriot and
Pemberton 1996). Conversely, when such caregiveigconsistently absent avoidant
attachment may develop. In such cases, the car@eagement relationship may break down
leading to lower levels of organizational trust aadeer satisfaction, and potentially the loss
of key human resources. The present findings wensistent across participants from over
90 countries. It is essential, therefore, that HRM function, whether domestically or
internationally-oriented, supports line managerthair career management role by clarifying
the important relational and caregiving dimensitimet underpin it. Moreover, HRM must
ensure that line managers are trained and suppantegicquiring the knowledge and
interpersonal skills necessary to fulfill the ‘carearegiving’ role effectively.

In conclusion, the present research explored tiigywdf attachment theory as a new
theoretical framework for understanding employeegeriences, and perceptions, of their
careers and career planning/management within @@ons. Findings suggest that
attachment insecurity in the line management @tatiip (in particular avoidant attachment
insecurity) may shape trust in the wider employmesiationship with implications for
career-related behaviors and attitudes. The extenthich line managers can be depended
upon to act as a secure relational base in a cararagement context may have important

consequences for employees’ ability to meet thderige of self-managed careers.
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Table 1. Employee reflections on line manager gairggin a career management context

Theme Definition Positive Example Negative Example
Awareness Active awareness of how | | think she takes a personal interest in all ofwlsch is None
employees are feeling and ofgood... she is proactive in arranging and making imgst
significant work-related and taking an interest in her team, in you perdgpnahat
and/or personal concerns. | it is you want to do, where you want to go, and twha
training you feel you require. (Bob, Web develgger
years)
Understanding Understanding situations | ... we had been very busy and | really wasn't gettiveg | None

from the perspective of the

employee.

study time | should have; not very happy as you can
imagine. But she (line manager) was so supportiee a
sympathetic and without me making excuses or giving
reasons of whatever, she was there (saying)... ‘Wkno
why this is, because of this and this’, and | mekof that
is going to get the best out of me isn't it? (JaRedations

Manager, 14 years)

Acceptance

Accepting employees as
they are. Partly conveyed b

interpersonal warmth.

She treats everybody the same, regardless of whethe

somebody who has only just joined. Everybody i®giv

y you're somebody who has been there donkey’s years @

...with my old manager | could say, ‘look | feel I'm
slacking here, is there something | could do’, welasrl

think | would be almost looked down upon if | weéatmy
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the same opportunity and the same support... she will
listen to what | have to say or what anybody hasatpand
make a fair and informed choice on it and | thinétt
makes people feel wanted, comfortable (Jill, SeRi&D

Manager, 15 years)

current manager. (Geoff, Manager, 3 years)

Accessibility

Despite other demands,
being accessible and readil
available (physically and

psychologically).

She is quite keen to be there for me, and for nieetable
y to approach her which is very important.

(Carole, PA, 4 years)

... sometimes you don't always have the support tfere
your career development) from like your direct line
manager... because of, you know, the amount of (pther

work they are doing. (John, Customer Adviser, Ifths)

Collaboration

Respecting employees’
independence and ownersh
of a problem, not intruding

or taking control.

It's like a two-way thing, it seems to work quitehv..If
ive feel we want to develop our job in a different
direction...they will always listen and review théRita,

Administrator, 8 months)

They don't really ask you if there is anything elsat
you'd like to do... | didn't realize that [my] career
development review had been filled in [by the line
manager], because there was no discussion akiaunit
review... | just laughed, | mean I couldn’t even puain
appeal... my first comments were that there wasrénes
career development discussion, it wasn’t part ef th

conversation. (Frank, Diversity Team, 4 years)
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Table 2. Means, standard deviations and intercrogis for all Study 2 variables

Variables Mean SD 1 2 3 4 5 6 7 8 9 10
1. Gender - -

2. Age 3751 7.45 - 12%*

3. Tenure 740 652 -04 A6***

4. Global avoidance 3.15 1.02 .10 -.07* -.03

5. Global anxiety 3.49 1.31 -.07* -.16* -.06 .03

6. Sup avoidance 3.49 1.06 -.09** -04 .02 32%k* 1 8Fx*

7. Sup anxiety 3.78 1.18 -.15*** -.06 -.05 -10%*  34%* - 07*

8. Trust in organization 3.50 0.82 .04 .09** .00 -.08* - 14 32% 05

9.CGO 360 093 -01 .07* .06 -.07* -.04 S 29%r 14xek GRex

10. CD activities 293 247 -01 .00 A1** -08* .04 - 18%xx 2%k hwkk 34k

11. Turnover intentions  4.22 1.84 -.04 =13 16 .05 07* 24%* - 05 AL LY A 2 il
Notes:

N =891

*p<.05;*p<.01; *** p<.001
Sup anxiety/Sup avoidance = Supervisor-specifecathent anxiety/avoidance
CD activities = Career development activities

CGO = Career growth opportunities
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Figure 1. Model fit statistics, standardized estesand R? statistics for the partial mediation etod
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