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Abstract 

Career competencies that human resource management examines it to realize job identity via career 

issues are a vital key to success. Career competencies are those behavioral competencies that are 

common to the all jobs, and combined with the organization wide competencies, make up the suite of 

behavioral competencies necessary for success. The aim of this study is relationship between 

competencies career and organizational success in universities of Iran. The statistical population 

consisted of all employees of Islamic Azad University in Rafsanjan and Kerman Branches. About 230 

employees are selected. To collect data, it was used two questionnaires. The findings show that there is 

a meaningful relationship between career competencies and organizational success. Also, there is a 

meaningful relationship between career competencies and speed, flexibility, integration and innovation. 

Log linear analysis showed a meaningful relationship between career competencies and organizational 

success according to intermediate variables such as age, sex, seniority, and education. Organizations 

can support their success by reinforcing competencies which focus on employees‘ performance. It is 

possible to state that career competences are not static, they need to be renewed taking into 

consideration a person‘s career goals and plans of actions needed to achieve them. 

Keywords: competencies, career competencies, organizational success 

1. Introduction 

One of the most important goals of any organization is to promote efficiency and effectiveness that 

could lead to organizational success. The studies show that if the organizational strategies and 

technology would be complex, its key success is human factor. Therefore, managers should consider to 

the factors which effect on organizational success. One of these factors is career competencies that 

human resource management examines it to realize job identity via career issues. 

In addition, dramatic changes in work organizations have created new ‗career realities‘ that focus on 

the individual and require them to take responsibility for their own career development. Organizations 

increasingly incorporate self-development features into their career management interventions. In 

general, these initiatives emphasize job-related issues, reinforced by the use of competencies that focus 

on performance at work. However, individual career development goes beyond the assessment of 

strengths, weaknesses and training to improve job performance (Haase, 2007). 

Czerepaniak – Walczak (1997) defines career competence as a special ability which is characterized by 

demonstrating, at society defined level, the ability to behave adequately and to take responsibility for 

one‘s behavior. Competence allows not only to assess and reflect upon one‘s work in an efficient way 

but also to take responsibility for the results of the work (Ordon, 2008). A career is a succession of 

related jobs arranged in a hierarchy of prestige, through which people move in ordered (more or less 

predictable), sequence (Summerlund  & Boutaiba, 2007). Also, Career management consists of 

contributing to form career paths by interest individual and managers, formally and informally (Doyle, 

2000). In career planning, it is needed to identify competencies in different levels, and determine 

movement paths in different levels. Career competencies include the knowledge, skills and attitudes by 

which individual act successfully in the organization (Beheshtifar, 2011).  

In career planning, it is needed to identify competencies in different levels, and determine movement 

paths in different levels. In addition, it is necessary to individual be aware of their skills, talents, and 

abilities to move toward a satisfactory job. To attain it, career competencies are introduced. Career 

competency provides a clear way to individual performance along their career. Organizations could be 

insured their success by reinforcing competencies that focus on employees‘ performance. 

Career competencies are those behavioral competencies that are common to the all jobs, and combined 

with the organization wide (core) competencies, make up the suite of behavioral competencies 

necessary for success (Ogrean, et al. 2009). A new model is identified three career competency areas: 
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knowing-why (why do we do a job), knowing-how (how do we do a job) and knowing-whom (with 

whom do we work). They also had to conform to the definition of career competencies as behavioral 

repertoires and knowledge instrumental in the delivery of desired career-related outcomes (Haase, 

2007). Cappellen and Janssens (2008) identified the competencies required for a global manager and 

differentiated these as knowing-why, knowing-how, and knowing-whom competencies.  

Career competencies provide a clear route to employees‘ performance. Organizations who reinforce the 

competencies to improve employees‘ performance could guarantee their success.  The current study is 

an example of a growing awareness that human competencies are multifaceted. So, we will study the 

competencies‘ career of employees and its relationship on organizational success in Islamic Azad 

Universities of Kerman and Rafsanjan.  

2. Research importance 

Role of organizations are inevitable to improve any country and success of any country depends on its 

organizational success (Moaeri, 2002). According to Wall, a successful organization is one which 

could adapt itself to environmental changes during a long-term, create a purposeful management 

structure, and develop key competencies (Eisakhani, 2008). But despite skilled, educated and potential 

workforces, many organizations are unable to attain expected success. 

Although the various studies try to identify the key factors of organizational success (Magd, et al. 

2007), many studies conform to adaptation between career and individual skills and capabilities as a 

successful factor. It is important to employees choose the right career and their career competencies 

should be considered. 

Studies show that only 35% of Organizations use competencies in performance management and only 

25% of those organizations regularly maintain them (Summerfield, et al., 2008). Meanwhile, the career 

realization needs to study two processes: how individuals plan and perform their career goals (career 

planning); and how the organization design and perform career development planning (career 

development) (Tadic, 2005). New career realities require individuals to take responsibility for their 

personal career development. One effective way of supporting individuals in this challenge is through 

competencies (Haase & Francis-Smythe, 2005). 

Career competencies also go far beyond the technical skills and managerial abilities on which company 

development programs tend to focus. They reflect individuals‘ interpretations of their career situation 

and are subject to constant change, in line with changing circumstances (Haase, 2007). To develop 

career, it is needed to match job challenges and individual competency. When the job challenges go 

beyond individual capabilities and competencies, or when individual capabilities and competencies go 

beyond the job challenges, we can not see normal behaviors (Babb & Meyer, 2005). Career 

competencies could decrease this gap. 

A study at Norfolk State University is examined the mechanism by which boundary-less career 

affected subjective career success through its effect on three career competencies—knowing-why, 

knowing-how, and knowing-whom— and career autonomy. The results provided support for the 

importance of career autonomy and the development of career competencies in the successful pursuit 

of boundary-less careers (Colakoglu, 2009). Career competencies developed by function and talent 

team. They applied to key roles to encourage career planning and long term development in critical 

roles (Summerfield, et al. 2008). Therefore, Career competencies provide a possibility to achieve 

organizational success (Education Council Nassaulaan, 1993). 

Greenhaus (2000) claims that if individuals understand the developmental task associated with each 

career stage, they can develop goals and strategies that are most appropriate for their particular career 

phase. And looking from the organizational points of view, an organization, seeking for the results of 

effective human resource management and combining organization and employee‘s goals, can design 

developmental programs most relevant to an employee‘s stage. 

3. Literature review  

3.1.Concept of career competencies  

Arthur, Claman and DeFillipi (1995) derive their use of career competencies from Quinn‘s (1992) 

concept of the Intelligent Enterprise. They define career competencies as personal competencies that an 

individual puts at the disposal of the employing organization (Haase, 2007). Career competencies could 

be seen as a person's self-management of his or her working and learning experiences in order to 

achieve desired career progress (Kuijpers, et al. 20069). As Arthur (1997) explains: 

―...career competencies are typically framed in conventional schema of ―technical competencies‖, 

―interpersonal competencies‖ and ―conceptual‖ or ―strategic competencies‖. In contrast, the ―career‖ 

spans wider social roles, occupies a much longer time-frame than the ―job‖ and provides a more 

complex framework for conceptualizing competencies and their accumulation.‖ 

Competencies models provide an evident path to employees‘ performance along their career paths. A 

study shows that there are two forms of competency that have been mentioned in the literature: meta-
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competencies and organizational competencies. It is important to keep these separate on theoretical and 

practical grounds: 

Meta-competencies: Meta-competencies can be defined as the abilities to judge the availability, 

application and learn ability of personal competencies. A prerequisite for the acquisition of meta-

competencies is the ability to introspect and the ability to carry out self-guided learning. As mentioned 

earlier, Hall and Mirvis (1996) use meta-competencies in their protean career model, describing them 

as a "set of skills required to prepare an individual for learning how to learn". These higher order skills 

and knowledge include self knowledge and adaptability and are acquired through collaborative 

learning. It must be noted that meta-competencies are broader than the behavioral competencies. They 

focus on long-term development, instead of current or short term development in particular jobs or 

roles. Kandola and Galpin (2002, in Whiddett & Hollyforde, 2003) suggest the use of meta-

competencies, e.g. seeking opportunities to learn, adapting to cultural differences, etc. alongside 

current competency models to assess individuals for long-term development (Haase, 2007). 

The concept of career competencies emphasizes the importance of continuous self guided learning and 

long-term development. In this it is similar to meta-competencies. However, the concepts differ in 

focus and level of operation. While meta-competencies focus on the ability to judge the availability, 

application and learn-ability of personal competencies, career competencies focus on the knowledge, 

skills and behaviors necessary for effective career self-management. Meta-competencies generally 

present higher-order skills and knowledge, while career competencies operate on a lower-order level 

and are specifically defined for the career context (Haase, 2007). 

Organizational competencies: Prahalad and Hamel (1990) were the first to take competency 

modeling beyond individuals and into the realm of organizational performance. They introduced the 

concept of ―core competencies‖, to indicate the essence of what makes an organization competitive in 

its environment and what enables it to adapt and innovate in response to change. Core competencies or 

organizational competencies have been described as things that organizations are best at. They are 

design components of an organization‘s competitive strategy that are usually a result of collective 

individual competencies (Haase, 2007). 

The following is an outline of how the different career competencies are expected to be related to 

intrinsic and extrinsic career success: 

• Career-actualization-ability: Realizing personal goals increases extrinsic career success because the 

realization of goals will be mirrored in increased salary and high status, assuming that the ambition 

levels of the goals are high enough. 

Career reflection: Reflecting on one's competencies with respect to one's career leads to a realistic 

image of one's capabilities. Salomone and Slaney (1981) found that 16% of the male participants and 

8.1% of the female participants in their study named awareness of skills and abilities as having 

influenced their decision to accept their present job. These percentages were even higher in the context 

of a satisfying job, namely 17.1% and 9.9% for men and women, respectively. We can assume that 

career reflection will result in career choices that coincide with existing capabilities. Because overly 

ambitious goals are avoided in this way, we expect that realistic expectations and a higher extrinsic 

career success will result. 

• Motivation reflection: Reflecting on one's desires and values will also help with making realistic 

choices with respect to one's career, especially when motivation reflection is connected to exploring the 

competencies needed for and values incorporated in certain job opportunities, both types of behavior 

are also likely to result in external appreciation (salary and occupational status). 

• Work exploration: The external appreciation of a person's job, in terms of salary and occupational 

status, is likely to be enhanced if that person is willing to actively explore how to best use his or her 

competencies to match the organization's requirements. The importance of a match between the 

person's values and an organization's values is reflected in research on person-organization fit. 

• Career control: Godshalk and Sosik (2003) found that learning-goal orientation, that is, the tendency 

of individuals to strive for development and learning, is positively related to career satisfaction. 

Therefore, it is assumed that career control is related to internal career success. Lifelong learning has 

become increasingly important in the current labor market situation. Therefore, it is expected that 

individuals who are willing to learn about and train for their desired career will enhance not only their 

intrinsic career success but also their extrinsic career success (status and salary). 

• Networking: Forret and Dougherty (2004) found that networking helps in achieving internal and 

external career success. Therefore, we expect networking to enhance both intrinsic and extrinsic career 

success (Kuijpers, et al. 2006). 

Career competencies are underpinned by the traditional idea of competencies, as behaviors 

instrumental in the delivery of desired results or outcomes (Haase, 2007). 
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3.2. Organizational success 

The concept of ―success‖ from many different perspectives appears to be considerable agreement 

regarding the domains across which success is measured. These include:  Product quality, Customer 

satisfaction, Capacity for innovation, Quality of work life (including employee work attitudes and job 

satisfaction), and Employee retention (Heerwagen, 2000).  

Defining organizational success is one of the central questions in organizational theory. With respect to 

the fundamental assumptions about the nature of the firm, a variety of criteria ranging from the survival 

of the firm (evolutionary and population ecology perspectives) to profitability (neoclassical theory) 

may be associated with success. Also, survival, growth, profitability (Chamanski, A. and.Waago, 

1999), and speed, flexibility, integration, and innovation used criteria for success in organizations 

(Nategh, 2005). 

4. Theoretical framework 

The development of career competencies is increasingly seen as a goal of today’s career guidance 

and multiple definitions and frameworks are available that describe and outline the concept of 

career competency. Greenhaus, et al. (2000) claim that if individuals understand the developmental 

task associated with each career stage, they can develop goals and strategies that are most appropriate 

for their particular career phase. And looking from the organizational points of view, an organization, 

seeking for the results of effective human resource management and combining organization and 

employee‘s goals, can design developmental programs most relevant to an employee‘s stage. 

According to DeFillippi and Arthur‘s (1994) theory on career capital as the accumulation of career 

competencies, three career competencies exist: (1) knowing-why competencies; 

(2) knowing-how competencies; and (3) knowing-whom competencies (Cappellen & Janssens, 2008). 

In this model (figure 1), they describe knowing: knowing-why (why do we do a job), knowing how 

(how do we do a job) and knowing-whom (with whom do we work) (Haase, 2007): 

Knowing-why relates to a person‘s identification with the culture of the employing organization and 

stems from their values, interests and beliefs. It embodies the factors that influence a person‘s overall 

commitment and adaptability to the employment situation, such as career motivation, personal 

meaning, and sense of purpose. It also incorporates accommodation of family and other non-work 

factors. 

Knowing-how refers to the expertise and abilities that a person brings to an organization‘s know-how. 

It reflects career-related skills and job-related knowledge and is based on occupational learning and the 

accumulation of experience. 

Knowing-whom refers to the individual‘s contribution to organizational communication. It describes 

the social contacts, relationships, reputation and attachments that are established within as well as 

outside of the organization while in pursuit of a career (Haase, 2007). 

This model focuses on issues of personal identity, values, meaning and purpose in life/career (Hudson, 

2004). Career competencies include the knowledge, skills and attitudes by which individual act 

successfully in the organization (Education Council Nassaulaan, 1993). The various studies try to 

identify the key factors of organizational success (Magd, et al. 2007). Nategh (2005) introduces the 

dimensions of organizational success as speed, flexibility, integration, and innovation. These 

dimensions describe as following:  

Speed: The first success factor is speed. Speed is the ability to do things quickly in response to 

customer demands and thereby offer short lead times between when a customer orders a product or 

service and when they receive it (Slack, et al. 2004). Speed in decision making enables companies to 

mobilize against new opportunities in order to capture first-to-market advantages as well as to respond 

quickly to changes in the customer environment or to the actions of competitors (Bordia, et al. 2005).  

Flexibility: Ashkenas et al. (2002) are emphatic: ―Organizations that move quickly are flexible. People 

do multiple jobs, constantly learn new skills and willingly shift to different locations and assignment‖ 

(p. 7). Flexibility is the ability to change operations. Flexibility can comprise up to four aspects: The 

ability to change the volume of production; the ability to change the time taken to produce; the ability 

to change the mix of different products or services produced; the ability to innovate and introduce new 

products and services (Slack, et al. 2004).  

Integration: Jones (1999) defines integration as, ―the process of coordinating various tasks, functions, 

and divisions so that they work together and not at crosspurposes‖ (Moseley, 2009). The task of 

integration has five different but related challenges. Each new worker must: learn about his/her new 

organization; align with its purpose, vision, and core values; understand his/her role; perform that role 

effectively; and work cooperatively with others (Vitalo and Byron, 2008). Kazanjian (2007) points out 

that technology will remain a primary driver in delivering better customer service, because of the need 

for speed, flexibility and integration in 21st century organizations. 
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Innovation: Innovation is the process by which organizations use their skills and resources to develop 

new goods and services or to develop new production and operating systems so that they can better 

respond to the needs of their customers (Moseley, 2009). Innovation is the way to drive growth in 

organization (Hering & Phillips, 2005). The stages of innovation can be broadly grouped into two 

separate phases, generation of innovation and adoption of innovation. Generation includes idea creation 

and problem solving for product or process solutions. The adoption phase is the acquisition and/or 

implementation of an innovation. Organisations can undertake one or the other exclusively, major in a 

particular phase, or engage in both (Read, 2000).  

PSDM (2002) show that implementing competency based career development effect on performance 

management practices in the public services (Azmi, Ahmad & Zainuddin, 2009), and it causes to 

success in organizations.  

According to theoretical framework, the early model (Figure 1) and research hypothesis are: 

 There is a meaningful relationship between career competencies and organizational success in 

Islamic Azad Universities.  

 There is a meaningful relationship between career competencies and speed in Islamic Azad 

Universities.  

 There is a meaningful relationship between career competencies and flexibility in Islamic 

Azad Universities.  

 There is a meaningful relationship between career competencies and integration in Islamic 

Azad Universities.  

 There is a meaningful relationship between career competencies and innovation in Islamic 

Azad Universities.  

 5. Methods  

This study used the descriptive method with sort correlation in 2011. The statistical population 

consisted of all employees of Islamic Azad University in Rafsanjan and Kerman Branches. About 230 

employees are selected. To collect data, we used two questionnaires. The first evaluated was evaluated 

career competencies. This questionnaire consisted of two types of questions: demographic or 

intermediate variables (sex, age, education, and seniority) and questions about career competencies that 

evaluated three dimensions: knowing-why competencies, knowing-how competencies, and knowing-

whom competencies. The second questionnaire was evaluated organizational success. This 

questionnaire had four dimensions: speed, flexibility, integration, and innovation.  

The validity of the career competencies and organizational success questionnaires were estimated to be 

0.98 and 0.95, respectively. The reliability of the career competencies and organizational success 

questionnaires were estimated to be 0.84 and 0.88, respectively. To analyze the data, we used 

frequency tables, Spearman correlation, Log linear analysis using SPSS Software. 

6. Results 

The demographic variables showed that, among 230 employees, 60.9% were men and 39.1% were 

women. Most employees (50.9%) were between the ages of 31- 40, 56.4% had a bachelor‘s degree, and 

67.5% of respondents had 11-20 years of seniority in their position.  

Description of career competencies variables and organizational success variables were ranking 1 to 5; 

that is, 1 was minimum and 5 were maximum. Using the Spearman test, the correlation coefficient 

showed a calculated –P value and sample size (n=230) is less than 0.05. Therefore, there is a 

meaningful relationship between career competencies and organizational success (Table 1).  

The Spearman correlation coefficients for the second hypothesis are 0.403. Therefore, there is a 

meaningful relationship between career competencies and speed. The Spearman correlation coefficients 

for the third hypothesis are 0.355. Therefore, there is a meaningful relationship between career 

competencies and flexibility. The Spearman correlation coefficients for the forth hypothesis are 0.248. 

Therefore, there is a meaningful relationship between career competencies and integration. The 

Spearman correlation coefficients for the forth hypothesis are 0.203. Therefore, there is a meaningful 

relationship between career competencies and innovation.  

Finally, log linear analysis showed a meaningful relationship between career competencies and 

organizational success according to intermediate variables such as age, sex, seniority, and education.  

7. Discussion 

Career competencies identify as personal competencies that an individual puts at the disposal of the 

employing organization (Haase, 2007). The development of career competencies is increasingly seen as 

a goal of today‘s career guidance and counseling (Kuijpers et al., 2006).  The three career 

competencies are a) the ability to reflect on one’s own motives and qualities; b) the ability to 

examine what work opportunities are available and which would be suitable; and c) the ability to 

direct one’s own career and to take appropriate actions (The Netherlands Association of VET 
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Colleges, 2007). So, organizations focus on career competencies as a vital factor to organizational 

success.  

The findings show there is a meaningful relationship between career competencies and organizational 

success. Organizations have been using competency models with the overall aim to improve individual 

performance (Haase & Francis-Smythe, 2005). Cappellen and Janssens (2008) identified the 

competencies required for a global manager and differentiated these as knowing-why, knowing-how, 

and knowing-whom competencies.  

Knowing-why competency included: personal goals, career planning, self-awareness, self-knowledge 

and resilience. Factors that could be identified as knowing-whom included: self-presentation and self-

promotion, use of mentors, support from seniors, social competencies (e.g. soft skills), persuasiveness 

and networking/relationship building. Examples of knowing –how related topics were: abilities, 

capabilities, knowledge and skills, expertise and experience, information seeking, self-management and 

knowledge of politics (Hasse, 2007). Therefore, Career competencies provide a possibility to achieve 

organizational success (Education Council Nassaulaan, 1993). A study at Norfolk State University is 

examined the mechanism by which boundary-less career affected subjective career success through its 

effect on three career competencies—knowing-why, knowing-how, and knowing-whom— and career 

autonomy. The results provided support for the importance of career autonomy and the development of 

career competencies in the successful pursuit of boundary-less careers (Colakoglu, 2009). Therefore, 

organizations that have focused on career competencies can expect better employee performance and 

organizational success. 

The findings show there is a meaningful relationship between career competencies and speed. 

Successful organizations are characterized by speed factor. They usually response to customers‘ needs 

rapidly (Nategh, 2005). One factor to increase speed is focus on talented human resource. When 

organization tends to employees‘ knowledge, skills and abilities to do good duties, they perform the 

activities rapidly. Therefore, it is expected that they have required competencies to do activities.    

The findings show there is a meaningful relationship between career competencies and flexibility. 

When individuals have few responsibility and roles, they do not have tendency to do more duties. 

Reversely, flexible organizations do not accept job descriptions and focus on work teams and job 

rotation (Nategh, 2005), and the employees attempt to be flexible in rendering services and doing 

duties.  

To attain them, successful organizations usually capitalize on manpower and help to develop them by 

training. In other words, focusing on career competencies leads to individual and organizational 

flexibility.  

The findings show there is a meaningful relationship between career competencies and integration. 

The organizational success key depends on the specialist‘s ability to corporate others as an integrated 

entire. The organizations are created mechanisms to integrate the activities (Nategh, 2005). In the other 

words, successful organizations try to promote group integration via specialization. To integrate an 

organization, it should have committed employees. They could attain it by developing their 

competencies.  

The findings show there is a meaningful relationship between career competencies and innovation. 

Successful organizations found that innovation is very vital. They usually search for various conditions 

and create innovative environments in which creativity is encouraged (Nategh, 2005). Also, the 

innovative organizations have a right idea to render new service. This procedure leads to success.  

8. Conclusion 

As Greenhous (2000) emphases, individuals need to take responsibility to understanding the type of 

career they wish to pursue and making career decisions that are consistent with these preferences. 

Therefore it is possible to claim that the career success depends not only on specific professional 

knowledge and abilities. Individual‘s career competences help identifying frustrations arising in career 

situation and making appropriate decisions to solve that situation. 

Career competencies are developed via potential individuals or teams. It reflects the individual 

interpretation about her/his career path. Organizations can support their success by reinforcing 

competencies which focus on employees‘ performance. In conclusion, it is possible to state that career 

competences are not static, they need to be renewed taking into consideration a person‘s career goals 

and plans of actions needed to achieve them. This is determined by career development process which 

is continuing and its success is determined by individual‘s personal characteristics, values and abilities 

and by organizations influencing this process or participating in this process in different care phased. 

It is suggested that the career competencies and skills can produce reciprocal benefits between 

individual and organizations when career competencies become competencies of the employing 

organization and embedded into their practices. In this case, understanding which career competencies 

and skills are instrumental in a successful career becomes critically important for organizations.  
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Figure 1. the conceptual model 

 

 
 

Table 1 Spearman test 

 

 
  


