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Abstract
Career motivation (CM) is essential for self-directed career development, particu-
larly in work environments that negatively impact employees’ quality of work life 
(QWL). This study explores the serial mediation effects of career adaptability (CA) 
and QWL in the relationship between psychological flexibility (PF) at work and 
CM. Data were collected from 503 white-collar employees (53.9% female; 46.1% 
male). Findings indicate that CA and QWL sequentially mediate the relationship 
between PF at work and CM. These results contribute to career motivation, career 
construction, and acceptance and commitment theories, providing insights for career 
development interventions aimed at enhancing adaptability to work contexts and 
organizational culture.
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Résumé
La motivation de carrière (MC) est essentielle au développement professionnel au-
todirigé, en particulier dans les environnements de travail qui affectent négativement 
la qualité de vie au travail (QVT) des employés. Cette étude examine les effets de 
médiation en série de l’adaptabilité de carrière (AC) et de la QVT dans la relation 
entre la flexibilité psychologique (FP) au travail et la MC. Les données ont été re-
cueillies auprès de 503 employés de bureau (53.9 % de femmes ; 46.1 % d’hommes). 
Les résultats indiquent que l’AC et la QVT jouent un rôle de médiation séquentielle 
dans la relation entre la FP au travail et la MC. Ces résultats contribuent aux théories 
de la motivation de carrière, de la construction de carrière, ainsi qu’à la théorie de 
l’acceptation et de l’engagement, en fournissant des pistes pour des interventions de 
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développement professionnel visant à renforcer l’adaptabilité aux contextes de travail 
et à la culture organisationnelle.

Zusammenfassung
Karrieremotivation (KM) ist für die eigenverantwortliche Karriereentwicklung von 
zentraler Bedeutung, insbesondere in Arbeitsumgebungen, die sich negativ auf die 
Arbeitslebensqualität (ALQ) der Beschäftigten auswirken. Die vorliegende Studie 
untersucht die seriellen Mediationswirkungen von Karriereadaptabilität (KA) und 
ALQ im Zusammenhang zwischen psychologischer Flexibilität (PF) am Arbeitsplatz 
und KM. Die Datenerhebung erfolgte bei 503 Angestellten im Bürobereich (53.9 % 
Frauen; 46.1 % Männer). Die Ergebnisse zeigen, dass KA und ALQ die Beziehung 
zwischen PF am Arbeitsplatz und KM in sequenzieller Weise vermitteln. Diese 
Befunde leisten einen Beitrag zu Theorien der Karrieremotivation, der Karriere-
gestaltung sowie der Akzeptanz- und Commitment-Theorie und liefern Anhalts-
punkte für Interventionen zur Karriereförderung, die auf eine Verbesserung der An-
passungsfähigkeit an Arbeitskontexte und Unternehmenskultur abzielen.

Resumen
La motivación profesional (MP) es fundamental para el desarrollo profesional autodi-
rigido, especialmente en entornos laborales que afectan negativamente la calidad de 
vida laboral (CVL) de los empleados. Este estudio explora los efectos de mediación 
en serie de la adaptabilidad profesional (AP) y la CVL en la relación entre la flexibili-
dad psicológica (FP) en el trabajo y la MP. Se recopilaron datos de 503 empleados de 
oficina (53.9% mujeres; 46.1% hombres). Los resultados indican que la AP y la CVL 
median secuencialmente la relación entre la FP en el trabajo y la MP. Estos hallazgos 
contribuyen a las teorías de la motivación profesional, la construcción de carrera y 
la aceptación y el compromiso, proporcionando perspectivas para intervenciones de 
desarrollo profesional orientadas a mejorar la adaptabilidad a los contextos laborales 
y la cultura organizacional.

Introduction

Career motivation (CM) has long been recognized as a critical factor influencing 
career outcomes such as performance, success, and satisfaction. As a construct, CM 
encompasses a set of individual characteristics (London, 1983) and is dynamic, 
complex, and multifaceted, evolving throughout the lifespan (London, 1993). It has 
been proposed as an additional influence on career-related decisions and behaviors, 
particularly in cases where ability alone is insufficient to explain outcomes (Lon-
don, 1983). CM comprises three career-related psychological factors: career iden-
tity, career insight, and career resilience. Career identity refers to the extent to which 
one’s career is central to their overall identity, as reflected in work involvement and 
aspirations for upward mobility. Career insight involves the alignment of an indi-
vidual’s realistic self-perceptions and understanding of the organization with their 
career goals. Career resilience denotes the ability to navigate career adversities 
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through generalized self-efficacy, risk-taking, and adaptability, enabling individuals 
to thrive in challenging career circumstances. CM is shaped by both internal factors 
(e.g., intrinsic and extrinsic motivation) and external influences (e.g., social support 
and environmental conditions such as job opportunities) (London, 1993; London & 
Noe, 1997; Santos, 2022).

Building on London’s (1983) career motivation theory, Hirschi (2012) concep-
tualized CM as a career resource that is relatively malleable compared with fixed 
personality traits, such as the Big Five, or sociodemographic factors, such as gender. 
Within this framework, motivational career resources encompass both psychological 
resources (e.g., self-efficacy) and career identity resources (e.g., goal clarity), which 
include career involvement (i.e., attachment to the work role), career confidence 
(i.e., self-belief in one’s capability to develop a successful career), and career clarity 
(i.e., a well-defined understanding of career objectives) (Hirschi et al., 2018). Fur-
thermore, CM can be developed and strengthened through its interaction with other 
career resources, such as human capital (e.g., education, cognitive ability), social 
resources (e.g., social support, mentors), and identity resources (e.g., goal congru-
ence) (Hirschi, 2012). Individuals with higher motivational career resources are 
more likely to engage in career-related behaviors, persist in the face of career chal-
lenges, and invest effort in achieving career success (Hirschi, 2012; Hirschi et al., 
2018).

The existing literature highlights a range of outcomes associated with CM. CM 
has been linked to career decision-making processes (Fasbender et  al., 2022) and 
long-term professional growth (Kim et al., 2016). Additionally, research has dem-
onstrated its association with work engagement (Zeng et al., 2022), job satisfaction 
(Alnıaçık et al., 2012), and career success (Akkermans & Tims, 2017), underscoring 
its role in fostering professional achievement and engagement. Beyond individual-
level outcomes, CM has also been related to key organizational outcomes that con-
tribute to organizational effectiveness and success. These include employees’ turno-
ver intentions and retention within organizations (Kim et al., 2016), organizational 
commitment (Alnıaçık et al., 2012; Hanaysha & Majid, 2018; Marta et al., 2021), 
employee job performance (Shahzadi et al., 2014), performance effectiveness (Day 
& Allen, 2004), and productivity (Hanaysha & Majid, 2018). Given its significant 
impact at both individual and organizational levels, it is crucial to examine the fac-
tors that influence CM, particularly in unfavorable or uncontrollable circumstances 
where sustaining these positive outcomes may be challenging. Therefore, this study 
aims to investigate both the direct and indirect influences on CM.

Numerous studies have identified a range of factors influencing CM. Empirical 
findings highlight the role of person-related variables, including career develop-
ment (Khuong et al., 2020), career adaptability (Najib & Aljanabi, 2020), and career 
commitment (Kim et  al., 2016), as well as the significance of work and career, 
career stage, and distance from career goals (Noe et al., 1990). In addition to indi-
vidual factors, organizational variables have also been associated with CM, such as 
compensation, team cohesion, manager relationships, and the work environment 
(Khuong et al., 2020), as well as mentoring (Day & Allen, 2004), leadership, and 
job design (Gagne et al., 2015). Given the complex interplay between psychological 
and organizational factors in shaping employees’ CM, this study examines the role 
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of psychological flexibility at work (as a psychological factor) in influencing CM 
through career adaptability (as a psychological factor) and quality of work life (as an 
organizational factor) in a sequential mediation model.

Psychological flexibility (PF) at work

Psychological flexibility (PF), a core concept of acceptance and commitment ther-
apy (ACT; Hayes et al., 1999), refers to the ability to remain in contact with one’s 
thoughts, feelings, and sensations without judgment, while also taking actions 
that align with consciously chosen values (Hayes et al., 2006). Within ACT, PF is 
regarded as an essential personal asset in the pursuit of a meaningful life (Hayes 
et  al., 1999). Given that the workplace can be a particularly challenging environ-
ment, where employees may apply PF differently than in other contexts, PF at work 
has been proposed as another crucial construct within ACT (Bond et al., 2013).

PF at work has been emphasized both theoretically and empirically. With an 
acceptance and mindfulness-based mindset, PF in the workplace helps individuals 
embrace challenging internal experiences—such as thoughts, feelings, sensations, 
and memories—during work. By fostering present-moment awareness, individuals 
can pursue value-driven work goals without judgment or avoidance of disturbing 
thoughts or emotions, leading to increased employee engagement, performance, 
and job satisfaction (Bond et al., 2008). This, in turn, can enhance career motiva-
tion. Improved work-related flexibility has been linked to better workplace func-
tioning, including higher job performance, motivation, satisfaction, engagement, 
and reduced absenteeism (Bond et al., 2013). Previous research also suggests that 
higher PF at work is associated with lower work-related stress and burnout (Chong 
et al., 2023), improved job performance and work engagement (Flaxman & Bond, 
2010), higher career adaptability and career commitment (Ozdemir et  al., 2023), 
and greater satisfaction with work life (Proctor et al., 2024), all of which are closely 
related to CM (London, 1993). Therefore, the literature provides strong evidence 
linking work-related PF to positive career and work outcomes, including CM, as we 
proposed in this study.

The mediators: career adaptability and the quality of work life

Due to the unpredictable, fluid, and ever-changing nature of today’s work environ-
ment (Savickas, 2013), career adaptability (CA), as the first mediator of this study, 
has become increasingly crucial. CA refers to the self-regulatory, psychosocial cop-
ing skills needed to navigate career development tasks, transitions, and challenges 
(e.g., job loss) within career construction theory (CCT) (Savickas, 2005). These 
competencies are categorized into four interrelated but distinct dimensions (Kon-
stam et  al., 2015): concern (looking ahead and preparing for the future), control 
(having a sense of control over one’s future through decision-making skills), curi-
osity (exploring self, educational, and career opportunities), and confidence (hav-
ing the self-efficacy to overcome obstacles in career development) (Savickas & 
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Porfeli, 2012). As psychosocial resources, these skills enable individuals to cope 
with complex, dynamic, and uncertain work environments (Savickas, 2013). How-
ever, when such skills are insufficient or underutilized, employees may struggle 
with career challenges, which in turn can diminish their career motivation. Previous 
research has provided strong evidence linking CA to positive career outcomes such 
as employability, work performance, career engagement, career commitment, career 
satisfaction, income, and career success, (e.g., Rudolph et al., 2017). Therefore, as 
we proposed, CA is expected to be positively associated with CM.

As the second mediator in this study, the quality of work life (QWL) is defined 
as employees’ satisfaction with various needs resulting from work-related resources, 
activities, and outcomes (Sirgy et  al., 2001). QWL encompasses key factors such 
as job security, growth opportunities, and the relationship between employers and 
employees (Mosisa et al., 2022). Several literature reviews have identified common 
factors influencing QWL, including job security, autonomy in decision-making, 
supervisory support and styles, fair and adequate compensation, employee participa-
tion, a safe work environment, communication, conflict resolution, and the devel-
opment of human capacities (Bagtasos, 2011; Beloor et al., 2017; Kulkarni, 2013). 
While the determinants of QWL are linked to employee factors (i.e., personal char-
acteristics and skills), job content (i.e., the tasks employees perform), and job con-
text (i.e., work conditions and environment) (Bagtasos, 2011), research has primar-
ily focused on organizational factors.

QWL has become increasingly critical due to its impact on motivating employ-
ees, enriching their jobs (Mosisa et al., 2022), and attracting and retaining qualified, 
dedicated employees (Kelbiso et al., 2017). QWL has been found to be associated 
with key career outcomes such as work attitudes, work discipline, commitment, job 
performance, productivity, and job satisfaction (Hashempour et  al., 2018; Kelbiso 
et al., 2017). Additionally, QWL is linked to work–life balance (Mosisa et al., 2022), 
as well as psychological well-being and health (Beloor et al., 2017), extending its 
influence beyond the workplace (Nazhad & Ziaeirad, 2018). Overall, QWL has been 
associated with a hierarchy of satisfaction, ranging from work-specific satisfaction 
(e.g., satisfaction with salary, co-workers) to job satisfaction in the middle, and life 
satisfaction at the top (Danna & Griffin, 1999). Thus, a wide range of research indi-
cates the significant influence of QWL on positive career outcomes, such as CM, as 
proposed in this study.

In this study, we propose a serial mediation model in which CA and QWL medi-
ate the relationship between PF at work and CM. According to the career adaptation 
model of CCT, adaptive readiness (or adaptivity) influences adaptability resources 
(or CA), which then affects adaptive responses, ultimately contributing to adaptation 
outcomes (Savickas, 2013; Savickas & Porfeli, 2012), highlighting their sequential 
relationships. On the basis of this model, adaptivity has been operationalized as indi-
cators of cognitive flexibility and the Big Five personality traits (Savickas & Porfeli, 
2012). Notably, PF at work, which has been suggested to align with the Big Five 
traits but is considered more malleable (Bond et al., 2013), can be viewed as an indi-
cator of adaptivity (see Ozdemir et al., 2023 for empirical evidence) that influences 
CA. In turn, individuals with higher CA, influenced by adaptivity (such as higher 
PF at work in this study), exhibit stronger adaptive behaviors, which lead to positive 
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adaptation outcomes, including career and life success (e.g., career commitment, 
career identity, job success, and life satisfaction; Rudolph et  al., 2017; Savickas, 
2013; Zacher & Griffin, 2015). These outcomes include QWL and CM in this study. 
Given that QWL is linked to various aspects of work and job satisfaction (Danna 
& Griffin, 1999), and considering the sequential associations between these vari-
ables based on the career adaptation model, we propose that PF at work (adaptivity) 
influences CA (adaptability resource), which in turn contributes to QWL, ultimately 
enhancing CM (adaptation results). This suggests the serial mediation roles of CA 
and QWL in the relationship between PF at work and CM.

Considering the critical role of career motivation (CM) in positive career 
and life outcomes, such as career success and life satisfaction, understanding the 
direct role of PF at work as a malleable factor, as well as the indirect roles of CA 
as psychosocial resources and QWL as an environmental and organizational vari-
able, can provide valuable insights into how to support CM. Examining the roles 
of person-related, malleable psychological skills (i.e., PF at work and CA) along-
side environmental and organizational factors (i.e., QWL) in influencing CM can 
offer guidance on how to sustain individuals’ work motivation. This understanding 
will also be crucial in  situations where environmental conditions affecting QWL 
are difficult to change or improve in a short time, potentially negatively impacting 
CM. Despite growing recognition of the importance of CM in fostering both indi-
vidual and organizational success, the mechanisms through which psychological 
and organizational factors interact to shape CM remain underexplored. Particularly 
in challenging or unpredictable work contexts, it is crucial to identify how internal 
psychological resources such as PF and CA, together with organizational conditions 
such as the quality of QWL, influence CM. This study addresses this need by adopt-
ing a resource-based, multilevel perspective that integrates insights from ACT, CCT, 
and motivation theories. To date, no empirical studies have tested a comprehensive 
model that incorporates PF, CA, and QWL as sequential predictors of CM. While 
prior research has examined each of these constructs in isolation or pairwise combi-
nations, the unique contribution of this study lies in its integration of these variables 
into a single serial mediation framework. Furthermore, most existing research has 
not simultaneously considered both psychological (PF and CA) and organizational 
(QWL) variables in explaining CM, leaving a critical gap in our understanding of 
how these layers interact. This study aims to bridge that gap and contribute to theory 
and practice in career counseling and organizational development.

The study context

As of 2023, Türkiye has a population of more than 85 million people, with 68.3% 
of its citizens in the working-age group (15–64 years old) (TurkStat, 2024a). The 
employment rate among individuals aged 15 years and older is 48.3%. The work-
force distribution indicates that 57.6% are employed in the service sector, 21.2% 
in industry, 14.8% in agriculture, and 6.3% in construction (TurkStat, 2024b). 
Meanwhile, the unemployment rate stands at 9.4%, and the broader inactive labor 
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force—which includes time-based underemployment, potential labor force partici-
pants, and the unemployed—accounts for 22.8% (TurkStat, 2024b).

Additionally, Türkiye ranks 129 out of 146 countries in the Global Gender Gap 
Index 2023, with an even lower ranking of 133 in economic participation and oppor-
tunities for women (World Economic Forum, 2023). According to the International 
Labour Organization (ILO), decent work encompasses employment opportunities 
that are productive and generate fair income, ensure workplace security, guarantee 
social protection for workers and their families, and support personal development, 
equal treatment, and social inclusion. (ILO, 2013). Regarding decent work indica-
tors, Türkiye has the highest rate of long working hours among all EU countries, 
with 27.2% of employees working 49 hours or more per week, compared with the 
EU average of 7.1% and Greece’s 11.6%, the highest within the EU (EuroStat, 
2024). Furthermore, the economic confidence index, which ranges from 0 to 200, 
declined by 0.8% between April and May 2024, dropping to 98.2—signaling a pes-
simistic outlook as it remains below the neutral threshold of 100 (TurkStat, 2024c). 
These labor market challenges—largely beyond employees’ control—highlight dif-
ficulties in CM and provide a contextual background for interpreting the results of 
the current study.

This study specifically focuses on white-collar employees, as they typically work 
in environments where psychological and organizational factors such as autonomy, 
flexibility, and institutional support are more pronounced and therefore more rele-
vant for the development of career motivation (Scholze & Hecker, 2024). These pro-
fessionals often operate in cognitively demanding roles that require a high degree of 
adaptability and sustained motivation to navigate dynamic work contexts (Nie et al., 
2023). Focusing on white-collar employees allows for a more homogeneous and 
theoretically grounded examination of career motivation dynamics within structured 
organizational contexts. In such environments—characterized by formal hierarchies, 
internal promotion systems, and psychological contracts—it becomes possible to 
more precisely investigate how individual and contextual career resources influence 
motivation. Moreover, white-collar workers are among the most affected by contem-
porary shifts in the labor market, including digitalization, remote work, and hybrid 
models. These factors make them a particularly relevant population for exploring 
modern interpretations of decent work and its implications for career development.

Method

Participants and procedure

The study utilized a convenience sampling method to recruit 503 adult participants 
in Türkiye, ranging in age from 19 to 63 years (M = 33.86, SD 9.66). Among them, 
271 were female (53.9%) and 232 were male (46.1%). The participants represented 
diverse educational backgrounds: 6.2% (n = 30) had completed high school, 59.1% 
(n = 286) held a bachelor’s degree, 25.4% (n = 123) had a master’s degree, and 9.3% 
(n = 45) had earned a doctorate. Regarding employment status, 288 participants 
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(57.3%) worked in the public sector, while 215 (43.7%) were employed in the pri-
vate sector.

Prior to data collection, approval was obtained from the ethics committee 
(E-97195791-050.01.01-3327/13.10.2021). The data were collected via an online 
platform (Google Forms), where the study materials were distributed to volunteers 
between October 2021 and November 2022. On average, participants took approxi-
mately 10–15 min to complete the measurement tools.

Instruments

Demographic information form

A demographic information form, developed by the researchers, was used to collect 
data on participants’ gender, age, occupation, education level, employment sector, 
and work arrangements during the pandemic.

The workplace acceptance and action scale (WAAQ)

The WAAQ, developed by Bond et al. (2013), is a unidimensional, seven-item scale 
designed to assess psychological flexibility in the workplace. It employs a 7-point 
Likert response format, with total scores ranging from 7 to 49. Higher scores indi-
cate greater psychological flexibility at work. The original scale demonstrated a reli-
ability coefficient of 0.83, and its criterion validity was established through its asso-
ciation with a measure of psychological flexibility. Sample items include: “I am able 
to work effectively in spite of any personal worries that I have” and “Worries do not 
get in the way of my success.” The Turkish adaptation of the WAAQ (Aydın et al., 
2020) confirmed its unidimensional factor structure and its relationship with psy-
chological flexibility, supporting its validity. The internal consistency coefficient of 
the adapted version was reported as 0.84. In the present study, the Cronbach’s alpha 
coefficient was calculated as 0.93.

Career adaptability scale short form (CAAS‑SF)

The CAAS-SF (Maggiori et al., 2017) is a shortened version of the Career Adapt-
Abilities Scale—International Form (Savickas & Porfeli, 2012). The original 
24-item scale comprises four dimensions—concern, control, curiosity, and confi-
dence—each measured by 6 items. The short form includes the three highest-load-
ing items from each dimension: concern (“Thinking about what my future will be 
like”), control (“Taking responsibility for my actions”), curiosity (“Observing differ-
ent ways of doing things”), and confidence (“Taking care to do things well”). Total 
scores range from 12 to 60. Confirmatory factor analysis indicates that the short 
form retains the same factor structure as the original version. The CAAS-SF dem-
onstrates satisfactory internal consistency, with reliability coefficients ranging from 
0.74 to 0.85. The Turkish adaptation of the short form (Işık et al., 2018) confirmed 
the four-dimensional structure across different populations, including high school 
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students, university students, and adult employees. For working adults, internal 
consistency coefficients ranged from 0.80 to 0.91. In the present study, Cronbach’s 
alpha values ranged from 0.81 to 0.88.

Quality of work life scale (QWL)

The QWL scale, developed by Sirgy et al. (2001) on the basis of the need satisfac-
tion approach, consists of 16 items measuring 7 distinct needs: health and safety 
(e.g., I feel physically safe at work), economic and family (e.g., I am satisfied with 
what I’m getting paid for my work), social (e.g., I have good friends at work), esteem 
(e.g., I feel appreciated at work at), actualization (e.g., I feel that my job allows me 
to realize my full potential), knowledge (e.g., This job allows me to sharpen my 
profes- sional skills), and esthetic (e.g., There is a lot of creativity involved in my 
job). The scale utilizes a seven-point Likert response format (1 = very untrue to 7 = 
very true), with total scores ranging from 16 to 112. Higher scores indicate a higher 
perceived quality of work life. The original scale demonstrated a Cronbach’s alpha 
reliability coefficient of 0.78. The Turkish adaptation of the scale (Taşdemir Afşar 
& Burcu, 2014) confirmed a factorial structure consistent with the original version. 
The Cronbach’s alpha for the overall measure was reported as 0.84. In the present 
study, the Cronbach’s alpha reliability coefficient was calculated as 0.95.

Career resources questionnare (CRQ)

The CRQ, developed by Hirschi et  al. (2018), assesses predictors of career suc-
cess across four overarching dimensions: (1) knowledge and skills resources, (2) 
motivational resources, (3) environmental resources, and (4) career-related activi-
ties, encompassing a total of 13 distinct factors. The CRQ consists of 41 items for 
employees, with consistently high reliability, as indicated by Cronbach’s alpha val-
ues ranging from 0.82 to 0.92. Responses are recorded on a 5-point Likert scale (1 
= not true at all to 5 = completely true). In this study, the motivational resources 
dimension was used to assess career motivation. This subscale comprises ten items 
covering three factors: career involvement (e.g., “My work is a central part of my 
identity”; α = 0.90), career confidence (e.g., “I am capable of successfully managing 
my career”; α = 0.92), and career clarity (e.g., “I have clear career goals”; α = 0.92). 
Scores on this subscale range from 10 to 50, with higher scores indicating greater 
career motivation. The Turkish adaptation of the CRQ (Ayaz, 2021) confirmed a 
similar factor structure. The motivational resources subscale had a Cronbach’s alpha 
of 0.87. In the present study, the reliability coefficient was calculated as 0.94.

Data analyses

Serial mediation analysis was conducted using MPlus 8. The dependent variable in 
the study was CM, while the independent variable was PF at work. CA and QWL 
served as mediator variables. Prior to data analysis, single and multiple outliers were 
examined across all research variables. Single outliers were identified on the basis 



	 International Journal for Educational and Vocational Guidance

of standardized scores, resulting in the removal of 18 participants. Consequently, 
the final sample for analysis comprised 484 participants. No multiple outliers were 
detected. The normality of the variables was assessed using skewness and kurto-
sis coefficients, which ranged from −1.09 to 1.52, indicating acceptable normality. 
Additionally, histogram graphs were visually inspected, further confirming the nor-
mal distribution of the variables.

For the serial mediation analysis, the bootstrapping technique was employed to 
examine direct and indirect relationships among the variables. A significance level 
of 0.05 was maintained, with a 95% confidence interval. The bias-corrected method 
with 10,000 bootstrap resamples was applied, ensuring a robust approach to analyz-
ing variable interactions within the model.

Results

Preliminary analyses

The relationships among the variables were analyzed using zero-order correlations, 
as presented in Table 1. According to bivariate correlation results, PF at work (r = 
0.50, p < 0.01), CA (r = 0.55, p < 0.01), and the QWL (r = 0.50, p < 0.01) were 
positively associated with CM. Similarly, PF at work (r = 0.33, p < 0.01) and CA (r 
= 0.36, p < 0.01) were positive correlations with the QWL. Additionally, PF at work 
(r = 0.41, p < 0.01) was positively associated with CA.

Serial multiple mediation analysis

This study examined the serial mediating roles of CA (M1) and QWL (M2) in the 
relationship between PF at work and CM among employees. Initially, the direct 
effect of PF at work (X) on CM (Y) was analyzed. Subsequently, the serial multiple 
mediation effects of CA (M1) and QWL (M2) in this relationship were investigated. 
The serial multiple mediation model is shown in Figure 1.

As illustrated in Figure 1, the analysis confirmed direct relationships among the 
variables. First, PF at work positively predicted CM (c coefficient = 0.26, 95% CI 
0.15–.37). Additionally, PF at work positively predicted both mediators: CA (a1 
coefficient = 0.41, 95% CI 0.29–.52) and QWL (a2 coefficient = 0.22, 95% CI 

Table 1   Descriptive statistics and zero-order correlations

**p < 0.01

Variables Crα 1 2 3 4 M SD Skewness Kurtosis

PF at work (1) 0.93 36.60 8.65 −0.61 −0.07
CA (2) .88 .41** – 51.04 6.55 −0.62 −0.02
QWL (3) 0.95 0.33** 0.36** – 78.58 21.88 −0.77 −0.06
CM (4) 0.94 0.50** 0.55** 0.50** – 41.17 7.38 −1.09 1.52
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0.07–0.36). Furthermore, CA, as the first mediator, positively predicted QWL as 
the second mediator (r = 0.27). Finally, both CA (b1 coefficient = 0.34, 95% CI 
0.22–0.46) and QWL (b2 coefficient = 0.29, 95% CI 0.17–0.40) had positive direct 
influences on CM.

Further analysis indicated that the relationship between PF at work and QWL 
weakened with the inclusion of CA as the first mediator, although it remained sta-
tistically significant (a’2 coefficient = 0.11, 95% CI 0.05–0.17). Similarly, the asso-
ciation between CA and CM weakened but remained significant (b’1 coefficient = 
0.08, 95% CI 0.02–0.12) when QWL was included as a mediator, supporting the 
partial mediation role of QWL. Furthermore, when CA and QWL were incorpo-
rated sequentially into the model, the direct relationship between PF at work and 
CM decreased (c’ coefficient = 0.24, 95% CI 0.15–0.37), indicating partial serial 
mediation through CA and QWL.

The results of bootstrapping, used to assess the significance of the total, direct, 
and indirect relationships, are presented in Table 2. As presented in Table 2, the first 
mediation pathway in the model, examining employees’ CM, was tested through 
CA. The findings indicated that CA significantly mediated the relationship between 
PF at work and CM (bootstrap coefficient = 0.14, 95% CI 0.08–0.22). The second 

Figure 1   Serial multiple mediation model

Table 2   Total, direct, and 
indirect effects

a PF at work → CA → Career motivation
b PF at work → QWL → Career motivation
c PF at work → Career adaptability → QWL → Career motivation

Effect Coefficient SE LL UL

Total effect 0.50 0.038 0.39 0.59
Direct effect 0.26 0.044 0.15 0.37
Total indirect effect 0.24 0.033 0.16 0.33
Indirect effect (X→M1→Y)a 0.14 0.027 0.08 0.22
Indirect effect (X→M2→Y)b 0.06 0.021 0.02 0.12
Indirect effect (X→M1→M2→Y)c 0.03 0.008 0.01 0.06
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mediation pathway, involving QWL, was examined in the relationship between PF at 
work and CM, and this mediation was also significant (bootstrap coefficient = 0.06, 
95% CI 0.02–0.12). Finally, the serial mediation of CA and QWL in the relationship 
between PF at work and CM was analyzed, and the results demonstrated statistical 
significance (bootstrap coefficient = 0.03, 95% CI 0.01–0.06).

Discussion

CM, as a key determinant of individual and organizational positive outcomes, 
is shaped by various psychological and environmental factors. The findings of 
this study revealed the serial mediation roles of CA and QWL in the relationship 
between PF at work and CM. This indicates that PF at work not only directly con-
tributes to CM, but also operates through a sequential mediation pathway involving 
CA and QWL. These findings are particularly meaningful in the context of white-
collar employees, who are expected to proactively manage their careers within 
organizational hierarchies and competitive environments. The strong impact of 
psychological flexibility and career adaptability on career motivation reflects the 
self-regulatory demands placed on these professionals in navigating complex work 
settings. Together, these results highlight the interplay between individual psycho-
logical resources and contextual work demands, setting the stage for understanding 
how PF and CA jointly contribute to sustained career motivation.

First, the finding that PF at work directly contributes to CM aligns with exist-
ing literature. Within the framework of ACT, PF is associated with the ability to 
remain present and engage in value-driven behaviors despite experiencing distress-
ing thoughts and emotions (Hayes et  al., 2006), including those related to career 
and workplace challenges (Bond et al., 2013). The significant direct effect of PF at 
work on career motivation aligns with the principles of ACT (Hayes et al., 2006), 
which posits that psychological flexibility enables individuals to engage in value-
driven behaviors even under conditions of stress or uncertainty. In this context, 
career motivation can be conceptualized as a value-congruent behavior that emerges 
when individuals are able to remain present, regulate experiential avoidance, and 
take committed action toward long-term career goals despite internal or external 
challenges (Bond et al., 2013). Particularly for white-collar workers facing chronic 
stress, organizational ambiguity, or performance pressure, PF serves as a functional 
coping resource that enables sustained career motivation.

This role of PF may be particularly critical in Türkiye, where organizational 
structures are often rigid, workloads are heavy, and economic uncertainty is wide-
spread (EuroStat, 2024; TurkStat, 2024c). In such environments, PF can serve as 
a psychological buffer, allowing employees to maintain motivation despite external 
challenges. Archer et  al. (2024), who demonstrated that a brief organization-wide 
ACT-informed training significantly increased psychological flexibility among 
white-collar employees—and this increase was directly associated with enhanced 
stress resilience, reduced burnout, and improved job performance. ACT literature 
posits that such flexibility supports long-term behavioral engagement in valued 
directions (e.g., committed action), even when contextual demands elicit avoidance 
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tendencies or emotional discomfort. Therefore, the positive influence of PF on CM 
supports ACT’s premise that psychological flexibility facilitates adaptive function-
ing across life domains, including career development. As PF equips individuals 
with adaptive coping mechanisms to effectively manage stressors—thereby reduc-
ing distress, enhancing adaptation, and improving job performance (Bond et  al., 
2008)—it is also suggested to facilitate positive career and work-related outcomes 
(Bond et al., 2013), including CM in this study. Prior research further supports this 
association, demonstrating positive links between PF and CM (Yildirim et al., 2024) 
as well as between work-related PF and career commitment (Ozdemir et al., 2023), 
job engagement, absenteeism, and job satisfaction (Bond et al., 2013).

Secondly, the sequential associations of CA and QWL in the relationship between 
PF at work and CM are consistent with both theoretical and empirical findings. Prior 
research supports the role of CA in fostering CM. For example, within the frame-
work of CCT, Ozdemir et  al. (2023) reported a positive association between CA 
and career commitment, which is defined as “one’s motivation to work in a cho-
sen career” (Carson & Bedeian, 1994, p. 240), aligning to some extent with the 
present findings. Individuals with higher CA are better equipped to translate their 
career commitment into motivation, ultimately leading to greater career satisfaction 
and success (Haibo et al., 2018). This association is particularly meaningful in the 
context of white-collar professionals, who often operate in cognitively demanding, 
high-autonomy environments where adaptability is essential for navigating frequent 
changes, performance expectations, and workplace ambiguity (Rantanen et  al., 
2021). For such workers, CA not only facilitates engagement with career develop-
ment tasks, but also buffers against work-related uncertainty and anxiety—factors 
that are highly relevant to career motivation and long-term employability (Rudolph 
et  al., 2017; Savickas & Porfeli, 2012). Furthermore, consistent with the present 
findings, previous studies indicate that high QWL—encompassing organizational 
factors such as workplace safety, employee engagement, communication, job secu-
rity, and opportunities for growth—is associated with higher work motivation 
(Yusuf & Sutawijaya, 2018). Similarly, recent research highlights the contribution 
of QWL-related factors, including promotion opportunities, employee benefits, rec-
ognition, rewards, autonomy, and job security, to work motivation among IT profes-
sionals (Tiwari et al., 2023). Additionally, the role of QWL in enhancing job enrich-
ment (Mosisa et al., 2022) may contribute to employees’ career goals and planning, 
further supporting CM (Hirschi et al., 2018), as indicated in the current findings. In 
Türkiye, however, where long working hours, limited promotion opportunities, and 
job insecurity are common, perceptions of QWL may be especially fragile, making 
the role of CA even more salient in sustaining career motivation.

Finally, the sequential relationship between CA and QWL aligns with the career 
adaptation model of career construction theory (Savickas, 2005, 2013), particularly 
with the career adaptation model, which describes a developmental sequence from 
adaptivity to adaptability to adaptation. In this model, PF at work represents a form 
of adaptivity, CA reflects adaptability resources, and QWL and CM signify adap-
tation outcomes. Our findings empirically support this sequence, suggesting that 
individuals who demonstrate higher PF are more likely to develop CA, which in 
turn enhances their perceived QWL and ultimately fosters career motivation. As an 
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indicator of adaptivity, PF at work has been shown to promote CA (Ozdemir et al., 
2023), which, as an adaptability resource, facilitates adaptive behaviors such as 
goal setting and career planning—both of which serve as motivational resources—
and leads to adaptation outcomes, including QWL, intrinsic motivation, and CM 
(Johnston, 2018; Savickas, 2013; Hirschi et  al., 2015; Rudolph et  al., 2017). This 
chain reinforces the theoretical pathway proposed in CCT, highlighting the inter-
dependence of personal and contextual factors in career construction. Within the 
motivational resources framework (Hirschi et al., 2018), various QWL-related fac-
tors, such as autonomy in decision-making, employee participation, effective com-
munication, and capacity development (Beloor et al., 2017; Kulkarni, 2013), have 
been linked to adaptive career responses. These include career decision-making 
self-efficacy and career planning (Rudolph et al., 2017), proactive career behaviors 
(Taber & Blankemeyer, 2015), creative problem-solving (Ma et al., 2024), ingratia-
tion behaviors (e.g., using flattery in supervisor relations; Sibunruang et al., 2016), 
and career crafting (e.g., actively shaping one’s career path, self-commitment, and 
job autonomy; Alarifi et  al., 2024). These adaptive responses may enhance career 
prospects (Savickas, 2005) and contribute to adaptation outcomes such as intrinsic 
motivation, reinforcing the sequential relationship between the mediators, as dem-
onstrated in the present study (Hirschi et al., 2018). Importantly, in the context of 
white-collar professionals, who are frequently exposed to complex decision-making 
environments, role ambiguity, and performance-driven cultures, this sequential pro-
cess may be particularly salient. Adaptivity traits such as PF help these employees 
cope with uncertainty and change, while CA enables them to proactively engage 
in goal-setting, career planning, and re-skilling—behaviors essential for navigating 
volatile work settings. This may be particularly relevant in the Turkish labor market, 
where structural challenges such as high youth unemployment, gender disparities, 
and organizational hierarchies constrain career opportunities. Under such condi-
tions, employees’ adaptability resources, including CA, play a crucial role in main-
taining career motivation despite contextual limitations.

Overall, the findings indicated that PF at work influenced CA, which, in turn, 
contributed to QWL, ultimately supporting CM. Considering the sequential relation-
ships among PF at work, CA, QWL, and CM within the career adaptation model of 
CCT (Savickas, 2013), the results align with both theoretical and empirical research. 
The mediating roles of CA and QWL in the relationship between PF at work and CM 
suggest that when QWL is perceived as unfavorable due to external factors beyond 
employees’ control, CM may decline; however, higher levels of PF at work and 
CA—both of which are malleable, cognitive attributes and skills—may help miti-
gate this adverse impact. These findings hold significance in both national and inter-
national contexts, particularly in light of challenging working conditions, including 
limited access to decent work opportunities in Türkiye (EuroStat, 2024; TurkStat, 
2024c), as well as the broader labor market, which is becoming increasingly fluid, 
insecure, and rapidly evolving. In the Turkish labor market, characterized by high 
youth unemployment, limited job security, and persistent gender disparities, the 
development of PF and CA may be especially vital. At the same time, cultural val-
ues such as collectivism and family expectations can shape career decisions, ampli-
fying the importance of adaptability resources in sustaining motivation. However, it 
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is essential to emphasize that enhancing employee flexibility and adaptability should 
not be viewed as a substitute for improving working conditions or implementing sys-
temic changes to enhance QWL. Rather, higher PF enables individuals to remain 
present, manage internal and external challenges, and engage in behavioral regula-
tion processes by reducing experiential avoidance (Hayes et  al., 2006). Similarly, 
CA encompasses essential career-related competencies, including future-oriented 
planning (concern), career decision-making and control (control), exploration of 
career options (curiosity), and self-efficacy in overcoming career barriers (confi-
dence), all of which contribute to CM. If lower QWL stems from employee-related 
factors, fostering these competencies may enhance CM, ultimately promoting career 
success, career satisfaction, and overall life satisfaction. Conversely, if lower QWL 
results from employer- or context-related factors, these skills may equip employ-
ees with the necessary resources to take effective action to strengthen their CM. In 
other words, employees’ capacity to adapt to challenging conditions and their con-
fidence in overcoming them play a critical role in fostering higher CM. However, 
it is crucial to underline that individual-level adaptability cannot fully compensate 
for systemic shortcomings in work conditions. Therefore, cultural and organizational 
reforms remain essential complements to personal resources in promoting sustain-
able career motivation.

Implications, limitations, and future directions

This study contributes to the literature on CM by integrating insights from the moti-
vational career resources approach (Hirschi et al., 2018). Our findings highlight both 
direct (PF at work) and indirect (CA and QWL) predictors of motivational career 
resources, which are malleable constructs encompassing psychological (e.g., opti-
mism, hope, self-efficacy, resilience) and career identity (e.g., self-concept clarity, 
goal clarity, and goal congruence) resources (Hirschi, 2012; Hirschi et  al., 2018). 
Given the conceptual overlaps among CA, flexibility, and CM (Hirschi, 2012), our 
results position PF at work and CA as key antecedents of CM. In addition, by pro-
viding empirical support for the career adaptation model, this study suggests that 
adaptation outcomes (QWL and CM) can be enhanced through the development 
of PF at work (adaptivity) and CA (adaptability resources), further reinforcing the 
model’s sequential relationships. Moreover, this study contributes to ACT (Hayes 
et al., 2006) by highlighting PF at work as a key factor in promoting CA, QWL, and 
CM. Aligning with ACT’s emphasis on psychological flexibility (Bond et al., 2016), 
our findings suggest that PF at work helps individuals navigate stressful conditions 
while supporting career growth.

Practically, as PF at work is a malleable cognitive personality characteristic 
(Bond et al., 2013) embedded within CM (Hirschi, 2012; London, 1983), organiza-
tions could enhance CM by implementing interventions that develop employees’ PF 
at work. In addition, career counselor in organizations may implement skills-based 
training programs to foster adaptability-related competencies, including career plan-
ning, problem-solving, and self-regulation in fostering positive career outcomes such 
as CM, particularly in challenging work environments. Targeted career development 
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programs that enhance PF at work and CA could benefit employees with lower edu-
cational levels, promoting equitable career advancement by addressing disparities in 
professional development opportunities (Hirschi, 2012).

In addition to these theoretical and practical implications, this study has certain 
limitations. First, the study primarily focused on the influence of person-related 
variables, such as PF at work and CA, on QWL and CM, both of which can also 
be shaped by employer- and job-context-related factors. Therefore, contextual influ-
ences (e.g., job characteristics, supervisory support) may play a role in the devel-
opment of these constructs, highlighting the need for future research to explore 
the contributions of socioenvironmental variables. Second, the sample consisted 
exclusively of university-educated white-collar workers. As such, the findings may 
not be fully generalizable to blue-collar or informal labor groups, where structural 
conditions, access to resources, and motivational dynamics may differ significantly. 
We recommend that future research replicate and extend this model across more 
diverse occupational segments to enhance the generalizability and applicability of 
the results. However, QWL and CM may be influenced by demographic variables 
such as education level, gender, and years of work experience. Future research could 
examine the moderating role of these demographic factors in the proposed associa-
tions. Additionally, given that PF at work and CA are malleable cognitive constructs, 
their development may also be influenced by educational background, warranting 
further investigation. Finally, and most importantly, this study employed a cross-
sectional design, which limits the ability to establish causal relationships between 
the variables. Longitudinal research is needed to provide stronger evidence for the 
theoretical relationships proposed in this study.

Overall, our study underscores the importance of fostering PF at work and CA 
to enhance CM, particularly in contexts where QWL is unfavorable due to factors 
related to employees, employers, and the broader job environment. For example, in 
Türkiye, key indicators of decent work—essential for fulfilling basic psychological 
needs such as survival, social contribution, and self-determination, which in turn 
promote work fulfillment and well-being (Duffy et  al., 2016)—are lacking. Long 
working hours, job insecurity, high unemployment rates (including elevated youth 
unemployment), and gender disparities in the workforce remain significant chal-
lenges (EuroStat, 2024; TurkStat, 2024a, 2024b; World Economic Forum, 2023). 
Given that many employees in such work cultures may have limited control over 
external conditions, our findings highlight the potential for strengthening the work-
force by enhancing individuals’ abilities to navigate adversities and challenges. 
Additionally, these findings emphasize the need for systemic and policy-level inter-
ventions to improve working conditions and promote long-term career sustainability.

Conclusions

This study examined the role of psychological flexibility at work in fostering career 
motivation, both directly and indirectly through career adaptability and quality of 
work life. The findings provide empirical support for the career adaptation model 
of career construction theory, highlighting the sequential pathway from adaptivity 
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to adaptability to adaptation outcomes. By integrating insights from the motiva-
tional career resources framework and acceptance and commitment theory, the 
study underscores that psychological flexibility and career adaptability are malleable 
personal resources that enable employees to sustain motivation and career growth, 
even in challenging work contexts. At a practical level, the results emphasize the 
importance of strengthening these cognitive and motivational resources while also 
acknowledging the need for systemic and policy-level interventions to improve 
working conditions. This is particularly critical in Türkiye, where high youth unem-
ployment, limited job security, and persistent gender disparities undermine decent 
work conditions. In such a context, strengthening psychological flexibility and career 
adaptability can provide employees with crucial coping resources, although broader 
systemic reforms remain indispensable. In addition to structural labor market chal-
lenges, cultural factors such as collectivism and strong family expectations further 
shape career trajectories, underscoring the importance of adaptability resources for 
employees in Türkiye. Together, these findings contribute to a more comprehensive 
understanding of how individual and contextual factors interact in shaping career 
motivation, offering valuable implications for organizations, career counselors, and 
policymakers.
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