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Abstract 

Job satisfaction influences whether teachers and academics remain in their roles, stay committed, and 

perform effectively in the classroom. This paper synthesizes research on the link between career 

development opportunities and job satisfaction within educational institutions. It has three aims: to 

pinpoint the key elements of career development programs, to explore how opportunities for professional 

advancement relate to job satisfaction, and to assess the structural obstacles that hinder career 

advancement in academia. The paper draws on a narrative review of peer-reviewed research, international 

survey findings, and policy materials. It outlines five elements of career development: organized 

professional development, mentoring and peer networks, clear advancement routes, broadened roles, and 

supportive resources. Opportunities for growth are repeatedly linked to greater satisfaction, but how strong 

this link varies with perceived relevance, autonomy, and the broader professional context. High workloads, 

precarious employment, unclear or research-biased promotion standards, poor leadership, limited 

resources, and unequal access reduce the positive impact. The paper discusses implications for institutional 

leadership and highlights the need for empirical research in regional Indian institutions. 
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1. Introduction 

1.1 Background and Rationale 

Job satisfaction is important in education because teaching relies on ongoing human effort. (Locke, 1978) 

described job satisfaction as a pleasant or positive emotional condition arising from how individuals 

evaluate their job or work experiences. When that evaluation becomes negative, institutions may see 

higher turnover, reduced engagement, and diminished teaching quality. (Ingersoll, 2001) showed that 

dissatisfaction linked to working conditions, such as weak administrative support and limited influence 

over decisions, was a leading reason teachers left schools in the United States. (Bozeman & Gaughan, 

2011) reached a parallel view for universities by treating faculty satisfaction as the product of individual, 

work, and institutional determinants. 

Career development is the institutional determinant that leaders can change most directly. It covers the 

arrangements through which an institution helps staff build skills, take on new responsibilities, and 

advance. The question is timely in India. The National Education Policy 2020 calls for continuous 
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professional development, merit-based progression, and greater faculty autonomy (PIB Report, 2020). 

Whether those commitments raise satisfaction depends on whether institutions turn them into practices 

that staff can see and use. 

Evidence on the question exists in many countries but is scattered. Studies in a South African university 

of technology (Mampuru et al., 2024), Bangladeshi universities (Zebon et al., 2025), a Philippine 

university (Guzman et al., 2019), and research-intensive UK universities  (Bull et al., 2025) each address 

part of it. This paper brings that evidence together. 

1.2 Research Objectives 

1. To study the key components of career development initiatives implemented across educational 

institutions. 

2. To understand the relationship between professional growth opportunities and overall employee job 

satisfaction. 

3. To analyse the institutional challenges and structural barriers that impede career progression in 

academia. 

 

2. Review of Literature 

2.1 Job Satisfaction: Concept and Importance 

(Locke, 1978) described job satisfaction as a pleasant or positive emotional condition arising from how 

individuals assess their job and related experiences. This view situates satisfaction in the employee’s own 

judgment, helping to explain why two employees working in the same institution may report different 

satisfaction levels. In education, job satisfaction is often associated with motivation to remain in the 

profession. (Skaalvik & Skaalvik, 2011) reported that both satisfaction and motivation to leave teaching 

were connected to school context, sense of belonging, and emotional exhaustion. Findings from large 

international surveys also indicate that teachers who are supported in ongoing professional learning are 

generally more satisfied with their employment conditions (OECD, 2020). 

2.2 Career Development in Educational Institutions 

Career development covers the ways an organization supports employees to build skills, assume greater 

responsibilities, and progress in their careers. In schools, it focuses on professional learning and pathways 

into leadership. In higher education, it additionally encompasses mentoring for early-career faculty, 

policies for promotion and confirmation, and assistance for research. India’s National Education Policy 

2020 makes ongoing professional development central to its vision for teachers (Ministry of Education, 

2020), and the OECD views engagement in professional learning as a key measure of teachers as lifelong 

learners (OECD, 2019). 

2.3 Theoretical Framework 

Four main theoretical perspectives clarify why career development is expected to increase satisfaction 

Herzberg’s two-factor theory distinguishes hygiene factors, such as salary and working conditions from 

motivators, including achievement, recognition, responsibility, and advancement (Herzberg et al., 2017). 

Hygiene factors mainly avert dissatisfaction, whereas motivators generate satisfaction. Career 

development fits largely within the motivator category. Although critics argue the theory draws an overly 

rigid boundary, since promotions, for example, often come with higher pay, its core claim remains 

persuasive: addressing complaints is different from offering meaningful goals to pursue. 

Self-determination theory explains the underlying psychological process. (Ryan & Deci, 2000) proposed 

that lasting motivation and well-being rest on fulfilling three basic needs: autonomy, competence, and 
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relatedness. Training and challenging assignments can strengthen competence, allowing individuals to 

choose development routes supports autonomy, and mentoring or learning communities can satisfy 

relatedness. As a result, the very same workshop may inspire one teacher and frustrate another depending 

on whether it was voluntary, whether it matched their needs, and whether it took place with supportive 

peers. 

The Job Demands–Resources model brings workload into the picture. (Bakker & Demerouti, 2007) argued 

that job demands consume energy, while job resources such as support, feedback, autonomy, and 

opportunities for growth promote motivation and protect against strain. Development opportunities 

function as resources, but their impact depends on context: for a lecturer already carrying a heavy schedule, 

a training programme may feel like an added demand. 

Social cognitive career theory connects beliefs with behaviour. (Lent et al., 1994) suggested that self-

efficacy and expected outcomes shape career interests and decisions, while environmental supports and 

barriers affect whether those interests translate into action.  (Kraimer et al., 2011) provide organisational 

evidence for this link, showing that perceived career opportunities explained much of how organisational 

support for development influenced employee outcomes. Employees engage with development when they 

see it leading to real prospects. Figure 1 integrates these concepts into a single model. 

 

Figure 1: Conceptual Model of Career Development and Job Satisfaction 

 
Sources: (Bakker & Demerouti, 2007; Herzberg et al., 2017; Kraimer et al., 2011; Lent et al., 1994; 

Ryan & Deci, 2000) 
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2.4 Research Gap: 

Three key gaps are evident. 

 Findings are fragmented across school and university contexts and across different countries, with 

limited integration that frames career development as a system. 

 The literature relies mainly on cross-sectional, self-report designs, which constrains causal inference. 

 Research from regional institutions in India remains sparse, despite national policy now prioritizing 

career development. 

This paper tackles the first gap by synthesizing the evidence and highlights the latter two as priorities for 

future research. 

 

3. Research Methodology 

3.1 Research Design 

This article is a narrative review of the literature rather than an original empirical investigation. It 

integrates existing published findings to address three questions: what career development entails in 

educational contexts, how it is connected to job satisfaction, and what barriers hinder it. 

3.2 Source Selection and Verification 

Preference was given to peer-reviewed research, large international surveys, systematic reviews, and 

national policy documents, with a bias toward open-access versions where available. Each empirical study 

referenced was verified against the publisher or repository entry, and any statements about it are restricted 

to what those records report, including sample sizes and study designs. Table 2 summaries the key 

empirical studies. 

3.3 Analytical Approach 

The review is structured around the three objectives. For each objective, the findings were organized into 

themes and assessed in relation to the theoretical framework outlined in Section 2.3. As this is not a 

systematic meta-analysis, it does not calculate pooled effect sizes, and its conclusions reflect an 

interpretive synthesis. 

 

4. Findings and Analysis 

4.1 Key Components of Career Development Initiatives 

Career development within educational institutions is not a single programme. The literature outlines five 

interconnected components, which are summarised in Table 1. 

4.1.1 Structured Professional Learning 

Professional learning is frequently the most visible component. It is provided via workshops, short courses, 

conferences, and in-service training; in Indian higher education, this also includes faculty development 

programmes and refresher courses. (Mampuru et al., 2024) surveyed 270 academics at a South African 

university of technology and found that training and development efforts positively predicted job 

satisfaction, organisational loyalty, and staff retention. How programmes are constructed matters as much 

as the volume on offer. (Darling-Hammond et al., 2017) reported that effective provision is typically 

content-focused, incorporates active learning, supports collaboration, offers coaching and feedback, and 

lasts long enough to shape practice. However, (Sims & Fletcher-Wood, 2021) contend that the evidence 

base for these features is weaker than policy accounts imply, and (Sims et al., 2024) draw on a systematic 

review and meta-analysis to determine which characteristics are genuinely linked to better outcomes. 

Institutions should therefore treat design principles as tentative and test them within their own settings. 
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4.1.2 Mentoring and Collegial Networks 

The second element is relational in nature. (Anafarta & Apaydin, 2016) reported that faculty mentoring 

was associated with both career success and career satisfaction. (Kraft & Papay, 2014) showed that 

teachers working in more supportive professional settings improved more over time than peers in less 

supportive contexts, suggesting that improvement is partly shaped by the workplace. Findings from 

(TALIS 2018) also connect professional collaboration such as team teaching and classroom observation 

with greater job satisfaction and teacher self-efficacy  (OECD, 2020). 

4.1.3 Defined Progression Pathways 

The third element is the career ladder: standards for promotion, tenure/confirmation policies, and sideways 

positions such as programme coordinator or department head. (Bull et al., 2025) interviewed 43 teaching-

focused academics across 12 research-intensive UK universities and distinguished four kinds of contracts, 

only some of which provided a route to promotion. They advised institutions to clarify at the hiring stage 

whether a role offers opportunities for career progression. In a study of 142 faculty at a university in the 

Philippines, participants reported overall satisfaction, largely due to personal and professional 

development, but viewed promotion processes as one of the weaker administrative areas  (Guzman et al., 

2019). In other words, development can be fulfilling even when the formal ladder is disappointing. 

4.1.4 Role Expansion 

The fourth element is the opportunity to assume additional duties such as designing curricula, leading 

committees, supervising research, and taking on administrative tasks. (Herzberg et al., 2017) identified 

responsibility and advancement as central motivators. A potential downside offered here as an 

interpretation rather than an empirically tested result is that such opportunities can turn into unpaid extra 

work. Staff quickly differentiate between roles that enhance their professional standing and those that 

simply consume their time. 

4.1.5 Enabling Resources and Recognition 

The fifth component is the enabling layer: study leave, supported conference travel, research funding, 

protected time, and formal recognition. It is here that policy ambitions intersect with financial constraints. 

Without this layer, the other four components remain largely conceptual. 

 

Table 1: Components of Career Development Initiatives in Educational Institutions 

Component What it involves in practice Illustrative evidence 

Structured 

professional learning 

Workshops, courses, in-service 

training, faculty development 

programmes 

(Darling-Hammond et al., 2017; 

Mampuru et al., 2024; Sims et al., 

2024) 

Mentoring and 

collegial networks 

Formal mentoring, coaching, peer 

observation, learning communities 

(Anafarta & Apaydin, 2016; Kraft & 

Papay, 2014; OECD, 2020) 

Defined progression 

pathways 

Promotion criteria, confirmation rules, 

leadership routes 

(Bull et al., 2025; Guzman et al., 

2019) 

Role expansion Curriculum leadership, committee 

roles, research supervision 

(Herzberg et al., 2017) 

Enabling resources 

and recognition 

Study leave, funding, protected time, 

awards 

(Ministry of Education, 2020) 

Note. Evidence column lists sources discussed in the text. 
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4.2 Professional Growth and Job Satisfaction 

4.2.1 The Direct Association 

Empirical research from Indian higher-education institutions consistently points to a positive link between 

job dimensions related to professional growth and overall job satisfaction, though the strength of this link 

differs across specific factors. Studies of Indian academicians show that satisfaction is influenced by 

several dimensions, including job content, supervision, working conditions, and pay. Of these, job content 

covering opportunities to use skills, exercise autonomy, and remain intellectually engaged has a 

statistically significant and positive association with job satisfaction (Rana & Agrawal, 2016). Evidence 

from Indian universities also indicates that intrinsic elements of work, such as achievement, responsibility, 

recognition, and the character of academic tasks, play a larger role in shaping satisfaction than extrinsic 

elements like salary and job security (Ram & Sahu, 2023). This implies that professional growth built into 

the work itself is a key contributor to satisfaction. 

In addition, findings suggest that involvement in training, education, and institutional activities improves 

job satisfaction by enhancing professional capability and engagement (Ram & Sahu, 2023). At the same 

time, the impact of formal career progression is inconsistent; some Indian studies find that promotion 

prospects do not significantly affect satisfaction because they are often tenure-driven rather than based on 

performance (Dhume & Lucas, 2019). 

Taken together, the Indian literature supports a broadly positive relationship between professional growth 

and job satisfaction, with the most pronounced effects tied to intrinsic, development-focused aspects of 

work. 

4.2.2 Mechanisms and Context 

In India, the connection between professional development and job satisfaction is shaped by both 

psychological fit and the institutional setting. At the individual level, employees tend to feel satisfied when 

their expectations align with actual job outcomes, particularly in relation to development prospects and 

meaningful engagement at work (Rana & Agrawal, 2016). The institutional context can either reinforce 

or dilute this association. Workplace conditions including infrastructure, academic resources, and 

organisational climate have been shown to significantly affect satisfaction among academicians (Das & 

Gujrati, 2013). When the environment is supportive, professional growth opportunities are more 

effectively leveraged; however, limited facilities and an unfavourable organisational climate can reduce 

their impact. Job stress also functions as an important moderating factor. Evidence points to a strong 

negative link between job stress and job satisfaction, indicating that heavy workloads and organisational 

pressures may undermine the beneficial influence of professional growth opportunities (Dhume & Lucas, 

2019). 

4.2.3 Limits of the Evidence 

Although the Indian literature reports consistent results, it also shows notable methodological weaknesses. 

Many studies use cross-sectional survey designs and self-reported indicators, which limits the ability to 

draw causal conclusions. As a result, it is still uncertain whether professional growth increases satisfaction, 

or whether academics who are already more satisfied are simply more inclined to pursue development 

opportunities. 

There are also clear sample-related constraints. A number of studies draw on small or geographically 

narrow samples for example, the Ranchi University study included only 40 participants thereby limiting 

generalisability  (Ram & Sahu, 2023). Even studies with larger samples tend to be regionally concentrated 

and may not adequately reflect the breadth of India’s higher education landscape. 
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In addition, studies differ in how they define and measure professional growth: some position it within job 

content, while others treat it as an organisational or environmental factor. This lack of uniform 

operationalisation makes it difficult to compare results and integrate evidence across studies. 

 

4.3 Institutional Challenges and Structural Barriers 

Even though development opportunities reliably make a difference, many institutions still do a poor job 

of providing them. Prior research highlights obstacles that mutually reinforce each other (Table 2). 

4.3.1 Workload and Time Poverty 

Development takes time, and academic roles seldom leave much of it unused. Heavy teaching 

responsibilities, marking and invigilation, accreditation administration, and student support fill the very 

hours a staff member might otherwise use to study for a qualification or produce research. (Bakker & 

Demerouti, 2007) explain the process: ongoing high demands drain energy and reduce the motivational 

benefit of available resources. When an institution promotes development initiatives without easing 

workloads, it effectively expects staff to improve on their own time. 

4.3.2 Insecure and Unequal Employment 

Contract status influences access. (Bull et al., 2025) reported that education-oriented posts fell into four 

contract categories, some of which provided no pathway to promotion. (Ingersoll, 2001) observed lower 

turnover in schools where teachers had greater say in decision-making and stronger administrative support. 

Those without secure positions are likely to have less influence and support on both fronts. In Indian 

higher education, temporary and guest roles may produce a two-tier workforce, where professional 

development becomes a benefit largely reserved for permanent staff. The latter two claims are inferred 

from employment arrangements and require local evidence to confirm. 

4.3.3 Opaque or Misaligned Promotion Systems 

(Kraimer et al., 2011) showed that perceived career opportunity is the key driver behind investment in 

development. When promotion standards are vague or applied unevenly, employees infer that effort has 

little payoff. A lack of alignment worsens this issue. The title of  (Bull et al., 2025), “You certainly don't 

get promoted for just teaching”, reflects a widespread situation where universities publicly value teaching 

yet base promotion decisions on research. Likewise, the Philippine study recommended revisiting 

promotion policies and processes  (Guzman et al., 2019). 

4.3.4 Weak Leadership and Professional Climate 

(Kraft & Papay, 2014) showed that the professional environment strongly conditions how much staff 

improve, and (Ingersoll, 2001) found lower turnover in schools offering more administrative support. 

Leaders who provide no feedback, protect no time for collaboration, and model no learning cannot expect 

development schemes to succeed. 

4.3.5 Compliance-Driven Development 

Many programmes are created to satisfy a regulator or a ranking framework. This often leads to 

participation-driven activity: certificates are accumulated and hours are recorded. (Ryan & Deci, 2000) 

anticipate how this is experienced, since externally directed activity undermines autonomy. (Sims & 

Fletcher-Wood, 2021) also note that programmes based on assumed characteristics may not shift practice, 

even if they fulfil every formal requirement. 

4.3.6 Resource Constraints and Unequal Access 

Smaller and regional institutions face thin funding for conferences, research grants, and study leave, and 

limited access to senior mentors and research networks. The National Education Policy 2020 recognises 
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the need for faculty development and research capacity across the system (Ministry of Education, 2020), 

yet policy ambition and local resources rarely move at the same pace. Access is also uneven within 

institutions. (Lagesen et al., 2026) examine how women professors in Norway navigate academic career 

pathways, which shows that formally open ladders can be harder to climb for some groups. (Bozeman & 

Gaughan, 2011) likewise stress that satisfaction varies with individual as well as institutional determinants. 

 

Table 2: Structural Barriers to Career Progression and Their Effects 

Barrier How it weakens career development Evidence 

Workload and time 

poverty 

Consumes time needed for study, 

research, and reflection; turns resources 

into demands 

Bakker & Demerouti (2007) 

Insecure and unequal 

employment 

Excludes some staff from promotion 

routes and funded development 

Bull et al. (2025); Ingersoll (2001) 

Opaque or 

misaligned 

promotion criteria 

Breaks the link between effort and 

advancement; rewards research over 

teaching 

Kraimer et al. (2011); Bull et al. 

(2025); de Guzman et al. (2019) 

Weak leadership and 

climate 

Reduces feedback, collaboration, and 

support that make development effective 

Kraft & Papay (2014); Ingersoll 

(2001) 

Compliance-driven 

development 

Replaces autonomy with box-ticking; 

activity without changed practice 

Ryan & Deci (2000); Sims & 

Fletcher-Wood (2021) 

Resource limits and 

unequal access 

Limits funding, mentors, and networks, 

especially in regional institutions and for 

some groups 

Ministry of Education (2020); 

Lagesen et al. (2025); Bozeman & 

Gaughan (2011) 

 

5. Discussion and Implications 

5.1 Synthesis of Findings 

The three objectives come together as a single argument. Career development is made up of five 

interrelated elements. These elements boost satisfaction when employees see them as meaningful, self-

directed, and tied to a genuine route for advancement. They fall short when structural obstacles undermine 

their credibility or practical value. 

5.2 Implications for Institutions and Policy 

 Before expanding training efforts, institutions should assess how trustworthy their promotion pathway 

is. If staff do not view advancement as fair and achievable, more workshops will not bring back 

satisfaction. 

 Development should be centred on choice, with staff creating their own development plan and the 

institution covering part of the costs. 

 Institutions should safeguard time, since committing to development without a corresponding 

reduction in workload creates an unspoken additional burden. 

 They should strengthen the development environment by providing mentoring for early-career staff 

and implementing structured peer observation, which amplifies the impact of training. 

 They should assess programmes using straightforward before-and-after measures, retention figures, 

and staff feedback, and discontinue those that do not lead to changes in practice. 
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 They should broaden access for contract and part-time staff and provide them with a clear pathway to 

secure posts. 

One tension deserves acknowledgment. Institutions must balance individual growth against organisational 

needs, and development that pulls staff toward new specialisms or other employers can feel risky to 

leaders. The evidence suggests the risk is smaller than it looks, since visible investment tends to raise 

commitment, but leaders still must manage the trade-off. 

 

6. Limitations and Directions for Future Research 

The review has well-defined constraints. The choice of sources is based on judgment rather than a 

systematic protocol. Much of the evidence is drawn from international surveys and studies conducted 

outside India, so applying it to Indian regional institutions remains an assumption that needs to be tested. 

A large share of primary research relies on cross-sectional, self-reported data, which constrains causal 

inference. The most valuable next step would be empirical studies in central Indian institutions, preferably 

using mixed methods: questionnaires on satisfaction and perceived career prospects alongside interviews 

and an examination of promotion records. Longitudinal studies tracking staff through development 

programmes and promotion cycles would reveal whether opportunities for growth increase satisfaction or 

simply draw in employees who are already satisfied. 

 

7. Conclusion 

Career development influences job satisfaction in educational institutions, but only under certain 

conditions. It boosts satisfaction when it strengthens skills, supports autonomy, fosters ties with 

colleagues, and results in clear progress. Its impact diminishes when it is forced, unrelated to promotion, 

or added on top of already overwhelming workloads. Unstable contracts, unclear promotion pathways, 

ineffective leadership, and limited resources help explain why many well-meaning programmes fall short. 

Organisations seeking content and secure staff should approach career development as a system to be 

designed and assessed, and check it against the assumptions of the people it is intended to support. 
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