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Abstract 

A mentor-mentee relationship is a productive partnership on both sides. Mentoring has been repeatedly shown to 
positively influence several work-related outcomes in an organization. Therefore, the present study explored how 
mentoring, distributive justice, organizational commitment and career satisfaction are related to each other in order to 
reveal the mentoring effects both at individual and organizational levels. The study included a sample of 280 
participants. SPSS 22.0 and AMOS 22.00 software programs were used to perform the statistical analyses of the 
study data. The results revealed that mentor role and distributional justice have positive effects on organizational 
commitment, while organizational commitment positively affects career satisfaction. There was also a positive 
covariance between mentor role and distributive justice. The findings are discussed from the perspective of both 
management literature and organizational implications. 
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1. Introduction 

Mentoring is both a human resources practice and an individual strategy toward career success (e.g. Atkinson, 2002; 
O'Reilley, 2001). Mentoring refers to a process during which the experienced employees of an organization help 
newcomers complete their individual and organizational development by mentoring them (Özkalp et al., 2006). 
Having advanced experience and knowledge, mentors are individuals who are dedicated to offer their mentees 
support and flexibility (Kram, 1985). Mentors typically provide two main functions; career development functions 
help the mentee advance within the organization, and psychosocial function supports individual and professional 
development of the mentee (Kram, 1985). 

There has been a considerable amount of research on the antecedents and outcomes of mentoring. For instance, 
mentoring has been shown to highly relate to positive outcomes for employees (Allen et al., 1997) such as 
organizational commitment (Joiner et al., 2004). Higgins and Kram (2001) have identified a positive link between 
mentoring and commitment. According to Fine and Pullins (1998), mentoring serves as a professional tool for 
development, which is likely to foster commitment to the organization and satisfaction with career. 

Since mentoring is an effective strategy for the entire organization, the perceptions of employees about its fairness 
may influence the desired outcomes. Fairness is an important construct especially for employees. Based on the 
Equity Theory (Adams, 1965), distributive justice is a type of organizational justice, reflecting the extent to which 
employees perceive inputs and outputs as fair and just. Justice within an organization has been found to be positively 
linked with organizational commitment (e.g. Chang and Dubinsky, 2005). A positive relationship has also been 
demonstrated between mentoring and employees’ justice perceptions (Scandura, 1997). 

In light of the above theoretical background, the purpose of the present study is to explore the inter-relationships 
among mentoring, distributive justice, organizational commitment and career success. More specifically, the present 
study tries to reveal how a mentor can influence employees’ perceptions of fairness and commitment as well as how 
career satisfaction is affected by these constructs. 

2. Mentoring 

Mentoring, which was first introduced by Kram in 1985, generally refers to the work relationship between a mentor, 
who has more experience and qualification, and a mentee, who has less experience for career and personal 
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development (Kram, 1985). The common opinion is that mentoring helps maintaining long-term relationships 
between an organization and its members (Ragins & Kram, 2007).  

According to Bozeman and Feener (2007), mentoring is "a process for the informal transmission of knowledge, 
social capital, and psychosocial support perceived by the recipient as relevant to work, career, or professional 
development” (p. 731). Accordingly, the informal communication during mentoring is often a face-to-face 
communication “between someone perceived to have greater relevant knowledge, wisdom, or experience (the mentor) 
and a person who is perceived to have less (the protégé)” (p. 731). 

Although sometimes used as a synonym of coaching or advising, mentoring is a different concept with a focus on 
long-term relationships, long-term goals, and personal and career development. Rather than a unidirectional 
instruction like teaching, mentoring involves a bilateral partnership based on learning between a mentor and a 
mentee. Such partnership helps mentees realize their own potential and development, and achieve their individual 
goals. Mentoring involves two approaches; formal communication that is called official mentoring supplied by the 
organization or informal communication that is called unofficial mentoring not designated by the organization (Eby 
et al., 2000). 

Mentoring has been investigated for over three decades in in different professions, disciplines and institutions such as 
educational institutions, public organizationsand private organizations. The majority of research on mentoring has 
focused on how to classify the functions or benefits of mentoring process. Though no consensus has been reached on 
the components of mentoring, it is widely recognized that mentoring has a multidimensional structure (Haggard et al., 
2011; Viator, 2001). Some researchers (Kram, 1985; Reid et al., 2008) defined mentoring with two functions; career 
development and psychosocial support. Other researchers (Scandura, 1992; Weinberg & Lankau, 2011) suggested 
role modeling as a third function besides career development and psychosocial support. Career functions involve 
coaching, sponsorship, exposure and visibility, protection and challenging assignments. Psychosocial functions, in 
turn, involve acceptance and confirmation, role modeling, friendship and counseling. The difference between 
mentoring and sponsoring is that psychosocial guidance is provided by the mentors in addition to guidance on career 
(Thomas, 1993).  

Mentoring has become a popular subject among researchers, especially regarding the favorable outcomes of 
mentoring programs. Such outcomes have been examined in relation to job satisfaction (e.g. Ensher et al., 2001), 
learning (e.g. Lankau & Scandura, 2002), turnover (e.g. Beckert & Walsh, 1991), career development (e.g. Haggard 
et al., 2011; Scandura, 1992) and organizational commitment (e.g. Ragins et al., 2000). Mentoring can also produce 
varying effects based on the mentor and mentee (e.g. Darling et al., 2006), interaction quality of mentoring (e.g. 
Ragins et al., 2000), mentoring program (e.g. Ragins & Verbos, 2007), qualification of the mentor (e.g. Haggard et 
al., 2011) and age of the mentor and mentee (e.g. Murphy, 2012).  

3. Distributive Justice 

As social systems, organizations place great importance on human resources for achieving productivity and 
effectiveness. Distributive justice refers to employees' perception of fair treatment within an organization, which 
reflects on employees' reactions and behaviors (Fernandes & Raed, 2006). More specifically, distributive justice is 
related to the employees' opinion about fair treatment regarding their job and their work behaviors are shaped by that 
opinion (Moorman, 1991).  

Distributive justice is the fair allocation of resources, workloads and rewards within an organization. It is about the 
fairness perception regarding resource allocation among people (Greenberg & Baron, 2003). According to 
Cropanzano et.al. (2001), there are three principles leading to distributive justice: The first one is equality and it 
refers to equal treatment in benefits and burdens; the second principle is equity referring to input-based distribution 
of resources, and the last principle is need which refers to equal outcomes. 

The extent to which employees perceive their organization as just and fair is directly associated with their work 
attitudes. An organization that fairly distributes rewards directs employees to develop behaviors more preferable by 
the organization (Ashar & Shahbaz, 2013). For instance, Loi et al. (2006) suggested that distributive justice is likely 
to have a considerable role for employees in assessing their organization. Therefore, justice at an organization is an 
important concept linked with organizational success and effectiveness. Employees are likely to develop a greater 
attachment to their organization when they think they are treated in the same manner (Lee et al. 2007). Additionally, 
distributive justice has been found to positively affect employees' organizational commitment (Akanbi & Ofoegbu, 
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2013). Fair actions of an organization in resource and reward distribution, thereby, would result in employees who 
are attached and committed to their organization. 

4. Organizational Commitment 

Organizational commitment is of significance due to managerial concerns in organizations. It simply represents the 
extent to which employees develop a sense of loyalty to their organization and thereby adopt organizational goals 
(Lambert et al., 2007). Organizational commitment indicates an employee's emotional bond to organizational goals, 
values and missions (Jaskyte & Lee, 2009). Employees who develop commitment to their organization are likely to 
provide greater contribution to that organization. 

Organizational commitment has been identified as an outcome in almost all reviews on organizational justice. 
Employees' perception of justice and fairness drives them to develop a sense of belonging, which is an important 
aspect of organizational commitment. According to Chang and Dubinsky (2005), all types of organizational justice 
(distributive, procedural and interactional) have a positive relationship with organizational commitment. The effect 
of distributive justice on the level of organizational commitment was established in several studies (e.g. Aryee et al., 
2002; Ramamoorthy & Flood, 2004). For instance, the study by Lambert et al. (2007) indicates that both procedural 
and distributive justice have significant influence on organizational commitment of employees. The meta-analysis by 
Colquitt et al. (2011) also revealed that procedural and distributive justice significantly predicts organizational 
commitment. 

The literature suggests that organizational commitment is also enhanced by mentoring (McManus & Russell, 1997). 
Supervisor mentoring is likely to enhance employees' commitment to their organization. The positive influence of 
mentoring on organizational commitment has been explained by two theoretical reasons. First, mentoring stimulates 
affective commitment (Allen & Meyer, 1990) and thereby, mentees’ need for belonging and affection are met due to 
the perception of considerate treatment, which results in a higher level of attachment (Allen & Meyer, 1990). Second, 
the mentees' satisfaction with the mentoring of senior management is likely to drive them to perceive the 
organization as more attractive, leading to enhanced levels of commitment (Orpen, 1997). In this regard, the study by 
Colarealli and Bishop (1990) concluded that career and psychosocial functions of mentoring have positive influence 
on organizational commitment. 

5. Career Satisfaction 

Career satisfaction refers to an employee’s satisfaction or dissatisfaction about her/his career (Lounsbury et al., 2008). 
It involves a subjective assessment regarding the choice and development of a profession (Hofmans et al., 2000). 
Career satisfaction is broader than satisfaction just with the job; it encompasses both internal and external aspects of 
the profession (Judge et al., 1995). As stated by Judge and Kammeyer-Mueller (2007), job satisfaction often involves 
the instantaneous affective reactions of employees to their work; however, career satisfaction reflects a whole 
evaluation of the profession including the past and the future. 

Career satisfaction is considered an important factor due to its relation to career success, specifically subjective 
career success that refers to one’s emotional and psychological assessment of her/his accomplishments related to 
career (Siebert & Kraimer, 2001). Understanding of the factors with influence on the subjective assessment of an 
individual is of significance. In this regard, Crant (2000) suggests that allowing employees to participate in career 
management actions may result in greater satisfaction with the career. Park (2010), in turn, suggests that the meaning 
of the job for the individual is among such factors because job may be perceived by one as an effort to maintain 
one’s living but also eligible for building a career and providing favorable contributions to the world. Accordingly, 
the presence or absence of support on career management would be valuable for an employee. In this sense, Allen et 
al. (2004) found that employees with a mentor achieved better career outcomes compared to those with no mentor. 
Furthermore, the researchers determined that both functions of mentoring were in a positive relationship with career 
outcomes. In a similar vein, Scandura (1997) established that the psychosocial mentoring function positively affects 
employees’ career expectations, satisfaction and commitment, which indicates that mentor support enables 
employees to overcome the challenges of career management as well as develop positive attitudes toward the work 
environment. 

Career satisfaction is also related to several work-related outcomes such as commitment (Carson et al., 1994). 
Employees are likely to be satisfied with their career when their aims and needs are fulfilled (Joo & Ready, 2012). 
Career satisfaction and organizational commitment are both emotional states that possibly result from employees’ 
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affective reactions to an organization. It is likely for employees to have greater levels of satisfaction when they feel 
committed to their organization. 

Based on the above background, the present study developed the following hypotheses:  

H1: Mentoring has a positive relationship with distributive justice. 

H2: Mentoring has a positive relationship with organizational commitment. 

H3: Distributive justice has a positive relationship with organizational commitment. 

H4: Organizational commitment has a positive relationship with career satisfaction. 

6. Methodology 

6.1 Research Goal 

The present study aims to determine the inter-relationship among mentoring, distributive justice, organizational 
commitment and career satisfaction. In this regard, the model created assumed that mentor role has a positive 
relationship with distributive justice and organizational commitment, while organizational commitment positively 
influences career satisfaction.  

6.2 Participants and Procedure 

For study purposes, the study questionnaire was distributed to 300 participants. Due to a large body of missing parts, 
questionnaires of 20 participants were ignored, and all study analyses were conducted with 280 participants. 
Questionnaire collection was completed over a period of 10 weeks. 

6.3 Measures 

The study questionnaire consisted of two parts. The first one was about demographics, which included gender, age, 
marital status, education and work details such as sector, position, seniority. The second part covered the questions to 
measure mentoring, distributive justice, organizational commitment and career satisfaction. 

Mentoring was measured using the Mentor Role Instrument (MRI) developed by Ragins and McFarlin (1980). MRI 
is a scale with 33 items and 2 mentoring (career and psychosocial) functions that include 11 roles. These roles are 
sponsor (α=0.81), coach (α=0.81), protect (α=0.77), challenge (α=0.92) and exposure (α=0.80) that measures career 
function with 15 items; and friendship (α=0.82), social (α=0.93), parent (α=0.89), role model (α=0.84), counsel 
(α=0.83) and acceptance (α=0.89) that measures psychosocial function with 18 items. 

Distributive justice was measured using a scale developed by Niehoff and Moorman (1993). The scale has 9 items 
measuring the fairness perceptions of employees. The Cronbach’s alpha of the original scale is 0.91. A sample item 
of the scale questions is “My work schedule is fair”. 

Organizational commitment was measured using a scale developed by Allen and Meyer (1990). The scale has 24 
items under three dimensions; affective commitment (e.g. “I would be very happy to spend the rest of my career with 
this organization”), continuance commitment (“I don't consider leaving this organization because there are few other 
work options”) and normative commitment (“This organization deserves my loyalty”). The Cronbach’s alpha of the 
original subscales was 0.87, 0.75 and 0.79, respectively. 

Career satisfaction was measured using a scale developed by Greenhaus et al. (1990). The Career Satisfaction Scale 
has five items (e.g. “I am satisfied with the progress I have made regarding the accomplishment of my promotion 
objectives”). The Cronbach’s alpha of the original scale was 0.88. 

7. Results 

7.1 Demographic Characteristics 

For study purposes, the study questionnaire was distributed to 300 participants; however, 20 questionnaires were 
ignored due to many missing parts, and all study analyses were conducted using the questionnaires of 280 participants. 
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Table 1. Demographics 

 n % 

Gender Single 140 50.0% 

Married 140 50.0% 

Age Group =<20 years 11 3.9% 

21-30 years 111 39.8% 

31-40 84 30.1% 

41-50 46 16.5% 

>=51 years 27 9.7% 

Marital Status Single 146 52.9% 

Married 130 47.1% 

Education Elementary 
school 

8 2.9% 

Secondary-high 
school 

60 21.4% 

Bachelor 141 50.4% 

Graduate 71 25.4% 

Sector Service 191 70.2% 

Manufacturing 37 13.6% 

Commerce 44 16.2% 

Position/rank Top 52 19.5% 

Medium 159 59.6% 

Lower 56 21.0% 

Job_Seniority <1 year 17 6.2% 

1-5 years 93 33.7% 

6-10 years 46 16.7% 

11-15 years 48 17.4% 

16-20 years 32 11.6% 

≥21 years 40 14.5% 

Position_Seniority <1 year 39 14.9% 

1-5 years 140 53.6% 

6-10 years 48 18.4% 

11-15 years 22 8.4% 

16-20 years 4 1.5% 

≥21 years 8 3.1% 

 

7.2 Statistical Analysis 

The responses of the participants were analyzed and interpreted using SPSS for Windows 22.00 and AMOS 22.0 
software programs. Confirmatory factor analyses (CFA) of the research scales were performed and the Cronbach's 
alpha values were calculated. The confirmatory factor analysis of the research scales were conducted separately in 
the AMOS program. The path analysis of the structural equation model was performed using AMOS software 
program. 
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7.3 Confirmatory Factor Analysis 

Confirmatory factor analysis (CFA) was conducted to establish the significance of the measurement models in AMOS 
22.0 software program. According to the results, the measurement models were acceptable. Then, goodness of fit index 
was used to assess the adequacy of the whole model. 

With increasing sample size, especially in the samples greater than 200, the Chi-Square (x2) value gets higher and the 
statistical significance level of the Chi-Square (x2) test gets lower (Bollen, 1989; Fornell & Larcker, 1981; Bagozzi et 
al., 1991). The confirmatory factor analysis of the study scales and the adequacy of the general models tested were 
assessed by using degree of freedom-adjusted Chi-Square (x2) value (Chi-Square value/degree of freedom), other 
goodness of fit indices and standardized residual covariance matrix values (Bayram, 2013). 

 

Table 4. Standard Good Fit Indices and the Fit Indices Calculated for the Model 

no Fit Indices Good Fit Acceptable Fit 
1 x2 - - 

2 x 2 / s d  0 < x 2 / d f  <  2 2 < x 2 / s d  <  5  

3 RMSEA 0< RMSEA <0.05 0.05< RMSEA < 0.08 
4 GFI 0.95 < GFI < 1.00 0.90 < GFI < 0.95 

5 CFI 0.97 < CFI < 1.00 0.95 < CFI < 0.97 

6 SRMR 0< SRMR <0.05 0.05< SRMR <0.10 
 

7.3.1 Organizational Commitment (OC) Scale 

The organizational commitment scale consists of 18 items and 3 subdimensions. Due to their factor loads (<0.50), 9 
items of the scale were removed from the analysis. Confirmatory factor analysis was performed using the remaining 9 
items and 3 subdimensions. 

 

 
 
 
 
 
 
 
 
 
 
                                  
 

Figure 1. The OC Scale-Confirmatory Factor Analysis 

 

The model was within the acceptable limits as the result of the model analysis was x2/ df (1.594). The goodness of fit 
indices of the model were found as RMSEA=0.046, GFI=0.971, CFI= 0.989 and SRMR= 0.0376. Based on these 
values, the research model is considered to be within the acceptable limits. 

7.3.2 Carrier Satisfaction (CR) Scale 

The career satisfaction scale consists of 5 items and a single subdimension. No item was removed from the analysis as 
the factor loads of all items were (>0.50). The confirmatory factor analysis performed using 5 items a single 
subdimension is provided below. 
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Figure 2. The CR Scale-Confirmatory Factor Analysis 

 

The model was within the acceptable limits as the result of the model analysis was x2/ df (1.073). The goodness of fit 
indices of the model were found as RMSEA=0.016, GFI=0.995, CFI= 0.998 and SRMR= 0.0090. Based on these 
values, the research model is considered to be within the acceptable limits. 

7.3.3 Distributive Justice (DJ) 

The distributive justice scale consists of 5 items and a single subdimension. No item was removed from the analysis as 
the factor loads of all items were (>0.50). The confirmatory factor analysis performed by using 5 items and a single 
subdimension is provided below. 

 
 
 
 
 
                                               
 
 
 

Figure 3. The DJ Scale-Confirmatory Factor Analysis 

 

The model was within the acceptable limits as the result of the model analysis was x2/ df (1.011). The goodness of fit 
indices of the model were found as RMSEA=0.006, GFI=0.997, CFI= 0.999 and SRMR= 0.0077. Based on these 
values, the research model is considered to be within the acceptable limits. 

7.3.4 Mentor Role Instrument (MRI) 

The mentor role instrument consists of 33 items and 11 subdimensions. In the study, 18 items and 6 subdimensions that 
were related to the research model were used. Therefore, the confirmatory factor analysis was performed using 18 
items and 6 subdimensions. An item (Item 7) with a factor load of (<0.50) was removed from the analysis. The result 
of the confirmatory factor analysis performed by using the remaining 17 items is as follows:  
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Figure 4. MRI - Confirmatory Factor Analysis 

 

The model was within the acceptable limits as the result of the model analysis was x2/ df (2.128). The goodness of fit 
indices of the model were found as RMSEA=0.064, GFI=0.910, CFI= 0.967 and SRMR= 0.0345. Based on these 
values, the research model is considered to be within the acceptable limits. 

7.4 Path Analysis of the Structural Equation Model 

A path diagram was drawn using AMOS 22.0 software program to examine the relationships assumed in the 
hypotheses, and the structural parameters were estimated using the Maximum Likelihood method. The path diagram of 
the model is presented in Figure 6. The AMOS SEM program provides analysis results as standardized and 
non-standardized coefficients separately. Standardized coefficients were utilized in the analysis for understandability. 

Since the chi-square value calculated for the fitness of the model in the structural equation modeling may lead to 
incorrect decisions as it is affected by the sample size and the number of variables, the decision is made based on the 
(x2/ df.) criterion instead of this value (Jöreskog & Sörbom, 1996; Schermelleh-Engel et.al., 2003).  
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Figure 5. Path analysis of the presumed model using structural equation modeling 
 

Table 2. Standard Good Fit Indices and the Fit Indices Calculated for the Model 

no Fit Indices Good Fit Acceptable Fit Model 

1 x2 - - 1.177595 

2 x 2 / s d  0 < x 2 / d f  <  2 2 < x 2 / s d  <  3  2048 

3 RMSEA 0< RMSEA <0.05 0.05< RMSEA < 0.08 0061 

4 GFI 0.95 < GFI < 1.00 0.90 < GFI < 0.95 0903 

5 CFI 0.97 < AGFI < 1.00 0.95 < AGFI < 0.97 0951 

6 SRMR 0< SRMR <0.05 0.05< SRMR <0.10 0066 

 

The model was statistically significant as x2/ df=2.048. This value is within the "acceptable fit" limits. RMSEA was 
0.061, GFI was 0.903, CFI was 0.951 and SRMR was 0.066. Fit indices related to the model fit are presented in Table 
4. These values indicate that the research model is within the acceptable limits. 

The model revealed that distributive justice and mentor role affect organizational commitment, whereas organizational 
commitment has an effect on career satisfaction. Additionally, the covariance between distributional justice and 
mentor role was statistically significant. The findings from the model are shown in Table 3. 
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Table 3. Regression and determination coefficients 

Endogen
ous 

Effec
t 

Exogenous 
Non-standardized (?)  

coefficients 

Non-standardized 

coefficients 
z p 

OC <--- DJ .246 .454 5344 *** 

OC <--- MRİ .284 .485 5374 *** 

CR <--- OC .857 .591 5663 *** 

Structural Equations                                     R2

OC=0.454*DJ+0.485*MRI                                     67% 

CR=0.591*OC                                    35% 

***p<0.001 

 

Organizational commitment is positively affected by mentor role and distributive justice. Organizational commitment 
was explained by these variables at a rate of 35%. Career satisfaction is positively affected by organizational 
commitment. Career satisfaction was explained by these variables at a rate of 67%. Besides, the relationship 
(covariance) between mentor role and distributive justice was found to be positive (0.52) and significant. 

8. Conclusion and Implications 

The present research tried to establish the relationships among four variables; mentoring, distributive justice, 
organizational commitment and career satisfaction. We believe that the research findings will contribute to the 
existing literature on these constructs as well as provide organizations with substantial information on how to 
enhance organizational commitment among their members to achieve better organizational outcomes. 

Our findings have first demonstrated that mentoring has a positive relationship with distributive justice. This finding 
may expand our understanding of both mentoring and employee perceptions of justice. As commitment is a very 
valuable concept for organizations, particularly for employee effectiveness and retention, organizations may pay 
further attention to the characteristics of their mentoring program and employees’ fairness perceptions in order to 
enhance their commitment to the organization. Distributive justice is about employees’ perceptions of fairness in 
reward allocation; therefore, organizations should diligently formulate mentoring programs considering fair access of 
all employees due to such interaction. Furthermore, this finding suggests that employees believe their organization is 
fair when they perceive their mentor as fair. In this regard, organizations may train their experienced employees to 
serve as mentors about fair treatment and employee perceptions. The function of mentoring, which contributes more 
to the justice perceptions, may be investigated by future studies. 

Second, we have determined that mentoring positively influences employees’ organizational commitment. This 
finding is consistent with the literature (e.g. Allen & Meyer, 1990; McManus & Russell, 1997). Based on this, we 
recommend organizations to provide their members, especially newcomers, with an effective mentoring program. 
The mentoring process can help building long-term relationships between an organization and its members. Thereby, 
employees would feel more committed to their employing organization and not develop any intent to leave. 
Accordingly, mentoring is likely to provide employee retention, which may be an area of research for future studies. 

Third, we have found that organizational commitment is positively affected by distributive justice. This finding is 
consistent with the studies by Aryee et al. (2002) and Lambert et al. (2007). This suggests that there should be a good 
management of justice in organizations as justice perceptions are likely to determine job outcomes. Therefore, we 
recommend organizations to be just and fair with their employees in all their practices in order to have committed 
members. Organizations may also develop management strategies that will foster fairness through any method such 
as monthly meetings or open-door policies, whichever is practical for them. 

Fourth, our results have revealed that organizational commitment is related to career satisfaction. This finding is 
consistent with the studies by Carson et al. (1996), and Hsu and Tsuai (2014). As an important indicator of career 
success, career satisfaction should not be ignored by organizations. This finding suggests that employees who feel 
more committed to their organization are more satisfied with their career, which is likely to result in a successful 
career. In this sense, organizations may provide their employees with training to enhance their professional skills and 
make efforts to meet their physical and mental needs. 

In conclusion, considering all of our findings, it is possible to state that an organization is likely to have committed 
employees when it executes a mentoring program and supports an equal and just working environment, which then 
results in employees satisfied with their career. 
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