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The current study investigated the influence of age-related constructs on the psychological contract and its relationships
with continuance and normative commitment. It was proposed that as people age, their future time perspective (FTP)
decreases. Consequently, it was expected that contract fulfilment would be positively related to continuance
commitment for workers with short FTP, while it would be positively related to normative commitment for workers
with long FTP. Conversely, it was argued that, with age, workers’ perceived work-related expertise increases, resulting
in stronger reactions to obligation fulfilment on normative commitment. A study among 334 employees showed that
FTP and work-related expertise indeed moderated the relationships between contract fulfilment and organizational
commitment. The results showed that the influence of age on the relations between contract fulfilment with outcomes is
dependent upon FTP and occupational expertise. The study shows the value of a lifespan perspective on psychological
contracts and their relations with organizational commitment.
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Due to the ageing of the workforce, governments and
organizations are increasingly aware of the need to
retain older workers in the labour market in order to
ensure sufficient levels of staff in the long run
(European Commission, 2010; Wang & Shultz,
2010). On the one hand, the large baby boom
generation is currently reaching retirement; on the
other hand, birth rates have considerably decreased
during the last decades. These demographic changes
imply a shortage of younger workers who enter the
labour market in relation to the supply needed to fill
the places of those employees retiring (Alley &
Crimmins, 2007). Therefore, the ageing workforce
has become one of the most important challenges in
organizations nowadays and considerable research
has been devoted to the topic (Shultz & Wang, 2011;
Wang & Shultz, 2010). For instance, research has
focused on how older workers can be motivated in

their work, and what causes them to remain
committed to their organizations (Bal, Jansen, Van
der Velde, De Lange, & Rousseau, 2010; Ng &
Feldman, 2009).

A highly useful perspective on the motivation of
older workers has been presented by psychological
contract theory (Rousseau, 1995) which postulates
that a high-quality relationship between the employee
and the organization is necessary for employees to
become committed to their organization (Zhao,
Wayne, Glibkowski, & Bravo, 2007). Although
some previous studies have looked at the role of
age in psychological contracts and its relations with
job attitudes (Bal, De Lange, Jansen, & Van der
Velde, 2008; Bellou, 2009; Ng & Feldman, 2009), no
previous empirical attempts have been made to
explain why and how age affects the relations of
psychological contracts with job attitudes. Stated
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differently, empirical research on the age-related
processes that influence reactions to psychological
contracts is lacking (Kooij, De Lange, Jansen, &
Dikkers, 2008; Zacher, Heusner, Schmitz,
Zwierzanska, & Frese, 2010).

The limited approach focusing on chronological
age only has been criticized because age is an
‘‘umbrella’’ variable under which various changes in
people’s lives are subsumed. Moreover, the neglect of
mediator and moderator variables in previous
research is unfortunate, because research on ageing
is often criticized for treating age as if it was a
psychologically meaningful construct by itself (Schaie,
1986). Chronological age is only an index, and it is
therefore of utmost importance to gain a better
understanding of how age-related changes in
psychological variables affect organizational
outcomes (Ng & Feldman, 2008; Schwall, 2012).
Moreover, up until now research has shown
inconsistent findings with regard to the role of age
in psychological contract reactions (Bal et al., 2008;
Bellou, 2009). This inconsistency could be explained
such that age can have both negative and positive
effects, through decreases in future time perspective
and through increases in experience and perceived
work-related expertise. Therefore, the total effect of
age on psychological contracts may be neutralized
and, therefore, invisible.

Hence, it is imperative to investigate the underlying
concepts to disentangle the complex role of age in the
relations between psychological contract evaluations
and presumed outcomes (Bal et al., 2008; Kooij et al.,
2008). This article, therefore, introduces a lifespan
perspective on psychological contracts, and shows the
pivotal roles of future time perspective and perceived
expertise in the relations of age with psychological
contracts and job attitudes. Sterns and Miklos (1995;
see also Kooij et al., 2008) introduced several
theoretical perspectives on age to explain the various
relationships of age-related concepts with attitudes
and behaviours. Both a psychosocial perspective on
age, describing how people perceive themselves in
relation to their future, and an organizational
perspective on age, describing how age influences
perceived expertise in one’s job, may explain why the
relation of age with organizational outcomes such as
psychological contracts is complex.

On the one hand, the psychosocial perspective on
ageing focuses on how people, as they age, gain a
different perception of their future (Carstensen,
2006). Socioemotional selectivity theory
(Carstensen, Isaacowitz, & Charles, 1999) argues
that older workers have less expansive time horizons,
implying that they will react less intensely towards
psychological contract fulfilments that aim at
preserving their relationship with their employer
(Bal et al., 2008). On the other hand, the

organizational perspective on age indicates that, with
increasing age, people gain higher experience and
expertise (Quinones, Ford, & Teachout, 1995). Because
of this, people have higher expectations of their
employer, and tend to respond more strongly to
inducements offered by their employer (Bal et al., 2008).

In the current study, we integrate both of these
perspectives in the relations between age,
psychological contracts, and organizational
commitment. We focus on organizational
commitment as outcome of psychological contracts,
because commitment has been identified as one of the
strongest predictors of both employee performance
and the motivation to continue working (Harrison,
Newman, & Roth, 2006; Wang & Shultz, 2010). We
differentiate between continuance and normative
commitment since it is expected that FTP and
expertise are differentially related to these types of
commitment, and we do not focus on affective
commitment, because it is equally important for low
and high FTP and expert employees (Bal et al., 2008).
Moreover, they tap different types of psychological
linkages with the organizations, and are accordingly
expected to be predicted through different processes
(Allen & Meyer, 1990). In all, this study will reveal a
piece of the complex puzzle that constitutes the, up to
now, somewhat contradictory and not fully
understood, relations between age, the psychological
contract, and its relations with commitment (Ng &
Feldman, 2009). Figure 1 shows the research model
that guides the current research. The main purpose of
the article is to show how age influences the
relationships of psychological contract fulfilment
with outcomes through its effects on both FTP and
expertise. Hence, the aim of the article is to show that
age has distinct effects on the relations of contract
fulfilment with outcomes because it negatively relates
to FTP and positively relates to expertise.

THE PSYCHOLOGICAL
CONTRACT

According to Rousseau (1995, p. 9), ‘‘the psycholo-
gical contract consists of individual beliefs regarding
terms of an exchange agreement between individuals
and their organization’’. An employee’s psychological
contract includes that person’s understandings of his
or her own and the employer’s obligations (Dabos &
Rousseau, 2004; Rousseau, 1995), and are subjective
in nature and exist in the eye of the beholder, that is,
the employee (Suazo, Martı́nez, & Sandoval, 2009).
Psychological contracts include perceptions of the
employee about employer obligations and the extent
to which these obligations are fulfilled. Employees
perceive the extent to which their employer has
fulfilled its obligations towards them. Research has
shown that it is through these perceptions of
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fulfilment (i.e., employer fulfilment) that employees
become more committed towards their organization
(Zhao et al., 2007).

Theoretically, in line with social exchange theory
and the norm of reciprocity (Gouldner, 1960), people
engage in a social exchange relationship and form a
psychological contract with their employer, and
investments of one party are likely to be reciprocated
by the other party. Hence, contract fulfilments by the
employer are reciprocated by the employee with
higher commitment.1 In this study, we distinguish
two types of employer fulfilment. In line with the
framework of Bal et al. (2010; see also Foa, 1971), we
distinguish employer economic and socioemotional
fulfilment. Economic fulfilment refers to extent to
which employees perceived that their organization
fulfils its obligations concerning monetary resources,
and these include fair pay compared to other
employees and fringe benefits (Coyle-Shapiro &
Conway, 2005; Shore et al., 2004). These obligations
are limited in time frame such that they focus on the
transactional relationship between the employee and
the organization. Socioemotional fulfilment refers to
the extent to which employees perceive that their
organization has fulfilled its obligations concerning
resources that are aimed to developing the employee
and to build up a strong relationship (Bal et al.,
2010). These resources include participation in
decision making and support for development, and

are a form of support and socioemotional concern of
the organization for the employee. Economic and
socioemotional fulfilments are not opposites but
complement each other in the psychological contract
of employees with their organizations (Bal et al., 2010).

A LIFESPAN PERSPECTIVE ON
PSYCHOLOGICAL CONTRACTS

Previous studies have shown that age plays a
significant role in the development and consequences
of psychological contracts (Bal et al., 2008; Ng &
Feldman, 2009). For instance, Bal et al. (2008)
showed that the impact of contract breach on
commitment is weaker for older workers. However,
the limitation of these earlier studies is that there have
been few attempts to explain the specific role of age.
Researchers have argued that ageing can be regarded
as a proxy for different underlying age-related
processes (e.g., De Lange et al., 2010; Kooij et al.,
2008; Sterns & Miklos, 1995). More concretely, in
this study, we examine differences in people’s
perceptions of possibilities for future goal attainment
(future time perspective) and perceptions of their
expertise at work (perceived work-related expertise),
as potential explanations for differences in responses
to contract fulfilments.

SOCIOEMOTIONAL
SELECTIVITY THEORY AND THE
PSYCHOLOGICAL CONTRACT

According to Socioemotional Selectivity Theory,
when people grow older, they increasingly experience

Figure 1. Research model of the current study.

1Theoretically, the psychological contract also consists of

employee obligations; however, in the current study, we omit this

part of the psychological contract, since it has been shown that, in

particular, employer obligations and fulfilment influence organiza-

tional commitment (Zhao et al., 2007).
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time as running out (Carstensen, 2006; Carstensen &
Mikels, 2005). Related to work settings, ageing
workers perceive a changing horizon in terms of the
time and opportunities they have left until their
retirement (Zacher & Frese, 2009). In contrast to
objective calendar time, future time perspective (FTP)
focuses on peoples’ subjective experiences (Husman &
Shell, 2008). FTP refers to how much time and
opportunities individuals believe they have left in their
personal future and comprises a process that is subject
to large interindividual differences. FTP generally
decreases with age, but the extent to which people see
their future as open-ended or constrained may also
vary among people of the same age (Bal et al., 2010;
Zacher & Frese, 2009). This shifting time perspective
has profound effects on human processes including
motivation and emotion (Carstensen, 2006). People
who see their future as open-ended are more likely to
focus on long-term goals and a long-term relationship
with their organization. In contrast, people who see
their future as running out are more likely to focus on
immediate rewards and on building up relationships
with close others (Lang & Carstensen, 2002).

With respect to the psychological contract, we
argue that differences in FTP will determine the
strength of the relationships between contract fulfil-
ment and commitment, as the salience of obligations
as well as the type of commitment varies depending
on whether people have low or high levels of FTP. In
line with Bal and colleagues (2010), who argued that
reactions to fulfilment of salient obligations are
stronger compared to fulfilment of less important
obligations, we expect that the relations of socio-
emotional fulfilment with organizational commit-
ment are moderated by FTP, while we control for
the extent to which employees perceived their
economic obligations to be fulfilled. Theory on
commitment (Allen & Meyer, 1990; Meyer et al.,
2002) postulates that employees form psychological
linkages with their organization because they have to
do so due to the costs of leaving the organization (i.e.,
they have to remain; continuance commitment), or
because they feel obligated to remain with their
organization (i.e., they believe they ought to stay;
normative commitment). Previous research has
shown that these forms are distinct and are predicted
by different antecedents (Meyer et al., 2002). Hence,
we expect specific interactions to occur between FTP,
contract fulfilment, and commitment.

Socioemotional fulfilment should generally
strengthen the relationship between employee and
organization, and thus they are expected to enhance
commitment (Zhao et al., 2007). However, short FTP
workers (who, in general, are older workers) perceive
fewer opportunities in the future, and are more
focused on maintaining what they have and on
strengthening their relationship with their

organization (Bal et al., 2010; Zacher & Frese,
2011). Hence, when they receive socioemotional
resources, they will be more likely to feel increased
costs of leaving the organization because they
perceive that other organizations are less likely to
offer these inducements to them. Thus, for short FTP
workers, socioemotional fulfilments relate to higher
continuance commitment. This is consistent with
findings of Markovits et al. (2008), who found that
employees with a high prevention focus (cf. short
FTP workers; Zacher & De Lange, 2011) are higher
in continuance commitment than employees with a
promotion focus, indicating that employees with a
stronger focus on preventing losses are more inclined
to hold a strong relationship with their current
organization. Furthermore, a meta-analysis has
shown that older workers value job security higher
than younger workers (Kooij, De Lange, Jansen,
Kanfer, R., & Dikkers, 2011), indicating that older
workers will be more highly focused on resources that
contribute to their continuance commitment.

In contrast, long FTP workers are focused on the
future and on rewards that will be obtained in the
future (Zacher et al., 2010). People who experience
their future as open-ended are more likely to see
many remaining opportunities in life and work.
Therefore, they are more inclined to look for
organizations and employment opportunities that
fulfil their needs for relational exchanges, and they
strive to work for organizations that offer them
resources that fulfil their needs for challenging jobs
and development. Hence, when long FTP workers
receive socioemotional fulfilments, they will not
perceive increased costs of leaving their organization
(i.e., continuance commitment) because they perceive
that they are employable and will easily find a new
job. However, because of the resources they received
from their employer, they will feel obligated to
remain in their organization. These organizational
investments in them enhance felt obligations and
norms to stay in their organization, even though they
feel low costs of leaving their organization (Marko-
vits et al., 2008). This is only expected for socio-
emotional fulfilments, since they tap into the
relational aspects of the employment exchange
relationship, whereas economic fulfilments refer to
transactional elements, indicating universal resources
that employees can obtain through different means,
and in different organizations (Bal et al. 2010; Foa,
1971). Hence, socioemotional fulfilment increases
high continuance commitment for short FTP work-
ers, and increases normative commitment among
long FTP workers.

Hypothesis 1a: FTP moderates the relationship
between socioemotional fulfilment and continu-
ance commitment, with a stronger relationship for
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employees low in FTP compared to employees
high in FTP.
Hypothesis 1b: FTP moderates the relationship
between socioemotional fulfilment and normative
commitment, with a stronger relationship for
employees high in FTP compared to employees
low in FTP.

PERCEIVED WORK-RELATED
EXPERTISE AND THE

PSYCHOLOGICAL CONTRACT

Across their lifespan, people not only perceive their
future being more constraint as they age, they also
develop themselves and may become more experi-
enced in their work and experts in their occupation
(Ackerman, 1996). Consequently, older workers
become better in adapting to their environment.
Research has indeed shown that older workers
become better in adapting to environmental chal-
lenges until late adulthood (Heckhausen, Wrosch, &
Schulz, 2010; Zacher & Frese, 2011). Hence, this
increased experience may determine to a large extent
how workers respond to contract fulfilments. In this
study, we focus on perceived work-related expertise,
which we define as employees’ perceptions of their
accumulated professional skills and knowledge (Van
der Heijde & Van der Heijden, 2006). It is deemed
appropriate to assess employees’ own perceptions of
their skills and knowledge, since previous research
has shown that generally people can accurately assess
their level of knowledge and abilities (Ackerman,
Beier, & Bowen, 2002). It is expected that over the life
course, people develop more expertise in relation to
their work and occupation. Consequently, because
their expertise is a form of valuable human capital,
they gain a sense of entitlement towards their
organization (Rousseau & Parks, 1993; Van der
Heijde & Van der Heijden, 2006).

We argue that perceived expertise moderates the
relationship between socioemotional fulfilment and
normative commitment. We do not expect expertise
to moderate the relationship between contract fulfil-
ment and continuance commitment, because for high
expertise employees it will be easier to find a new job,
and hence continuance commitment is less likely to
be an issue for experienced employees (Van der
Heijde & Van der Heijden, 2006). Employees with
high levels of perceived expertise are expected to see
more obligations from their employer, because of a
sense of entitlement they have towards their organi-
zation in return for the value they bring in the
organization with their knowledge and skills (Farr &
Ringseis, 2002; Rousseau & Parks, 1993). Therefore,
they are more highly focused on, will more strongly
monitor the inducements they receive from their

organization, and will prioritize their long-term
relationship with their organization (Wright &
Bonett, 2002). As such, fulfilment of obligations
that stress the socioemotional relationship is expected
to have stronger effects on normative commitment
for people with a high amount of perceived expertise.
Because experts feel a sense of entitlement, and have a
high amount of employability (Van der Heijde & Van
der Heijden, 2006), organizational investments in the
long-term relationship between the two parties
indicates that the organization cares for the employ-
ee, and wants to retain the employee (Cassar &
Briner, 2011; Restubog, Hornsey, Bordia, & Esposo,
2008). Consequently, these employees will feel more
normatively committed to the organization when
fulfilment is high. In contrast, resources that stress
the transactional relationship, such as economic
fulfilments, have no or little indicative value for the
strength of the relationship, and hence do not
promote commitment, neither for experts nor for
low-expertise employees (Mathieu & Zajac, 1990).
Thus, we only expect the relations of socioemotional
fulfilment with normative commitment to be moder-
ated by perceived expertise.

Hypothesis 2: Perceived work-related expertise
moderates the relationship between socioemo-
tional fulfilment and normative commitment,
with a stronger relationship for employees with a
high perceived expertise compared to those with a
low perceived expertise.

METHOD

Participants and procedure

We included two samples in the current study. For
Sample A, a questionnaire was distributed among
employees in two departments of a large telecommu-
nications company in Belgium. One hundred and
seventeen respondents responded to a digital invita-
tion to participate in an online questionnaire
(response rate 68%). The respondents were on
average 37 years old and 44% were male; 91%
worked full time. For Sample B, a questionnaire was
distributed in five Dutch cities among 1012 bus and
taxi drivers employed by a transport company. Two
hundred and seventeen employees filled out the
questionnaire (response rate 21%). The employees’
ages ranged from 21 to 70 years, with a mean age of
54.8 years; 67% were male, 79% were cohabiting or
married, and 65% worked full time. The respondents
can be considered representative for the entire
population of drivers, who show similar demographic
statistics (e.g., 65.3% men; 47.5% aged 55 or older).
Later, we present evidence to justify the aggregation
of the samples into one dataset (N¼ 334).
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Measures

Psychological contract

Employer fulfilment was measured by indicating the
extent to which employees believed their employer
had fulfilled a range of obligations (on a 5-point
Likert scale: 1¼ ‘‘not at all’’, 5¼ ‘‘to a very great
extent’’). Previous studies have shown good psycho-
metric qualities, i.e., the reliability and validity of
these scales (Bal et al., 2010; Coyle-Shapiro &
Conway, 2005). Economic fulfilment was measured
with six items referring to financial aspects of
employees’ jobs, an example item being ‘‘pay for
performance’’, and socioemotional fulfilment was
also measured by means of six items, an example
item being ‘‘participation in decision making’’. Both
scales were found to be reliable measures: economic
fulfilment, a¼ .90; socioemotional fulfilment, a¼ .84.

Age. This was measured by the chronological age
of the respondent. Future time perspective was
measured with the 10-item scale developed by Lang
and Carstensen (2002). Participants rated on a 7-
point scale (1¼ ‘‘not at all’’, 7¼ ‘‘to a very great
extent’’) the degree to which they agreed with each of
the items. Examples were: ‘‘I have the sense that time
is running out’’ (reverse coded), and ‘‘Many
opportunities await me in the future’’ (a¼ .89).
Perceived work-related expertise was measured with
the 15-item scale from Van der Heijde and Van der
Heijden (2006) indicating the level of knowledge and
skills employees perceive to have in their work.
Answers were provided on a 6-point scale, with
examples of scale extremes ranging from 1¼ ‘‘not at
all’’ to 6¼ ‘‘to a very great extent’’. An example item
was: ‘‘My competencies are qualitatively of a high
level’’ (a¼ .92).

Organizational commitment. This was measured
using two subscales from Allen and Meyer (1990).
Continuance and normative commitment were each
measured with eight items. An example item of
continuance commitment was: ‘‘It would be very
hard for me to leave my organization right now, even
if I wanted to’’ (a¼ .81). Normative commitment
appeared to be also reliably measured (a¼ .74), with
an example item being: ‘‘I was taught to believe in the
value of remaining loyal to one organization.’’

Control variables

In the analyses, we controlled for the effects of
organization (dummy coded), gender, education,
marital status, work hours, contract status, children,
subjective health, and employer obligations, as these
variables have been identified in previous empirical
research to be confounders of the relations between

age-related variables and psychological contract and
organizational commitment (Bellou, 2009; Mathieu
& Zajac, 1990). Gender was measured as follows:
0¼ female, 1¼male. Education was measured using
the highest finished educational degree (1¼ primary
school; 4¼ university degree). Marital status mea-
sured whether people were married or cohabiting (0),
or whether they were single, divorced, or something
else (1). Work hours indicated how many hours the
respondent worked per week. Contract status in-
dicated whether one had a temporary or a permanent
contract. Respondents were asked how many chil-
dren they had. They were also asked to indicate their
subjective health on a 5-point scale ranging from
1¼ ‘‘poor’’ to 5¼ ‘‘excellent’’. Finally, we controlled
for perceived employer obligations, because the
impact of psychological contract fulfilment may be
dependent upon the extent to which employees
perceive something as an obligation by the employer
(Rousseau, 1995). Economic obligations and socio-
emotional obligations were measured using scales
from Bal et al. (2010) asking the respondent to which
extent their employer is obligated to provide a range
of items, using the same list of items as the employer
fulfilment scale. Both scales were found to be reliable:
economic obligations, a¼ .88; socioemotional obliga-
tions, a¼ .84.

Analyses

First, confirmatory factor analyses were conducted to
test the factor structure underlying the data (CFA
with LISREL 8.80; Jöreskog & Sörbom 2008). The
hypothesized model was tested with the proposed
nine multiitem factors under study, and was com-
pared to alternative models. Moderated mediation
analyses were conducted to test the hypotheses
(Hayes, 2012; Preacher, Rucker, & Hayes, 2007).
The independent variables were mean-centred to
avoid multicollinearity (Cohen, Cohen, West, &
Aiken, 2003). First, we tested a model in which age
was related to FTP and perceived expertise, to
ascertain whether FTP and perceived expertise
mediated the moderation of age in the relations
between contract fulfilment and commitment. Subse-
quently, we tested a moderated mediation model with
relations of age with FTP and expertise, as well as the
proposed interactions between FTP/expertise and
contract fulfilment in relation to commitment (see
Figure 1). To rule out the possibility of any
alternative interaction effects of the age-related
variables with contract fulfilment, we included inter-
actions of FTP/expertise with economic fulfilment
(not hypothesized). For the significant interaction
effects, we performed simple slopes analyses, and
calculated the coefficients for the slopes one SD
below and above the mean (Cohen et al., 2003).
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Moreover, indirect effects of age on the outcomes
variables through FTP and expertise were estimated
with the recommended bias-corrected and accelerated
bootstrapped confidence intervals (Preacher et al.,
2007).

RESULTS

Table 1 shows the results of the CFA. The proposed
nine-factor model had an acceptable fit, and all of the
alternative models had a significantly worse fit
compared to the measurement model (Hu & Bentler,
1999). Therefore, it was concluded that the measures
were adequate for the current study. Moreover, we
tested whether it was appropriate to aggregate the
two samples in one dataset through multigroup CFA.
First, we tested a model in which the factor loadings
were set invariant for the two organizations, and
compared this model to a model in which the factor
loadings were freely estimated for each organization.
Table 1 shows that the invariant model obtained the
best fit, and the free-parameter model did not obtain
a significant better fit. Thus, we proceeded by
aggregating the two samples.

Table 2 shows the correlations of all variables
under study. In the telecommunications company,
there were more women, and more highly educated,
they were younger and healthier, and more were
employed part time. They tended to work fewer hours
per week, have fewer children, and reported more
FTP and lower expertise than the employees in the
taxi company. Moreover, employees in the telecom-
munications company reported higher economic
fulfilment, lower socioemotional fulfilment, and low-
er normative commitment. Age was negatively
related to FTP and positively to occupational
expertise and normative commitment. FTP was
negatively related to expertise and continuance
commitment. Furthermore, expertise was not

correlated with commitment. Socioemotional fulfil-
ment was positively related to both forms of
commitment, and the two commitment types were
moderately intercorrelated. In sum, correlations were
in line with expectations.

Hypothesis testing

We first tested whether age was related to FTP and
perceived expertise. Table 3 presents the results of
these analyses. All of the control variables were
included in the analyses (organization, gender,
education, marital status, contract status, work
hours, children, and health), but for clarity of
presentation purposes only significant predictors are
shown. Age was significantly related to FTP,
B¼7.028, p5 .001, and age was also related
positively to perceived expertise, B¼ .015, p5 .001.
Hence, the first step for the mediated moderation
hypotheses was fulfilled with age being negatively
related to FTP and positively to perceived expertise.

Hypotheses 1 stated that FTP moderated the
relations between socioemotional fulfilment and
continuance and normative commitment. Tables 4
and 5 show the results of the moderated regression
analyses. All of the control variables were included in
the analyses, but for clarity of presentation purposes,
only significant predictors are shown. The interaction
between socioemotional fulfilment and FTP was
significantly related to continuance commitment,
B¼ –.204, p5 .01. Figure 2 shows the interaction
pattern. In line with the hypothesis, the relation was
positive for short FTP workers, B¼ .30, p5 .01, but
nonsignificant for long FTP workers, B¼ –.12, ns.
Thus, with these outcomes Hypothesis 1a was
supported.

FTP also moderated the relationship between socio-
emotional fulfilment and normative commitment,
B¼ .112, p5 .05. Figure 3 shows that the relationship

TABLE 1
Results of scale analyses

Model CFA X2 df RMSEA CFI IFI Ddf Dw2

Baseline 8 factors 5421.94*** 2089 .069 .92 .92 Baseline

Alt. 1 7 factors 6484.68*** 2096 .079 .91 .91 7 1062.74***

Alt. 2 7 factors 6039.57*** 2096 .075 .91 .91 7 627.63***

Alt. 3 7 factors 6024.87*** 2096 .075 .91 .91 7 602.93***

Alt. 4 1 factor 18641.37*** 2117 .15 .79 .79 28 13291.43***

Organization comparison

Invariant 8 factors 7078.32*** 4078 .067 .90 .90 Baseline

Free estimated 8 factors 7072.38*** 4040 .067 .93 .93 38 5.94 ns

Organization A 8 factors 812.23 2089 .010 .99 .99

Organization B 8 factors 4290.57*** 2089 .070 .90 .90

Eight factors refer to the proposed eight factors under study. Alt 1: psychological contract obligations as one factor; Alt. 2: psychological

contract fulfilment as one factor; Alt. 3: Commitment as one factor; Alt 4: all items together. CFA ¼ Confirmatory Factor Analysis;

RMSEA ¼ Root Mean Square Error of Approximation; CFI ¼ Comparative Fit Index; IFI ¼ Incremental Fit Index. ***p 5 .001.
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was positive for long FTPworkers,B¼ .30, p5 .01, but
nonsignificant for short FTP workers, B¼ .08, ns.
Hence, Hypothesis 1b was also supported. We also
found two nonhypothesized interaction effects of
economic fulfilmentwithFTP in relation to continuance

commitment,B¼ .111, p5 .10, and normative commit-
ment, B¼ –.113, p5 .05. Figures 4 and 5 show the
interaction patterns. Economic fulfilment was posi-
tively related to continuance commitment for long
FTP workers, B¼ .21, p5 .05, but not for short FTP
workers, B¼ –.02, ns. For normative commitment,
we found an opposite interaction pattern: The
relation was positive for short FTP workers,
B¼ .14, p5 .01, but nonsignificant for long FTP
workers, B¼ –.09, ns.

Hypothesis 2 stated that perceived expertise
moderated the relation between socioemotional
fulfilment and normative commitment. Table 4 shows
that perceived expertise moderated the relationship
between socioemotional fulfilment and normative
commitment, B¼ .314, p5 .001. Figure 6 shows the
interaction pattern. While the relationship was
nonsignificant for employees with low expertise,
B¼ –.12, ns, it was positive for employees with high
expertise, B¼ .50, p5 .001. In sum, Hypothesis 2 was
supported; the relationship between socioemotional
fulfilment and normative commitment was stronger
for high expertise employees.

TABLE 3
Bootstrap regression analyses predicting FTP and perceived

expertise (N ¼ 334)

Dependent variables

Future time

perspective

B (SE)

Perceived

expertise

B (SE)

Control variables

Education –.174 (.033)*

Independent variables

Age –.028 (.004)* .015 (.003)*

F 18.98* 16.68*

R2 .32 .29

Bootstrap sample size ¼ 5000. *p 5 .001. All predictors were

mean-centred. For clarity of presentation, only significant results of

the control variables are shown.

TABLE 4
Moderated regression analyses predicting organizational

commitment (N ¼ 334)

Dependent variables

Continuance

commitment

B (SE)

Normative

commitment

B (SE)

Control variables

Organization dummy –.127 (.028)***

Gender –.218 (.077)**

Education –.144 (.043)*** –.176 (.034)***

Work hours .022 (.004)*** .007 (.003)*

Socioemotional

obligations

.227 (.058)***

Independent variables

Age .011 (.005)* .002 (.004)

Future time

perspective (FTP)

–.222 (.060)*** –.103 (.047)*

Perceived expertise

(Occ. Exp.)

.004 (.076) –.014 (.059)

Economic fulfilment

(Ec. Ful.)

.095 (.054) .025 (.042)

Socioemotional

fulfilment (S-E. Ful.)

.108 (.080) .185 (.063)**

Interaction terms

Ec. Ful. 6 FTP .111 (.064){ –.113 (.050)*

S-E. Ful. 6 FTP –.204 (.070)** .112 (.055)*

Ec. Ful. 6 Occ. Exp. –.078 (.084) –.066 (.066)

S-E. Ful. 6 Occ. Exp. .099 (.113) .314 (.088)***

F1 5.99*** 6.44***

R2 .26 .27

LL ¼ lower limit; CI ¼ confidence interval; UL ¼ upper limit.

Bootstrap sample s ize ¼ 5000. *p 5 .05, **p 5 .01,

***p 5 .001 . All predictors were mean-centred. For clarity of

presentation, only significant results of the control variables are

shown. {p 5 .10.

TABLE 5
Indirect effects of age on organizational commitment

Indirect effect of age

Effect

(SE)

LL

95%

CI

UL

95%

CI

Continuance commitment

Mediator: Future time perspective

–1 SD of economic

fulfilment

.009 (.003) .004 .015

Mean economic fulfilment .006 (.002) .002 .010

þ1 SD of economic fulfilment .003 (.003) –.002 .009

–1 SD of socioemotional

fulfilment

.002 (.003) –.003 .008

Mean socioemotional

fulfilment

.006 (.002) .002 .010

þ1 SD of socioemotional

fulfilment

.010 (.003) –.005 .017

Normative commitment

Mediator: Future time perspective

–1 SD of economic fulfilment .000 (.002) –.004 .004

Mean economic fulfilment .003 (.002) .000 .006

þ1 SD of economic fulfilment .006 (.002) .001 .011

–1 SD of socioemotional

fulfilment

.005 (.002) .001 .010

Mean socioemotional fulfilment .003 (.002) .000 .006

þ1 SD of socioemotional

fulfilment

.001 (.002) –.003 .005

Mediator: Perceived expertise

–1 SD of socioemotional

fulfilment

–.004 (.002) –.008 –.001

Mean socioemotional

fulfilment

.000 (.001) –.003 .002

þ1 SD of socioemotional

fulfilment

.004 (.002) .000 .008

LL¼lower limit; CI¼confidence interval; UL¼upper limit.

Bootstrap sample size¼5000.
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DISCUSSION

The current study investigated how age influences the
relations between psychological contract fulfilment
and different forms of organizational commitment.
As suggested by a number of scholars (e.g., Kooij
et al., 2008; Sterns & Miklos, 1995), it is imperative to
study the underlying processes of age-related differ-
ences in the workplace. Through investigation of the
relations between age and future time perspective and
perceived work-related expertise, on the one hand,
and the moderating effects of FTP and perceived
expertise on the relations between psychological
contract fulfilment and organizational commitment
on the other hand, we have gained a better under-
standing on the processes underlying the effects of age
in the workplace.

We have shown that age is related to decreased
FTP and to increased perceived expertise. When
people age, they experience both gains (in experience
and expertise), and losses (in their perceived remain-
ing time and opportunities). Hence, while individual
differences exist among people of the same age, we
observe changes in FTP and perceived expertise with
increasing age.

The study also showed that FTP and perceived
expertise moderate the relationships between contract
fulfilment and organizational commitment. We found
that the relations between contract fulfilment and
continuance and normative commitment are com-
plex. The extent to which employees feel that the
costs of leaving their organization are too high, or to
which they feel high normative obligations to stay
with their organization, are dependent upon

Figure 2. The interaction between socioemotional fulfilment and

future time perspective on continuance commitment.

Figure 3. The interaction between socioemotional fulfilment and

future time perspective on normative commitment.

Figure 4. The interaction between economic fulfilment and future

time perspective on continuance commitment.

Figure 5. The interaction between economic fulfilment and future

time perspective on normative commitment.
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employees’ levels of FTP and perceived work-related
expertise.

Socioemotional fulfilment contributes to higher
continuance commitment only for short FTP work-
ers. Because short FTP workers (and hence in general
older workers) perceive fewer opportunities to pursue
in their future, they tend to focus on present
relationships with others (Carstensen, 2006), and
hence when they receive resources that promote their
relationship with their employer, such as socioemo-
tional fulfilments, they will perceive that the sacrifices
they have to give up when leaving their organization
become even higher. For long FTP workers, however,
continuance commitment is less important, because
they perceive more remaining opportunities, are more
focused on proactivity (Zacher & Frese, 2011), and
hence, when they receive socioemotional fulfilments,
their continuance commitment does not increase but
their normative commitment does. In other words,
they know that they are independent of their
organization, but the resources they receive from
their organization enhance their perceptions of
reciprocity, or the norm to stay in their organization.

Hence, socioemotional fulfilment appeared to be
particularly related to the cognitive, moral form of
commitment among long FTP workers, but not to
their level of continuance commitment. In other
words, although long FTP workers realize that these
incentives from the organization should enhance their
commitment to the organization, they may have more
problems with actually wanting to stay with their
organization. Long FTP workers may perceive new
chances and opportunities (Bal et al., 2010), yet they
might be more likely to see these not only in their
current organization, but also outside of their current
organization, even though they know that they
should stay in their current organization, because of
the investments made by their employer in terms of
enhancing their work motivation. We found similar

results for perceived work-related expertise, which
moderated the relationship between socioemotional
fulfilment and normative commitment, such that
these relations were stronger for those employees
with a high amount of expertise. Our outcomes also
partly answer the so-called employability paradox:
Long-term investments through socioemotional ful-
filments cause highly skilled employees to become
even more employable (Van der Heijde & Van der
Heijden, 2006), and although these investments are
reciprocated through a higher level of felt normative
commitment (Gaspersz & Ott, 1996), it is not merely
accompanied with a higher emotional bond with the
organization, and the desire to stay with it, herewith
supporting the fear of employers to lose their high
potentials.

On the other hand, short FTP workers might not
have expected to receive socioemotional inducements,
and, therefore, fulfilment comes as a surprise to them,
presumably making them more likely to stay.
Offering socioemotional inducements aimed at a
long-term relationship to short FTP workers may
create new opportunities for these employees to pick
up new challenges in their work, and to invest in their
career. For these people, organizational incentives are
direct signals that the organization cares for them,
and values their contribution to the organization
(Conway & Coyle-Shapiro, 2012), and, hence, they
reciprocate through higher continuance commitment.
Thus, socioemotional inducements may increase
short FTP workers’ perceptions of being in control
(Heckhausen et al., 2010), through investments in
their skills, knowledge, and participation in the
organization.

With regard to economic fulfilments, we found
that the interaction patterns were opposite to those of
socioemotional fulfilments, indicating a reversed
signal sent through these resources compared to
socioemotional resources. Economic fulfilments may
increase continuance commitment for long FTP
workers, because it may become harder for them to
find a new job which delivers them the same amount
of economic rewards. However, since economic
fulfilments do not contribute to emotional attach-
ment to the organization, it can be questioned
whether these expensive resources provide the desired
results in terms of productivity and performance
(Harrison et al., 2006). Moreover, we found that
economic fulfilment related to higher normative
commitment for short FTP workers. This can be
explained by the fact that the cognitive discrepancy of
high economic resources, as experienced by short
FTP workers, is responded to by feeling more
obligated to stay. Short FTP workers tend to
prioritize immediate rewards from their work; hence,
economic fulfilment, stressing the transactional nat-
ure of the relationship, appears to increase the feeling

Figure 6. The interaction between socioemotional fulfilment and

perceived expertise on normative commitment.
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among employees that they ought to be committed
to their organization. This also supports the
propositions of socioemotional selectivity theory
(Carstensen, 2006), which postulates that when
people have a short FTP, they tend to prioritize
short-term goals rather than long-term goals.
Hence, the short-term, transactional utility of
economic fulfilment may fulfil the needs of employ-
ees with a decreasing FTP.

This article contributes to previous research on the
relationship between age and psychological contracts
in a number of ways. First, it sheds light on the
various roles of age-related variables in relations
between psychological contracts and, more specifi-
cally, organizational commitment, including future
time perspective and perceived work-related exper-
tise. As a result, it furthers our understanding of the
role of age in the workplace by simultaneously
investigating a psychosocial perspective and an
organizational perspective on age (Kooij et al.,
2008). Thereby, this empirical study offers explana-
tions for the inconsistent results on the role of age in
psychological contracts (Bal et al., 2008, 2010; Ng &
Feldman, 2009).

Second, by looking at two less often investigated
forms of commitment (Allen & Meyer, 1990), this
study extends our insight into the effects of age and
psychological contracts on commitment (Bal et al.,
2008). For researchers of the effects of psychological
contracts on commitment, it is important to acknowl-
edge that fulfilment may differentially relate to
various types of organizational commitment, depend-
ing whether it concerns a cost-based or a normative
form of commitment. Finally, this article adds to
previous research by focusing on the roles of age-
related variables in both content and fulfilment of the
psychological contract, thereby extending previous
research, which has primarily focused on interactions
of age with perceptions of contract breach (Bal et al.,
2008).

Limitations of the present study

This study also has some limitations. First, all data
were collected through self-reports, which might have
led to potential problems of common-method bias
(Podsakoff, MacKenzie, & Podsakoff, 2012). This
may have affected our results, and future research
should also include other-reports such as from
colleagues or supervisors. However, moderated re-
lationships are less likely to be affected by common-
method bias (Siemsen, Roth, & Oliviera, 2010).
Second, the study was cross-sectional, and therefore
causal interpretations must be made cautiously. It
could for instance be that more highly committed
employees receive more contract fulfilments by their
organization, as a way of reciprocation of employee

loyalty to the organization (Conway & Coyle-
Shapiro, 2012). Finally, further research is needed
to be able to conclude on the generalizability of our
outcomes to a broader population. The sample
included call-centre employees and drivers, and the
work that these employees conduct may be different
from other types of job where more possibilities
might exist for people to influence both their levels of
future time perspective and their work-related ex-
pertise (Bal et al., 2010). Even though we found that
the factor structure was similar for both samples, we
also found differences between the two samples in
many variables. Because jobs in the telecommunica-
tions company primarily concerned office work, these
employees were more likely to be female, younger,
and more highly educated, whereas employees in the
taxi company were more likely to be male, older,
and less educated. Because younger workers tend to
value economic rewards more than older workers,
the employees in the telecommunications company
might be more focused on economic fulfilment,
whereas employees in the taxi company were more
focused on socioemotional fulfilments. Moreover,
the somewhat older employees in the taxi company
may be more normatively committed. Thus, further
research is needed to investigate the robustness of
our findings, and to determine the extent to which
our findings generalize to other occupational
settings and/or to other countries (Fouad &
Arbona, 1994).

Suggestions for future research

This study focused on the moderating effects of FTP
and perceived expertise on the relationships between
psychological contracts and organizational commit-
ment. Future research should also investigate objec-
tive measures of work behaviours, such as job
performance, absenteeism, and turnover (Shaw,
Dineen, Fang, & Vellella, 2009). A potential avenue
for research is whether these concepts also influence
how people actually behave at work, to obtain more
insight into actual work outcomes of psychological
contract dynamics. Further, due to shortages at the
labour market, and recent changes in retirement ages,
more people will be working after the age of 65 (Bal,
De Jong, Jansen, & Bakker, 2012). However, older
workers (450 years) are underrepresented in psy-
chological contract research to date. We therefore
need additional research that includes employees with
a wider age range, to investigate more specifically
how older workers perceive their psychological
contracts. It is also important to investigate how
psychological contracts develop when people con-
tinue working after retirement, since it is likely that
more and more workers will be active at a higher age
(Bal et al., 2010).
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Practical implications and conclusion

The results of the current study also have important
practical implications. First, organizations focusing
on implementing age-conscious Human Resource
policies should be aware of the interindividual
differences among employees of the same age. We
have shown that it is not age per se, but the extent to
which people perceive their future as open-ended or
limited that determines how they react towards
psychological contract fulfilments. Moreover, the
same applies to work-related expertise; the extent to
which employees perceive that they have built up
expertise in their specific occupation determines how
they react normatively towards contract fulfilments.
Hence, to motivate employees in their work, and to
keep employees committed to their organization,
managers have to ascertain how employees perceive
their future, and they have to seriously acknowledge
and value the amount of expertise they have gained
throughout their career. Moreover, organizations will
benefit from including socioemotional elements in the
psychological contract, such that it motivates em-
ployees in their work, and to become more com-
mitted to the organization. Although, as shown,
economic fulfilments (e.g., high pay) will be beneficial
in the recruitment of employees for the firm, it is the
socioemotional part of the job that causes employees
to become more committed to the goals of the
organization and to stay. Hence, socioemotional
obligations are very important elements of the
psychological contract, as they send out positive
signals to employees about the long-term relationship
between the employee and the organization.

This study showed that age-related variables, such
as FTP and perceived expertise, play an important
role in how age relates to the development of
psychological contracts and their impact upon
organizational commitment. We integrated theoreti-
cal perspectives from socioemotional selectivity the-
ory (Carstensen, 2006) with psychological contract
research (Rousseau, 1995), and found that socio-
emotional fulfilments appeared to be more strongly
related to continuance commitment for short FTP
workers, and to normative commitment for long FTP
and high expertise workers.
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