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Older Workers’ Age as a Moderator of the 
Relationship Between Career Adaptability and Job 

Satisfaction
Hannes Zacher1 and Barbara Gri�n2

1. Department of Psychology, University of Groningen, �e Netherlands
2. Department of Psychology, Macquarie University, Sydney, Australia

A B S T R A C T

Research on career adaptability and its relationships with work outcomes has so far primarily focused on the cohort 
of younger workers and largely neglected older workers. We investigated the relationship between career adaptability 
and job satisfaction in a sample of 577 older workers from Australia (M

age
 = 59.6 years, SD = 2.4, range 54–66 years), 

who participated in a 4-wave substudy of the 45 and Up Study. Based on socioemotional selectivity theory, we exam-
ined older workers’ chronological age (as a proxy for retirement proximity) and motivation to continue working 
a�er traditional retirement age as moderators of the relationship between career adaptability and job satisfaction. We 
hypothesized that the positive relationship between career adaptability and job satisfaction is stronger among rela-
tively younger workers and workers with a high motivation to continue working compared to relatively older workers 
and workers with a low motivation to continue working. Results showed that older workers’ age, but not their moti-
vation to continue working, moderated the relationship between career adaptability and job satisfaction consistent 
with the expected pa�ern. Implications for future research on age and career adaptability as well as ideas on how to 
maintain and improve older workers’ career adaptability and job satisfaction are discussed.

Career adaptability is a psychosocial construct capturing employees’ 
perceptions of their self-regulatory resources and competencies for 
dealing with current and anticipated career changes and challenges 
(Goodman, 1994; Savickas, 1997). High levels of career adaptability 
enable employees to manage their careers proactively (Raabe, Frese, 
& Beehr, 2007) and have been shown to be associated with subjective 
and objective career success (Gri�n & Hesketh, 2003; Zacher, 2014a). 
Researchers and practitioners agree that career adaptability is an 
important individual di�erence characteristic in the modern world of 
work and in the era of boundaryless careers (Brown, Bimrose, Barnes, 
& Hughes, 2012; Sullivan & Arthur, 2006).

Extant research on career adaptability and its relationships with 
work outcomes has primarily focused on adolescents (e.g., Hartung, 
Porfeli, & Vondracek, 2008; Hirschi, 2009) and younger workers (e.g., 
Creed, Fallon, & Hood, 2009; Koen, Klehe, & Van Vianen, 2012), and 
largely neglected the growing cohort of older workers. �is represents 
a signi�cant gap in our knowledge on career adaptability because older 
workers are increasingly encouraged to remain on the job longer, even 
beyond traditional retirement ages (Armstrong-Stassen, 2008; Kooij, 
De Lange, Jansen, & Dikkers, 2008). In addition, many organizations 

rely heavily on older workers’ accumulated knowledge, skills, and 
experience and thus are interested in retaining them (Calo, 2005). 
Like most industrialized countries, Australia has an aging population, 
and the Australian government is planning to raise the o�cial pen-
sion age to 70 years by the year 2035 (Bourke, 2014; Commonwealth 
of Australia, 2014). �us, factors that may enhance the associations 
between older workers’ career adaptability and work outcomes deserve 
further research a�ention.

With this article, we aim to contribute to the literature on work 
and aging by investigating the relationship between career adaptability 
and job satisfaction using a sample of 577 older workers between 54 
and 66 years of age from Australia, who participated in four measure-
ment waves of a substudy linked to the large-scale 45 and Up Study 
(45 and Up Study Collaborators, 2008; h�ps://www.saxinstitute.org.
au/our-work/45-up-study/). Moreover, we examine older workers’ 
chronological age (as an indicator of temporal distance to retirement) 
and motivation to continue working beyond traditional retirement age 
as moderators of this relationship. Importantly, we refer to our entire 
sample (i.e., workers between 54 and 66 years of age) as “older work-
ers,” and we describe those workers younger than the average age of 
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our sample (i.e., younger than approximately 60  years) as “relatively 
younger workers” and those workers older than the average age of our 
sample as “relatively older workers.”

Our conceptual model is shown in Figure  1. In brief, we expect 
that, among older workers, career adaptability is generally positively 
related to job satisfaction. We further propose that this positive rela-
tionship will be stronger among relatively younger workers (within the 
group of older workers) and workers with a high motivation to con-
tinue working. Conversely, we expect that the positive relationship will 
be weaker among relatively older workers (within the group of older 
workers) and workers with a low motivation to continue working. In 
the following, we de�ne our central constructs and provide further jus-
ti�cations for our hypotheses.

T H E O R Y  A N D  D E V E L O P M E N T  O F 

H Y P O T H E S E S

Career Adaptability and Job Satisfaction
According to career construction theory, employees need to continu-
ously adjust to their social and work environment in order to achieve 
person-environment �t and, in turn, subjective and objective career 
success (Savickas, 2013). Accomplishing career tasks such as prepar-
ing for, starting, and participating in a work role, as well as dealing 
e�ectively with work role demands, transitions, and disturbances are 
seen as instrumental with regard to meeting own and others’ expecta-
tions regarding successful working lives and careers (Savickas, 1997). 
Within career construction theory, career adaptability is conceptual-
ized as a self-regulatory resource and set of competencies that help 
employees deal with career changes and challenges, proactively man-
age their careers, and maintain and improve person-environment �t in 
the context of work and careers (Savickas & Porfeli, 2012). It has been 
described as a form of human capital that is accumulated over time 
based on educational, work, and training experiences, and includes 
“adapt-abilities” such as career concern, con�dence, curiosity, and con-
trol (Savickas, 1997, 2013; Savickas & Porfeli, 2012). Recent research 
has operationalized career adaptability using behavioral indicators of 
these “adapt-abilities,” such as “Looking for opportunities to grow as a 
person” and “Learning new skills” (Savickas & Porfeli, 2012).

Several studies have shown that career adaptability is positively 
related to indicators of subjective career success. For instance, career 
adaptability predicted career satisfaction and self-rated career perfor-
mance above and beyond the e�ects of Big Five personality traits and 
core self-evaluations (Zacher, 2014a). Other studies found that career 
adaptability is positively related to employees’ general and professional 

well-being and quality of life, and negatively related to strain at work 
( Johnston, Luciano, Maggiori, Ruch, & Rossier, 2013; Maggiori, 
Johnston, Krings, Massoudi, & Rossier, 2013; Soresi, Nota, & Ferrari, 
2012). Based on career construction theory and consistent with these 
prior empirical �ndings, we expect a positive relationship between 
older workers’ career adaptability and job satisfaction. Job satisfaction 
is a work-related a�itude that combines a�ective and cognitive evalua-
tions of one’s job experiences (Brief & Weiss, 2002; Locke, 1976), and 
is frequently used as an indicator of subjective career success (Bretz & 
Judge, 1994; Ng, Eby, Sorensen, & Feldman, 2005).

Hypothesis 1: Career adaptability is positively related to job 
satisfaction.

�e Role of Older Workers’ Chronological Age and 
Motivation to Continue Working
We propose that two individual di�erence characteristics, older 
workers’ chronological age and their motivation to continue work-
ing beyond traditional retirement age, moderate the positive rela-
tionship between career adaptability and job satisfaction proposed 
in Hypothesis 1. Chronological age is a measure of the time a person 
has lived since birth and constitutes the most frequently used opera-
tionalization of age in psychology and the organizational sciences 
(Schwall, 2012). In the current study, the age variable was restricted 
in range, as we were only able to include workers aged 54–66 years. 
We conceived age as a proxy for older workers’ proximity to retire-
ment, that is, the time that is le� before they would typically exit the 
workforce.

Research in life span psychology has shown that people’s chrono-
logical age and their perceptions of remaining time are highly interre-
lated (Lang & Carstensen, 2002). Within the cohort of older workers, 
relatively younger compared to relatively older workers are more likely 
to perceive that they have time le� to pursue new goals in the work 
context (Zacher & Frese, 2009). �e behaviors associated with career 
adaptability should represent a useful self-regulatory resource during 
this period of remaining time, as they can help relatively younger work-
ers maximize their subjective career success, including job satisfaction. 
In contrast, those of an older age have less time le� at work and thus 
future-oriented behaviors associated with career adaptability are likely 
to be less useful resources to them. �us, within the cohort of older 
workers, we expect that the positive relationship between career adapt-
ability and job satisfaction is stronger for relatively younger compared 
to relatively older workers.

Older Worker 

Age 

Career 

Adaptability 

Motivation to 

Continue Working 

Job  

Satisfaction 

Hypothesis 2 

+ 

Hypothesis 1 

Hypothesis 3

Figure 1.  Conceptual model and hypotheses.
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�is line of reasoning is consistent with the life span theory of soci-
oemotional selectivity (SST), which suggests that people’s social and 
emotional goals change with increasing age and with decreasing time le� 
in life (Carstensen, 2006; Carstensen, Isaacowitz, & Charles, 1999). As 
people age and become increasingly aware that their time is running out, 
their focus shi�s from knowledge-based to emotional-based goals (Lang 
& Carstensen, 2002). Applied to the work context, SST suggests that rel-
atively older workers who have limited time le� before retirement should 
be less likely to engage in behaviors that maximize future work outcomes 
and re�ect career adaptability (e.g., networking, training). In contrast, 
these workers should be more likely to select goals and pursue behaviors 
that maximize present outcomes (e.g., positive and close social contacts, 
meaningful events). As employees age and approach retirement, they 
should be less likely to derive job satisfaction from performing career 
adaptive behaviors. �is is because SST suggests that relatively older 
workers prefer enacting behaviors that result in positive social and emo-
tional outcomes rather than career advancement. �e application of SST 
principles in the context of aging at work has been supported in several 
studies (Gri�n, Hesketh, & Loh, 2012; Kooij, De Lange, Jansen, Kanfer, 
& Dikkers, 2011; Ng & Feldman, 2010; Zacher, Degner, Seevaldt, Frese, 
& Lüdde, 2009). Based on SST, we predict:

Hypothesis 2: Within the cohort of older workers, chronological 
age moderates the positive relationship between career 
adaptability and job satisfaction, such that the relationship is 
stronger for relatively younger compared to relatively older 
workers.

We further argue that, within the cohort of older workers, the posi-
tive relationship between career adaptability and job satisfaction is 
stronger for workers with a high compared to a low motivation to con-
tinue working beyond traditional retirement age. Motivation to continue 

working refers to current employees’ opinion about completely retir-
ing from work once they reach traditional retirement age (Armstrong-
Stassen, 2008; Bal, De Jong, Jansen, & Bakker, 2012), which in 
Australia is generally between 60 and 65 years (Australian Bureau of 
Statistics, 2009). �e construct is conceptually related to employees’ 
a�itude toward retirement which is frequently studied in the gerontol-
ogy literature (Glamser, 1976; Mutran, Reitzes, & Fernandez, 1997), 
but additionally takes the changed social context of retirement and 
working longer into account. While some older workers would like to 
continue working as long as possible and cannot imagine to ever retire, 
others want to cease working as soon as possible and look forward to 
retirement (Atchley & Robinson, 1982; Desme�e & Gaillard, 2008).

We argue that those older workers who are highly motivated to con-
tinue working should bene�t more from high levels of career adaptability 
with regard to job satisfaction than older workers who are not motivated 
to continue working, because they are more interested in investing in their 
future time at work. For instance, future-oriented behaviors associated 
with career adaptability such as engagement in training to update knowl-
edge and skills as well as networking should be perceived as particularly 
relevant and useful by older workers with high motivation to continue 
working, as these behaviors may help increase person-environment �t 
and, in turn, job satisfaction in their future time at work. In contrast, fac-
tors other than career adaptability should have a stronger in�uence on 
the level of job satisfaction of older workers who are less motivated to 
continue working. For instance, these older workers may derive their job 

satisfaction from positive and meaningful customer or coworker contacts 
(Johnson, Holdsworth, Hoel, & Zapf, 2013). Again, this argument is con-
sistent with SST (Carstensen et al., 1999) and research on remaining time 
in the work context (Zacher, 2013; Zacher & Frese, 2009).

Hypothesis 3: Within the cohort of older workers, motivation 
to continue working moderates the positive relationship 
between career adaptability and job satisfaction, such that 
the relationship is stronger for workers with high compared 
to low motivation to continue working.

M E T H O D

Participants and Procedure
Data for this study came from 577 older workers who participated in 
four waves of a substudy linked to the Sax Institute’s 45 and Up Study 
in Australia (45 and Up Study Collaborators, 2008; h�ps://www.sax-
institute.org.au/our-work/45-up-study; h�p://www.45andup.org.au/
index.html). �e Sax Institute’s 45 and Up Study is a large longitudinal 
project (baseline N > 250,000) tracking the health of residents aged 
45 years and older in New South Wales (NSW), the most populous state 
of Australia (45 and Up Study Collaborators, 2008). Prospective partici-
pants were randomly sampled from the enrolment database of Medicare 
Australia, which provides near complete coverage of the population. 
About 18% of those invited participated and participants included about 
11% of the NSW population aged 45 years and over. �e conduct of the 
45 and Up Study was approved by the University of New South Wales 
Human Research Ethics Commi�ee. Ethical approvals for this speci�c 
study was provided by the University of Western Sydney and Macquarie 
University. A major aim of the four-wave substudy was to investigate the 
transition to retirement and therefore it targeted participants aged 54 and 
over given Australian Bureau of Statistics data (2009) showing that the 
current average retirement age in Australia is 60.2 years. �e �rst wave of 
substudy data was collected in 2010 and therea�er every 12 months until 
2013. �e overall response rates of all Time 1 participants at Times 2, 3, 
and 4 were 74.9%, 69.4%, and 64.1%, respectively.

Only participants who were employed at all four waves of data col-
lection and who provided data on all of the variables of the current study 
were included in the analyses; listwise deletion resulted in the �nal sam-
ple of 577 older workers. �e ages of our participants ranged from 54 
to 66  years, and the average age was 59.56  years (SD  =  2.38), justify-
ing their categorization as “older workers.” We use the terms “relatively 
younger workers” and “relatively older workers” to refer to those below 
and above the mean age of our sample. Moreover, we use the terms “high 
age” and “low age” for descriptive purposes in the Results section to refer 
to workers aged one standard deviation below and above the mean age of 
our sample (i.e., approximately 57 and 62 years of age), respectively. Of 
the participants, 273 (47.3%) were women and 304 (52.7%) were men. 
In terms of highest educational achievement, nearly half of the partici-
pants (270; 46.8%) held a university degree or higher, followed by 173 
(30.0%) participants with a certi�cate or diploma. Finally, the average 
job tenure of participants was 14.89 years (SD = 11.55).

Measures

Career adaptability
Career adaptability was assessed at Time 2 with �ve behavioral indica-
tors of career adaptability that were developed for this study but drew 
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on Rothwell and Arnold’s (2007) construct of perceived employabil-
ity. �e items are “Using professional networks and business contacts 
to develop your career,” “Maintaining your knowledge of potential 
jobs both inside and outside of your current organization,” “Regularly 
taking up opportunities (e.g., courses, workshops, experience) to 
develop skills you can use at work,” “Keeping on top of new knowl-
edge in your work area,” and “Volunteering for roles and tasks that 
will expand your skills, knowledge, and value” (α = .80). �e content 
of the items reveals that our measure focused on behaviors associated 
with career adaptability instead of adaptability traits such as psycho-
logical �exibility or openness to change. Participants rated the extent 
to which they engaged in these behaviors (5-point scale from 1 = not 

at all to 5 = very large extent).
As the current standard to measure career adaptability, the Career 

Adapt-Abilities Scale (CAAS; Savickas & Porfeli, 2012) was not 
yet developed at the time of the substudy, we conducted a valida-
tion study using Amazon’s Mechanical Turk (MTurk; Buhrmester, 
Kwang, & Gosling, 2011), in which we included both our career 
adaptability measure and the CAAS (example items are “�inking 
about what my future will be like,” “Making decisions by myself,” 
“Exploring my surroundings,” and “Performing tasks e�ciently;” 
note that the CAAS uses a behavioral indicator approach for measur-
ing career adaptability that is similar to our approach). We requested 
and paid 100 participants in MTurk, and 96 provided complete data. 
We excluded data from nine participants who were currently not 
working or responded incorrectly to items designed to detect care-
less respondents (Meade & Craig, 2012), resulting in a �nal sample 
of N = 87. �e MTurk sample used for scale validation was similar to 
our main sample in that all participants were currently working; how-
ever, on average, the MTurk participants were likely to be younger 
than the participants in our main study (Buhrmester et  al., 2011). 
�e correlation between scores on our measure of career adaptabil-
ity (α =  .81) and the CAAS score (α =  .92) was r =  .61 (p < .001). 
�is moderate correlation provides some support for the convergent 
validity of our measure, noting that the focus of our career adapt-
ability measure is on speci�c work- and career-related behaviors (e.g., 
“Regularly taking up opportunities [e.g., courses, workshops, experi-
ence] to develop skills you can use at work”) compared to the CAAS 
items (e.g., “Learning new skills”). Overall, we argue that the face 
validity of our career adaptability items and the moderately positive 
correlation with scores on the more general CAAS measure suggest 
that we adequately captured the construct.

Job satisfaction
Job satisfaction was assessed at Time 1 and Time 4 with three items 
from Hesketh and Gri�n (2010). �e items are “Overall, I  am very 
satis�ed in my job,” “I am very interested in my job,” and “I get a great 
deal of accomplishment from my job” (α

Time 1
  =  .87, α

Time 4
  =  .92). 

Participants provided their responses on a 5-point Likert scale ranging 
from 1 (strongly disagree) to 5 (strongly agree).

Motivation to continue working
Motivation to continue working was (for the �rst time) assessed at 
Time 3 with a single item developed for this study: “I don’t plan to 
ever retire/I plan to work as long as I  possibly can” (5-point scale 
ranging from 1 = strongly disagree to 5 = strongly agree). �e correla-
tion between the item rated at Time 3 and the same item rated at 
Time 4 was r = .63 (p < .001), suggesting that the item had acceptable 
test-retest reliability.

Demographic and control variables
Chronological age (in years), gender (0 = female, 1 = male), high-
est level of education achieved (ranging from 1 = no school certifi-

cate or other qualification to 6  =  university degree or higher), and 
job tenure (in years) were measured at Time 1.  We controlled 
for gender, education, and job tenure, as these variables may 
influence older workers’ motivation to continue working, career 
adaptability, and job satisfaction (Ginn & Arber, 1996; Zacher, 
2014a).

R E S U LT S

Table 1 shows the descriptive statistics and correlations of the study 
variables. Older workers’ chronological age was positively related to 
job tenure (r  =  .11, p  =  .009) and motivation to continue working 
(r = .09, p = .028). Motivation to continue working was also related 
to job tenure (r  =  −.12, p  =  .005), career adaptability (r  =  .16, p < 
.001), and job satisfaction (Time 1: r = .10, p = .014; Time 4: r = .14, 
p = .001). Career adaptability was additionally related to education 
(r  =  .13, p  =  .002) and job satisfaction (Time 1: r  =  .18; Time 4: 
r  =  .17, p < .001). �e positive association between career adapt-
ability and job satisfaction at Time 4 provided preliminary support 
for Hypothesis 1.  Finally, job satisfaction at Time 1 was positively 
related to job satisfaction at Time 4 (r = .39, p < .001), indicating a 
moderate stability over time.

Table 1.  Means (M), Standard Deviations (SD), and Correlations of Variables

Variables M SD 1 2 3 4 5 6 7 8

1. Older worker age 59.56 2.38 —

2. Gender 0.53 0.50 .06 —

3. Education 4.91 1.42 .04 .01 —

4. Job tenure 14.89 11.55 .11** .09* .07 —

5. Motivation to continue working 2.86 1.24 .09* −.02 −.03 −.12** —

6. Career adaptability 3.01 0.85 −.03 −.06 .13** −.02 .16** (.80)

7. Job satisfaction (Time 1) 3.92 0.85 .06 −.01 .03 .07 .10* .18** (.87)

8. Job satisfaction (Time 4) 3.88 0.88 .05 .04 .03 .03 .14** .17** .39** (.92)

Note. N = 577. Gender was coded 0 = female, 1 = male. Reliability estimates (α), where available, are shown in parentheses along the diagonal.
*p < .05; **p < .01.
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Test of Hypotheses
We conducted hierarchical moderated regression analysis and simple 
slope analyses to test our hypotheses (Table 2; Cohen, Cohen, West, 
& Aiken, 2003). We entered the control variables (gender, education, 
job tenure) in Step 1, followed by the main e�ects (career adaptabil-
ity, chronological age, motivation to continue working) in Step 2. We 
centered the control and predictor variables before entering them in 
the regression equation and before computing the interaction terms. 
�e two-way interaction terms (Career adaptability × Older worker 
age, and Career adaptability × Motivation to continue working) were 
entered in Step 3 (we ran additional analyses in which we additionally 
included the 2-way interaction between older worker age and motiva-
tion to continue working in Step 3, and the 3-way interaction between 
career adaptability, older worker age, and motivation to continue 
working in Step 4. �ese interaction e�ects were not signi�cant, and 
including them did not change the �ndings). Finally, we controlled for 
job satisfaction at Time 1 in the �nal Step 4 to examine lagged e�ects 
on job satisfaction over time.

According to Hypothesis 1, career adaptability is expected to be 
positively related to job satisfaction. Table 2 shows that career adapt-
ability positively predicted job satisfaction (Step 2: β = .15, p < .001). 
�e e�ect of career adaptability on job satisfaction remained signi�cant 
a�er controlling for baseline job satisfaction (Step 4: β = .11, p = .008), 
indicating that career adaptability positively predicted change in job 
satisfaction over time. �ese �ndings support Hypothesis 1.

Hypothesis 2 states that older workers’ chronological age moder-
ates the positive relationship between career adaptability and job sat-
isfaction, such that the relationship is stronger for relatively younger 
compared to relatively older workers. As shown in Table  2, age had 
no signi�cant e�ect on job satisfaction (Step 2: β  =  .03, p  =  .418). 
However, the interaction between career adaptability and age sig-
ni�cantly predicted job satisfaction (Step 3: β = −.11, p = .009). �is 
e�ect remained signi�cant a�er controlling for baseline job satisfaction 

(Step 4: β = −.12, p = .002). To examine whether the interaction e�ect 
was consistent with the hypothesized pa�ern, we plo�ed the e�ects 
of regressing job satisfaction on career adaptability at high (i.e., 1 SD 
above the mean) and low (i.e., 1 SD below the mean) age (Figure 2), 
and conducted simple slope analyses to test their signi�cance. 
Consistent with expectations, the e�ect of career adaptability on job 
satisfaction was positive and signi�cant for relatively younger workers 
(B = .24, SE = .05, t = 4.68, p < .001), whereas the e�ect was weaker and 
nonsigni�cant for older workers (B = .06, SE = .05, t = 1.16, p = .248). 
�ese results provide support for Hypothesis 2.

Table 2.  Results of Regression Analysis Predicting Job Satisfaction at Time 4

Variable Step 1 Step 2 Step 3 Step 4

Step 1: Control variables

 Gender .04 .05 .05 .05

 Education .03 .01 .01 .01

 Job tenure .03 .04 .03 .01

Step 2: Main e�ects

 Career adaptability .15** .17** .11**

 Older worker age .03 .04 .02

 Motivation to continue working .11** .12** .09*

Step 3: Two-way interactions

 Career adaptability × Older worker age −.11** −.12**

 Career adaptability × Motivation to continue working −.08 −.05

Step 4: Lagged e�ect

 Job satisfaction at Time 1 .36**

ΔR2 .04** .02** .12**

R2 .00 .05 .07 .19

F .66 4.69** 5.11** 14.84**

Note. N = 577. Standardized regression coe�cients (βs) are reported. 
*p < .05. **p < .01.
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Figure 2.  Relationship between career adaptability and 
job satisfaction moderated by older worker age. Note: The 
labels “low age” and “high age” refer to older workers aged 
one standard deviation below and above the mean age of our 
sample (i.e., approximately 57 and 62 years of age).
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According to Hypothesis 3, motivation to continue working is 
expected to moderate the positive relationship between career adapt-
ability and job satisfaction, such that the relationship is stronger for 
workers with high compared to low motivation to continue working. 
Table 2 shows that motivation to continue working had a positive e�ect 
on job satisfaction (Step 2: β = .11, p = .007). �is e�ect remained sig-
ni�cant a�er controlling for baseline job satisfaction (Step 4: β = .09, 
p  =  .024), indicating that motivation to continue working positively 
predicted change in job satisfaction over time. �e interaction between 
career adaptability and motivation to continue working did not sig-
ni�cantly predict job satisfaction (Step 3: β  =  −.08, p  =  .054), and 
this e�ect remained nonsigni�cant when controlling for baseline job 
satisfaction (Step 4: β = −.05, p = .229). �us, Hypothesis 3 was not 
supported.

D I S C U S S I O N

Australia’s population and workforce are aging and, as in many other 
industrialized countries, Australians’ working lives will likely be 
extended to meet the challenges associated with demographic change 
and budget constraints (Bourke, 2014; Commonwealth of Australia, 
2014). In this regard, individuals’ career adaptability is becoming 
increasingly important, as it can help older workers achieve, maintain, 
and re-establish person-environment �t (Savickas, 1997) and is related 
to subjective career success (Zacher, 2014a). Subjective career success, 
for instance high levels of job satisfaction, is an important outcome 
among older workers who generally prioritize positive and meaningful 
experiences (Carstensen et al., 1999). �us, enhancing career adapt-
ability and, in turn, job satisfaction may help retain older workers. �e 
goal of this study was to extend the literature on work and aging by 
examining the relationship between career adaptability and job satis-
faction using a sample of 577 older workers from the 45 and Up Study, 
and the role of age and motivation to continue working as moderators 
of this relationship.

Two of our three hypotheses were supported. First, we found a 
positive relationship between older workers’ career adaptability and 
job satisfaction as well as a positive e�ect of career adaptability on 
change in older workers’ job satisfaction over time (Hypothesis 1). 
�is �nding is consistent with career construction theory (Savickas, 
1997, 2013) and previous empirical research with mostly younger and 
middle-aged workers that demonstrated positive associations of career 
adaptability with indicators of subjective career success (Zacher, 
2014a).

Second, in support of Hypotheses 2, older workers’ chronological 
age moderated the relationship between career adaptability and job 
satisfaction. Consistent with expectations, career adaptability appears 
to be a more important resource among those older workers who still 
have several years le� before retirement (i.e., relatively younger work-
ers). We based this hypothesis primarily on SST (Carstensen et  al., 
1999), which suggests that those with a more open-ended occupa-
tional future time perspective (i.e., because they have a greater tempo-
ral distance from retirement) are more interested in maximizing work 
outcomes in their occupational future. For these workers, career adapt-
ability should constitute a useful work-related resource and therefore 
contribute to their job satisfaction. Conversely, we proposed that job 
satisfaction is less likely to be linked to career adaptability and more 
likely to be in�uenced by other factors as age increases. For instance, 

SST suggests that relatively older workers focus more on immediate 
emotionally positive and meaningful experiences at work compared to 
rather e�ortful and future-oriented behaviors associated with career 
adaptability, such as engagement in training and networking.

We did not �nd support for our Hypothesis 3, which proposed 
that the relationship between career adaptability and job satisfac-
tion is moderated by older workers’ motivation to continue working. 
A  possible explanation for this �nding may be that career adaptabil-
ity has di�erent functions for di�erent groups of older workers with 
low motivation to continue working, which a�enuates the interaction 
e�ect of motivation to continue working on the association between 
career adaptability and job satisfaction. One group of older workers 
with low motivation to continue working may, as we hypothesized, 
regard career adaptive behaviors as not particularly useful and relevant 
for achieving their work goals and thus these behaviors are unrelated 
to their job satisfaction. For another group of older workers with low 
motivation to continue working, however, career adaptability may 
constitute a compensatory resource that provides them with positive 
challenges and interesting activities in their present work situation and 
thus enhances their job satisfaction. Future research is needed to test 
these assumptions.

We further found that career adaptability (our predictor variable) 
was weakly positively related to motivation to continue working (one 
of our moderator variables), suggesting that facilitating behaviors 
associated with career adaptability may constitute a way for compa-
nies to retain older workers. Finally, it is important to note that our 
predictor variables explained only a relatively small amount of vari-
ance (7%; Table 2) in job satisfaction at Time 4 (controlling for job 
satisfaction measured at Time 1 accounted for an additional 12% of 
variance). Clearly, many additional person and contextual factors 
impact on older workers’ job satisfaction, for instance their demands-
abilities and needs-supplies �t (Kanfer & Ackerman, 2004; Zacher, 
Feldman, & Schulz, 2014) and job characteristics (Truxillo, Cadiz, 
Rineer, Zaniboni, & Fraccaroli, 2012). Moreover, the longitudi-
nal nature of our data may have a�enuated the amount of variance 
explained, as additional confounding factors in employees’ work and 
private lives may have been introduced across the study period of 
4 years.

Limitations and Future Research
�is study has a number of potential limitations that could be addressed 
in future research. First, as not all of the constructs were assessed at 
each of the four measurement waves, we were only able to examine 
e�ects of our predictor variables on change in job satisfaction between 
Time 1 and Time 4 (i.e., across 4 years), but not reverse causal, recipro-
cal, and long-term longitudinal relationships. It therefore may be pos-
sible that job satisfaction in�uences career adaptability di�erentially 
for relatively younger and relatively older workers with di�erent lev-
els of motivation to continue working. In addition, we examined age 
di�erences and not intraindividual age-related changes over time, and 
therefore we were not able to disentangle cohort and selection e�ects 
from actual aging e�ects. �us, future research using longitudinal data 
from multiple measurement waves across longer time spans is needed.

Second, we used only self-report measures, which may be suscep-
tible to common method bias. �e fact that job satisfaction, career 
adaptability, and motivation to continue working were assessed at 

D
o
w

n
lo

a
d
e
d
 fro

m
 h

ttp
s
://a

c
a
d
e
m

ic
.o

u
p
.c

o
m

/w
o
rk

a
r/a

rtic
le

-a
b
s
tra

c
t/1

/2
/2

2
7
/1

6
4
8
6
4
7
 b

y
 U

n
iv

e
rs

ity
 G

ro
n
in

g
e
n
 u

s
e
r o

n
 0

2
 J

u
ly

 2
0
1
9



Age, Career Adaptability, and Job Satisfaction  •  233

di�erent measurement waves can only partially alleviate this con-
cern. However, methodologists have demonstrated that interaction 
e�ects cannot be artifacts of common method bias (Siemsen, Roth, 
& Oliveira, 2010). Nevertheless, to increase objectivity of assess-
ments, future research should also make use of other-reports of work-
ers’ career adaptability (e.g., assessed by supervisors or colleagues) 
and motivation to continue working (e.g., assessed by spouses or 
partners). Relatedly, our relatively short and practical measure of 
career adaptability correlated only moderately positively with a more 
recently developed and longer self-report scale that also uses behav-
ioral indicators to assess career adaptability. �e magnitude of this 
correlation may be explained by the fact that our scale included more 
speci�c work- and career-related behavioral aspects of career adapta-
bility than the CAAS (Savickas & Porfeli, 2012). Further evidence for 
the convergent validity of our scale should be collected. Such studies 
could also investigate whether concepts such as “career” and “career 
adaptability” have di�erent meanings for relatively older compared to 
relatively younger workers. For instance, relatively younger workers 
may think of career changes as primarily involving vertical job mobil-
ity (i.e., promotions), whereas relatively older workers may addition-
ally consider horizontal and downward job changes (i.e., work role 
changes and demotions).

�ird, our study included only older workers and, therefore, the 
chronological age variable was restricted in range (i.e., 54–66 years). 
�is range restriction did not allow us to compare younger and older 
workers, only “relatively younger workers” (i.e., workers between 
54 and 60  years of age) and “relatively older workers” (i.e., workers 
between 60 and 66  years of age) within the group of older workers. 
As we were primarily interested in older workers’ career adaptability in 
this study, and conceived older workers’ age as a proxy for retirement 
proximity, the range restriction in the age variable may not constitute a 
major limitation. However, future research that tests our model using a 
more age-heterogeneous sample (including younger, middle-aged, and 
older workers) could shed further light on the role of chronological age 
for the relationships between career adaptability and work outcomes, 
including changes in the magnitude of these relationships across the 
entire working life span.

Researchers could also consider investigating moderating e�ects 
of other age-related concepts, such as subjective, social, and relative 
age, on the association between career adaptability and job satisfaction 
(Cleveland, Shore, & Murphy, 1997). For instance, employees who feel 
older or are relatively older compared to most of their team members 
might bene�t less from career adaptability because for them career 
adaptability may not have much instrumental value. However, before 
testing more complex models, it is important to integrate established 
life span theories such as SST with alternative age-related concepts 
such as subjective, social, and relative age. Future research could also 
examine additional boundary conditions of our model; for instance, 
the relationship between career adaptability and job satisfaction may 
also be in�uenced by type of industry (e.g., traditional vs. high-tech) 
and broader cultural factors (e.g., short-term vs. long-term cultural 
orientations).

Finally, it is important to emphasize that the participation rate of 
18% in the 45 and Up Study implies that, despite higher response rates 
in the substudy, the prevalence of characteristics of participants may 
not be representative of corresponding characteristics in the NSW or 
Australian populations of the same age range. However, researchers 

have suggested that the generalizability is higher for parameters of a 
relationship between two 45 and Up Study variables or between one 
45 and Up Study variable and data from a linked data set (Mealing 
et al., 2010). �us, it is more likely that the relationships found in our 
study generalize to the NSW and Australian populations than the abso-
lute prevalence of participants’ characteristics (see also Highhouse 
& Gillespie, 2009, for a discussion on statistical and theoretical 
generalizability).

�eoretical and Practical Implications
Career adaptability is a psychosocial resource that can help employees 
achieve, maintain, and re-establish person-environment �t and, in turn, 
subjective career success (Savickas, 1997; Zacher, 2014a). Research 
on aging at work and person-environment �t is still in its infancy (for 
recent exceptions, see Feldman & Vogel, 2009; Hesketh, Gri�n, Bayl-
Smith, & Dawis, 2015; Perry, Dokko & Golom, 2012; Zacher et  al., 
2014). For instance, Zacher and colleagues (2014) suggested that 
worker age impacts not only on objective and subjective �t, but also 
on relationships among objective and subjective �t as well as occupa-
tional well-being. However, the sparse existing literature on aging and 
person-environment �t has neglected self-regulatory concepts such as 
career adaptability. �us, future research on career adaptability and 
age could take a person-environment �t perspective, in which career 
adaptability is conceived as a self-regulatory resource that employees 
can use to proactively increase the �t between their age-related charac-
teristics and their work environment (including demands and oppor-
tunities for working in retirement).

Based on the �ndings of the current study, organizational practi-
tioners could o�er interventions aimed at strengthening career adapt-
ability to those older workers who bene�t most from them in terms of 
job satisfaction—that is, relatively younger workers within the cohort 
of older workers. Empirical studies have shown that career adapt-
ability can be improved over time. First, a longitudinal �eld quasi-
experiment conducted by Koen and colleagues (2012) showed that 
a training intervention succeeded in enhancing participants’ career-
related control and curiosity (two dimensions of career adaptability 
according to the CAAS; Savickas & Porfeli, 2012). Control and curios-
ity, in turn, resulted in higher levels of perceived employment quality 
among organizational newcomers (Koen et  al., 2012). Practitioners 
could adapt this training intervention for use with older workers 
nearing retirement. For instance, perceived career control and curios-
ity could be enhanced by informing older workers of possible career 
options, including horizontal career moves and di�erent retirement 
models (e.g., phased retirement, bridge employment). In addition, 
recent research with employees from di�erent age groups suggested 
that enhancing employees’ future temporal focus (i.e., their a�ention 
to future goals and events) can improve their career adaptability over 
time (Zacher, 2014b). To shi� older workers’ temporal focus toward 
the future, supervisors and human resource management practition-
ers could discuss with them in detail their career and retirement goals 
and plans.

Practitioners should also consider designing interventions for 
those older workers who bene�t less from career adaptability in 
terms of job satisfaction and thus may require other types of intrin-
sic or extrinsic motivators—that is, relatively older workers within the 
cohort of older workers. For instance, supervisors and human resource 
management practitioners could create opportunities for these older 
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workers to take on mentoring or organizational ambassador roles that 
ful�ll socioemotional needs within shorter time frames (Calo, 2005). 
For instance, Zacher and colleagues (2009) reported that older work-
ers were more interested in engaging in organizational citizenship 
behaviors that bene�t other people and, in particular, their younger 
colleagues. In a formal or informal mentoring role, older workers could 
assist organizational newcomers in “learning the ropes” on the job 
and in building their social networks. As organizational ambassadors, 
older workers could represent the organization to outsiders such as job 
applicants at job fairs or to other practitioners at networking meetings 
or conferences.

In conclusion, our study extends the literature on work and aging 
by showing that, within the cohort of older workers, the generally 
positive relationship between career adaptability and job satisfaction is 
moderated by older workers’ chronological age. �e results suggested 
that career adaptability is a more important psychosocial resource 
for relatively younger compared to relatively older workers. Future 
research is now needed that extends our theoretical ideas guided by 
SST to include additional moderators of the career adaptability-career 
success relationship (e.g., age-related concepts such as subjective and 
relative age) and additional outcomes (e.g., job performance, older 
workers’ actual decisions to delay retirement). Based on our �ndings, 
we suggest that organizational practitioners should enhance the career 
adaptability of those older workers who bene�t most from it in terms 
of job satisfaction, while simultaneously a�empting to enhance the job 
satisfaction of those older workers who bene�t less from career adapt-
ability by conducting alternative work-related interventions.
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