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Abstract

Although perceived overqualification is a ubiquitous
career-related stressor, individuals may expect it to be a
temporary experience. To better understand the posi-
tive role of potentially favorable career-related anticipa-
tion, we applied career motivation theory and dual-
process frameworks to the context of perceived over-
qualification. We hypothesized that individuals' percep-
tions of organizational career opportunities would
moderate the relationships between perceived over-
qualification and related affective reactions (i.e., anger
toward the employment situation) and cognitive reac-
tions (i.e., needs-supplies fit), which would, in turn,
translate into more distal work and nonwork outcomes
(i.e., job satisfaction, organizational citizenship behav-
ior toward the organization, and work-family conflict).
We tested this proposition using a three-wave,
multisource dataset including 297 employees and their
closely related others. The results largely supported our
hypotheses. Our findings highlight the importance of
linking the literatures on perceived overqualification
and career motivation. We also discuss how organiza-
tions can foster positive expectations among their over-
qualified employees.
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INTRODUCTION

Perceived overqualification—defined as the perception that one's skills, experience, and qualifi-
cations exceed the demands of one's job—has become a pervasive career-related stressor
(e.g., Erdogan & Bauer, 2021). Accordingly, prior research has documented a wide range of det-
rimental consequences for employees and their organizations, including lower employee well-
being and organizational commitment, as well as higher turnover intentions (for meta-analytic
evidence, see Harari et al., 2017). Moreover, perceived overqualification has been shown to
undermine employees’ longer term career outcomes, as reflected in lower perceived career suc-
cess and reduced pay—an objective indicator of career success—when compared with their ade-
quately qualified counterparts (Erdogan et al., 2018; Gkorezis et al., 2019; Mavromaras
et al., 2010). However, even undesirable work situations may contain a silver lining. Specifi-
cally, the stepping stone hypothesis suggests that certain jobs or employment experiences can
serve as precursors or “bridges” that facilitate advancement to more desirable positions along
an individual's career path (e.g., De Cuyper et al., 2009; Kalleberg & Mouw, 2018). Following
this logic, if individuals perceive their current, less-than-ideal position may function as a
stepping stone to better future opportunities, they may be more willing to tolerate the unfavor-
able aspects of their present situation.

In the present study, we conceptualize perceived organizational career opportunities—
defined as individuals’ expectations that suitable career opportunities are available to them in
their organizations (Kraimer et al., 2011)—as a manifestation of a stepping stone. We argue that
such perceptions will buffer more immediate negative affective and cognitive reactions to per-
ceived overqualification, consistent with dual-process theories (Evans, 2008). More specifically,
and in line with the stepping stone logic outlined above, career motivation theory posits that
individuals’ feelings, cognitions, attitudes, and behaviors are shaped by their desire to attain
their career goals (London, 1983; London & Mone, 2006). Thus, although perceived over-
qualification may create a suboptimal present situation, the expectation that meaningful career
opportunities are attainable in the future may enable individuals to better tolerate their current
unfavorable circumstances.

The role of future career expectations in the context of perceived overqualification should
be examined for at least two reasons. First, perceived organizational career opportunities signal
to employees that their current job may serve as a stepping stone to a more desirable position
within the organization (Kraimer et al., 2011). Such perceptions provide an important frame of
reference that helps overqualified individuals interpret their work situation and shape their
reactions. By focusing on this forward-looking, situational boundary condition, researchers can
better understand how future-oriented perceptions influence employee responses to perceived
overqualification—a perspective largely absent from current research on boundary condition of
overqualification (for an overview, see Erdogan & Bauer, 2021). Moreover, this perspective also
enriches theorizing about career-related constraints that may be relevant in this context. Sec-
ond, researchers have repeatedly suggested that the negative outcomes associated with per-
ceived overqualification may be mitigated when organizations hire individuals “for the
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organization” rather than “for a specific job,” thereby signaling future career opportunities and
the possibility of upward mobility within the company (e.g., Kulkarni et al., 2015). Such an
organizational hiring perspective is becoming increasingly important as employers in industrial-
ized continue to face persistent skill shortages—an issue further exacerbated by the COVID-19
pandemic (e.g., Causa et al., 2022; ifo Institute, 2022, August 2). Taken together, these argu-
ments underscore the relevance of an individual's future expectations for understanding how
they respond to perceived overqualification—an issue that we explicitly investigate in this
research.

In the present study (see Figure 1 for the conceptual model), we develop and test a theoreti-
cal model proposing that perceived organizational career opportunities attenuate the effects of
perceived overqualification on both affective (i.e., higher anger toward employment situation)
and cognitive (i.e., lower perceived needs-supplies fit) reactions, which in turn translate into
more distal work- and nonwork-related outcomes (i.e., lower job satisfaction, lower organiza-
tional citizenship behavior toward the organization [OCBO], and higher work—family conflict).
Drawing on dual-process models (e.g., Evans, 2008), we conceptualize affective and cognitive
reactions to perceived overqualification as simultaneous mediators, as perceived
overqualification elicits both affective and cognitive responses (e.g., Erdogan & Bauer, 2021).
Examining the moderating role of perceived organizational career opportunities within this
dual-pathway framework allows us to assess which mechanism—affective or cognitive—plays a
more dominant role. In doing so, we deepen the understanding of the predictive validity of each
theoretical mechanism and advance a more holistic perspective on how these processes jointly
shape key outcomes of perceived overqualification.

In terms of outcomes, we examined functionally distinct effects of perceived over-
qualification on attitudinal (i.e., job satisfaction), behavioral (i.e., OCBO), and well-
being-related (i.e., work—family conflict) reactions (e.g., Sonnentag & Frese, 2013), all of which
are highly relevant to employee retention and organizational effectiveness (e.g., Nohe &
Sonntag, 2014; Podsakoff et al., 2009; Tett & Meyer, 1993). By including work-family conflict as
a nonwork outcome, we further illuminate the potential spillover effects of perceived over-
qualification into individuals' private lives, thereby a recurring call for research in this area
(e.g., Culbertson et al., 2011). Additionally, consistent with prior studies (e.g., Ilies et al., 2007;
Ilies et al., 2009) and to minimize same-source bias, we obtained ratings of job satisfaction and
work-family conflict from a closely related person (e.g., Podsakoff et al., 2012).

By testing the above theoretical propositions, our research makes several notable contribu-
tions to the literature. First, we introduce perceived organizational career opportunities as a
manifestation of stepping stone perceptions in the context of perceived overqualification,
thereby highlighting the motivational significance of this situational factor for overqualified
individuals. Stepping stone arguments—emphasizing that accepting smaller or less desirable
roles can serve as gateways to more impactful positions—have received considerable attention
in the literatures on career development (Hall, 2004), leadership development (Charan
et al., 2001), and temporary employment (Filomena & Picchio, 2022). By extending this concept
to employees' perceptions of future career opportunities and upward mobility within their cur-
rent organization, and by linking it to perceived overqualification, we offer a more nuanced
understanding of the consequences of perceived overqualification. Such theorizing is particu-
larly valuable given the ongoing debate about whether overqualification is a transitory or per-
manent state in individuals' careers (e.g., Frei & Sousa-Poza, 2012; Wen & Maani, 2019).
Second, by comparing the effects of perceived overqualification on the same outcomes through
affective versus cognitive mechanisms (i.e., increased anger vs. decreased needs-supplies fit),
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we directly assess the relative strength of competing theoretical explanations. While prior stud-
ies have typically relied on only one pathway, it remains unclear whether one mechanism is
more strongly associated with particular types of outcomes (see Luksyte et al., 2022). More pre-
cise knowledge about the relative predictive strength of each pathway may also inform more
targeted practical recommendations for supporting overqualified employees. Third, our
research broadens the criterion domain of perceived overqualification by examining both work-
related and nonwork-related outcomes. Including outcomes from both domains not only
expands the range of theoretically meaningful correlates but also enables us to investigate how
the experience of perceived overqualification may spill over into the nonwork domain
(Edwards & Rothbard, 2000). Finally, by examining perceived organizational career opportuni-
ties as a meaningful boundary condition, our study also offers important implications for practi-
tioners. By appropriately signaling potential career opportunities to overqualified employees,
organizations may find an effective way to mitigate the negative consequences associated with
perceived overqualification.

HYPOTHESES DEVELOPMENT

Perceived career opportunities as a boundary condition for affective and
cognitive reactions to perceived overqualification

Studies on overqualification typically adopt one of two perspectives. The first views perceived
overqualification as an economic and career-related stressor associated with detrimental conse-
quences for employees and their organizations The second, in contrast, recognizes that the sur-
plus of capabilities inherent in perceived overqualification may serve as a natural stepping
stone within one's career trajectory, signaling readiness for advancement and promotion
(e.g., Erdogan et al., 2011; Erdogan & Bauer, 2021). Within the ongoing debate between these
perspectives, the stressor view has been more dominant, leading scholars to focus largely on
boundary conditions that either mitigate or amplify the negative consequences of perceived
overqualification.

Consistent with this perspective, prior research has identified several career-related bound-
ary conditions that shape the relationship between perceived overqualification and its out-
comes. Examples include career calling (i.e., the sense of purpose and meaning that individuals
derive from their work; Lobene & Meade, 2013), career centrality (i.e., the extent to which
individuals define themselves through their career; Erdogan et al., 2018), and idiosyncratic
deals (Luksyte & Spitzmueller, 2016). However, these studies have predominantly focused on
contingency factors that reflect either individual characteristics (e.g., career centrality, Erdogan
et al., 2018; career calling, Lobene & Meade, 2013; see also competence and growth needs,
Maynard & Parfyonova, 2013) or perceptions tied specifically to one's current job
(e.g., idiosyncratic deals; Luksyte & Spitzmueller, 2016). Similarly, Lee et al. (2020) showed that
viewing one's current job as instrumental to long-term career goals (i.e., occupational instru-
mentality) can mitigate feelings of relative deprivation among overqualified employees. Yet, like
previous work, their focus remained on boundary conditions grounded in employees’ present
job experiences. Although occupational instrumentality captures the perceived developmental
value of one's current role, it does not convey expectations about future career advancement
within the organization.
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In contrast, perceived organizational career opportunities constitute a forward-looking, situ-
ational boundary condition (Kraimer et al., 2011) that may shape employees' affective and cog-
nitive responses to perceived overqualification. These perceptions concern anticipated future
growth and advancement prospects, thereby extending beyond the primarily present-oriented
factors examined in previous research. Such future-oriented expectations and anticipations are
powerful drivers that shape individuals' current attitudes and behaviors (e.g., Forrier
et al., 2015; Latan et al., 2022; Lu et al., 2016). Accordingly, in the following sections, we first
examine the affective reaction to perceived overqualification and the moderating role of per-
ceived career opportunities, followed by an examination of the cognitive reaction and its
corresponding moderation.

Affective reaction to perceived overqualification and perceived career
opportunities as a boundary condition

Research drawing on the dual-process framework (Evans, 2008) suggests that individuals pro-
cess workplace information—such as the match between their capabilities and job demands—
through both experiential and rational modes (e.g., Skarlicki & Rupp, 2010). The experiential
mode emphasizes affective responses, providing a useful lens for understanding affective reac-
tions to perceived overqualification. Thus, we first argue that perceived overqualification is
associated with a negative affective response in the form of anger toward the employment situa-
tion. This reasoning aligns with relative deprivation theory (Crosby, 1976, 1984), as one of the
most frequently applied frameworks for understanding perceived overqualification (Erdogan &
Bauer, 2021). According to the theory, individuals compare what they currently have with what
they believe they deserve or could attain; anger is a central affective reaction when individuals
perceive themselves as worse off relative to such standards (Crosby, 1976, 1984). As Smith
et al. (2012, p. 207) summarize, “RD [relative deprivation] theorists (Crosby, 1976; Folger, 1987;
Martin, 1986; Runciman, 1966; Walker & Pettigrew, 2011) specify anger and resentment as the
essential affective correlates of RD.” Anger represents a high-arousal, negatively valenced affec-
tive state (Berkowitz & Harmon-Jones, 2004; Lindquist & Barrett, 2008) that arises when indi-
viduals perceive mistreatment “contrary to what ought to be” (Shaver et al., 1987, p. 1077).
While emotions are more intense, short-lived, and linked to specific events, affective states
encompass more persistent moods and feelings (Russell, 2003; Weiss & Cropanzano, 1996),
making them consistent with the time-lagged design of our study (Debus et al., 2023; Liu
et al., 2015). By focusing on anger toward the employment situation, we directly align this affec-
tive response with its proposed source—perceived overqualification as a work-related stressor
(Liu et al., 2015). Thus, we expect perceived overqualification to be positively related to anger
toward the employment situation (Liu et al., 2015).

Hypothesis 1. Perceived overqualification is positively related to anger toward the
employment situation.

In addition, we argue that individuals’ perceptions of future organizational career opportu-
nities will mitigate the positive relationship between perceived overqualification and anger.
From the perspective of career motivation theory, perceived overqualification can be under-
stood as an obstacle to one's “desire for upward mobility” (London, 1983, p. 622). However, per-
ceived organizational career opportunities provide employees with the expectation that
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advancement prospects are attainable within the organization (e.g., Forrier et al., 2015; Latan
et al., 2022; Lu et al., 2016). When overqualified employees believe that future roles aligning
with their career interests and goals are within reach, they are more likely to tolerate their cur-
rent situation and experience lower injustice-based feelings of deprivation. Accordingly, at high
levels of perceived career opportunities, the positive relationship between perceived over-
qualification and anger toward employment situation should weaken. In contrast, when
overqualified individuals do not anticipate improvement in the form of suitable, goal-congruent
future positions—reflecting low perceived career opportunities—they are likely to become more
sensitive to their current undesirable circumstances and experience a heightened sense of depri-
vation. Under such conditions, the relationship between perceived overqualification and anger
toward the employment situation should strengthen.

Hypothesis 2. Individual's perceived organizational career opportunities moderate
the positive relationship between perceived overqualification and anger toward
employment situation, such that the relationship will be weaker when perceived
organizational career opportunities are high.

Cognitive reaction to perceived overqualification and perceived career
opportunities as a boundary condition

Second, reflecting the rational pathway within the dual-process framework (Evans, 2008), we
argue that perceived overqualification is also related to a negative cognitive evaluation of how
well one's job fulfills one's needs—specifically, lower perceived needs-supplies fit. Cognitive
reactions to perceived overqualification are commonly explained using person-environment
(P-E) fit theory (e.g., Edwards et al., 2006), another widely applied framework in over-
qualification research (Erdogan & Bauer, 2021). P-E fit theory emphasizes individuals' cognitive
assessments of the (mis)fit between personal characteristics and environmental characteristics,
and how such evaluations relate to subsequent outcomes. From this perspective, perceived over-
qualification represents a form of person-job misfit in which an individual's capabilities
(i.e., abilities, qualifications, skills, and experience) exceed the job's demands. Due to this mis-
match, overqualified employees are likely to conclude that their needs—such as those for
responsibility, meaningful challenge, and opportunities for growth—are inadequately met in
their current roles. Thus, we expect perceived overqualification to be negatively related to per-
ceived needs—supplies fit (Luksyte et al., 2022).

Hypothesis 3. Perceived overqualification is negatively related to needs-supplies fit.

In addition, with regard to the negative relationship between perceived overqualification
and perceived needs-supplies fit, perceived organizational career opportunities are likely to sig-
nal to overqualified individuals that future roles within the organization may better align with
their needs (Kraimer et al., 2011; London, 1983). Such expectations indicate that positions offer-
ing greater challenge, responsibility, and developmental potential may be attainable over time.
Consequently, when perceived organizational career opportunities are high, overqualified indi-
viduals may evaluate their current needs—supplies balance less negatively. In this case, because
they anticipate that their work situation may become increasingly aligned with their career
goals and aspirations, the negative relationship between perceived overqualification and
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perceived need-supply fit should be weaker. In contrast, at low levels of perceived career
opportunities—when no meaningful improvement in job responsibilities or career progression
appears forthcoming—overqualified employees are likely to appraise their current situation
more negatively. As a result, the negative relationship between perceived overqualification and
perceived needs—supplies fit is expected to be stronger.

Hypothesis 4. Individual's perceived organizational career opportunities moderate
the negative relationship between perceived overqualification and perceived needs-
supplies fit, such that the relationship is weaker when perceived organizational
career opportunities are high.

Indirect effects of perceived overqualification via anger toward the
employment situation on job satisfaction, OCBO, and work-family
conflict

Next, we hypothesize that anger toward the employment situation will be negatively related to
job satisfaction and OCBO, and positively related to work-family conflict. Taken together, these
relationships imply an indirect effect of perceived overqualification on all three outcomes via
anger. First, job satisfaction is “a pleasurable or positive emotional state resulting from the
appraisal of one's job or job experiences” (Locke, 1976, p. 1300) and represents a core job atti-
tude. When overqualified individuals feel angry about their employment situation, this negative
affective state is likely to serve an informative function (Schwarz & Clore, 1988), shaping how
they evaluate and appraise their jobs and, in turn, decreeing their job satisfaction.

Second, anger is also likely to diminish individuals' willingness to engage in OCBO, a form
of discretionary behavior intended to benefit the organization (e.g, Borman &
Motowidlo, 1993). Feeling angry about their work situation may lead individuals to hold their
organization partially responsible for failing to provide employment that matches their skills
and qualifications. Drawing on social exchange theory (Blau, 1964), such feelings of anger
reduce employees' willingness to reciprocate by investing additional effort in the organization
or engaging in extra-role behaviors beyond formal job requirements (e.g., LePine et al., 2002).

Third, work-family conflict, as a type of interrole conflict, occurs when the demands, strain,
or time commitments of the work role interfere with the family role (Netemeyer et al., 1996).
Work-related affect—particularly anger—has been identified as a central driver of spillover pro-
cesses (e.g., Du et al., 2018) that link experiences from the work domain to the home domain.
Anger at work consumes emotional resources, heightens strain, and makes work experiences
more taxing (Shah et al., 2022; Taxer et al., 2019), thereby compromising employees' ability to
fulfill their family responsibilities.

Finally, given our earlier reasoning that perceived overqualification is positively related to
anger toward the employment situation (Hypothesis 1), we therefore propose that perceived
overqualification is indirectly related to lower job satisfaction and OCBO, and to higher work-
family conflict, through heightened anger toward the employment situation.

Hypothesis 5. Anger toward the employment situation mediates the negative rela-
tionships between perceived overqualification and (a) job satisfaction and (b) OCBO,
and the positive relationship between perceived overqualification and (c) work-family
conflict.
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Indirect effects of perceived overqualification via needs-supplies fit on
job satisfaction, OCBO, and work-family conflict

Consistent with P-E fit theory (Edwards et al, 1998) and need-fulfillment theories
(e.g., Locke, 1976; Rice et al., 1985), we further propose that perceived needs-supplies fit will be
positively related to job satisfaction and OCBO and negatively related to work—family conflict.
Taken together, these arguments imply an indirect effect of perceived overqualification on these
outcomes via needs-supplies fit. Across both theoretical traditions, the core assumption is that
when individuals feel their needs are being fulfilled at work, this gives rise to enhanced well-being
and more positive attitudes. First, with regard to job satisfaction, Locke (1976, p. 1303) noted that
“it is the degree to which the job fulfills or allows the fulfillment of the individual's needs that
determines his degree of job satisfaction.” Thus, when employees perceive that their jobs meet their
needs, they are likely to appraise their work more positively and experience higher job satisfaction.

Second, we argue that need satisfaction will also motivate individuals to engage in OCBO.
When employees perceive that their needs are being met, they experience positive affective
states that broaden and build personal resources (e.g., Fredrickson, 2001). In turn, these
enriched resources make individuals more inclined to invest additional effort in discretionary,
pro-organizational behaviors that extend beyond formal job requirements.

Third, P-E fit theory also suggests individuals who perceive a strong fit between their needs
and what their jobs provide are better positioned to manage work demands and experience less
strain (Kristof-Brown et al., 2005). This reduces the likelihood that work will interfere with fam-
ily responsibilities, thereby decreasing work-family conflict (e.g., Du et al., 2018).

Finally, given our earlier reasoning that perceived overqualification is negatively associated
with needs-supplies fit (Hypothesis 3), we therefore expect perceived overqualification to be
indirectly related to lower job satisfaction and OCBO and higher work-family conflict through
reduced needs-supplies fit.

Hypothesis 6. Perceived needs-supplies fit mediates the negative relationships
between perceived overqualification and (a) job satisfaction and (b) OCBO, and the
positive relationship between perceived overqualification and (c) work—family conflict.

Moreover, our theorized model and proposed hypotheses imply conditional indirect
effects—that is, indirect effects of perceived overqualification on the outcomes via anger toward
employment situation and needs-supplies fit that are contingent upon the level of perceived
organizational career opportunities. Accordingly, we argue that the strength of these indirect
effects varies depending on whether individuals perceive high or low future career opportuni-
ties within their organization. These conditional indirect effects will also be tested.

Relative strength of differing mechanisms of perceived
overqualification

As discussed above, perceived overqualification is expected to influence the proposed outcomes
through both an affective and a cognitive pathway (Evans, 2008). Although these pathways rep-
resent two equally viable theoretical mechanisms, an important question is whether their rela-
tive influence differs when considered simultaneously. For instance, while we expect the effects
of perceived overqualification to spill over into the nonwork domain (i.e., work-family conflict)
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via both pathways, the affective mechanism has been shown to be a particularly important
driver of such spillover effects (e.g., Du et al., 2018; Eby et al., 2010; Williams & Alliger, 1994).
Thus, the affective pathway may be more relevant for understanding the effects of over-
qualification on nonwork outcomes. Similarly, assessing the relative strength of affective versus
cognitive mechanisms across outcomes may inform more targeted interventions, depending on
which mechanism is most relevant for a given outcome. Accordingly, we examine the relative
strength of these two mechanisms to better understand their relevance for different outcomes.
Because this analysis is exploratory, we pose the following research question:

Research question: Through which mechanism (i.e., affective vs. cognitive mechanism)
are the indirect effects of perceived overqualification on outcomes more dominant?

METHOD
Sample and procedures

Prior to participant recruitment and data collection, the study received ethical review and
approval from our faculty's ethics committee." To test our proposed model, we collected time-
lagged data from employees and their closely related others in the German-speaking part of
Europe (Austria, Germany, and the German-speaking part of Switzerland). Data were collected
between 2017 and 2018, and participants could begin the study at their convenience. Potential
participants were contacted via messenger boards, newsletters, human resources departments,
or newspapers and invited to participate in research on individual and organizational factors
influencing job satisfaction. All participants received personalized feedback reports, and mone-
tary incentives were offered, with three randomly selected participants each receiving €500.

After registering for the study and providing informed consent, participants completed sur-
veys at three time points, each separated by a 2-week interval. We selected a 2-week lag because
it allows the effects of perceived overqualification on affective and cognitive reactions to emerge
while minimizing the influence of unrelated events (Simha, 2024). Similar time lags have been
used in prior research examining the effects of overqualification on such reactions (e.g., Debus
et al., 2023; Luksyte et al., 2022; Zhang et al., 2022) and align with recommendations for
“shortitudinal” research designs (Dormann & Griffin, 2015). Additionally, this interval helps
reduce common method bias and respondent fatigue (Podsakoff et al., 2003).

At the beginning of the first survey, participants completed several screening questions. Only
individuals who were 18 years and above, not self-employed, not in vocational training or other
education (i.e., only working as a side job), and working at least 3 days per week were included in
the study. Employee self-reports were used to assess perceived overqualification, perceived organi-
zational career opportunities, and control variables (i.e., gender, number of previous promotions in
the current organization, and years of education) at Time 1 (T1); anger toward employment
situation and perceived needs-supplies fit at Time 2 (T2); and OCBO at Time 3 (T3). Additionally,
participants were asked to provide contact information for a closely related person (e.g., a spouse
or partner, relative, or close friend), who was invited to complete an additional questionnaire at
T3 assessing the focal employee's job satisfaction and work-family conflict (e.g., Ilies et al., 2007;
Ilies et al., 2009). This procedure aligns with recommendations to reduce common method bias
through temporal and source separation of measurement (Podsakoff et al., 2012). To ensure that
these other-ratings provided valid assessments of the focal employee, job satisfaction and work-
family conflict were also self-rated in the same questionnaire as OCBO at T3.
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Initially, 315 employees agreed to participate in the study. Due to incomplete T1 surveys,
the final sample consisted of 297 participants (269 participants completed the T2 survey, and
240 participants completed the T3 survey).” In this final sample, 56.20% were female, with a
mean age of 40.98 years (SD = 12.31). Participants had an average of 11.55 years of education
(SD = 3.34), corresponding roughly to a high school diploma plus either an occupational
diploma or a bachelor's degree. On average, participants had experienced 1.15 previous promo-
tions in their current organization (SD = 1.70).

Regarding the close others who provided additional ratings, 60.07% were female, with a
mean age of 42.84 years (SD = 13.03). In terms of relationship to the focal employee, 58.11% of
other ratings came from romantic partners, 22.30% from close friends, 10.14% from close rela-
tives (i.e., parents, adult children, or siblings), and 9.46% were from others, mostly close
colleagues.

Measures

Unless otherwise noted, all variables were measured using a 7-point rating scale ranging from
(1) strongly disagree to (7) strongly agree. Measures were translated from English to German fol-
lowing Brislin's (1980) translation-back-translation procedure. Cronbach’s alphas for all scales
are reported on the main diagonal of Table 1.

Perceived Overqualification

Employee perceived overqualification was measured using Maynard et al.'s (2006) nine-item
Scale of Perceived Overqualification (SPOQ; e.g., “I have more abilities than I need in order to
do my job”) at T1.

Perceived organizational career opportunities

Employee perceived organizational career opportunities were assessed using the three-item
measure by Kraimer et al. (2011, e.g., “There are career opportunities within my organization
that are attractive to me”) at T1.

Anger toward employment situation

Employee anger toward their employment situation was assessed using three items by Liu
et al. (2015; i.e., “I feel angry about my current job status,” “I feel angry about the job assign-
ment I received from my employer,” and “I resent my employment situation”) at T2.

Perceived needs-supplies fit

Employee perceived needs-supplies fit was measured using four items by Cable and
DeRue (2002; e.g., “This job fulfills my needs”) at T2.
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OCBO

Employee OCBO was measured using eight items by Lee and Allen (2002; e.g., “T offer ideas to
improve the functioning of the organization™) at T3.

Job satisfaction

Employee job satisfaction rated by the closely related other was measured using the Michigan
Organizational Assessment Questionnaire Job Satisfaction Subscale (MOAQ-JSS; Cammann
et al., 1983) at T3. The MOAQ-JSS consists of three items and is a global assessment of the affec-
tive component of job satisfaction (e.g., Bowling & Hammond, 2008). We adapted the items to
be appropriate for the two-week lag between measurement points (i.e., “He/she is satisfied with
his/her job,” “He/she doesn't like his/her job,” and “He/She likes working here”). The same
scale was used to measure employees’ self-rated job satisfaction (i.e., “I am satisfied with my
job,” “I don't like my job,” and “I like working here”).

Work-family conflict

Employee work—family conflict rated by the closely related other was assessed using the five-
item scale by Netemeyer et al. (1996; e.g., “The demands of his/her work interfere with his/her
home and family life.”) at T3. The same scale was used to measure employees' self-rated work-
family conflict (e.g., “The demands of my work interfere with my home and family life”).

Control variables

In line with previous research in the area of perceived overqualification and perceived organiza-
tional career opportunities, we controlled for gender, number of previous promotions in the
current company, and years of education, all of which were measured at T1 (e.g., Erdogan
et al., 2011; Kraimer et al., 2011).

RESULTS
Preliminary analysis

Table 1 presents the means, standard deviations, and correlations among all study variables.
Prior to hypothesis testing, we conducted confirmatory factor analyses (CFAs) in Mplus
8 (Muthén & Muthén, 1998-2017) to evaluate the construct validity of all measures. We com-
pared the proposed seven-factor model (My; i.e., in which perceived overqualification, perceived
organizational career opportunities, anger toward employment situation, perceived needs—
supplies fit, OCBO, job satisfaction, and work-family conflict are specified as distinct con-
structs) to an alternative four-factor model (M;) designed to assess whether constructs
measured at the same time point might be empirically indistinguishable. For this alternative
model, all T1 constructs (i.e., perceived overqualification and perceived organizational career
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opportunities) loaded on a single factor, all T2 constructs (i.e., anger toward employment situa-
tion and perceived needs-supplies fit) loaded on a second factor, the T3 self-reported outcome
(i.e., OCBO) loaded on a third factor, and the close-other-reported outcomes (i.e., job satisfac-
tion and work—family conflict) loaded on a fourth factor. Compared with M, (y*[539]
=1050.97, p < .00; CFI = .91; TLI = .90; RMSEA = .06; SRMR = .07), this model M; (y*[554]
= 2301.01, p < .00; CFI = .70; TLI = .68; RMSEA = .10; SRMR = .13) fit the data significantly
worse (Ay?[15] = 1250.04, p < .01). Thus, these model comparison results confirmed that the
measures used in the current study captured distinct constructs.

Hypothesis testing

To test our hypotheses, we used full information maximum likelihood estimation in Mplus
8 (Muthén & Muthén, 1998-2017), which makes use of all available data when estimating
parameters and therefore allows participants with incomplete survey data to contribute mean-
ingfully to the analyses (Enders & Bandalos, 2001). We employed multivariate path modeling to
estimate the hypothesized pathways. Perceived overqualification and perceived organizational
career opportunities were both grand-mean centered (Cohen et al., 2003), and their product
term was computed to model the interaction. The control variables were also grand mean cen-
tered. Anger toward the employment situation and perceived needs-supplies fit (i.e., mediators)
were regressed on perceived overqualification, perceived organizational career opportunities,
the interaction term, and control variables (i.e., gender, number of previous promotions in the
current company, and years of education). Employee OCBO, job satisfaction, and work—family
conflict (i.e., outcomes) were regressed on anger toward the employment situation, perceived
needs-supplies fit, perceived overqualification, perceived organizational career opportunities,
and control variables. Following prior recommendations (see Liu et al., 2012), we additionally
controlled for the effects of the interaction term on all outcome variables. Unstandardized path
coefficients for the estimated model are reported in Table 2, and Figure 2 provides a graphical
representation of the results. To test the indirect effects proposed in Hypotheses 5 and 6, we
conducted Monte Carlo simulations with 20,000 replications to obtain 95% confidence intervals
(CIs; Selig & Preacher, 2008). Parameter estimates and CIs for these indirect effects are pres-
ented in Table 3.

As shown in Table 2, Hypothesis 1 was supported in that perceived overqualification was
significantly and positively related to anger toward the employment situation, y = .21, p < .01.
Regarding Hypothesis 2, the interaction between perceived overqualification and perceived
organizational career opportunities was significantly related to anger toward the employment
situation, y = —.07, p < .05 (see Table 2). Figure 3 illustrates this interaction. Simple slope ana-
lyses indicated that when perceived organizational career opportunities were low (1 SD below
the mean), perceived overqualification was positively related to anger toward the employment
situation (y = .32, p < .01). In contrast, when perceived organizational career opportunities
were high (1 SD above the mean), perceived overqualification was not significantly related to
anger toward the employment situation (y = .11, ns). Thus, Hypothesis 2 was supported.

As shown in Table 2, Hypothesis 3 was supported in that perceived overqualification was
significantly and negatively related to perceived needs-supplies fit, y = —.26, p < .01. Regard-
ing, Hypothesis 4, the interaction between perceived overqualification and perceived organiza-
tional career opportunities was significantly related to perceived needs-supplies fit, y = .08,
p < .01 (see Table 2). Figure 3b illustrates this interaction. Simple slope analyses indicated that
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TABLE 3 Unstandardized estimates and bias-corrected confidence intervals of indirect path coefficients of
the moderated mediation model.

Indirect effect

Variables Estimate Bias-corrected 95% CI

Perceived overqualification — anger toward employment situation — job satisfaction

Indirect effect -.07 [-.13, —.06]
Moderator perceived organizational career opportunities: Conditional indirect effects
High perceived career opportunities (HPCO) —.04 [—.10, .01]
Low perceived career opportunities (LPCO) -11 [-.19, —.04]
Difference between HPCO and LPCO conditions .07 [.003, .16]
Perceived overqualification — anger toward employment situation — OCBO
Indirect effect -.03 [—.06, —.01]
Moderator perceived organizational career opportunities: Conditional indirect effects
High perceived career opportunities (HPCO) —.02 [—.04, .01]
Low perceived career opportunities (LPCO) —.04 [-.09, —.01]
Difference between HPCO and LPCO conditions .03 [.003, .07]
Perceived overqualification — anger toward employment situation — work-family conflict
Indirect effect .05 [.01, .11]
Moderator perceived organizational career opportunities: Conditional indirect effects
High perceived career opportunities (HPCO) .03 [—.01, .08]
Low perceived career opportunities (LPCO) .08 [.01, .16]
Difference between HPCO and LPCO conditions —.05 [—.13,.001]
Perceived overqualification — perceived needs—supplies fit — job satisfaction
Indirect effect —.08 [-.15, —.02]
Moderator perceived organizational career opportunities: Conditional indirect effects
High perceived career opportunities (HPCO) —.04 [—.10, —.003]
Low perceived career opportunities (LPCO) —.12 [—.22, —.04]
Difference between HPCO and LPCO conditions .08 [.02, .17]
Perceived overqualification — perceived needs-supplies fit — OCBO
Indirect effect —.04 [-.08, —.01]
Moderator perceived organizational career opportunities: Conditional indirect effects
High perceived career opportunities (HPCO) —.02 [—.05, —.002]
Low perceived career opportunities (LPCO) —.06 [-.12, —.01]
Difference between HPCO and LPCO conditions .04 [.004, .09]
Perceived overqualification — perceived needs-supplies fit — work-family conflict
Indirect effect —.02 [—.09, .05]
Moderator perceived organizational career opportunities: Conditional indirect effects
High perceived career opportunities (HPCO) —.01 [—.06, .03]
Low perceived career opportunities (LPCO) —.03 [—.14, .07]
Difference between HPCO and LPCO conditions .02 [—.05, .10]

Note: Significant (conditional) indirect effects and differences between conditional indirect effects for high (+1 SD) versus low
(—1 SD) values of perceived career opportunities are in bold.
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Perceived Career Opportunities Moderate the Relationship Between Perceived

Overqualification and Anger Toward Employment Situation
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Perceived Career Opportunities Moderate the Relationship Between Perceived

Overqualification and Perceived Needs-Supplies Fit
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FIGURE 3 (a) Perceived career opportunities moderate the relationship between perceived overqualification
and anger toward employment situation. (b) Perceived career opportunities moderate the relationship between
perceived overqualification and perceived needs-supplies fit.

when perceived organizational career opportunities were low (1 SD below the mean), perceived
overqualification was negatively related to perceived needs-supplies fit (y = —.38, p < .01).
When perceived organizational career opportunities were high (1 SD above the mean), per-
ceived overqualification also remained negatively related to perceived needs-supplies fit
(y = —.13, p < .05), although the slope was less steep. Thus, Hypothesis 4 was supported.

Next as shown in Table 3, Hypothesis 5a (i.e., perceived overqualification — [+] anger
toward employment situation — [—] job satisfaction; indirect effect = —.07, 95% CI: [—.13,
—.06]), Hypothesis 5b (i.e., perceived overqualification — [+] anger toward employment
situation — [—] OCBO; indirect effect = —.03, 95% CI. [—.06, —.01]), and Hypothesis 5c
(i.e., perceived overqualification — [+] anger toward employment situation — [+] work-
family conflict; indirect effect = .05, 98% CI: [.01, .11]) were all supported. Furthermore, as
shown in Table 3, Hypothesis 6a (i.e., perceived overqualification — [—] needs-supplies fit —
[+] job satisfaction; indirect effect = —.08, 95% CIL: [—.15, —.02]) and Hypothesis 6b
(i.e., perceived overqualification — [—] needs—supplies fit — [+] OCBO; indirect effect = —.04,
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95% CI. [—.08, —.01]) were also supported. In contrast, Hypothesis 6c (i.e., perceived
overqualification — [—] needs—supplies fit — [—] work-family conflict; indirect effect = —.02,
95% CI: [—.09, .05]) was not supported, as perceived needs-supplies fit was not significantly
related to work—family conflict (y = .08, ns).

Additionally, conditional indirect effects and corresponding differences implied by the
model—and computed following the recommendations of Preacher et al. (2007)—are presented
in Table 3. These analyses indicate that, consistent with Hypotheses 2 and 5, the indirect nega-
tive effects of perceived overqualification on job satisfaction and OCB, as well as the indirect
positive effect on work-family conflict via the affective mechanism (i.e., anger toward employ-
ment situation), were significant only at low levels of perceived career opportunities (i.e., 1 SD
below the mean). At high levels of career opportunities (i.e., 1 SD above the mean), these indi-
rect effects became nonsignificant. Likewise, consistent with Hypotheses 4 and 6, the indirect
negative effects of perceived overqualification on job satisfaction and OCB via the cognitive
mechanism (i.e., needs—supplies fit) were significant at both low and high levels of perceived
career opportunities (i.e., 1 SD below and above the mean), although these conditional indirect
effects were smaller when perceived career opportunities were high. Overall. the pattern that
perceived organizational career opportunities attenuate the negative consequences of perceived
overqualification via both the affective and the cognitive mechanism is reflected in significant
differences between the conditional indirect effects for job satisfaction and OCBO (and, for the
affective mechanism, also for work-family conflict) when comparing high versus low levels of
perceived career opportunities.

Finally, our hypothesized model explained 18.5% of the variance in anger toward the
employment situation and 26.1% of the variance in perceived needs-supplies fit, representing
the affective and cognitive reactions to perceived overqualification. Moreover, the model
accounted for 46.4% of the variance in job satisfaction, 21.1% in OCBO, and 9.2% in work-
family conflict.

Exploratory analysis of the research question

To further address our research question concerning the relative strength of the affective and
cognitive mechanisms underlying the effects of perceived overqualification, we estimated the
difference between the two theoretically grounded indirect pathways for each outcome vari-
able. Specifically, we compared the affective indirect effect (i.e., the pathway via anger toward
the employment situation) with the cognitive indirect effect (i.e., the pathway via perceived
needs-supplies fit) by calculating their difference (i.e., affective indirect effect — cognitive
indirect effect). The results indicated that, for job satisfaction and OCBO, the differences
between the respective mechanisms were not significant (job satisfaction: difference = .01,
95% CI: [—.07, .09]; OCBO: difference = .01, 95% CI: [—.03, .06]). These findings suggest that
the effects of perceived overqualification on job satisfaction and OCBO operated through both
the affective and cognitive mechanisms to a comparable extent. For work-family conflict, the
difference between the two indirect effects was also not significant (difference = .07, 95%
Monte Carlo CI: [—.01, .16]). However, it is important to note that for this outcome, the indi-
rect effect of perceived overqualification emerged exclusively through the affective mecha-
nism, whereas the cognitive pathway was not significant (see results for Hypotheses 5¢ and 6¢
and Table 3).
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Supplementary analyses

We conducted a set of supplementary analyses to further examine the robustness of our results.
The full results for all analyses are reported in Appendix S1. First, to examine whether other
ratings of job satisfaction and work-family conflict provided valid assessments of these con-
structs for the focal employee, we conducted an additional analysis in which we replaced the
other-rated measures with self-rated measures of job satisfaction and work-family conflict. An
overview of the corresponding path coefficients is provided in Figure 2 (see also Table S1).
Importantly, all findings reported in the Results section remained unchanged when the self-
rated constructs were substituted for the other-rated constructs, indicating that our results are
robust across rating sources.

Second, we also conducted analyses to examine the robustness of our results with respect to
control variables. To do so, we reran the main analysis without the original control variables
(i.e., gender, number of previous promotions in the current company, and years of education;
see Table S2). Next, we added relationship status (in a relationship vs. not in a relationship) as a
control variable for work-family conflict, as well as all other outcomes and mediators (see
Table S3). Finally, we included participant income as an additional control variable
(see Table S4). Across all three robustness checks, the results remained consistent with those
obtained using the original control variables.

Third, we tested an alternative model as P-E fit theory (e.g., Edwards, 1991; Edwards
et al., 1998) suggests that negative affective states, such as anger, may also arise from low
needs-supplies fit. Accordingly, we ran a sequential mediation model in which the effects of
perceived overqualification on outcomes were mediated first by needs-supplies fit and then by
anger toward the employment situation. Results (see Table S5) indicated that perceived over-
qualification remained significantly and negatively related to perceived needs-supplies fit
(y = —.26, p < .01; supporting Hypothesis 3), and the interaction between perceived over-
qualification and perceived organizational career opportunities was also significantly related to
needs—supplies fit (y = .08, p < .01; supporting Hypothesis 4). Next, needs—supplies fit was sig-
nificantly and negatively related to anger toward the employment situation (y = —.72, p < .01),
which in turn was significantly and negatively related to job satisfaction (y = —.48, p < .01) and
OCBO (y = —.21, p < .01), as well as significantly and positively related to work—family conflict
(y = .20, p < .05). Although these findings highlight an alternative pathway among the vari-
ables in our model, they should be interpreted with caution, as needs-supplies fit and anger
were measured simultaneously at T2 rather than at separate time points, as implied by the
sequential mediation model.

Finally, we also examined whether the observed effects differ between younger and older
employees. To test this, we included age as a second moderator, examining a three-way interac-
tion among perceived overqualification, perceived career opportunities, and age on employees'
affective and cognitive reactions to overqualification (i.e., anger toward the employment situa-
tion and needs-supplies fit). Results (see also Table S6) indicated that neither the two-way
interactions (i.e., perceived overqualification x perceived career opportunities, perceived
overqualification x age, and perceived career opportunities x age) nor the three-way interac-
tion (i.e., perceived overqualification x perceived career opportunities x age) were significant
for anger toward the employment situation. For needs-supplies fit, however, the two-way inter-
action between perceived overqualification and perceived career opportunities remained signifi-
cant for needs-supplies fit (y = .09, p < .01). In addition, the three-way interaction with age
was significant (y = .01, p < .05). Figure S1 displays this interaction. Slope difference tests
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showed that for older employees (1 SD above the mean), the difference between slopes for high
(1 SD above the mean; slope = .02, p = .89) and low (1 SD below the mean; slope = —.44,
p < .01) perceived career opportunities was significant (slope difference = .46, p < .01). In con-
trast, for younger employees (1 SD below the mean), the difference between slopes for high
(1 SD above the mean; slope = —.14, p < .05) and low (1 SD below the mean; slope = —.24,
p < .01) perceived career opportunities was not significant (slope difference = .10, p = .08). The
results suggest that the mitigating effect of perceived career opportunities on the negative rela-
tionship between perceived overqualification and needs-supplies fit is significant only for older,
but not for younger employees.

DISCUSSION

By integrating future career-related expectations into the literature on perceived over-
qualification, this three-wave, multisource study demonstrates that perceived organizational
career opportunities are an important boundary condition for the outcomes of perceived over-
qualification. Specifically, they mitigated the positive relationship between perceived over-
qualification and anger toward the employment situation, as well as the negative relationship
between perceived overqualification and perceived needs-supplies fit. Moreover, the affective
pathway (via anger) mediated the effects of perceived overqualification on all three outcomes—
lower job satisfaction, lower OCBO, and higher work—family conflict—whereas the cognitive
pathway (via needs-supplies fit) mediated its effects on lower job satisfaction and OCBO but
not on work-family conflict. Comparisons of indirect effects indicated that for work-related out-
comes (i.e., job satisfaction and OCBO), both pathways were equally influential, whereas for
the nonwork outcome (i.e., work-family conflict), only the affective pathway played a mediat-
ing role. Finally, the explained variance in anger toward the employment situation and in per-
ceived needs-supplies fit highlights perceived overqualification as a significant predictor of
affective and cognitive reactions to work. The model also accounted for 46.4% of the variance in
job satisfaction, 21.1% in OCBO, and 9.2% in work—family conflict, suggesting that additional
mechanisms may be relevant, particularly for explaining the effects of perceived over-
qualification on work—family conflict.

Theoretical implications

The results of this study provide important theoretical implications for the literature. First, we
identified perceived organizational career opportunities as a critical boundary condition that
enables overqualified individuals to better tolerate their situation, both in terms of the anger
they experience and the reduced needs—supplies fit they perceive. Drawing on dual-process
frameworks (e.g., Evans, 2008) and career motivation theory (London, 1983), our study extends
previous research by introducing an expectation-related, forward-looking moderator (Kraimer
et al.,, 2011; Latan et al., 2022). This perspective suggests that overqualified individuals may
experience less detrimental outcomes if they perceive career opportunities to be available
within their current organization.

Viewing overqualification as a “bridge” or facilitator toward a more desirable job situation
has been largely neglected in the literature (for an exception, see Lee et al., 2020). However,
numerous labor market studies indicate that overqualification often persists rather than

85UB017 SUOWILIOD BAIER1D) 3ol dde 3y} Aq peusenob a8 S3ple VO ‘SN JO S3|nJ Joj Afeld18UIIUO 4|1 UO (SUORIPUOD-PL.-SWSIAL0D" A3 1M AReaq 1 Ul UO//SENY) SUORIPUOD pue Swie 18U 39S *[9202/T0/EZ] Uo A%iq1T8uliuO A8 |IM ‘BRYINSN 8P 915I8AIUN AQ 25002 Sdde/TTTT 0T/I0p/W00 A8 M ARIq1feul|uo S uIno -deel/:sdny Wwouy papeojumoq ‘T ‘9202 ‘26509 T



22 of 34 APPLIED H!!! KORNER ET AL.

PSYCHOLOGY

serving as a transitional phase, functioning more as a trap than a bridge (e.g., Acosta-
Ballesteros et al., 2018; Baert et al., 2013; Kiersztyn, 2013; Meroni & Vera-Toscano, 2017,
Verhaest et al., 2015; Wen & Maani, 2019). As contradictory as these findings may appear,
they underscore the importance of career opportunities within an employee's current
organization—particularly given evidence that private sector employees, where over-
qualification is most common, tend to exit overqualification by taking new roles within the
same sector (Congregado et al., 2016). In light of these prior findings and the results of our
study, the perception of career opportunities within the current organization emerges as a
crucial signal for retaining overqualified and skilled employees, especially amid ongoing
skilled labor shortages (e.g., ifo Institute, 2022, August 2). Taken together, our findings con-
tribute to a more nuanced understanding of perceived overqualification, thus contributing to
more robust theory building.

Second, as noted above, reactions to perceived overqualification can be understood through
dual-process frameworks, with affective and cognitive reactions most often grounded in relative
deprivation and P-E fit theories, respectively. Although both perspectives are typically discussed
in parallel in review chapters and recent meta-analytic reviews (e.g., Erdogan & Bauer, 2021;
Harari et al., 2017), empirical studies have largely examined them in isolation (cf. Luksyte
et al.,, 2022). In the present study, we juxtaposed these affective and cognitive mechanisms,
revealing the particularly central role of the affective pathway—via anger toward the employ-
ment situation—for explaining work-family conflict.

Finally, our study broadens the criterion domain of perceived overqualification by examin-
ing work-family conflict as a nonwork outcome. In doing so, we contribute to knowledge about
the potential spillover effects of perceived overqualification and advance the ongoing discussion
about its relationship with work—family conflict (Culbertson et al., 2011; Erdogan et al., 2011).
A notable finding in this regard is that anger emerged as a key explanatory mechanism for
work—family conflict (and job satisfaction and OCBO), whereas reduced needs-supplies fit did
not mediate the effect on work-family conflict (although it served as a mediator for the other
two outcomes). The fact that anger (but not lower perceived needs-supplies fit) mediated the
effect of perceived overqualification on work-family conflict corroborates previous research and
theorizing that affect is one of the most powerful spillover mechanisms (e.g., Edwards &
Rothbard, 2000). Our findings therefore reinforce the notion that employees may compartmen-
talize their cognitive evaluations within the work domain, but their affective experiences often
extend beyond the workplace and spill over into the nonwork domain (e.g., ten Brummelhuis &
Bakker, 2012).

Moreover, regarding the direct relationship between perceived overqualification and work-
family conflict, prior work has proposed two opposing perspectives: overqualified individuals
may experience greater work-family conflict due to the strain and frustration stemming from
their situation (Culbertson et al., 2011), yet they may also experience less work-family conflict
because less demanding work could facilitate better management of nonwork responsibilities
(Erdogan & Bauer, 2021). Although our theorizing focused on increased work-family conflict
due to detrimental affective and cognitive processes, the direct effect of perceived over-
qualification on work-family conflict was not significant in our study (y = .01, ns). This pattern
suggests that both propositions may indeed hold—operating through opposing indirect path-
ways that suppress the direct relationship (e.g., MacKinnon et al., 2000). Thus, it is plausible
that perceived overqualification may also relate to lower work—family conflict through mecha-
nisms such as resource conservation.
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Practical implications

Our study offers several practical implications for organizations seeking to manage overquali-
fied employees effectively. First, clear policies and strategic human resource (HR) practices are
essential to ensure that overqualified employees’ potential is leveraged while minimizing dissat-
isfaction. One useful approach is to adopt transparent hiring policies that explicitly acknowl-
edge and address overqualification (Kulkarni et al., 2015; Martinez et al., 2014). For instance,
organizations may benefit from openly discussing career development opportunities with candi-
dates and clarifying whether a given role serves as a stepping stone within a broader career tra-
jectory. Beyond hiring, organizations should invest in long-term developmental HR
initiatives—such as mentoring programs, structured career planning, and upskilling opportuni-
ties (Wen et al., 2023)—to foster sustained engagement. These practices signal that employees'
skills are recognized and valued, thereby reducing the risk of disengagement, turnover, and
underperformance (e.g., Harari et al., 2017). Such measures are especially critical for groups
particularly vulnerable to persistent overqualification, including academics compared with
vocationally trained employees (Damelang & Ruf, 2023), as well as young workers with second-
ary education and female graduates compared with tertiary-educated young men (Esposito &
Scicchitano, 2022).

Second, organizations can improve the employee experience by providing open and reliable
information about internal career opportunities. Perceived career opportunities within the cur-
rent organization can serve as important signals for employee motivation and job satisfaction—
signals that are particularly relevant in labor markets where job mobility is lower and average
job tenure is comparatively high (e.g., the German-speaking part of Europe, where this study
was conducted) compared with other countries (Bureau of Labor Statistics, 2023, 2024;
European Commission, 2009; Organisation for Economic Co-operation and Development
[OECD], 2024). Regular communication about potential career paths, promotion criteria, and
development programs can foster a sense of trust and fairness among employees and help over-
qualified employees view their current role as part of a longer term trajectory. This approach
may be particularly beneficial for employees with protean (e.g., Hall et al., 2018) and boundary-
less (Arthur & Rousseau, 1996) career orientations. Overqualified individuals with a protean
orientation, who value personal fulfillment and intrinsic success, are likely to benefit from
development programs and meaningful project opportunities that align with their values. Simi-
larly, employees with a boundaryless orientation, who prioritize external mobility and opportu-
nities, may perceive a lack of career development as a signal to seek opportunities elsewhere.
By offering clear and transparent career development options, organizations can not only
address the aspirations associated with both orientations but also foster a sense of purpose,
trust, and alignment of personal and professional goals, ultimately retaining talented
employees.

Third, organizations must recognize and mitigate the range of negative outcomes associated
not only with perceived overqualification—both within and beyond the workplace, as demon-
strated in our study—but also with the potential consequences of prolonged delay of gratifica-
tion among overqualified employees who are waiting for career opportunities to materialize.
This is particularly important because research on career-related delay of gratification (Liu
et al., 2007) has documented detrimental effects at the day level (e.g., Liu & Yu, 2021), as well
as negative long-term career outcomes among employees who devalue delayed rewards
(Xu, 2021; Xu & Yin, 2020). To prevent such adverse outcomes related to both perceived over-
qualification and delayed gratification, managers should proactively identify overqualified
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employees—such as through regular check-ins—discuss their needs, and explore opportunities
to increase responsibility and autonomy in their current roles. Empowering these employees by
involving them in special projects or offering leadership opportunities within teams can help
leverage their skill sets and reduce feelings of underutilization (Debus, Kleinmann, et al., 2020;
Erdogan & Bauer, 2009; Jiang, Dong, et al., 2022). By fostering a stronger sense of purpose and
agency, organizations can turn potential liabilities into valuable assets while employees await
future career opportunities.

Limitations and directions for future research

Admittedly, our study is not without limitations. First, the self-report nature of several mea-
sures (i.e., perceived overqualification, perceived career opportunities, anger toward employ-
ment situation, needs-supplies fit, and OCBO) may invite criticism. However, because our
theoretical framework centers on perceptual and evaluative processes, self-reports represent the
most accurate and conceptually appropriate source for these constructs (e.g., Cruz, 2022;
Perrewé & Zellars, 1999; Simha, 2024). Moreover, regression estimates of interaction effects
tend to be deflated in same-source data (Siemsen et al., 2010), which underscores the robustness
and relevance of our findings. We also mitigated common method concerns by temporally sepa-
rating the measurement of our constructs and by collecting job satisfaction and work-family
conflict from a closely related other (see Podsakoff et al., 2012). Prior research has shown that
such other-reports provide valid assessments of these constructs (e.g., Ilies et al., 2007; Ilies
et al., 2009). Indeed, our supplementary analysis using self-reported job satisfaction and work-
family conflict produced identical results, further supporting the validity of close-other ratings.
In addition, meta-analytic evidence indicates convergence between self- and supervisor-
reported performance (Heidemeier & Moser, 2009), suggesting that similar results would likely
have emerged had we obtained OCBO ratings from another source.

Despite our time-lagged design, we also acknowledge that the study does not permit causal
inference. Ideally, assessing all variables across all time points—allowing for the modeling of
autoregressive effects—would provide a stronger test of causal directionality (Maxwell
et al., 2011; Maxwell & Cole, 2007). Other measurement-related issues, such as the validity of
the measures, may have influenced the observed differences in the relative strength of affective
and cognitive pathways. Although we relied on well-established scales, future research should
further examine these mechanisms using alternative operationalizations or multi-method
approaches to more precisely evaluate their relative explanatory contributions. Relatedly, we
did not control for caregiving responsibilities when examining the indirect effects of perceived
overqualification on work-family conflict. However, we note that the results remained
unchanged when controlling for relationship status, which may serve as a proxy for caregiving
demands.

Second, because we assessed perceived organizational career opportunities only from the
individual's perspective, we lack information on whether this perception is consistent with
objective organizational conditions. Thus, future research could examine the alignment of indi-
vidual and managerial perceptions of career opportunities, as well as which organizational and
managerial practices (e.g., employee development programs or manager communication styles)
may influence an individual's subjective perceptions of organizational career opportunities.
Similarly, large panel data that follow the career paths of (overqualified) individuals would pro-
vide an ideal database to examine whether employees who perceive internal career
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opportunities are actually more likely to move to higher positions. Furthermore, in this study,
we focused on perceived career opportunities within one's current organization, but overquali-
fied employees may also perceive career opportunities outside their organization. In terms of
potential similarities and differences between internal and external career opportunities, we
expect that external career opportunities will also moderate the relationship between perceived
overqualification and anger by signaling that a potential job change is on the horizon—thus
making employees more likely to tolerate their current position. Moreover, we expect turnover
intentions to be a key outcome in the context of external career opportunities, as these external
opportunities may be a key push factor for overqualified employees to leave their current
employer, whereas perceived career opportunities within one's organization may be a key pull
factor that keeps (overqualified) employees in their organization (Latan et al., 2022; Steel &
Lounsbury, 2009).

Third, an examination of the descriptive statistics of our focal variables (see Table 1) reveals
moderate means for perceived overqualification, rather low means for anger and work—family
conflict, and relatively high means for needs-supplies fit and job satisfaction. These findings
may reflect the broader socio-cultural and labor market context of Switzerland, Germany, and
Austria (the three countries in which we collected our data), which are characterized by good
to high wages, strong social security measures, and good employment protection (e.g., Wang &
Aspalter, 2006). These labor market characteristics may directly contribute to more favorable
evaluations and attitudes toward one's work. Furthermore, although perceived overqualification
is a pressing issue in all three labor markets, the actual numbers are still lower than in many
other countries (International Labour Organization [ILO], 2018; Randstad, 2012). Moreover,
overqualification is particularly common among migrant workers (Swiss Federal Statistical
Office, 2024). By offering our survey only in the German language, we may have created a lan-
guage barrier and unintentionally excluded this population. Nevertheless, we would like to
point out that our constructs showed considerable variance. Given that we found statistical sup-
port for most of our hypotheses, this pattern highlights that even low levels of overqualification
can have meaningful effects on work-related outcomes. We encourage future research to exam-
ine overqualification and its outcomes in different cultural and socioeconomic settings.

Fourth, we assessed employee perceived overqualification as a chronic condition, thus neg-
lecting how long employees have experienced this situation. Although this is a common
approach in most studies of job stressors and job characteristics, the duration of exposure to
overqualification may be important (Debus, Unger, & Konig, 2020; Sonnentag et al., 2014; Zapf
et al., 1996). For example, it is conceivable that the experience of overqualification becomes
stressful for employees only after a period of time, while in early phases it has no or only benign
consequences (suggesting a sleeper effect; see Debus, Unger, & Konig, 2020). Relatedly, low to
moderate levels of perceived overqualification may also be easily tolerated and even accepted in
certain industries (e.g., nursing, retail, MedPro, 2015, August 25; Retail World, 2017, November
30), whereas after a certain level, perceived overqualification may become particularly stressful
for employees—thus indicating nonlinear patterns (for a similar reasoning in the case of job
insecurity, see Jiang, Lawrence, & Xu, 2022). To date, research has mainly examined over-
qualification, its outcomes, and its boundary conditions from a linear perspective—but we
encourage future research to consider the role of exposure time as well as nonlinear patterns.
Relatedly, future research could examine the situation where employees voluntarily take jobs
for which they feel overqualified. For example, it has been suggested that new parents may vol-
untarily take jobs with low cognitive and time demands in order to focus on their families, and
thus may not necessarily be negatively affected by overqualification if they willingly accept or
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even seek out such work (Maltarich et al., 2011). Although research suggests that this voluntary
overqualification may be conceptually distinct from perceived overqualification, and thus imply
different outcomes (for a review, see Erdogan et al., 2011), future research could delve deeper
into the conceptual similarities and differences between these two constructs.

Finally, by introducing the notion of future expectations into the overqualification litera-
ture, we hope that our study will stimulate further research in this direction. This concept is
particularly important, as prior work indicates that overqualification can be detrimental to indi-
viduals' long-term career trajectories (e.g., Nabi, 2003). Relatedly, our supplementary analyses
suggest that perceived career opportunities may be a particularly relevant boundary condition
for older employees. Future research should therefore further integrate the literature on per-
ceived overqualification with career development research. For example, career scholars have
emphasized that “careers have become increasingly nonlinear, unstable, and boundaryless”
(Jiang et al., 2023, p. 145) due to globalization, intensified competition, and rapid technological
change—developments that increase the need for individuals to proactively manage their
careers. Accordingly, future research may examine the extent to which overqualified individuals
engage in career proactivity, defined as behavior through which individuals actively seek to
influence, change, and improve their career circumstances to better meet their needs
(Akkermans & Hirschi, 2023).

In addition, it has been suggested that career proactivity may also be triggered by contextual
factors and signals (Forrier, 2023). Thus, applied to the context of our study, future research
could examine whether perceived organizational career opportunities may act as a signal to
(overqualified) employees that engaging in proactive career behaviors could be a good invest-
ment, thus making employees more likely to engage in these behaviors. Relatedly, future
research could explore the notion that the acquisition of additional qualifications, which may
subsequently lead to perceived overqualification, can itself be seen as a form of proactive career
behaviors. Individuals may pursue further education or training as a deliberate strategy to
enhance their employability or prepare for career advancement, reflecting a forward-looking
approach to their career development. This perspective broadens the conceptualization of over-
qualification by framing it not only as a mismatch between qualifications and job requirements,
but also as a potential outcome of proactive career management. Taken together, we encourage
future research to consider perceived overqualification more strongly from a career perspective,
thus clarifying how perceived overqualification can influence individuals' career trajectories
and vice versa.

CONCLUSION

This study demonstrates that perceived organizational career opportunities can mitigate the
negative effects of perceived overqualification. In doing so, we integrate the role of future expec-
tations as an important boundary condition in research on perceived overqualification. More-
over, we show that the affective pathway (via anger) is the slightly more dominant route
(compared with the cognitive pathway) in linking perceived overqualification to its outcomes.
In sum, this study contributes to a more holistic understanding of the mechanisms linking per-
ceived overqualification to its outcomes and extends insights into the boundary conditions of
perceived overqualification.
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