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WORK ENGAGEMENT OF OLDER
EMPLOYEES: DO EMPLOYEE
AND WORK-RELATED FACTORS
MATTER?

ABSTRACT. Today’s shortage of qualified workers due
to population aging and emigration requires putting more
emphasis on older employees and also developing specific
measures so that to increase their work engagement.
However, employers prefer to hire younger individuals
who are assumed to be flexible, and more acquainted with
new information technologies. ~Meanwhile, older
employees are seen as less engaged in work, less familiar
with lifelong learning and also coping with deteriorating
health issues. This paper focuses on older employees
working in science, education and public organizations of
Lithuania. Being grounded on the prevailing theories in
this regard, the paper aims to investigate employee- and

work-related factors around this problem. The data
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feedback from work influence work engagement of older
employees. The study let us develop insights for managers
and recommendations for future investigations in the same
field.
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Introduction

The aging of population is seen as one of the most concerning social phenomenon of
this century. Many countries have to deal with this problem, except some of African and
Asian countries. The explanation resides in the fact that in Europe the fertility rate is 1.5,
while in Africa it is on average 4.6 children per woman. Meanwhile, the fertility level in other
continents achieves the following average ratio: in Oceania — 2.5, Latin America — 2.3, North
America and Asia — about 2. Meanwhile, some forecasts suggest that one of five individuals
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will be older than 60 years in the middle of the XXI* century (Department of Economic
and..., 2015).

It is frequently observed that young families decide to have children only after
completed studies and integration into the labor market. These decisions of young individuals
and the demographic situation impacted the critical level of fertility rate and also have its
negative influence on some other socially important areas, like the pension system etc. The
labor force is also aging. The EU statistical data reveals that older individuals comprised
42,2% of all employees in 2005; 46,7% — in 2010 and 53,3% — in 2015 (Eurostat, 2016).
Therefore, legislators, institutions, politicians, employers, managers, employees of all ages
and the whole society are facing new challenges (VVasconcelos, 2015).

The European Commission sets ambitious targets to boost economic activity of older
individuals through the pension systems. Thus, unfavorable demographic situation has led to
the extension of the retirement age in the EU and older employees have to remain active at the
labor market longer than before. While social partners suggest various initiatives that allow
older employees remain active at the labor market (Flynn, 2010), employers also aim to
encourage older employees to delay the retirement.

The aging of population and the growth of older employees’ percentage in
organizations are interrelated with the integration of older employees at the labor market
(Bejtkovsky, 2016). Thus, from the human resource management perspective, it is important
to understand the factors facilitating work engagement of older employees. These
considerations have to be taken into account while human resource management strategy is
developed. The current situation reveals that employers prefer to hire younger individuals
with appropriate education. In comparison to younger employees, older employees are less
engaged in work. This issue can be explained by the rapid development of information
technologies, constant learning and adaptation process, which are less accepted by older
employees. In addition, older generation is less familiar with lifelong learning, while it has to
cope with deteriorating health problems etc.

The literature on older employees and the factors impacting their work engagement is
expanding, however, a number of investigations have been carried out in the developed
countries context. Meanwhile, investigations, carried out in the emerging markets’ context are
limited in number (GoStautaite, 2014; GoStautaité & Buciiiniené, 2015). Thus, investigation
of factors impacting work engagement of the older employees is a fruitful venue in scientific
literature. Grounded on the prevailing theories, this paper aims to investigate employee- and
work-related factors. The paper is structured as follows. First, work-, employee- and age-
related factors and characteristics are revised. The next section defines the research sample,
research methodology and data composition. The next section presents the research findings
and discussion. Finally, conclusions and recommendations for future investigations are
suggested.

1. Factors determining work engagement of older employees

Scientific studies, focused on work engagement of older employees’, define this
phenomenon as employees’ self-determined work and intentions to remain with current
employer. Thus, the researchers considered work engagement as a relatively stable
motivational and individual difference variable (Park & Gursoy, 2012). Older employees
continue working if they are successfully convinced to remain with the organization
(Armstrong-Stassen & Ursel, 2009). Meanwhile, early retirement is seen as the outcome of
poor work engagement. Notably, work engagement of older employees’ is determined by the
factors related to employee, work and organization. The factors, related to the organization,
distinguish low level of independence while doing everyday tasks, high psychological tension
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and weak relationships with organization. From the perspective of employee, the early
retirement is determined by health and financial status. While the decision to retire is related
to the life and work balance, personal characteristics such as age or gender are less clearly
defined. Flynn (2010) determined the following factors, impacting work engagement of
employees: national employment laws, pension provision laws, family circumstances and
employers’ attitude and behavior towards older employees. The ongoing debates about the
work engagement factors provide competing approaches and insights. Thus, we will focus on
some of the most important factors, impacting work engagement of older employees.
Considering prevailing scientific studies, these factors are grouped into four main categories:
work related factors, employee related factors, age related factors and demographic
characteristics.

1.1. Work related factors

Scientific literature, focused on work related factors, is vast. Though various
researches report different factors, the majority of studies rely on motivational (intrinsic)
work characteristics, social (relational) work characteristics, and work characteristics related
to the work context (e.g. Humphrey et al., 2007; Morgeson & Humphrey, 2006). For instance,
some of motivational factors include task identity and task significance. While task identity
refers to the degree, to which an employee completes a whole piece of work, task significance
is defined as the impact that a job has on the lives or work of other individuals (Gostautaité,
2014). Thus, individuals whose job influences others physical or psychological well-being
experience greater meaningfulness in the work (Morgeson & Humphrey, 2006).

Meanwhile, autonomy is the most analyzed work related factor, included in majority
of work engagement models. Notably, autonomy is interrelated to work scheduling, decision
making and selection of the methods used to perform tasks (Morgeson & Humphrey, 2006).
The research carried out by Taipale et al. (2011) confirmed the hypothesis that the autonomy
positively influences work engagement. Task variety refers to the degree to which a job
requires employees to perform a wide range of tasks on the job (Morgeson & Humphrey,
2006). Thus, jobs, involving wider variety of tasks, are more interesting, provide higher
satisfaction and result in work engagement. Thus, some studies performed by scholars
disclosed positive relationship between task variety and work engagement (Zaniboni et al.,
2014).

Finally, job feedback is related to the direct and clear information about the
effectiveness of performed tasks (Morgeson & Humphrey, 2006). Notably, the focus is on
feedback directly from the job itself or knowledge of one’s own work activities, as opposed to
feedback from others. The opinion prevails that job feedback expands the knowledge about
the work results (Morgeson & Humphrey, 2006). Meanwhile, some scholars expanded the
extant knowledge of job feedback by adding work environment, defined by good atmosphere
and managers’ support, resulting in work engagement of employees (Taipale et al., 2011).

1.2. Employee related factors

Another stream of investigations, focused on work engagement, distinguish employee
related factors. For instance, some studies emphasize the significance of career-related pull
factors and entrepreneurial orientation influencing participation of older employees in the
labor market (Davis, 2003). Notably, the breaks of career influence early retirement or
stimulate financial needs to continue work (Dixon, 2003). Meanwhile, Phillipson and Smith
(2006) emphasized the importance of learning and development, impacting work engagement.
Their study identified how employers could encourage employees to postpone the retirement.
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The suggestions include opportunities of life-long learning, supporting environment for
women and opportunities of flexible employment (Phillipson & Smith, 2006).

Commitment to work is seen as one of the most important aspects interrelated to work
engagement. The researches disclosed that effectiveness and commitment of employees
motivate them to remain with employer and consequently increase employees’ work
engagement (Adams & Rau, 2004). Meanwhile, Mor-Barak (1995) has noticed that older
employees tend to be engaged when they have the opportunity to share their knowledge with
younger colleagues. This factor is relevant to the employees who are approaching the
retirement age. The retirement is determined by various factors which are non-directly
interrelated with experiences in job places. The investigations of human capital let the
scholars distinguish some employee related factors (Prakapavicitité & Korsakiené, 2016). For
instance, appropriate skills, required for particular jobs, influence the employment
opportunities of older employees (Flynn, 2010; RaiSiené et al., 2015; Korsakiené et al., 2017).
Thus, the desire to remain longer in the labor market positively correlates with the employers’
desire to retain employees with necessary skills (Loretto & White, 2006). In addition, social
support provided for older employees encourage them coordinate work and other
responsibilities more efficiently (Adams & Rau, 2004).

The analysis of factors, related to the experiences in job places let us conclude that the
positive experiences influence the postponement of the retirement. On the other hand,
negative experiences after retirement such as, unemployment period or economic shocks
encourage the desire of individuals to remain in their jobs longer (Flynn, 2010). Finally,
human resource management policies, developed by organizations, influence the attitudes of
older employees. Thus, the organizations with more favorable policies retain older employees
and increase their work engagement.

1.3. Age related factors and demographic characteristics

The retirement age influences the decision of individuals to come back to the labor
market and vice versa. On the other hand, the longer individual is retired, the lower are
stimulus to be active (Adams & Rau, 2004). Meanwhile, Davis (2003) asserts that if retired
individuals become disappointed with their situation, the desire to come back to the labor
market increases. Finally, the studies disclosed differences among ethnic groups with
different work experiences and their significance in comparing employment patterns, social
relations and discrimination experiences (Flynn, 2010).

Majority of investigations aimed to reveal push and pull factors, encouraging older
individuals to select the retirement, in order to detect willingness to later return on full-time or
part-time basis. Notably, health is widely investigated factor in scientific literature.
Undoubtedly, older employees, who withdraw from labor market due to the health issues, are
less willing to start working again (Flynn, 2010). The retired individuals who experience
health issues are most likely to be economically disadvantaged. Meanwhile, individuals with
the need to take care of family members are less likely come back to labor market (Evandrou
& Glaser, 2003).

The influence of gender triggered scientific discussions and a number of scientific
studies. Some scholars assert that women are more disappointed about longer work period of
their life (Adamas & Rau, 2004). Gender has dual effect on economic activity. The
investigations disclosed that career breaks hinder the possibilities to maintain jobs of women
before and after retirement age (Dixon, 2003). The trends of labor market have stronger
impact if gender and particular jobs are considered. For instance, a number of jobs were lost
in manufacturing industries in 1980’s and 1990’s in the UK. Meanwhile, economic crisis in
Japan put at the risk the lifelong employment pattern (Flynn, 2010).
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Marital status was investigated by various scholars but the impact was differently
observed. The studies suggested that marital status may be especially beneficial for men,
seeking to improve and strengthen social relations while searching for job places (Arber et al.,
2003). Notably, the spouse’s retirement is also an important contributor. For instance, the
decision of wife to retire could provoke the similar behavior of the spouse. Meanwhile, the
divorce and the aim to care about children influence the aspiration to remain in the labor
market longer and even in the age of the retirement (Lewis & Smithson, 2006).

2. Methodological approach

The above presented discussion has led to the investigations of factors, impacting
work engagement of older employees. The studies focused on older employees adopted
different approaches. Some studies defined older employees as individuals who are aged
45 and up (De Lange et al., 2010; Kraak et al., 2017). Meanwhile other studies distinguished
older employees who are aged 40-75 (Kooij et al., 2008) or suggested the following cohorts:
young, middle-aged, and old employees (James et al., 2011; Gostautaité, 2014). Hence,
following prevailing studies we are going to focus on individuals who are aged 40-75.
Considering prevailing approaches, work engagement is defined as a positive, fulfilling,
work-related state of mind that is characterized by vigor, dedication, and absorption (Van
Wingerden et al., 2017). Notably, work-related state of mind is long-term and non-related to
the objects, events, individuals and their behaviour. The scholars characterized vigor by high
levels of energy and mental resilience while working, the willingness to invest effort in one's
work, and persistence even in the face of difficulties (Schaufeli & Bakker, 2010). Meanwhile,
dedication is referred to being strongly involved in one's work and experiencing a sense of
significance, enthusiasm, inspiration, pride, and challenge (Van Wingerden et al., 2017).
Finally, absorption is characterized by being fully concentrated and happily engrossed in one's
work, where time passes quickly (Schaufeli & Bakker, 2010).

The research was carried out in Vilnius — capital of Lithuania. The decision was based
on the fact that employment rate in Vilnius county was 74,7% and was highest in Lithuania
(Statistics Lithuania, 2016). The respondents were selected considering the following criteria:
individuals were aged 40-75 and were active in the labour market. The respondents from
science, study institutions and public organisations were selected considering the fact that
their contacts were publicly available. Convenience sample was used. The questionnaire was
developed and sent to 600 respondents in the autumn of 2016. The return percentage of
questionnaires was not very high and reached 18%.

2.1. Variables and measures

The first group of questions comprised work engagement characteristics from Utrecht
work engagement scale (Schaufeli et al., 2006). The responses to the questions were assessed
by applying Likert scale from 0 (never) to 6 (always). The example question is “At work, |
am bursting with energy”. The measures of work engagement were summed and the IID
variable was developed. Work related questions comprised second group of questions and
were grounded on Work Design Questionnaire (Morgeson & Humphrey, 2006). The
respondents had to score the items on a five-point scale, ranging from (1) strongly disagree to
(5) strongly agree. The example question is: “The job allows me to make my own decisions
about how to schedule my work”. Grounded on prevailing Work Design Questionnaire, the
questions were included in the questionnaire and the following variables were formed: work
scheduling autonomy (DPA), decision making autonomy (SP), task variety (Ul), task
significance (US) and feedback from job (GR). Relying on previous studies, the third group of
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questions included employee related factors. Thus, the questions related to the managerial
orientation (Davis, 2003), carrier achievement (Desmette & Gaillard, 2008) were included. In
addition, some questions related to the learning and development and dedication to work were
developed by the authors. The items were measured on a five-point Likert scale ranging from
(1) totally disagree to (5) totally agree. The example question is “I tend to consult younger
employees”. Notably, the following variables were formed: managerial orientation (VO),
carrier achievement (KS), desire for learning and development (TM), dedication to work
(AD) and desire to transfer professional experience to others (PP).

Meanwhile, age related questions included: chronological age, job tenure and
organisational tenure. Chronological age was assessed by asking respondents to indicate their
age and job tenure in current organisation. Job tenure (ProfP) referred to the following years:
<5; [6-10]; [11-15]; [16-20]; >21. Meanwhile, organisational tenure referred to the tenure in
current organisation. Demographic questions included gender, marital status, education,
current job position and monthly incomes. Gender (Gend) was coded as follows: (1) men and
(2) women. Marital status (Fam) comprised the following: single, married, divorced, widow.
The education level (Edu) included from (1) secondary education to (5) high university
education. Current job position (JPos) included from (1) other to (4) top manager. Monthly
incomes (Inco) included the following range: <400 €; [401-600 €]; [801-1000 €]; >1001 €.

2.2. Analytical approach

Construct validity was tested by Bartlett's test of sphericity, Kaiser-Meyer-Olkin test,
and communalities. Construct reliability was conducted by applying Cronbach's alpha
coefficient. Aiming to test if selected work related and employee related characteristics
positively influence work engagement of older employees, Spearman correlation coefficients
were calculated. Later on, regression analysis was applied.

3. Results

The data was collected from 107 respondents. However, majority of questionnaires
were filled by women (66%). The mean age of respondents was 53,96 years (SD=9,74).
Majority of respondents were married (70%) and obtained high university education (92%).
As it was initially expected, majority of respondents (74%) had longer than 21-year job
tenure. Half of all respondents occupied specialists’ jobs. Considering monthly incomes, 40%
of respondents indicated 801-1000 €, 29% — more than 1001 €, 25% — 401-600 € and 7% —
less than 400 €.

Table 1 (in Appendix 1) presents descriptive statistics. Notably, weak positive
correlation is observed between work related characteristics and work engagement. Thus, the
correlation is ranging from r=0,235 (p<0,05) (between task variety and work engagement) to
r=0,483 (p<0,001) (between job feedback and work engagement). In addition, weak positive
correlation is observed between employee related characteristics and work engagement. Thus,
the correlation is ranging from r=0,24, p<0,05 (between desire for learning and development
and work engagement) to r=0,478, p<0,001 (between managerial orientation and work
engagement). Notably, moderate correlation is observed between dedication to work and
work engagement (r=,508, p<0,001).

Bartlett's test for sphericity was significant (Chi-square = 4259,041; df = 1485;
p<0,000) and Kaiser-Meyer-Olkin (KMO) measure of sampling adequacy equal to 0,774.
These observations let us conclude that the data are appropriate for explanatory factor
analysis.
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The number of factors was determined based on theoretical considerations. Notably,
eleven factors solution was indicated using Principal component factors extraction method
whereby 73,625% of the variance could be explained. Communalities were used to assess the
proportion of the variance in each item explained by the extracted factors. Notably, all
communalities ranged from 0,6 to 0,9.

The reliability test was conducted by applying Cronbach's alpha coefficient. The data
revealed that all constructs are valid and can be applied in statistical analysis (Table 2).

Table 2. Reliability of the study variables

Construct Cronbach's a value
Work engagement 0,878
Work scheduling autonomy 0,85
Decision making autonomy 0,834
Task variety 0,857
Task significance 0,777
Feedback from job 0,833
Managerial orientation 0,897
Carrier achievement 0,782
Desire for learning and development 0,767
Dedication to work 0,787
Desire to transfer professional experience to others 0,762

Source: authors’ calculation.

The assumption was made that selected work related and employee related
characteristics and work engagement of older employees were non-linear. The obtained
results revealed that weak and positive relationship exist between work scheduling autonomy
(r=0,394; p=0,000), decision making autonomy (=0,378; p=0,000); task significance (r=0,368;
p=0,000), feedback from work (r=0,483; p=0,000), managerial orientation (r=0,478;
p=0,000), carrier achievement (r=0,444; p=0,000), dedication to work (r=0,508; p=0,000) and
work engagement of older employees. Meanwhile, task variety (r=0,235; p=0,015), desire for
learning and development (r=0,240; p=0,013), desire to transfer professional experience to
others (r=0,252; p=0,009) were non-linear and non-significant.

The findings of regression analysis are provided in Table 3. Notably, significant
models explaining more than 10% of data variance are analysed. The analysis revealed the
relationship between work scheduling autonomy and work engagement. The model is as
follows: y (work engagement) = 0,73x + 2,1213 (p=,429, t=4,860, p<.001). Model explains
19% of data variations. Meanwhile, the regression model between decision making autonomy
and work engagement is as follows: y (work engagement) = 0,6899x + 2,6175 (B=,494,
t=5,816, p<.001). Model explains 26% of data variance. The regression model between
feedback from work and work engagement is as follows: y (work engagement) = 0,4887x +
3,5273 (B=,448, t=5,134, p<.001). Model explains 15 of data variance. The regression model
between managerial orientation and work engagement is as follows: y (work engagement) =
0,6003x + 3,0781 (B=,541, t=6,585, p<.001). Model explains 15 of data variance. The
regression model between career achievement and work engagement is as follows: y (work
engagement) = 0,5624x + 3,3027 (p=,440, t=5,023, p<.001). Model explains 16 of data
variance. The regression model between dedication to work and work engagement is as
follows: y (work engagement) = 0,829x + 1,6448 (p=,572, t=7,141, p<.001). Model explains
21 of data variance.
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Table 3. Results of regression analysis

Predictors Unstanqla_rdized Standa_qulized t Sig
Coefficients Coefficients '
B Std. Beta
Error

(Constant) 2,478 ,607 4,083 ,000
Work scheduling autonomy ,651 134 ,429 4,860 ,000
(Constant) 2,952 428 6,891 ,000
Decision making autonomy ,607 ,104 ,494 5,816 ,000
(Constant) 3,620 424 8,544 ,000
Feedback from work ,519 ,101 ,448 5,134 ,000
(Constant) 2,962 ,378 7,835 ,000
Managerial orientation ,632 ,096 541 6,585 ,000
(Constant) 3,376 411 8,211 ,000
Career achievement ,562 112 ,440 5,023 ,000
(Constant) 1,114 ,605 1,842 ,000
Dedication to work ,946 ,133 ,572 7,141 ,000

Source: authors’ calculation.

Conclusion

Scientific studies, focused on the issues of discrimination due to age and challenges
faced by older employees in the work environment, have been expanding. The stereotypes
related to lower productivity, inflexibility, lower interest towards organization and training of
older employees, prevail in business society. Thus, the tendencies in some countries let us
conclude that employers prefer younger than older employees. The changes of some negative
attitudes towards older employees and prevailing stereotypes require considerable efforts. On
the other hand, unfavorable demographic trends let us predict higher employment rate of older
employees in the nearest future. Hence, the issues related to work engagement of older
employees is seen as the priority of top managers and human resource management
professionals.

Though scientific studies distinguish various factors, impacting work engagement of
older employees, we set forth to focus on work related factors, employee related factors and
age-related factors. The research carried out and data obtained let us confirm that work
scheduling autonomy, decision making autonomy, managerial orientation, career
achievement, dedication to work, feedback from work influence work engagement of older
employees. These data correspond to other studies carried out by other scholars (Taipale et
al., 2011; Zaniboni et al., 2014). Surprisingly, task variety, desire for learning and
development, desire to transfer professional experience to others did not disclose the
relationship with work engagement.

The study has several implications for managers. The shortage of qualified workers
due to demographic tendencies and emigration from Lithuania require putting emphasis on
older employees and to develop specific measures how to increase their work engagement.
Thus, improvement of lifelong learning, flexible employment opportunities and development
of appropriate career opportunities have to be considered as the priority of human resource
professionals. For instance, the possibilities to make decisions and to perform a wide range of
tasks are the appropriate ways leading to the increased engagement of employees. Constant
feedback provided by the managers and positive atmosphere at work, respectful relationships
with older employees despite their job position and subordination should be considered as
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well. The managers are suggested communicate and emphasize constantly the value created
due to loyalty, knowledge and skills of older employees. In addition, all possible forms of
discrimination due to age and consequently increasing conflicts between different generations
in the work environment should be prevented. The attitude to the positive relationships
between managers and subordinates could facilitate work engagement of older employees and
their desire to remain active in the labor market.

The findings of presented study are limited in several ways. First, the research
considered only some work, employee and age-related factors. Thus, future investigations
have to include other factors and their impact on performance of older employees. Second, the
study focused on individuals working in science, education and public organisations and thus,
future investigations have to consider particular industries. Third, the study was conducted in
the context of one country and future investigations might target other countries.
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