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A B S T R A C T A R T I C L E   I N F O  

How can (aging) individual employees continue to grow as persons, on the one hand, and 

contribute to their employing organizations in meaningful ways, on the other hand? In 

this article, we set out to study how two important instruments of human resource 

management—age climate and the offering of developmental measures—may help. We 

use path modeling to investigate the research model based on data of 208 respondents of 

both rural and urban regions in Austria. The results indicate that a positive organizational 

age climate has a positive influence on the offering  of developmental measures and, 

subsequently, on employees’ employability. We emphasize the importance of facilitating 

developmental measures for staff of all ages, as well as the necessity to address the 

organizational age climate to successfully tackle the challenges of demographic change. 
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1. INTRODUCTION 

In the last decades, both human resource (HR) managers and policymakers have been struggling with the 

question of how (aging) employees can continue to grow as persons and contribute to their employing 

organizations in meaningful ways. These questions have made employability, the ability to continuously fulfill, 

acquire, or create work (Van der Heijde and Heijden2006) an important issue; not only for individuals but also 

for their respective organizations (Gerken et al.2018;Van Harten2016). 

Previous research has thoroughly discussed antecedents of employability at the level of individuals. This 

includes factors such as chronological age (Froehlich et al.2015a), education and job-related skills (Wittekind et 

al.2010), personality traits (Wille et al.2013), learning activities (Habets2012;Van der Heijden et al.2009), or 

motivational antecedents (Froehlich et al.2015b;Raemdonck et al.2015). Also, broader,  macro-level  influences, 

such as institutional, cultural, or regional effects have been discussed previously. In fact, preceding definitions 

of employability made very explicit references to the labor market (Gazier2001). 

However, relatively little is known about the meso-level of antecedents (Van Harten et al.2017). While 

there is some knowledge about how a direct supervisor may influence individuals’ employability (Froehlich et 

al.2014a;Leisink and Knies2011;Van Harten et al. 2016), research about broader, organization-wide policies 

that are related to age (Kooij et al. 2014) and employees’ employability is lacking. Unfortunately, it is 

information on this level that would be most practical for HR managers—Do HR (development) policies foster 

employability among (older) employees? What is the role of the organizations’ general stance towards older 

employees for that relationship? 

Therefore, this article focuses on two influences on employees’ employability that address the topics of 

aging and development, both of which have been identified as important antecedents of employability in more 

general settings. First, we focus on an organization’s offering of HR developmental activities. To take a rather 
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broad view on this matter, we include on-the-job, off-the-job, and parallel-to-the-job measures. Second, we 

consider the age climate fostered by the organization as an arguably softer element  of organizational influence. 

After all,Hedge(2008)  has  mentioned  age  management and cultural aspects as a major lever of strategic HR 

management to thrive amidst the demographic shift. Here, age climate means an individual’s impression of the 

shared perception of existing age stereotypes in the working environment (Noack2009). 

We aim to make two major contributions to the literature about HR management: 

1. We focus on two levers that HR managers may pull to help employees in becoming more 

employable: providing a positive age climate and offering specific HR develop- mental measures. 

Next to contributing information about the aforementioned gap concerning meso-level influences, 

we also test the relationship between these two concepts. 

2. Another contribution that complements previous research is our inclusion of rural regions. 

Employment—especially employment of older people—is different in rural regions than in 

urbanized areas (Copus et al.2006). This represents a link to the some- what older, demand-based 

perspective of employability (Froehlich et al.2018;Gazier 2001). It is important that the empirical 

studies of the field reflect the heterogeneity of the ―real world‖; and while this is not the primary 

focus of this paper, we contribute to closing this gap in the field. 

 

Our guiding research model, which will be discussed in more detail in the following section, is depicted in 

Figure1. 

 

Figure 1. Research model (Source: Authors). 

 

2. Theoretical Background 

2.1. Employability 

Since the 1980s and 1990s, employability research has been focused on the implica- tions of employability 

for the labor market (Gazier 1998, cited byMcQuaid and Lindsay (2005)), the responsibility of each individual 

to strengthen his or her skills, as well as the interactivity of employability between an individual’s initiative for 

skill adoption and the labor market demands (Van der Heijde and Heijden2006). Three perspectives emerged, 

viewing employability as: 

1. The sum of knowledge, skills, and other inputs that an individual has (e.g.,Fugate et al.2004;Van 

der Heijde and Heijden2006); 

2. Individuals’ assessments of employability outcomes (e.g., how they perform on the labor market) 

(e.g.,Nelissen2016;Vanhercke et al.2014); 

3. The individuals’ subjective fit with the labor market demands (e.g.,De Cuyper et al. 2008). 

In this research, we take a learning perspective and are especially interested in how employees build their 

competencies and thus adopt the competence-based view on em- ployability (Van der Heijde and Heijden2006). 
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In times of fast-changing work requirements, a definition of employability based on la- bor market 

demands is increasingly inappropriate. Therefore,Van der Heijde and Heijden (2005) conceptualized 

employability as a set of five competences that are essential for ―the continuous fulfilling, acquiring or creating 

of work‖ (p. 143). First, occupational expertise such as having the necessary technical know-how is seen as an 

essential fundament of em- ployability (Froehlich et al.2018). Furthermore, the adaption of job and career 

requirements due to potential changes or developments in both proactive and self-initiating ways (i.e., 

anticipation and optimization) as well as more reactive ways (i.e., personal flexibility) are two further important 

components of employability. Corporate sense—the willingness to identify with organizational goals and to 

participate in a workgroup with shared responsibilities—is necessary. The last competence of employability is 

the appropriate balance between the interests of employers and employees. This set of competences fits 

naturally to our research model that is focused on themes of learning and development (see below). 

2.2. Human Resource Development and Its Role for Individuals’ Employability 

2.2.1.Categorizing Human Resource Development Measures 

Competency development of individuals is of utmost importance so that individuals can perform 

effectively and meet performance expectations to enhance organizational effectiveness (Potnuru and 

Sahoo2016). Through the demographic shift in industrial coun- tries and the decreasing number of employees in 

the younger generation, organizations are challenged with maintaining employees’ employability for a longer 

period of time. HR development plays a crucial role in that (Rimser2014;Staudinger and Heidemeier 2009)—in 

conjunction with individual influences (Van Harten et al.2017).Potnuru and Sahoo(2016) showed that there is a 

significant positive relationship between HR devel- opment interventions, such as trainings, and employee 

competencies that furthermore impact organizational effectiveness positively. Besides, HR development and 

learning opportunities can be seen as long-term motivators for older (and younger) employees (Kluge and 

Krings2008). Still, studies report that exclusion from training and develop- ment activities occurs within 

organizations and is often based on negative stereotypes about a certain age group (Truxillo et al.2017). 

As a huge amount of different developmental measures exists, we focus on measures that are discussed as 

especially effective for older employees. We discuss them in three categories: on-the-job measures, off-the-job 

measures, and parallel-to-the-job measures. In the category of on-the-job developmental measures 

(Jacobs2003), which enable learning- by-doing directly at the place of work, we include job enlargement, job 

enrichment, job rotation, and heterogeneous working groups (McCauley and Brutus1998). While job 

enlargement extends the variety of tasks an employee has in the current position, job enrichment enables more 

responsibility as well as more autonomy of one’s duties. An extension of task variety can also be ensured with 

rotating tasks within a work group (i.e., job rotation). Heterogeneous working groups enable the exchange of 

knowledge and know-how between different age groups (Iweins et al.2013). As learning often occurs 

informally (Bencsik et al.2019), these practices have gained importance in organizations (Cross2007) . Learning 

directly at the workplace can minimize resistance to learning and enables employees to use their expert 

knowledge and are, therefore, especially suitable for older employees (Froehlich2017). 

While on-the-job training is less structured and does not always happen consciously (Marsick and 

Watkins2001 ;Mulder2013), several developmental measures like trainings, congresses, self-studies, or online 

trainings are still highly structured and take place outside the employee’s workplace. These are subsumed as 

off-the-job developmental measures. 

Trainings that support and motivate employees in their daily working life are catego- rized as parallel-to-

the-job trainings. For instance, experienced employees can be deployed as mentors or coaches for recently hired 

employees.  Both experienced and new staff   can benefit from that kind of developmental measure. While the 

former transmits her knowledge and gains recognition, the latter has a more facilitated organizational entry or 

promotion and builds a productive collegial network more rapidly. 

2.2.2.The Impact of Human Resource Development Measures on Employability 

Several empirical findings suggest that different kinds of developmental measures can have a significant 

impact on employees’ employability. For instance, trainings were positively related to both internal (Sanders 

and Grip2004) and external employability (Groot and Brink2000).Van der Heijden et al.(2009) found positive 

relationships of job-related trainings with occupational expertise, anticipation, and optimization, as well as 

corporate sense. In a study byFroehlich et al.(2014b), formal learning was positively related to anticipation and 

optimization, while informal learning was positively related to occupational expertise, anticipation, and 

optimization, as well as personal flexibility. Martini and Cavenago (2017) found positive relationships of on-

the-job training opportu- nities like job enlargement, job enrichment, and job rotation on employees’ 

employability. Also, supervisor’s support through, for instance, mentoring improved employees’ employ- 

ability. 

The majority of the studies investigating the relationship between developmental measures and 

employability focused on the amount of time an employee has participated in a specific measure. Whether an 
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employee is participating in a developmental measure depends on at least two factors: the employer’s offering 

of developmental measures as well as the employee’s motivation and willingness to participate (Veld et 

al.2015).Ybema et al. (2017) found evidence that an employer’s offering of several developmental practices like 

trainings, job enlargement initiatives, or opportunities for job rotation increase employees’ employability. In 

line with these results, we expect positive effects of the mentioned developmental measures on individuals’ 

employability. 

Hypothesis 1. The offering of developmental measures is positively related to employees’ employ- ability 

competences in terms of (a) occupational expertise, (b) anticipation and optimization, (c) personal flexibility, 

(d) corporate sense, and (e) balance. 

2.3. Age Climate 

The relationship between age and employability was often studied in the past, but with mixed results 

ranging from negative relationships (Raemdonck et al.2012;Rothwell and Arnold2007;Van der 

Heijden2002;Wittekind et al.2010) to positive effects (Froehlich 

et al.2014b;Patrickson and Ranzijn2003;Van der Heijden et al.2009). These mixed effects may stem from 

other determinants like generational effects (Hall et al.2007;Meriac et al. 2013) or age stereotypes (Ahmed et 

al.2012;Iweins et al.2013;Malinen and Johnston2013). 

In general, the perception of older employees’ competences in the workplace still seems to be more 

negative than positive. For instance, older employees are perceived as less productive, less flexible, less willing 

to learn, and more resistant to change (Posthuma and Campion2009). The presence of such age stereotypes is 

negatively related to several out- comes, such as individual performance, health, or motivation to learn (Kite et 

al.2005;Ng and Feldman2012;Posthuma and Campion2009) and might lead to an age-discriminative behavior. 

To describe how older employees are seen in a company, different climate concep- tions have been developed. 

While some researchers have focused on either age-supportive or age-discriminative organizational behavior 

(Boehm et al.2014;Cadiz2010;Kunze et al. 

2011),Noack(2009) developed the concept of the psychological age climate as an em- ployee´s perception 

of existing positive age stereotypes in the work environment. He found evidence for agreements in individual 

age climate ratings within a company as well as for significant differences in ratings between companies 

(Noack2009). That said, it is important to consider how employees perceive discriminatory practices, as they 

are as much a problem for organizations as actual discrimination, since employees’ beliefs, whether or not they 

are consistent with reality, affect their behaviors (cf.Bieling2010). 

Although empirical research on age climate in the HR management context is scarce, some studies 

indicate that existing age stereotypes in organizations can lead to discrimina- tion of aging employees (Loretto 

and White2006). It has been shown that organizational age climate functions as a predictor of several 

organizational (Kunze et al.2011) and individual outcomes (Noack2009). 

Noack(2009) has found a positive relationship between age climate and work-ability, a construct strongly 

related to employability. Therefore, we expect that the shared positive perception of older employees in an 

organization will enhance employees’ employability. We argue that in an environment where the experience of 

older employees is appreciated, the employees will not only be more satisfied with their job or less willing to 

drop out (Bilinska et al.2016), but also will find ideal conditions to adapt to fast-moving labor demands. 

Hypothesis 2. A positive age climate is positively related to employees’ employability competences in 

terms of (a) occupational expertise, (b) anticipation and optimization, (c) personal flexibility, (d) corporate 

sense, and (e) balance. 

2.4. The Interplay between Age Management and Developmental Measures 

Organizations have an incentive to discriminate against older employees when it comes to investments in 

human capital. After all, the benefit of such an investment is temporarily limited, if the trained employee is to 

be retired soon or might leave due to other reasons like deteriorating health or care for other family members. 

While such policy may seem economically sound, it stands in conflict with an empowering age climate. 

Therefore, we suggest that the two major antecedents of employability discussed in this article—the offering of 

developmental measures and age climate—are interrelated. For instance,Boehm et al.(2014) found that age-

equal access to further education and trainings in organizations is positively related to the employees’ 

perception of the organizational age- diversity climate. While these authors argue that the offering of 

developmental measures to all age groups has a positive impact on how members of different age groups are 

treated, we argue in line withNoack(2009) that a more positive age climate—and, therefore, less negative 

stereotypes against older employees—can also lead to a higher willingness to offer developmental measures 

also to that age group. This is also in line with the statement fromVan Dam et al.(2017) that stereotypes about 

the lesser ability to learn or the poor performance against older employees lead to fewer career and development 

opportunities. Because of these decreased opportunities to develop themselves, older employees’ know- how 
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and competences may not be at adequate levels and neither is their employability. However, in an environment 

where high competences and experience are recognized as a resource, managers may support their employees to 

develop their skills by offering them different developmental measures (Noack2009). 

Hypothesis 3. A positive age climate is positively related to the offering of developmental measures and 

thus has indirect relationships with employees’ employability competences in terms of (a) occupational 

expertise, (b) anticipation and optimization, (c) personal flexibility, (d) corporate sense, and (e) balance. 

 

3. METHOD 

3.1. Sample 

While former employability research collected data often in urban regions, we in- cluded companies 

located in both rural and urban Austrian regions in the sampling frame. Given that urban and rural areas may 

differ substantially in terms of employment and employability-related matters (Copus et al.2006), we believe 

that this is an important step in aligning empirical research with the challenges of practice. 

We contacted companies of all sizes via e-mail; links to the online survey were then distributed via the 

respective HR departments and via professional networks. In total, 375 individuals followed the link and 208 

(55.4%) completed the questionnaire. The respon- dents were on average 36.5 years old (SD = 10.35 years) and 

have worked for 10.0 years (SD = 9.27 years) on their current job. A total of 132 (63.5%) respondents were 

female. The sample included 96 (46.2%) respondents between 15 and 34 years, 88 (42.2%) individuals between 

35 and 49 years, and 24 (11.5%) respondents of 50 years or older. More than two-thirds of the sample contains 

respondents working in a rural region (N = 144, 69.2%). Furthermore, 36 respondents (27.3%) were employed 

in companies with less than 49 em- ployees, 84 (40.4%) respondents in companies with 50 to 249 employees, 

and 87 respondents (41.8%) in companies with more than 250 employees. The educational background dis- 

tribution of the sample was: 3 (1.4%) individuals obtained required schooling, 36 (17.2%) respondents gained 

vocational education, 75 (36.1%) passed the A-Level degree, and 94 (45.2%) respondents have a university 

degree. 

3.2. Instruments 

To gauge competence-based employability, we used the short version byVan der Heijden et al.(2018). This 

instrument features 22 items measuring the five competences presented above (Sample item: ―During the past 

year, I was in general competent to perform my work accurately and with few mistakes.‖). The questions were 

answered on a five-point Likert scale (1 = ―Disagree,‖ 5 = ―Agree‖). While the Cronbach alphas associated with 

the shortened versions of the five respective sub-scales were not satisfactory (α = 0.48 to 0.68), confirmatory 

factor analysis showed that the data fit the model well (CFI = 0.88, RMSEA = 0.05, SRMR = 0.06). 

We measured the offering of HR development measures with 10 items. The question- naire included items 

focused on on-the-job, parallel-to-the-job, and off-the-job develop- mental measures offered to the respondent 

in the last 12 months (answered on five-point Likert scales from 1 = ―Disagree‖ to 5 = ―Agree‖). We measured 

on-the-job-measures with items used fromMartini and Cavenago(2017) asking about the degree of job rotation, 

job enlargement, and job enrichment in their current job and a question about to what degree respondents were 

working in an age-heterogeneous team (Sample item: ―In my job I work in teams with colleagues of different 

ages‖). Parallel-to-the-job was measured with one item (―In my current work I can join programs in which more 

experienced employees can offer their experience to other (new-hired) employees‖). Off-the-job developmental 

measures focused on the frequency (1 = ―Never‖, 5 = ―Very often‖) of external further education measures. We 

aggregated these items to form one index about the offering of developmental measures. Internal consistency of 

the scale was acceptable (α = 0.76). 

Age climate was measured usingNoack’s (2009) twelve-item instrument that was answered on a four-point 

answer scale (1 = ―Disagree,‖ 4 = ―Agree‖). Respondents were asked about 12 attributes of how older 

employees (above 50) are seen in their company (e.g., being cooperative). The internal consistency of the scale 

was good (α = 0.89). 

Questions about age, gender, educational background, the number of years in the current position, and the 

regional background (rural or urban) were included as covariates. The online questionnaire was thoroughly pre-

tested in two phases. First, five pre- testers commented on the overall clarity and usability of the questionnaire. 

Second, a think-aloud protocol approach was used to test the refined questionnaire with an expert in survey 

methodology. 

 

3.3. Analysis 
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We analyzed the research model using path modeling in lavaan (Rosseel2012) for R (R Core Team2014) 

using maximum likelihood estimation. We assessed model fit using root mean square error of approximation 

(RMSEA, acceptable if 0.08; (Browne and Cudeck1993),  comparative fit index (CFI, acceptable if

 0.90), standardized root mean squared residuals (SRMR, acceptable if 0.08) (Byrne2010;Hu and 

Bentler1999), and the probability-value of the Chi-Square statistics (acceptable if p > 0.05). 

In terms of software- and researcher-triangulation (Schoonenboom et al.2018), the results produced with 

this analytical approach by the second author were reproduced by the first author using IBM SPSS Statistics 

(IBM Corp2017) and the PROCESS macro (Hayes 2013). Given its greater analytical flexibility (e.g., the 

provision of fit indices), we will report the results of the path model. 

 

4. RESULTS 

4.1. Descriptive Statistics and Correlations 

Table1features descriptive statistics (means and standard deviations) of the focal concepts, as well as the 

correlations between them. As to be expected, there are positive correlations among the dimensions of 

competence-based employability as well as between most of these dimensions and age climate and HR 

development measures. 

Table 1. Descriptive statistics and correlations. 

 

 

4.2. Hypothesis Tests 

The data fit the model very well: CFI = 0.97, RMSEA = 0.10 (p > 0.05), SRMR = 0.03. In sum, the model 

explains 9.0% (occupational expertise) to 18.0% (balance) of the employ- ability competences, which is 

comparable to under studies in the field. 

We hypothesized that the offering of developmental programs is strongly related to all dimensions of 

employability. Indeed, the data show that the offering of developmental measures is related to all dimensions of 

employability (Table2):  occupational expertise  (B = 0.14, p   0.01), anticipation and optimization (B = 0.22, p    

0.01), personal flexibility  (B = 0.26, p   0.01), corporate sense (B = 0.26, p    0.01), and balance (B = 0.26, p    

0.01).  This confirms Hypotheses 1a–e. 

 

Table 2. Path coefficients (B) with bootstrapped 95% confidence intervals (1000 bootstrap samples) in 

brackets. (Source: Authors). 

  

   

The covariates did not show statistically significant relationships except for a link between educational 

background (B = 0.07, p 0.05) and region (B = 0.16, p 0.05) on occupational expertise. However, these findings 

need to be interpreted with caution, given the low overall explanation of occupational expertise. 

At the same time, age climate only showed direct effects on anticipation and opti- mization (B = 0.22, p 

0.01) and balance (B = 0.26, p 0.01). However, and in support of Hypothesis 2, age climate is related to the 

offering of developmental programs (B = 0.41, p 0.01). Via this relationship, age climate has statistically 

significant indirect effects on occupational expertise (B = 0.06, p 0.05) anticipation and optimization (B = 0.09, 

p 0.01), personal flexibility (B = 0.11, p     0.01), corporate sense (B = 0.11, p     0.01), and balance  (B = 0.11, p 

0.01). This supports Hypotheses 3a–e.
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5. DISCUSSION 

In this study, we investigated the relationships between age climate, HR development measures, and 

individual employees’ competence-based employability. The theoretical model based on previous research and 

the methodological approach of testing is aimed at extending our knowledge in two main directions. First, from 

a theoretical perspec- tive, we extend the current body of knowledge by testing the effects of two meso-level 

concepts—age climate and the offering of HR development measures—on employabil- ity. Furthermore, we 

explored the relationship between these two concepts. Second, by sampling predominantly in rural areas and 

testing for differences between respondents from rural and urban areas, we inform the field (which previously 

emphasized the latter). Concerning the latter point, we did not find many differences, which (weakly) suggests 

that many research findings in this field may also be generalizable to a more rural population despite the 

obvious differences outlined above. 

In Hypothesis 1, we proposed that the offering of developmental measures is positively related to 

employees’ employability. This positive relationship was evident across all five dimensions of employability. 

This is in line withVeld et al.(2015) andYbema et al.(2017) and underlines the roles of companies in fostering 

employee’s employability. By offering developmental measures,  employers give the employees the opportunity   

to develop their competences according to the labor market needs. Nevertheless, it is important to mention that 

for a successful implementation of developmental measures not only does the employer’s offering matter but 

also the employee’s willingness and motivation to participate (Vlacsekova and Mura2017)  needs to  be taken  

into account. In line withYbema et al.(2017), we agree that individuals’ requests for developmental measures 

need to be factored into the equation. 

Furthermore, we investigated the effects of age climate on individuals’ employability. This fills an 

important gap in the literature, as little research has zeroed in on the individual and organizational outcomes of 

an age-positive climate. Direct links of age climate were only found for the dimensions of anticipation and 

optimization and balance. These effects are lower than expected—but may be explained in three different ways: 

First, other studies show that there is no obvious, direct link between individuals’ chronological age and their 

employability (Froehlich et al.2014b). The finding that age climate plays no role in this study might show that 

this is also true for organization-level, age-related constructs, such as age climate. Second, another explanation 

lies in the very nature of what a positive age climate entails. As described more fully in the theoretical 

background, the organizational age climate is largely related to preventing negative age stereotypes and their 

consequences. 

However, this also means that a positive organizational age climate is only needed if age discrimination is 

indeed a problem. National or regional cultures that do convey a positive image of older workers may render a 

positive age climate at the workplace redundant. Third, it is important to note that age climate does have a 

statistically significant total effect on individuals’ employability. This is largely due to an indirect effect via the 

offering of HR developmental measures. The statistical non-significance of the direct effect of age climate on 

employability can, therefore, also be explained via the complexity of the research model. The sample used for 

the analyses has several strengths. First, it is drawn predomi- nantly from rural regions. This population is 

underrepresented in employability research, despite its important features in terms of employment and 

employability (Copus et al. 2006). Second, the sample characteristics largely match the population 

characteristics, which makes the findings very relevant to the target population. While the sample is 

representative of the population in terms of age distribution, age-related research may benefit from putting an 
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emphasis on older people. The reason for this is that effects of age (or age climate on the organizational level) 

may not be linear and may be discovered more easily if the sample disproportionally weighs older people. 

Any cross-sectional study about the effects of age is left with some uncertainty about the true nature of any 

effects of age indicated by the analyses. This is because the effects of age may also be attributable to a 

generation instead (Hall et al.2007). Longitudinal studies or cross-sectional replication studies may help to 

provide certainty about these effects. Likewise, such designs may suffer from common method biases 

(Podsakoff et al. 2003); though, no indication of such problem was found in this particular study based on 

Harman’s single factor test, which we conducted post-hoc. 

Noack(2009) differed two constructs of age climate—psychological and organizational, ―shared‖ age 

climate. Our study focuses on employees’ perceptions of how older employees are seen in a company. Further 

research could also focus on the shared view of an age- supportive climate in organizations and their influence 

on developmental measures to get more knowledge about this potential meso-level antecedent. 

 

6. CONCLUSIONS AND PRACTICAL IMPLICATIONS 

We set out to study how on-the-job, off-the-job, and parallel-to-the-job HR develop- ment measures and 

age climate affect (older) employees’ employability in rural and urban samples. This not only has implications 

for further research, as discussed above but also leads to practical implications. We have found that age climate 

predicts the offering of HR development measures to employees of all age groups. This gives HR management 

an important tool to steer the development of the workforce. Age management policies then become relevant 

also from the point of view of HR development. This is especially true if the organization operates in the 

context of a regional culture that is negative towards old age. Age climate may be an important lever to raising 

employability across the ages and across the regions. 

We have found that a positive age climate indirectly strengthens employees’ employ- ability. Given this 

effect, age climate may be presented as a decisive factor to raise the attractiveness of a job. As such, it may be 

an important criterion in communication towards the labor market. 

 

Conflicts of Interest:  

The authors declare no conflict of interest. 

 

References 

1. Ahmed, A. M., L. Andersson, and M. Hammarstedt. 2012. Does age matter for employability? A 

field experiment on ageism in the Swedish labour market. Applied Economics Letters 19: 403–6.  

2. Bencsik, A., T. Juhász, L. Mura, and Á. Csanádi. 2019. Formal and Informal Knowledge Sharing 

in Organisations from Slovakia and Hungary. Entrepreneurial Business and Economics Review 7: 

25–42.  

3. Bieling, G. 2010. Age Inclusion. Erfolgsauswirkungen des Umgangs mit Mitarbeitern 

Unterschiedlicher Altersgruppen in Unternehmen. Edited by R. Stock-Homburg and J. Wieseke. 

Wiesbaden: GABLER RESEARCH. 

4. Bilinska, P., J. Wegge, and M. Kliegel. 2016. Caring for the elderly but not for one’s own old 

employees? Organizational age climate, age stereotypes, and turnover intentions in young and old 

nurses. Journal of Personnel Psychology 15: 95–105.  

5. Boehm, S. A., D. J. G. Dwertmann, F. Kunze, B. Michaelis, K. M. Parks, and D. P. McDonald. 

2014. Expanding Insights on the Diversity Climate-Performance Link: The Role of Workgroup 

Discrimination and Group Size. Human Resource Management 53: 379–402.  

6. Browne, M. W., and R. Cudeck. 1993. Alternative Ways of Assessing Model Fit. In Testing 

Structural Equation Models. Edited by K. A. Bollen and J. S. Long. Newbury Park: Sage 

Publications, pp. 136–62. 

7. Byrne, B. M. 2010. Structural Equation Modeling with AMOS: Basic Concepts, Applications, 

and Programming, 2nd ed. Boca Raton: Taylor & Francis Group. 

8. Cadiz, D. M. 2010. The Effects of Ageism Climates and Core Self-Evaluations on Nurses´ 

Turnover Intentions, Organizational Commitment and Work Engagement. Ph.D. thesis, Portland 

State University, Portland, OR, USA. 



Multicultural Education 

 Vol. 07, No. 03, 2021 258 
 

9. Copus, A., C. Hall, A. Barnes, G. Dalton, and P. Cook. 2006. Study on Employment in Rural 

Areas. No. 30-CE-0009640/00-32. p. 263.  

10. Cross, J. 2007. Informal Learning. San Francisco: Pfeiffer. 

11. De Cuyper, N., C. Bernhard-Oettel, E. Berntson, H. De Witte, and B. Alarco. 2008. 

Employability and Employees’ Well-Being: Mediation by Job Insecurity. Applied Psychology 

57: 488–509.  

12. Froehlich, D. E. 2017. Older managers’ informal learning in knowledge-intensive organizations: 

Investigating the role of learning approaches among Austrian bank managers. The International 

Journal of Human Resource Management 28: 399–416.  

13. Froehlich, D. E., M. S. R. Segers, and P. Van den Bossche. 2014a. Informal workplace learning 

in Austrian banks: The influence of learning approach, leadership style, and organizational 

learning culture on managers’ learning outcomes. Human Resource Development Quarterly 25: 

29–57.  

14. Froehlich, D. E., S. A. J. Beausaert, M. S. R. Segers, and M. Gerken. 2014b. Learning to stay 

employable. Career Development International 19: 508–25.  

15. Froehlich, D. E., S. A. J. Beausaert, and M. S. R. Segers. 2015a. Age, employability and the role 

of learning activities and their motivational antecedents: A conceptual model. The International 

Journal of Human Resource Management 26: 2087–101.  Froehlich, D. E., S. A. J. Beausaert, and 

M. S. R. Segers. 2015b. Great expectations: The relationship between future time perspective, 

learning from others, and employability. Vocations and Learning 8: 213–27.  

16. Froehlich, D. E., M. Liu, and B. I. J. M. Van der Heijden. 2018. Work in Progress: The 

Progression of Competence-Based Employability. Career Development International 23: 230–44.  

17. Fugate, M., A. J. Kinicki, and B. E. Ashforth. 2004. Employability: A psycho-social construct, its 

dimensions, and applications. Journal of Vocational Behavior 65: 14–38.  

18. Gazier, B. 2001. Employability: The complexity of a policy notion. In Employability: From 

Theory to Practice. Edited by P. Weinert, M. Baukens, P. Bóllerot, M. Pineschi-Gapénne and U. 

Walwei. New Brunswick: Transaction Books, pp. 3–23. 

19. Gerken, M., G. Messmann, D. E. Froehlich, S. A. J. Beausaert, R. H. Mulder, and M. S. R. 

Segers. 2018. Personal and Contextual Antecedents of Innovative Work Behavior. In Triggers, 

Antecedents, and Consequences of Informal Learning at Work. Edited by G. Messmann, F. 

Dochy and M. S. R. London: Routledge, pp. 80–99. 

20. Groot, W., and H. M. Van den Brink. 2000. Education, training and employability. Applied 

Economics 32: 573–81.  

21. Habets, O. 2012. Predicting Employability: The Role of Employees’ Learning Behavior and Self-

Directed Learning Orientation. Master’s Thesis, Universiteit Leiden, Leiden, The Netherlands. 

22. Hall, B. H., J. Mairesse, and L. Turner. 2007. Identifying age, cohort, and period effects in 

scientific research productivity: Discussion and illustration using simulated and actual data on 

french physicists. Economics of Innovation and New Technology 16: 37–41.  

23. Hayes, A. F. 2013. Introduction to Mediation, Moderation, and Conditional Process Analysis. 

New York: Guilford Press. 

24. Hedge, J. W. 2008. Strategic Human Resource Management and the Older Worker. Journal of 

Workplace Behavioral Health 23: 109–23.  

25. Hu, L., and P. M. Bentler. 1999. Cutoff criteria for fit indexes in covariance structure analysis: 

Conventional criteria versus new alternatives. Structural Equation Modeling 6: 1–55.  

26. IBM Corp. 2017. IBM SPSS Statistics for Windows [EN]. Armonk: IBM Corp. 

27. Iweins, C., D. Desmette, V. Yzerbyt, and F. Stinglhamber. 2013. Ageism at work: The impact of 

intergenerational contact and organizational multi-age perspective. European Journal of Work 

and Organizational Psychology 22: 331–46.  

28. Jacobs, R. L. 2003. Structured on-the-Job Training: Unleashing Employee Expertise in the 

Workplace. San Francisco: Berrett-Koehler. 

29. Kite, M. E., G. D. Stockdale, B. E. Whitley, and B. T. Johnson. 2005. Attitudes toward younger 

and older adults: An updated meta-analytic review. Journal of Social Issues 61: 241–66.  



Multicultural Education 

 Vol. 07, No. 03, 2021 259 
 

30. Kluge, A., and F. Krings. 2008. Attitudes toward Older Workers and Human Resource Practices. 

Swiss Journal of Psychology 67: 61–64.  

31. Kooij, D. T. A. M., P. G. W. Jansen, J. S. E. Dikkers, and A. H. De Lange. 2014. Managing aging 

workers: A mixed methods study on bundles of HR practices for aging workers. The International 

Journal of Human Resource Management 25: 2192–212.  

32. Kunze, F., S. A. Boehm, and H. Bruch. 2011. Age diversity, age discrimination climate and 

performance consequences—A cross organizational study. Journal of Organizational Behavior 

32: 264–90.  

33. Leisink, P. L. M., and E. Knies. 2011. Line managers’ support for older workers. The 

International Journal of Human Resource Management 22: 1902–17.  

34. Loretto, W., and P. White. 2006. Population Ageing and Older Workers: Employers’ Perceptions, 

Attitudes and Policies. Population, Space and Place 12: 341–52.  

35. Malinen, S., and L. Johnston. 2013. Workplace ageism: Discovering hidden bias. Experimental 

Aging Research 39: 445–65.  Marsick, V. J., and K. E. Watkins. 2001. Informal and Incidental 

Learning. New Directions for Adult and Continuing Education 2001: 25–34.  

36. Martini, M., and D. Cavenago. 2017. The role of perceived workplace development opportunities 

in enhancing individual employability. International Journal of Training and Development 21: 

18–34.  

37. McCauley, C. D., and S. Brutus. 1998. Management Development through Job Experiences. 

Colorado Springs: Center for Creative Leadership. 

38. McQuaid, R. W., and C. Lindsay. 2005. The concept of employability. Urban Studies 42: 197–

219.  

39. Meriac, J. P., D. J. Woehr, C. A. Gorman, and A. L. E. Thomas. 2013. Development and 

validation of a short form for the Multidimensional Work Ethic Profile. Journal of Vocational 

Behavior 82: 155–64.  

40. Mulder, R. H. 2013. Exploring feedback incidents, their characteristics and the informal learning 

activities that emanate from them. European Journal of Training and Development 37: 49–71.  

41. Nelissen, J. 2016. Identifying Risks of Employability Enhancement. Ph.D. dissertation, KU 

Leuven, Leuven, Belgium. 

42. Ng, T. W. H., and D. C. Feldman. 2012. Evaluating Six Common Stereotypes About Older 

Workers with Meta-Analytical Data. Personnel Psychology 65: 821–58.  

43. Noack, C. M. G. 2009. Age Climate. Age Stereotypes in Organizations and Older Workers. Ph.D. 

dissertation, Jacobs University, Bremen, Germany. 

44. Patrickson, M., and R. Ranzijn. 2003. Employability of Older Workers. Equal Opportunities 

International 22: 50–63.  

45. Podsakoff, P. M., S. B. MacKenzie, J.-Y. Lee, and N. P. Podsakoff. 2003. Common method 

biases in behavioral research: A critical review of the literature and recommended remedies. 

Journal of Applied Psychology 88: 879–903.  [PubMed] 

46. Posthuma, R. A., and M. A. Campion. 2009. Age Stereotypes in the Workplace: Common 

Stereotypes, Moderators, and Future Research Directions. Journal of Management 35: 158–88.  

47. Potnuru, R. K. G., and C. K. Sahoo. 2016. HRD interventions, employee competencies and 

organizational effectiveness: An empirical study. European Journal of Training and Development 

40: 345–65.  

48. R Core Team. 2014. R: A Language and Environment for Statistical. Vienna: R Foundation for 

Statistical Computing, Available online: http://www.r-project.org(accessed on 1 May 2021). 

49. Raemdonck, I., H. H. Tillema, A. de Grip, M. Valcke, and M. S. R. Segers. 2012. Does Self-

directedness in Learning and Careers Predict the Employability of Low-Qualified Employees? 

Vocations and Learning 5: 137–51.  

50. Raemdonck, I., S. A. J. Beausaert, D. E. Froehlich, N. Kochoian, and C. Meurant. 2015. Age 

related changes in learning and employability. In Aging Workers and the Employee-Employer 

Relationship. Edited by D. Rosseau, D. T. A. M. Kooij and P. M. Bal. New York: Springer 

International Publishing, pp. 163–84. 



Multicultural Education 

 Vol. 07, No. 03, 2021 260 
 

51. Rimser, M. 2014. Generation Resource Management: Nachhaltige HR-Konzepte im 

demografischen Wandel [Generation Resource Management: Sustainable HR Concepts in 

Demographic Shift]. Medford: Springer Gabler. 

52. Rosseel, Y. 2012. Lavaan: An R Package for Structural Equation. Journal of Statistical Software 

48: 1–36.  

53. Rothwell, A., and J. Arnold. 2007. Self-perceived employability: Development and validation of 

a scale. Personnel Review 36: 23–41.  

54. Sanders, J., and A. De Grip. 2004. Training, Task Flexibility and Low-Skilled Workers’ 

Employability. International Journal of Manpower 25: 73–89.  

55. Schoonenboom, J., R. B. Johnson, and D. E. Froehlich. 2018. Combining Multiple Purposes of 

Mixing Within a Mixed Methods Research Design. International Journal of Multiple Research 

Approaches 10: 271–82.  

56. Staudinger, U. M., and H. Heidemeier. 2009. Altern, Bildung und lebenslanges Lernen–

Eckpunkte für Handlungsansätze [Aging, Education, and Lifelong Learning: Points for Taking 

Action]. In Altern, Bildung und lebenslanges Lernen [Aging, Education, and Lifelong Learning].  

Edited by U. M. Staudinger and H. Heidemeier.  Stuttgart:  Wissenschaftliche Verlagsgesellschaft 

mbH,   pp. 269–79. 

57. Truxillo, D. M., F. Fraccaroli, L. M. Yaldiz, and S. Zaniboni. 2017. Age Discrimination at Work. 

In The Palgrave Handbook of Age Diversity and Work. Edited by E. Parry and J. McCarthy. 

London: Palgrave Macmillan UK, pp. 447–72.  

58. Van Dam, K., T. Van Vuuren, and S. Kemps. 2017. Sustainable employment: The importance of 

intrinsically valuable work and an age-supportive climate. The International Journal of Human 

Resource Management 28: 2449–72.  

59. Van der Heijde, C. M., and B. I. J. M. Van der Heijden. 2005. The development and 

psychometric evaluation of a multi-dimensional measurement instrument of employability-and 

the impact of aging. International Congress Series 1280: 142–47.  

60. Van der Heijde, C. M., and B. I. J. M. Van der Heijden. 2006. A competence-based and 

multidimensional operationalization and measurement of employability. Human Resource 

Management 45: 449–76.  

61. Van der Heijden, B. I. J. M. 2002. Organisational influences upon the development of 

occupational expertise throughout the career. Journal of Training and Development 54–79.  

62. Van der Heijden, B. I. J. M., J. Boon, M. R. Van der Klink, and E. Meijs. 2009. Employability 

Enhancement through Formal and Informal Learning: An Empirical Study among Dutch Non-

Academic University Staff Members. International Journal of Training and Development 13: 19–

37.  

63. Van der Heijden, B. I. J. M., G. Notelaers, P. Peters, J. M. M. Stoffers, A. H. De Lange, D. E. 

Froehlich, and C. M. Van der Heijde. 2018. Development and validation of the short-form 

employability five-factor instrument. Journal of Vocational Behavior 106: 236–48.  

64. Van Harten, J. 2016. Employable Ever After: Examining the Antecedents and Outcomes of 

Sustainable Employability in a Hospital Context. Ph.D. dissertation, Utrecht University, Utrecht, 

The Netherlands. 

65. Van Harten, J., E. Knies, and P. Leisink. 2016. Employer’s investments in hospital workers’ 

employability and employment opportuni- ties. Personnel Review 45: 84–102.  

66. Van Harten, J., N. De Cuyper, D. Guest, M. Fugate, E. Knies, and A. Forrier. 2017. HRM and 

Employability: An International Perspective. The International Journal of Human Resource 

Management 28: 2831–35.  

67. Vanhercke, D., N. De Cuyper, E. Peeters, and H. De Witte. 2014. Defining perceived 

employability: A psychological approach. Personnel Review 43: 592–605.  

68. Veld, M., J. Semeijn, and T. Van Vuuren. 2015. Enhancing perceived employability: An 

interactionist perspective on responsibilities of organizations and employees. Personnel Review 

44: 866–82.  

69. Vlacsekova, D., and L. Mura. 2017. Effect of motivational tools on employee satisfaction in 

small and medium enterprises. Oeconomia Copernicana 8: 111.  



Multicultural Education 

 Vol. 07, No. 03, 2021 261 
 

70. Wille, B., F. De Fruyt, and M. Feys. 2013. Big Five Traits and Intrinsic Success in the New 

Career Era: A 15-Year Longitudinal Study on Employability and Work–Family Conflict. Applied 

Psychology 62: 124–56.  

71. Wittekind, A., S. Raeder, and G. Grote. 2010. A Longitudinal Study of Determinants of 

Perceived Employability. Journal of Organizational Behavior 31: 566–86.  

72. Ybema, J. F., T. Van Vuuren, and K. Van Dam. 2017. HR practices for enhancing sustainable 

employability: Implementation, use, and outcomes. The International Journal of Human Resource 

Management 37: 886–907.  


