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1. Project Background
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Age structure of companies ïtrends

Source: Grumbach/Ruf (2007),  DGFP (2004), p. 14.

Balanced: 

desirable 

mixture of 

different age 

groups

optimal

Youth-

centered:

New

Economy 

companies

1990ies
2003 and beyond

Compressed: 

typical 

structure of 

companies 

today

Old age-

centered: 

structure of 

tomorrowós 

companies

2010



Professor Dr. Manfred Becker/Dipl. - Kfm Inéz Labucay, M. Sc. 5

2. Project design and method
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Research question: 

Are there significant differences in professional 

competence between

- older and younger employees (individual basis)?

- age homogeneous and mixed-age teams (group 

basis)?

Research question
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Source: Wottreng, S. (2001): Handbuch Handlungskompetenz. Aarau.
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Types of groups involved in the project
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Research instruments

> Questionnaire on the basis of :

- Proactive Coping Inventory (Schwarzer et al. 

2000)

Coping with stress

Motivational schemas

Coping with conflicts

> Brainwriting 

Ÿ number of  creative ideas of an individual

Ÿ number of creative ideas in a group

Creativity

individual

group

- ĂBochumñ Inventory (Hossiep/Paschen 2003)

- Rahim Organizational Conflict Inventory 

(ROCI-II) (Bilsky/Wülker 2000)
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> Memory test: five questions on 

ĂMipps & Worsñ memory

> ĂSuper Brainñ

problem-solving capacity:

Ÿ time needed for problem-solving

Ÿ number of errors (position and     

colour)

> Management simulation game (Mipps 

& Wors) (Greimel 2000)

problem-solving capacity:

Ÿ time needed for problem-solving

Ÿ problem-solving approach

(habitual, new, mixed)

Problem-solving capacity

individual

group

Research instruments
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Experimental treatment

70  min
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on group 
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3. Results
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Component Results

Problem-solving capacity 
and memory
(individual)

Problem-solving capacity 

(group)

ü The Ăyoungsterñ groups were the most successful 

ones in finding the correct solution to the ĂMipps & 

Worsò experiment and - in addition - it took them a 

shorter time to find it

ü Groups of older employees and mixed-age groups 

did not differ significantly in the time needed for 

problem-solving

ü Older employees were able to solve the problem in

72 % of cases compared to 92 % correct solutions

of younger employees

ü It took older employees a significantly longer period

of time to find the correct solution and they made

more mistakes on the way

ü Older employees showed a worse performance in 

the memory test compared to younger employees

Results
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Component Results

Creativity (individual) ü Younger employees displayed a higher level of 
creativity when compared to older employees

Creativity (group) ü Mixed-age groups proved to be more creative than
groups of older employees but they were no more
creative than ñyoungsterògroups

Motivational schemas ü The need for power and authority was a stronger
motive for younger than for older employees

ü Safety needs proved to be strong with older
employees

ü Younger employees displayed a strong need for
close interpersonal relationships

Results
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Component Results

Motivational schemas 
(continued)

ü Younger and older employees did not differ with
respect to their achievement motivation and need
for self-actualization

Coping with stress ü Older employees tend to take preventive measures
when expecting a stressful situation

ü Older and younger employees did not differ with
respect to coping pro-actively with stress and in
instrumental support-seeking in order to cope with
stress

ü Older employees make more use of strategic
planning in coping with stress and they show more
reflective coping

Coping with conflicts ü Younger employees tend to avoid facing conflicts in
private and professional life more often than elder
employees do

ü The hypothesized positive correlation between Ăjob
ageñand coping with conflicts could not be
established

Results
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4. Implications for Human Resource 

Management and organizational 

behaviour
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Results in part compatible with prevailing image of 

deficits of aging workforces

Older employees exert a potentially accomodating 

influence in groups (coping with stress) and cope with 

stress strategically and via direct problem-solving

Potential gain in creativity in mixed-age groups as 

opposed to age-homogenous groups

Flexibility unchanged

Achievement motivation unchanged

Implications for Human Resource Management

Companies have much to gain from using the 

complementary strengths of younger and older 

employees

L

J

J

J

J
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Á Analysis of key job elements and key job requirements in the 

design of job families

Á Personnel development as a central part of an age-

differential Human Resource Management:

Ácompensate for deficits in the qualification of elder 

employees 

Ápreemptive training measures for all task levels as well 
as all òlife-cycleóstages of employees

ÁThe formula āthe more diversity the betteròdoes not 

generally apply

Implications for Human Resource Management
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Age-related fields for organizational behaviour to be 

(re-)considered:

Implications for Organiszatinal behaviour

Organizational 

development/

change 

management

Health Care 

Management

Management of 

networks

Work-Life-balance

ĂMentoring 

tandemsñ, 

Project careers 

Age 

Diversity 

Management
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5. Implications for further research
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MEX: DIM Prax:

Follow-up projects in the field of Age Diversity Management

Analysis of the focal 

positions of experts in aging 

workforces and their 

associated ability to exert 

power on the basis of their 

rare and therefore valuable 

knowledge

Survey of the predominant 

Diversity Management 

strategies of companies in 

Germany 
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Any questions 

or comments?
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BACKUP

Sample
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Alterskategorien

10

34

26

15

27 27

33
38

16

2

0

20

40

17-20

Jahre

21-25

Jahre

26-30

Jahre

31-35

Jahre

36-40

Jahre

41-45

Jahre

46-50

Jahre

51-55

Jahre

56-60

Jahre

60-65

Jahre

Age distribution 



Professor Dr. Manfred Becker/Dipl. - Kfm Inéz Labucay, M. Sc. 35

Stichprobe

Zusammensetzung der Stichprobe nach Beschäftigungsdauer
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BACKUP

Tests of Hypotheses



Professor Dr. Manfred Becker/Dipl. - Kfm Inéz Labucay, M. Sc. 37

ã

ã

HCs2 Elder employees tend to cope with stress emotionally more often than younger 
employees do

HCs4 There is no difference between younger and older employees in taking 
preventive measures in order to cope with stress 

HCs5 There is no difference between younger and older employees in the usage of 
strategic planning

HCs1 Younger employees display more coping with stress via problem-solving 
(reflective coping) than elder employees do

HCs3 There is no difference between younger and older employees in coping 
proactively with stress

HCs6

Hypotheses for Coping with stress (HCs 1-6)

Test of hypotheses

There is no difference between younger and older employees in instrumental 
support seeking in order to cope with stress
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Test of hypotheses

Hypotheses for Motivational schemas (HM 1-5)

HM2 The need for power and authority is a stronger motive of younger when 
compared to elder employees

HM4 Safety needs are more important for older than for younger employees

HM5 The need for close interpersonal relationships is stronger in older than in 
younger employees

HM1 Younger employees show a stronger persuit of performance

HM3 The persuit of self-fulfilment is a stronger motive of elder when compared to 
younger employees

ã

ã
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Hypotheses for individual problem-solving capacity (HPi 1-4)

Test of hypotheses

HPi2 Older employees more often than younger employees do not find the correct 
solution.

HPi4 Older employees do worse in the memory test

HPi1 Older employees need more time to solve the problem

HPi3 Older employees make more mistakes in problem-solving

ã
ã
ã
ã
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Hypotheses for group problem-solving capacity(HPg 5-7)

Test of hypotheses

HP5 Altersdiverse Gruppen unterscheiden sich hinsichtlich der 
Problemlösedauer.

HP6 Altersdiverse Gruppen unterscheiden sich hinsichtlich der 
Problemlösequalität.

HP7 Altersdiverse Gruppen unterscheiden sich nicht hinsichtlich der Wahl 
Denkkategorien.

HPg5 Groups of different age composition differ with respect to the time needed 
for problem-solving

HPg6 Groups of different age composition differ with respect to the result of their
problem-solving activities

HPg7 Groups of different age composition do not differ with respect to their 
problem-solving approach (habitual, new, mixed)

ã
ã
ã

ã
ã
ã
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HCc2 There is a relationship between coping strategies and job age

HCc1 Coping with conflicts is independent of age that is controlling for job age 
should remove the relationship between age and coping strategies

Hypotheses for Coping with conflicts (HCc 1-2)

Test of hypotheses
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HCr2 Mixed- age teams are more creative than age-homogeneous teams 

that is they produce the most ideas

HCr1 Younger employees are no more creative than older employees

Hypotheses for Creativity (HCr 1-2)

Test of hypotheses
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BACKUP

Detailed theoretical background of 

instruments

Coping with stress
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Coping with stress

Transactional Coping (Lazarus/Folkman 1984)

Å Cognitive evaluation of a situation (stress?)

Å Coping is done emotionally or by direct problem-solving activities

Å Intra- and extra-personal resources utilized

Å Research so far:

Å Hardly any age-related differences in coping with stress except for health 

concerns 

Å No differences between age groups resulting from different coping resources 

expected

Å intrapersonal resources = relatively stable over life span
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Instrument: PCI ïProactive Coping Inventory (example items):

1.Proactive coping subscale

e.g.: ñafter attaining a goal, I look for another, more challenging oneò

2. Reflective coping subscale

e.g. ñI tackle a problem by thinking about realistic alternativesò

3. Strategic planning subscale

e.g. ñI make a plan and follow itò

Coping with stress
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Instrument: PCI ïProactive Coping Inventory (item examples):

4. Preventive coping subscale

e.g. ñI prepare for adverse eventsò

5. Instrumental support seeking subscale

e.g. ñwhen solving my own problems other peopleôs advice can be 

helpfulò

6. Emotional support seeking subscale

e.g. ñWhen Iôm depressed I get out and talk to othersò

7. Avoidance coping subscale

e.g. ñIf I find a problem too difficult sometimes I put it aside until Iôm 

ready to deal with it.ò

Coping with stress
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Detailed theoretical background of 

instruments 

Motivational schemas


