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» ging Aging: A Model of Proactive
Jork pehavior and Engagement with
Increasing Age

Arnold B. Bakker & Jari J. Hakanen

iimar Schaufeli has proposed an influential conceptualization of work engage-
ment, as well as the most often used instrument. Now that retirement is loom-
ing on the horizon, it is timely to discuss the development of work engagement
e ife span. Does work engagement change with increasing age? Which HR practices
i — aging’? What strategies ca.n emp.loyees- use to stay engaged? After a short
ol the art of work engagement, we briefly discuss its measurement, antecedents, and
onsequences. wilmar Schaufeli’s theoretical work and empirical investigations have greatly
nformed and influenced this literature. The chapter continues by investigating the effects
of age. Research has indicated that employees lose and gain resources with increasing age.
combining these findings with the proactivity literature, we develop a model of ‘engaging
ang’. We propose that a loss in personal resources provides a reason to be proactive,
whereas a gain in personal resources enables proactivity. Since age is unsystematically
elted to personal initiative, we argue that age-focused HR practices are needed to ener-
jze employees and foster proactive work behaviors, such as (a) selection, optimization, and
mpensation strategies; (b) job crafting; and (c) proactive vitality management. Employees
ouse these proactive behaviors can be expected to stay engaged and be productive with

16asing age,

Introduction

xoaurg:c‘;vuﬁaT Kahn first introduced engagement in the literature in 1990&it wa;
;ememanehs definition and measurement instrument that really set (i wor.-
g e Accor dingly, work engagement has been defined as a p.os1
& Work-related state of mind that is characterized by Vigor dedication,

)80 » 1
"Plion (Schaufel;, Salanova, Gonzdlez-Romé4, & Bakker, 2002, P- ) s



definition, vigor refers to high levels of energy and the willingness to invest effort iy

one’s job. Dedication refers to being strongly involved in one’s work, and experien.

ing a sense of significance, enthusiasm, and inspiration. Finally, absorption refer
g whereby time passes quickly. In the past

i i i k activities,
to being fully immersed in wor
two decades, most research on engagement has used the Utrecht Work Engagemen;

Scale (UWES; Schaufeli, Bakker & Salanova, 2006) - a Prief, "’ahd am'i reliab¥e ques-
tionnaire that assesses each of the three engagement dimensions t'yplcally with nine
items. Recently, also a three-item version of the UWES was validated (Schaufel;,
Shimazu, Hakanen, Salanova, & DeWitte, in press). Interestingly, research ﬁndings
point at a positive relationship between age and work engagement - older employ-
ees are slightly more engaged in their work than younger employees (Hakanen,
Ropponen, Schaufeli, & De Witte, 2019).

Work engagement is different from other positive well-being constructs like hap-
piness and job satisfaction in that it is an activated positive affective state. Thus, in
contrast with feeling calm, content and happy, engaged individuals feel excited and
enthusiastic. Engaged individuals are therefore ready to invest important cognitive
and energetic resources in their work activities. For example, in one of the first qual-
itative studies on work engagement, Wilmar Schaufeli and his colleagues describe
the vivid experiences of an engaged bus driver. She really likes driving nicely and
smoothly so that passengers enjoy the ride and are not being startled by sudden
bumps or abrupt brakes (Schaufeli et al., 2001).

Research on the antecedents and consequences of work engagement has resulted
in a new theory of occupational health and well-being, named Job Demands-
Resources (JD-R) theory (Bakker & Demerouti, 2017; Demerouti, Bakker, Nachreiner
& Schaufeli, 2001). Accordingly, work engagement is most likely when job challenges
are combined with personal or job resources. For example, employees are most
engaged when interesting and challenging tasks are combined with job resources
such as social support, autonomy and skill variety. Similarly, employees are most
enthusiastic about their work when they face work pressure and deadlines on the
days they feel optimistic and self-efficacious (i.e. when personal resources are high).
When individuals have all the resources needed to adequately deal with their job
demands, they can be engaged and may flourish, on a day-to-day basis. Importantly,

JD'I? theory proposes that employees need to be proactive in order to stay engaged -
a principle that we will use in this chapter to build a model of engaging aging,

Work engagement is so popular because the concept has important consequences
for individuals and organizations at large. For example
positively related to other-ratings of task ’
cial results,

behaviors (e

work engagement has been
performance, creativity, and objective finan-
and negatively related to medical errors and counterproductive work

S .8 Christian, Garza, & Slaughter, 2011). These findings clearly indicate that
gaged workers make the difference for organizations. Moreover, work engagement
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ositively related to organizational citizenship behavior,
}as jent Satisfaction, clearly suggesting that engaged workers ,
gl ™ ellent services. Work engagement j A
gaekver and (high) life satisfacti " 2150 a unique predictor of (low)
osSive symptoms Staction (Hakanen & Schaufeli, 2012), Fj
dep" 0 rtant for the current analysis of aging, i -Finally,

' work engageme i
i L nt has been link, d
an ol pealth and seems to have a positive impact on the inclination to con;n:‘)
. 1 i e
inglaterin work life (De Wind, Van der Pas, Blatter, & Van der Beek, 2016)
g :

Prosocial behaViOI‘
want to help ()thers

Resource Loss and Gain with Increasing Age

e ———

The average age of the workforce in industrialized countries ig clearly increasing,
This demographic trend may have important implications for organizations, because
idividuals lose and gain resources with increasing age. One obvious resource that
declines over time is physical ability. Physical changes include reduced visual acuity
and reduced hearing ability, muscular changes (reduced strength, power, and bal-
ance), reduced VO, capacity, and higher blood pressure (Truxillo, Cadiz, & Hammer,
2015). Moreover, a reduced ability to reach homeostasis increases susceptibility to
extreme physical work conditions and increases the time needed to recover from a
stressful event (Hedge & Borman, 2012). As a consequence, employees may develop
several health problems when they become older. Such health problems may be
minor (e.g,, small aches and pains) or more serious (e.g., musculoskeletal disorders,
cardiovascular diseases), and lead to reductions in work ability.

Another important resource that changes over time is cognitive ability. Research
has documented that particularly fluid intelligence decreases with increasing age -
most likely starting already around the early twenties (Kanfer & Ackerman, 2004).
Fluid intellectual abilities refer to working memory, abstract reasoning, attention,
and the processing of novel information. Although research generally shows no sig-
nificant relationship between age and job performance, older workers most likely
eed to invest more cognitive and time resources in their work than younger work-
“Sinorder to reach the same performance level. o
wh(l)n addition to resource loss in terms of physical a.nd ?Ogniti‘fe abih:y’tid;v;ilii
: dog:OW. older lose important social resources. With mcreatsTgS Safl r;le ol
i : friendg decreases, and children who grow up rn.ay }.1ave e Jlder individ-
o Upport for their aging parents — having a negative impact on i

s quahty of life (Zaninotto, Falaschetti, & Sacker, 2009). Moreover, person .ty
Tegp ) . i diel the life

ch Suggests that there is a moderate decrease In social vitality over
0 (Trllxillo t T 1der, they seem to decr
"aeq 0a tal, 2015). As individuals grolwo 'e s that they approach life
Yith ) gency and zestful approach to life - indicating

88 Anticin o X
Ucipation, enthusiasm and excitement.

ease on tralts
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: urces with increasing aga

iy lose, but also gain reso g age

individuals do not only o5, meaning that there are age-relateq
Howevel', i .

For example; crystallized intelli%:n;e elloct al., 2015). older employees have prac.
ills and wisdo

ins in knowledge, S . \nowledge than younger em?loyees. They
gains : d make better us€ of their o understanding, common
ticed their skills an singlnowl edge, experience, Unce HE |
are better able to think and act ¢ that develops positively with increasing

g C ¥ .

o r critical resour : ble indivi

sense, and insight. AnOtheh sonality is usually defined as i vllldual

ality. Although per different situations, researc has
: Cross

=i ted consistently 2 .

ristics that are enac gs, and a decrease in neu-

Ciaracm increase in conscientiousness and agreeablene

shown an

(Soto, John, Gosling, & Potter, 2011). This means that when
pan (Soto, Joh,

5.5 life s SETPPREAE
rotlllmscrln ;)lve;rtc}:\:r older, they are better organized and more self disciplined, careful,
individuals )

. eristics that can facilitate
goal-oriented, and hard-working - all behavioral cha:::lt)leness A asnyy
work performance. Moreover, their higher score A :de more instrumental
o dividuals are more altruistic and caring for others — th«'ay prov1. e
and emotional social support to colleagues who need it (Truxillo .et al 2015?‘ Older
workers are most likely also better able to help others, because with nicreasing age,
their emotional stability has increased too (Soto et al., 2011). Thus, older workers show

age is person

lower irritability, fearfulness and social anxiety than younger workers, and have higher
self-esteem, a better inhibition of impulses and better coping strategies.

These findings are consistent with the results of emotional intelligence studies,
showing a positive relationship between age and facets of emotional intelligence
(Mayer, Caruso, & Salovey, 1999). Accordingly, when people grow older, they are
better in perceiving and regulating emotions. In working life, these competencies
are very useful when work involves interacting with other people, including clients,
colleagues, and the supervisor. Social stressors (e.g., conflicts with co-workers, social
animosities at work) may also have a smaller impact on older than on younger indi-
viduals, because older people appraise stressful events less negatively than younger

people. Moreover, older individuals are inclined to focus on positive rather than on
negative environmental cues.

Towards a Model of Engaging Aging

e
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rforﬂl tu iti

* prove the meaning of work (Koofj, Van Woerkom, wi
penissem 2017). Unfortunately, research on the link between, enloh, Dorenbosch, &
ioris inconclusive, with some studies showing weak p()Sitiveage and proactive behay-
ingno relationships (Zacher & Kooij, 2017). These inconclus’i::e1 (fiis;};jr SRR
at gs may suggest
(t)hnly partly effective in increasing proactive motivation amop tlg::.nen't practices are
When people are proactive, they challenge the status » fo ra:; aging employ'rees.
adapting to existing conditions (Crant, 2000). Proactive individuals tealthan Pa'S.SlV.ely
to improve their current circumstances - they envision and atoe djffe the initiative
changing the self and/or the environment. According to Parker and ¢ 1(13 rent future by
there are three key motivational states that prompt and sustain proc;ci:iues (2010),
«an do’, “reason to’, and “energized to”. In this model of proactive motiv:t};’i’ naTely
do refers to self-efficacy perceptions, feasibility appraisals, and perceived cost:nl’n o
model of engaging aging (Figure 1), “can do” motivation for proactivity is facilita.ltedosr
resource gain. Employees who have gained personal resources like emotional stabilit}}',

self-diiscipljne, and emotion regulation skills, will be well able to proactively adjust their
work life. They can conserve their resources so that they stay engaged and perform well.

Figure 1
A Model of Engaging Aging

Loss of Personal
Resources

- Info processing capabilities
i - Physical abilities

- Fluid cognitive abilities
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e refers to @ sense of personal responsibility ang .
sonal initiative: In the model of engaging o
rovided by the oss of personal resources. When employehe
bilities OF experience more health Problem, thes
tively adjust theirj ob Characteristics,’or:

0

haviors. The gradual l0ss of physical abilities and g r, duce
eostasis increase the need to be proactive. By Changing )
work activities, and by proactively managing ones own energy level (e.g, by taking
s may increase the fit between their abiliti,

s

a regular walk, exercising), employee i
k engagement, creativity and performgp,

and the environment so as to foster wor. —
Finally, in Parker et al’s (2010) model of proactive motivation, “energized to® refy,

to an affective-motivational state that offers individuals the energetic resources fo
be proactive. However, in our model of engaging aging, we propose that age-focygeg
HR practices initiated by the organization are needed to energize employees to |,
proactive (see Figure 1). Organizations may use various age-focused HR practices
including age-focused job design (redesigning the structural job demands ang
resources with special attention for age), and age-focused training and development
(e.g., Dikkers, De Lange, & Van der Heijden, 2017). Here, we briefly discuss three
specific HR practices, namely (a) the creation of a health behavior climate, (b) job
frafting training, and (c) idiosyncratic deals, which all boost proactive motivation of
can do’, “reason to’, and “energized to”.

onta” be proact ingg,

“reas
The 1€ -

nalized motivation to t
reason to be proactive isp
have fewer physical an
have a clear reason to
change their health be

capacity to reach hom

d cognitive 2
be selective, proac

Age-focused HR practices

f;ri';’n;?;:?;‘:; Tiay create a h.ealth behavior climate. Such a climate refers
for employee ey bZ}?:w.Of organizational policies, practices, and procedures
employee behaviors aimin O:t llrll o 108 expectations and rewards that timlt
the strategy and vision maia ealth promotion. By including health behavior in
care of their employees’,h al gemfg nt and leaders can communicate that they take

ealth, which becomesg more important with increasing agé:

Further,
the “choice architecture” for health behavio™

desi .
. ( . &
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o, 2018) e
ain of an : )
esOUICES loss and g aging workforce, since the Interventions are always

ilored t0 the individual needs and abilities of employees,

Third, organizations could use idiosyncratic deals, I-deals refer to personalized
Jork arrangements that are negotiated between individual employees and ch:jr
o ganizations (Rousseau, Ho, & Greenberg, 2006). I-deals vary in content and are
heterogeneous arTlong emI.)loyees. l?rf.avious research has shown that the most prev-
Jlent I-deals are aimed at either flexibility in work schedule or developmental oppor-
nities (i.e. training and career development; Hornung, Rousseau, & Glaser, 2008).
These I-deals may protect from age-related resource loss, as flexible work hours
enable recovery from physical strain, whereas developmental opportunities may
help to meet constant learning demands in a context of changing work and tech-
nologies. Because a better person-organization fit is established through I-deals,
people will be able and motivated to be proactive as they have experienced that the
organization is willing to ‘deal’ with their individual needs (Hornung et al., 2008).
I-deals may also be task-related, and include, for example, assignment of different/
more challenging tasks or receiving more responsibility.

It should be noted that there are probably many more age-focused HR practices
that could be implemented, including age management programs, mentoring, and
flexible work hours. The three HR practices discussed here are examples of prac-
tices that are most likely to be effective. Importantly, age-focused HR practices can
energize employees to be proactive, and thus form the important third pillar of a
Proactive motivation model of engaging aging. Moreover, in our model (see Figure 1),
We also propose that HR practices can strengthen the impact of resource loss and
féSources gain on proactive work behaviors. HR practices thus act as r?aoderat.ors
and offer the energy needed to translate “reason to” and “can do” proactive Ay

tion into proactive behavior.

Resource loss and resource gain may also have a combined impact on proac-
five behavior, According to conservation of resources theory (HOb_fOH' HalbeslebeI;,
Neveu, & Westman, 2018), people are motivated to protect their resom;::e:;l; -
“esource investment becomes more important in the face of loss. 'Tl.lus, whe

individuals may use

onted with jypg ' ical abilities,
s el AT edge, skills) to compen-

the' s J
Sat  Bained resources (emotional stability, wisdorm, gy ir selves and their work
e.or deal with the resource loss, and proactively shape their se
Vir, i
*hMent in order to stay engaged at work
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The engaging aging model (Figure 1) proposes that aging employees haye fipa

the ability to be; proactive, and age-focused HR practices like a health behaVior C(?n g
job crafting interventions, and idiosyncratic deals energize employees to 1, i .
so that they can be engaged and perform well. Furthermore, the model py, % "l

Proactive work behaviors

, Ses t
employees may be encouraged to use several behaviors to deal proactively vy, %
. i e-
lated resource change. We discuss three of these behaviors with high Potentig] e Te.
) N . e
to positive outcomes, namely (a) selective optimization with Compensatigy, ( -

N 80
strategies, (b) job crafting, and (c) proactive vitality management (PVM), ()

SOC Strategies. The theory of selective optimization with compensation (Soc; Balte,
1997) proposes that individuals can use three different strategies to SUCcesSqu):
develop over the lifespan, and deal with increasing age. The central proposition s g
selection, optimization and compensation strategies help individuals to optimally
allocate their limited resources. Selection focuses on the choice and prioritizatiop (;f
important goals to pursue in order to deal with resource loss. Optimization meang
that individuals invest additional resources to achieve the selected goals, wheres
compensation entails replacing means that do not contribute to goal attainment with |
more effective means. Research has shown that the use of SOC strategies predicts
outcomes like work ability, engagement, and job performance (e.g., Zacher, Chan,
Bakker, & Demerouti, 2015). For example, an elderly front-line manager may choose
to prioritize becoming a good leader who motivates his followers instead of stayingin
the expert role (selection). In addition, he may participate in leadership training and
read relevant books to reach this goal (optimization). When confronted with setbacks

in the process of becoming an effective leader, he may devote more time to reach this
goal, show self-compassion and model other leaders’ behaviors (Compensation)-

Job crafting. Job crafting was originally defined as “the physical and cognitive chaﬂges'
individuals make in the task or relational boundaries of their work” (WrzesnieWSkl
& Dutton; 2001, p. 179; see also chapter 16). Tims and Bakker (2010) used the -k
approach of job crafting, and defined the concept as self-initiated changes employe®
make in their job demands and job resources to better align the work with their 0WF
abilities and preferences. Job crafting strategies include the crafting of structu:k _
and social job resources (e.g., asking for feedback), increasing job challenges (

3 . _ . ac /s
ing on new tasks), decreasing hindrance job demands (e.g., reducing bureauct Sizr'
g . 1 oasiel’
or optimizing job demands (e.g., changing work processes to make the job € i~
Demerouti & Peeters, 2018). Survey, diary, and intervention studies have shoW?

entb
. . s S qoem
job crafting behaviors predict job resources, personal resources, work engag of

. . job
meaningfulness, and job performance. An aging employee could craft her)

R
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(ecking SUPPOTt in the le.arning of new IT applications (crafting of job
0 gle - unteering to participate in the company’s mentoring program
0 arce ha]]enges)' She could also change the work process or limit
ing ¢ optimizing job demands),

(Cl'a‘(:::iin g emaﬂS (

the time spent

ol lity Management. Both proactive vitality Mmanagement (PVM) and job
proﬂf e Se[f-initiated and goal-oriented behaviors and take place at grass-roots
croft owork However, whereas job crafting mainly focuses on behaviors aimed to
Jevel & o one’s job or work environment, PVM directly focuses on manag-

pes own PhYSical and mental energies to promote optimal functioning at work
ing 0 - employees’ own personal needs and preferences (Op den Kamp, Tims,
accorer ¢ Demerouti, 2018). Individuals may enact PVM by using various micro
I:trateg;"s that help to stay vital or rt.eg.ain .energies. Research has found that PVM is

positiVEIY related to relaxation, cognitive liveliness, work engagement, creativity and

" performannce (Op den Kamp et al., 2018). For aging employees, PVM could mean,

for nstance, t0 regularly exercise, take a walk in the park, or visit a gallery with the
lfinitiated goal to energize and inspire oneself. PVM can be done on a daily basis
and may also take the form of regular micro-breaks with the intention to improve
one’s cognitive resources and be fit for the next work task.

Conclusion

Inthis chapter, we combined the aging and proactivity literature to develop a model
of ‘engaging aging”. Accordingly, personal resources loss with increasing age pro-
vides a reason to be proactive, whereas personal resources gain enables proactivity.
Since age is only weakly related to personal initiative, age-focused HR practices are
needed to energize employees and foster proactive work behaviors, such as (a) selec-
tion, optimization and compensation strategies; (b) job crafting; and (c) proactive
Vitality Management. Employees who use these proactive behaviors can be expected
tostay €ngaged and be productive with increasing age.
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