
"Stay skilled old boy" 
Skills shortage, Motivation and ‘Pretirement’ 
  
Jos Sanders 
Wellbeing@Work, Amsterdam, 31-05-2016 
 
 



Motivation Mismatch leads to Skills Shortages and 
vice versa 
 

Early retirement is directly related to ‘motivation 
mismatch’ in terms of ‘engagement’ and 
‘developmental proactivity’  
 

ER is, however, not directly related to ‘perceived 
skills shortage’ 
 

Monitor perceived skills shortage closely, becasue 
skills problems cause motivation problems and vice 
versa, starting a vicious downward spiral of deskilling 
towards early retirement… 
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Take Home 
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‘Motivation 
Mismatch’ 

Perceived Skills 
Shortage 

Early 
Retirement 

H4: ns 

H1: + 

H3: + 

H2: + 

Presenter
Presentation Notes
We also estimated the full model for pretirement, which gives approximately the same results as the separate models that we estimated for PR with MR and SS.
DP - .33***
WE - .12*
APP - ns
SS - ns



The slightly longer version:  
 
Context: Ageing NL workforce 
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Presenter
Presentation Notes
Companies increasingly confronted with older workers who want or need to extend their working lives
If companies want to facilitate this extension, they need to facilitate healthy, productive and meaningful working lives

Human capital (self) maintenance is key

Present study is part of larger multistakeholder project
Aim: find effective ways for employees to sustain employability



Context; (rapidly) aging workforce 

• More older workers who want/need to extend their 
working lives 
 

• If companies want to faciltate them, they need to 
facilitate healthy, productive and meaningful 
working lives (sustainable employability) 

 
• Skilled = Productive & Employable 

 
• What are effective ways for employees to 

sustain their employability (stay skilled) 
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Presenter
Presentation Notes
Companies increasingly are confronted with older workers who want or need to extend their working lives
If companies want to facilitate this extension, they need to facilitate healthy, productive and meaningful working lives

Human capital (self) maintenance is key

Present study is part of larger multistakeholder project
Aim: find effective ways for employees to sustain employability



Theoretical background:  
 
Self (re)Matching Skills 

• Job Matching Theory (Jovanovic, 1979):  

 Skills Match ▲  Productivity ▲ 

 

• Theory of Planned Behavior (Ajzen, 1991):  

 Rematch intentions or ‘motivation’ ▲  

 Rematch behavior or ‘training etc.’▲   

 Skills Match 
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Presenter
Presentation Notes
@Jos: waar staat S-V ookalweer voor? (supplies – values)
 Waar staat S-V ookalweer voor? (supplies – values), wat wil iemand in zijn baan terugvinden en wat vindt ie erin terug.

@Jos: gezo eruit gelicht want als ik het onder skills zet snapt dit publiek dat niet 



The Process of (Self) reMatching 
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Skills Productive 

Skills Shortage 

Skills Surplus 
Demand 

Supply 

Technological, organisational, economical etc… DYNAMICS  
Shifting Skills Demands  Mismatch 

Health, development, work redesign, mobility… DYNAMICS  
Supply reMatches Demands  Match 



This study 

Central question:  
 
Are motivation mismatches related to skills mismatches, and vice 
versa, and does this harm older workers’ sustainable employability? 
 
Hypotheses: 
H1. Motivation mismatch causes perceived skills shortages.  
 
H2. Perceived skills shortages cause motivation mismatch 
 
H3. Motivation mismatch causes early retirement 
 
H4. Skills shortages causes early retirement 
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‘Motivation 
Mismatch’ 

Perceived Skills 
Shortage 

Early 
retirement 

H4: + 

H1: + 

H3: + 

H2: + 



Data & procedure 
• Study on Transitions in Employment, Ability and Motivation (STREAM): 

four waves of data gathered between 2010 and 2013 
• 4-year prospective cohort study: 15,118 persons aged 45-64 years 

• Panel data on 12,000 employees aged 45-64 in the Netherlands 
• Selection – 5,012 employees aged 50-64 at baseline in first 3 waves 
• Design  

    T1 (2010)            T2 (2011)            T3 (2012) 
             MM, SS  x 
             MM, SS                      x 
             ER      x 

 
• Bivariate analyses (correlates) 

 
• Multiple linear and logistic regression models on Motivation Mismatch,  

Skills Shortage and Early Retirement 
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Presenter
Presentation Notes
Selectie: participation T1, T2 and T3, employee, not changed employer and 50 years or older.



Measurements 
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Dependents:  
Motivation Mismatch (MM T2)  1) Less developmental proactivity   
(cf. Sanders et al. 2013)  2) Work disengagement and 
    3) No Appreciation 
Skills Shortage (SS T2)  “I lack new skills and knowledge
    that have become important due to 
    changes in work” (5 point scale – 
    totally disagree – totally agree) 
Early Retirement (ER T3)  Actual early retirement 
 
Explanatory (T1): MM (T1) and SS (T1) 
 
Covariates (T1):  Age, gender, education, sector of industry, company 
size and baseline (T1) value of outcome measure MM, SS & ER.  
 

Presenter
Presentation Notes
MR is a multi-dimensional concept, measured by three, maybe four constructs:
Developmental proactivity (4 items, 1 totally agree, 5 totally disagree – alpha .80), example item (“In my work I always try to learn new things”), source: M. van Veldhoven M & L. Dorenbosch L. Age, proactivity and career development. Career Development International 2008; 13(2):112-131. 
Work Engagement (6 items, 1 never – 6 always – alpha .83), example item (“When I work, I feel fit and strong”), source UBES/UWES Schaufeli W, Bakker A. UBES. Utrecht Bevlogenheidschaal. 2003. Sectie Psychologie van Arbeid, Gedrag en Organisatie. Universiteit Utrecht.
En Schaufeli WB, Salanova M, Gonzalez-Roma V, Bakker AB. The measurement of engagement and burnout: A two sample confirmatory factor analytical approach. Journal of Happiness Studies 2001; 3(71):92.
Perceived appreciation. (1 item, 1 Not at all – 4 Very strong).
Skills Shortages (Self reported) – (1 item, 1 totally disagree – 5 totally agree)
Pretirement – actual status at T3 early retirement.



Results (Bivariates – Path Analysis) 
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MM = 
DP    EN   APP 

SS 

ER 

ns 

DP: + .07 
EN: + .04 
APP: + ns (.02; p = .06) 

.06 

.17 

.12 

.05 .17 .11 

Presenter
Presentation Notes
Hoge scores op MR (i.e. lage scores op PD, EN en APP) hangen inderdaad samen met hoge scores op SS. Motivatieblokkades leiden dus tot kwalificatieblokkades.
Leiden Kwalificatieblokkades echter ook tot Motivatieblokkades? <klik>
Dat doen ze. Relaties zijn vergelijkbaar. Ergo there seems to be a significant reciprocal relationship between the experience of skills and motivational mismatches.
There are also positive relationships between MR and pretirement, although these are rather weak. 
There is no relationship between skills mismatch and pretirement.




Results H1: Motivation Mismatch  Skills Shortage 

Multivariate linear regression analyses 
adjusted for age, gender, education, 
sector, company size, baseline value 
of outcome measure.  
 
* p<0.05 
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Motivation Mismatch (T2: 2012) 
DA 
B 

WE 
B 

APP 
B 

Skills Shortages (T1: 2010) n.s. - .04* - .04* 

Results H2: Skills Shortage  Motivation Mismatch 

Motivation Mismatch (T1: 2010) 
DA 
B 

WE 
B 

APP 
B 

Skills Shortages (T2: 2012) n.s. - .06* n.s. 

Presenter
Presentation Notes
Results of our multivariate estimations show that:
DP has no direct effect on skills shortages experienced or vice versa. This is somewhat of a surprise since one would expect employees who are not into learning experience more skills shortages, and one would expect employees who experience skills shortages to be more into learning those skills that they lack. Among older workers (50+) this appears to not be the case.
More engagement leads to less skills shortages and More skills shortages leads to less engagement. 
Feeling appreciated has no effect on experiencing skills shortages. Experiencing skills shortages does, however, slightly increase the feeling of being appreciated.




Results H3: Motivation Mismatch  Early Retirement 
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Results H4: Skills Shortage  Early Retirement 

Early Retirement  
(T3: 2012) 

Skills Shortages (T1: 2010) 
 

n.s. 

Motivation Mismatch (T1: 2010) 
DA 
B 

WE 
B 

APP 
B 

Early Retirement  
(T3: 2012) 

- .02* - .01* n.s. 

Multivariate linear regression analyses 
adjusted for age, gender, education, 
sector, company size, baseline value 
of outcome measure.  
 
* p<0.05 

Presenter
Presentation Notes
On our third and fourth hypothesis we conclude that:
H3: Older workers who are mentally retired are more likely to retire early, although being appreciated or not has no role and other effects are very small. 
H4: Older workers who experience skills shortages, do not appear to be more likely to retire early than older workers who do not experience these shortages. H4 is rejected.
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‘Motivation 
Mismatch’ 

Skills Shortage 

Early 
Retirement 

H4: ns 

H1: + 

H3: + 

H2: + 

Results 

Presenter
Presentation Notes
We also estimated the full model for pretirement, which gives approximately the same results as the separate models that we estimated for PR with MR and SS.
DP - .33***
WE - .12*
APP - ns
SS - ns



Motivation Mismatch leads to Skills Shortages and 
vice versa 
 

Early retirement is directly related to ‘motivation 
mismatch’ in terms of ‘engagement’ and 
‘developmental proactivity’  
 

ER is, however, not directly related to ‘perceived 
skills shortage’ 
 

Monitor perceived skills shortage closely, becasue 
skills problems cause motivation problems and vice 
versa, starting a vicious downward spiral of deskilling 
towards early retirement… 
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Take Home 



Effects small, but significant and baseline adjusted 
• More research needed to establish robustness 
 

Voluntary or involuntary early retirement? 
• Perceived skills shortages may lead to voluntary 

early retirement as a worker’s choice 
(motivation), but it may also lead to involuntary 
job loss as an employer’s choice? 

 
 Interventions? 

• Turn motivation mismatch around?  
• Promissing results for feedback, appreciative 

inquiry, self-management and mindmaps 
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Further research 
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Presenter
Presentation Notes
4 projecten lopen, 2 staan op stapel.
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Thank you…  
 

Wellbeing@Workers 
 
 

Jos.sanders@tno.nl 
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