
Prof. Dr. Jürgen Deller, Leuphana Universität Lüneburg, deller@uni.leuphana.de

The Later Life Workplace Index (LLWI) –
The Basis for Holistic Human Resources 
Management to Shape Demographic Change

EUROPEAN INSTITUTE OF PUBLIC ADMINISTRATION (EIPA), MANAGING THE DEMOGRAPHIC CHANGE AND DIVERSITY – INTERGENERATIONAL MANAGEMENT INSIDE PUBLIC ADMINISTRATIONS
JANUARY 28, 2021



1 20
21

01
28

 L
at

er
 L

ife
 W

or
kp

la
ce

 In
de

x 
–

Pr
es

en
ta

tio
n 

EI
PA

.p
pt

x

Demographic change is happening worldwide
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Demographic change requires the successful employment of older
workforces: Three levels of relevance

Which legal 
framework conditions

are necessary?

Politics

Can and do I intend to
work when I am older? 

How can motivation and
performance be

maintained?

Organisation

Older
employees
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What is important at the organisational level? 
Previous research has focused on individual aspects

Organisation

Health
management

Personnel development / 
lifelong learning

Ergonomic work designAge-appropriate
organisational climate

Etc.

... 
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Peter Drucker (1909 – 2005)

In order to make concrete
working conditions and HR 

practices understandable, we
have developed the Later Life 

Workplace Index (LLWI) 

If you can’t measure it,
you can’t improve it.
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Multidimensional analysis of 
organisational practices in 
dealing with ageing 
workforces

Understanding the set of 
organisational practices 
beneficial for making an 
ageing work staff 'work'

Enabling organisations to 
• self-assess their own 

capabilities regarding 
employment of an ageing  
workforce

• identify best-practices
• deriving recommendations in 

order to maintain productivity, 
health, and motivation of 
older employees 

• benchmark with peers

For Research For Practice

What does an organisation look like that successfully 
employs older workers?
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Qualitative 
assessment

Item 
development

Scale 
validation

Application in 
organisational

settings

LLWI in other 
languages

The development of the Later Life Workplace Index started 
with qualitative research and has been operationalized and 
validated by multiple studies
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Two qualitative datasets on age-friendly organisational practices

Semi-structured self-assessment by 61 
companies applying for the "Age Smart 
Employer Award"

Employees M = 7820, SD = 28,900
Range from 4 to 200,000

Sectors 72% B2C, 18% B2B, 10% B2BC

Characteristics 44% family owned
36% non-profit

Industries Food (23%), Healthcare (18%), 
Social Service (15%), Service 

(13%)
Manufacturing (13%), 

Entertainment (7%), Education (7%), Retail (5%)

Language English

U.S. dataset

27 semi-structured, transcribed, and content 
analyzed telephone interviews:

Participants German HR and business 
managers,

employees in retirement age,
scientists, politicians

Gender Male 74.1 %
Women 25.9 %

Age M = 52.7 years; SD = 10.6 years
Range from 35 to 83 years

Professional M = 2844 years; SD = 11.4 years
experience Range from 7 to 59 years

Language German

German dataset (Wöhrmann et al., 
2018)
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The qualitative assessment revealed nine domains of  
organisational practices for the ageing workforce

Health 
management

Knowledge 
management

Individual 
development

Age-friendly 
organisational

climate
Work designAge-friendly 

leadership

Transition to 
retirement

Health and 
retirement 
coverage

Continued 
employment
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Each of the nine domains is further detailed by 2-4 indicators

LEADERSHIP 1. Appreciation
2. Responsiveness to individuality

ORGANISATIONAL
CLIMATE

1. Equality of opportunity
2. Positive image of age
3. Open and target group-oriented communication

WORK 
DESIGN

1.Flexible 
work time 

arrangements
2.Flexible 

workplaces
3.Work according 

to capabilities
4.Ergonomic 

working conditions

HEALTH 
MANAGEMENT

1.Availability of 
physical exercise 

and nutrition 
opportunities
2.Workplace 

medical treatment
3.Health promotion

INDIVIDUAL 
DEVELOPMENT

1.Continuous 
development 

planning
2.Appropriate 
solutions for 
training and 
development
3.Enabling 

development 
steps and job 

changes

KNOWLEDGE 
MANAGEMENT

1.Institutionalized 
knowledge 

transfer
2.Inter-

generational 
collaboration

TRANSITION TO 
RETIREMENT

1.Timely transition 
planning

2.Phased retirement 
& individualized 

transition solutions
3.Counseling for 

retirement life 
preparation

4.Continuous in-
clusion and main-

taining contact

CONTINUED 
EMPLOYMENT

1.Individualized 
employment 

options
2.(Re-)hiring of 

older employees

HEALTH & 
RETIREMENT 
COVERAGE

1.Retirement savings 
and pensions

2.Insurances and 
financial 

emergency 
support

Source: Wöhrmann, Deller & Pundt (2018); Wilckens, Wöhrmann, Adams, Deller, Finkelstein (2020)
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Individual
development

Appropriate solutions for training and development
The organisation should provide further training and education aligned with 
the individual employee's professional, educational, and life experience as 
well as with organisational goals. 
Further, training content and methods should be targeted towards specific 
groups. 

Enabling development steps and job changes
Modifications to an employee’s current position, function or job should be 
made possible to reflect the specific competencies and development 
interests of an individual. 
For example, this could be achieved by increasing job responsibilities, 
inclusion into other projects, or a horizontal or vertical change of position, 
which could also mean an additional apprenticeship or a new job within a 
different department. 

Continuous development planning
Planning for each individual employee’s future should be done on an 
ongoing basis at all ages and stages of the work life. 
This could be done through individual meetings between managers and 
employees and by providing professional workshops that allow for self-
reflection on abilities, competencies, and goals.

1

2

3
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Phased retirement and individualized transition solutions
Generic solutions for the transition into retirement should be tailored according to 
employees’ individual needs. Flexibility and imagination should be present when 
designing the employee’s individual transition into retirement. 
Phased retirement through a gradual reduction of working time should be offered 
companywide. Phased retirement can take place over a shorter or longer period 
of time, depending on needs.

Counseling for retirement life preparation
Organisations should support their employees in preparing mentally for the life 
change of retirement by providing advising and counseling. Employees should 
be motivated to actively design their retirement life prior to transition. 

Continuous inclusion and maintaining contact
Tools should be in place to maintain contact with employees even after their 
retirement and to help them stay engaged as part of the organisation. This could 
be facilitated through an active management of relationships by means of an 
alumni network, invitations to organisational events or by allowing for voluntary 
work.

Timely transition planning: 
Managers should talk with employees about their personal plans for entering the 
retirement stage, including a succession plan. 
Potential transition scenarios should be actively discussed to find individual 
solutions, for example, through annual employee interviews.

1

2

3

4

Transition to 
retirement
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Qualitative 
assessment

Item 
development

Scale 
validation

Application in 
organisational

settings

LLWI in other 
languages

Item development of the Later Life Workplace Index
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# indicators # items Sample items

Age-friendly
organisational climate 3 10 In our organisation, regardless of age, all employees have the same opportunities.

In our organisation there is a positive attitude towards older employees.
Age-friendly
leadership 1 6 Managers of our organisation sincerely support their employees in their professional 

and personal development.

Work design 4 14 In our organisation job rotation (regular change of responsibilities) is provided in 
case of monotonous routines or high physical strain at the workplace.

Health management 3 9 In our organisation employees regularly receive medical check-ups (e.g., 
vaccinations, stress tests, …).

Individual 
development 1 8 In our organisation development prospects and qualification requirements are 

identified for employees, regardless of age.

Knowledge management 2 7 In our organisation employees pass on their knowledge to colleagues of other 
generations (younger or older).

Transition to retirement 4 14 In our organisation managers take time to plan the transition to retirement for 
individual employees. 

Continued Employment 2 7 In our organisation employment opportunities for people in retirement age are 
clearly defined and structured (e.g., by integration into strategic workforce planning).

Health & retirement 
coverage 2 5 Our organisation offers employees comprehensive opportunities to save money for 

their retirement.

The measures are operationalized by 80 items in total

2

3

4

5

6

7

8

9

1
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Qualitative 
assessment

Item 
development

Scale 
validation

Application in 
organisational

settings

LLWI in other 
languages

Scale validation of the Later Life Workplace Index
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Overall, this first version of the Later Life Work Index shows sufficient 
reliability, validity, and efficiency regarding length and content coverage

Convergent validity

Criterion validity

Reliability

The index domains convert with existing unidimensional measures for age-diversity 
climate and HR practices. However, differing correlation pattern support the 
necessity to distinguish the index domains

While effects on the perceived health status are limited, indexed practices show 
significant correlations with e.g. stress level, work engagement, and the intention to 
continue work beyond the official retirement age 

Reliability is above .77 for all indicators, despite broadness of the overall index 
construct and limited items per indicator

Organisational level outcomes

Discriminant validity The index is sufficiently independent from affect 

Factor structure and 
construct validity Cross-validated CFA supports the nine-factor structure with the underlying indicators

Organisational effect have not yet been proven, 
but this is planned for end of this year

Items Each indicator is operationalized by 2 to 8 items, 
resulting in a comprehensive and efficient measure
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Qualitative 
assessment

Item 
development

Scale 
validation

Application in 
organisational

settings

LLWI in other 
languages

Application of the Later Life Workplace Index in organisations
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More than 90 organisations have participated in the LLWI study

Organisation size Field

no information

Trade

Public services

Services

50,000 and more

5,000 to under 50,000

500 to under 5,000

250 to under 500

100 to under 250

50 to under 100

30 to under 50

10 to under 30

0 5 10 15 20

no information

Industry

33

28

16

5
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Results so far show positive effects
on a number of relevant work outcomes

Later Life 
Workplace

Index

Perceived health

Perceived work ability

Stress at work (threat)

Intention to work in retirement

Work engagement

Person – job fit
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We benchmark participating organisations with peers and provide 
detailed feedback to support organisational change

Age-friendly 
organisational

climate
Age-friendly 
leadership Work design Health 

management
Individual 

development
Knowledge 

management
Transition to 
retirement

Continued 
employment

Health and 
retirement 
coverage
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LLWI ratings by HR, executives, and older employees

Age-friendly 
organisational

climate
Age-friendly 
leadership Work design Health 

management
Individual 

development
Knowledge 

management
Transition to 
retirement

Continued 
employment

Health and 
retirement 
coverage
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Qualitative 
assessment

Item 
development

Scale 
validation

Application in 
organisational

settings

LLWI in other 
languages

Later Life Workplace Index: A global perspective
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We are actively working with partners around the world to validate 
the LLWI in other countries
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Sample LLWI items in Portuguese 
(Prof. Dr. Eduardo André da Silva Oliveira, University of Porto)
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The Later Life Workplace Index (LLWI) and ISO 23617
Ageing societies – Guidelines for an age-inclusive workforce



Thank you for 
your attention!
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Contact

Prof. Dr. Jürgen Deller
E-mail: deller@uni.leuphana.de
Phone: +49 4131 677 1857
Twitter: @LaterLifeWork

www.later-life-workplace-index.org

http://www.later-life-workplace-index.org/
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Your contact partners

Leuphana Universität 
Lüneburg

wilckens@leuphana.de

Federal Institute for
Occupational Safety and
Health (BAuA), Dortmund, 
Germany

Woehrmann.AnneMarit@
baua.bund.de

Leuphana Universität 
Lüneburg

Silver Workers Research 
Institute Berlin

deller@uni.leuphana.de

Max Wilckens Dr. Anne WöhrmannProf. Dr. Jürgen Deller

Contact

Partner

Julia Finsel
Leuphana Universität 
Lüneburg

finsel@leuphana.de
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