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5

The world is facing an unprecedented war for talent and
competencies. Will your company be able to manage this and
survive? Here is what others say:

“The rapidly aging global workforce is considered by many to be
the most significant business and societal trend for the next sev-
eral decades.”

Lorrie Foster, The Conference Board

“Going grey with worry: Ex-communist countries risk growing
old before they become rich.”

‘Demography in Eastern Europe,’
The Economist, May 27, 2006, p. 48

“Dramatic trends are already in motion that will force organiza-
tions to do some major rethinking about their relationships with
their employees.”

Harriet Hankin, The New Workforce: Five Sweeping
Trends that will Shape Your Company’s Future.

“... the problems are bigger than we imagine. We have never had
such an older age mix in the workforce or a generation as large as
the baby boomers preparing to retire.”

Ken Dychtwald, Tamara Erickson &
Robert Morison, Workforce Crisis

“In the developed countries, the dominant factor in the 21st cen-
tury will be the rapid growth in the older population and the
rapid shrinking of the younger generation.”

Peter Drucker
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Prologues

Critical Workforce Solutions for Leaders and Managers

Many countries in the world, including Germany, Japan, the U.S.
and even China, are facing a crisis during the first decade of the
21st century and beyond: the aging of the their populations due
to declining birthrates, longer life-spans of people, the retirement
wave of Baby Boomers now reaching age 60 from 2006 onward,
and the demands of the global economy for creative human re-
sources for innovation.

This crisis impacts several levels, such as social (pension-fund de-
mands, financing escalating social benefits), economic (global
competitiveness increasingly depends on innovation), industry
(rising human resource costs), and enterprise (competition for
talent, preventing loss of key knowledge).

Several publications have recently appeared that alert decision-
makers about the impending crisis and its critical challenges.
This book goes an important step further – it provides ap-
proaches and solutions from business leaders and managers that
are aimed specifically at the aging workforce. It is the first publi-
cation that provides an overview of both challenges and solu-
tions for enterprises, as well as an integrated scorecard tool for
five of the key managerial areas concerning an aging workforce.

The key contribution of this book is its renewed focus on how to
utilize aging employees better and longer in enterprises. The em-
phasis on life-long learning, aging worker-sensitive environ-
ments, new cooperative approaches with trade unions, and
health challenges – mental and emotional – of aging employees,
all point to a new role for human resource management in enter-
prises – one that emphasizes an aging workforce need and re-
quirements. It is important to realize that this is not a choice for
leaders and managers, but an absolute necessity for survival.



8 Prologues

I am pleased to provide this foreword, and I recommend that
managers read the book and apply its advice urgently and wisely.
I congratulate the authors and the Jacobs Center for Life-Long
Learning at International University of Bremen for their initia-
tive. I trust it will stimulate even more guides and tools for lead-
ers and managers designed to help us in addressing the crisis of
workforce aging and its impacts on all levels of society.

Heinrich von Pierer, 
Chairman of the Supervisory Board, Siemens AG

Aging Human Capital and the New Role of HR Management

Demographic changes and globalization are among the most im-
portant challenges of the future. The younger and middle-aged
populations of Western societies decrease, whereas the older pop-
ulation increases in size. One of the main results is a skills short-
age entailing a global ‘war for talents’ in a business world prima-
rily characterized by a concurrent cost, productivity, and quality
pressures.

There is an increasing awareness about the implications of demo-
graphic changes influencing organizational human capital poli-
cies and procedures. Although human capital issues with a short-
and medium-term impact still take precedence over long-term
considerations and strategies, and the immediate pressure in-
duced by the demographic development appears to be compara-
bly low, many organizations start seeking solutions to encounter
the risks and also to benefit from an experienced aging work-
force.

This book addresses challenges as well as solutions based upon
the value-add of an aging human capital in a ‘brave new world of
work’. It meets the need for a multi-dimensional, integrated,
comprehensive, and dynamic approach, incorporating research
results across various disciplines such as business administration,
neuroscience, education, sociology, psychology, and communica-
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tions. The authors emphasize quite clearly that all organizational
activities and initiatives should be closely linked and intertwined
in order to be successful and sustainable.

Soft and hard facts, qualitative and quantitative issues as well as
the most critical fields of activity with regards to an aging work-
force are thoroughly explored, structured, and presented. This
framework helps organizations answer some of the most impor-
tant questions: What are the implications and costs of an aging
workforce? What is the return on investment of any change,
knowledge, health, and human resources management initia-
tives? What is the impact upon leadership and corporate culture?

The overall objective of an organization is to maintain and in-
crease creativity and innovative power, work ability and produc-
tivity in order to keep its competitive edge in a global market
with and not despite an aging workforce. The ability to positively
and proactively anticipate the challenges of the demographic
changes and to use the current age structure of the organization,
the industry, or even the country for productivity, innovation,
and competitive advantage is what we call ‘demographic fitness’.

This complex challenge also needs a newly defined, extended
role of HR service providers, who will have to know much about
the aging workforce’s needs and desires to make their enterprises
fit for global future.

This book will assist you as leaders, managers, and employees to
face and embrace the challenges, to jointly create innovative and
sustainable solutions, and to eventually achieve organizational
demographic fitness today and in the future.

Klaus J. Jacobs, 
Chairman Adecco Group
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16 Introduction

Introduction

Businesses in developed countries worldwide are facing a critical
challenge: managing an aging (and declining) skilled workforce.
Executives today are waking up to the realization that their firms
will encounter a wave of retirements over the next decade as the
‘baby boomers’ of the post-World War II era reach retirement age.
At the other end of the talent pipeline, birthrates have been de-
clining significantly over the past 20 years, with the pool of new
talent shrinking, and the younger workforce is also developing a
different set of work values and expectations than previous gen-
erations. Although these trends are especially evident in devel-
oped, industrialized countries, all countries worldwide are af-
fected – the imminent ‘war for talent’ will also be affecting devel-
oping countries – as they will be facing shortages of skilled work-
ers being drawn to developed countries – while developed coun-
tries will battle to retain a skilled, competitive workforce due to
the large number of retirees.

To manage the aging workforce, leaders must have an accurate
understanding of its current and shifting composition, likely im-
pacts on different types of enterprises – and especially their own
– and the strategic and operational approaches to use to ensure
both innovative capability and effective operations. The main is-
sues necessary to address are new leadership mindsets about the
right business models in an aging society, new concepts in work-
force health management – acquiring, utilizing, retaining, ener-
gizing and rejuvenating knowledge for innovation – and organi-
zational learning, changing physical work environments, new
ways of managing human resources, and new techniques to mea-
sure performance of an aging workforce.

Managing the Aging Workforce provides these new concepts and
practical managerial approaches in four parts:

• Part I (Chapters 1 and 2) provides an understanding of the 
critical challenges of an aging society for an enterprise’s 
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workforce, and indicates how demographic trends will 
impact particular economies, industries and organizations. 
Questions such as why these challenges are crucial right now, 
and if these challenges can be managed, are addressed. 
Although the focus is on enterprises, the impacts for indus-
tries and economies are also indicated.

• Part II (Chapters 3 and 4) traces the nature of the changing 
value of workers for the 21st century enterprise, states the 
necessity for clear objectives in critical managerial areas, and 
presents the concept of a workforce scorecard tool – the 5V-
framework (five critical aging workforce arenas) to manage 
(enable, guide and measure) both creativity and productivity 
of an enterprise’s aging workforce.

• Part III consists of five chapters (Chapters 5 to 9), providing 
guidelines and approaches for each of five critical aging work-
force arenas: mindset-changing approaches concerning an 
aging workforce in global demand and supply chains; knowl-
edge management and organizational learning approaches; 
new health management approaches; new physical work 
environment approaches; and new human resource manage-
ment approaches for the aging workforce. In chapters 5 and 
6, particular misconceptions and myths of the aging work-
force are highlighted and dispelled, and a practical knowl-
edge management model for an aging workforce is proposed, 
with recommendations how to retain and even recover criti-
cal knowledge, and how to transfer tacit knowledge and ‘deep 
smarts’ of an aging workforce. Chapter 7 emphasizes that 
health is more than just a physical issue, and that it includes 
mental and emotional health. Integrated health management 
approaches for an aging workforce are proposed. In chapter 8 
the right work environment platforms, processes and mea-
sures for an aging workforce are highlighted, and in chapter 9 
appropriate human resources approaches and strategies for an 
aging workforce are outlined.

• Part IV provides (in Chapter 10) the integrated 5V-Scorecard 
for managing the aging workforce, and outlines the key inte-
grated requirements for sustainably implementing and guid-
ing the management of an enterprise’s aging workforce. The 
dynamics of utilizing the 5V-Scorecard as an integrated sys-
tem are illustrated.
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Some of the facts outlined in this book may appear in more than
one chapter. This is due to the fact that the aspects of managing
the aging workforce are tied up among each other, and each of
the chapters shall be readable on its own.

This is a solutions-oriented book with the purpose to assist 21st

century enterprises in dealing with one of the most pressing
management problems of the immediate coming years: how to
sustain an enterprise in being continually innovative, effective
and efficient in the coming ‘war for talent’. The world is facing
an unprecedented brain drain and those enterprise leaders
adroitly managing the aging workforce – in their organizations
and value chains – will emerge as the winners of the future.

This book became a reality due to stimulating ideas, comprehen-
sive research, and intensive networking among many people.
These include managers and executives in many enterprises, col-
leagues at International University Bremen, Harvard Business
School, MIT Sloan Management School, and Stellenbosch Uni-
versity, as well as our students and research fellows. We are ex-
traordinarily thankful that we have been able to work in the in-
terdisciplinary context of the Jacobs Center for Lifelong Learning
and Institutional Development (JCLL) at the International Uni-
versity Bremen (IUB), Sven Voelpel as the centre’s Professor of
Business Administration and Marius Leibold during his visits be-
yond the intensive virtual contacts.

The JCLL enabled us to address the topic of an aging workforce
from a wider integrated perspective rooted in basic research of
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1 Critical Challenges of the 
Aging Workforce for Enterprise 
Sustainability and Survival

How Big and Serious are the Challenges 
of an Aging Workforce?

Brainpower, human competencies and physical energies are the
very air that businesses breathe in the knowledge-networked glo-
bal innovation economy of the early 21st century. In today’s
world, innovation capability and sustainable human endeavor
are the essence of competitive survival and corporate sustainabil-
ity. This is well realized by most enterprises, but what is surpris-
ingly little appreciated is the looming impact of the aging work-
force in the developed world on their sustained competitiveness
and the growing of shareholder value.

The developed world’s workforce – the key source for innovation
and effective competencies – is shrinking at a frightening rate.
Consider the evidence in a number of countries: in the United
States, labor shortfalls of 5 to 10 million workers are expected in
the next ten years1 (see Figure 1.1); while a shortage of nearly
one million workers in Canada is predicted over the next 20
years.2 In the European Union (EU), populations are already de-
creasing in major countries, including Germany, France, Italy
and Austria – and an influx of about one million immigrants a

Key Issues of this Chapter

• How big and serious are these challenges?

• Why are they critical right now?

• What companies are responding to the challenges?

• Can the challenges be managed?

• What are the solutions for my company?
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year into the EU is considered necessary to make up the shortfall
in workers.3 In Asia, Japan’s birthrate continues to fall, with the
number of workers of ages 35 to 44 predicted to shrink by 10% as
early as 2010, while in China the similar type of workers is ex-
pected to shrink in number by 8% by 2010.4

The seriousness of this challenge is mirrored in the simple fact
that by 2010, the number of 35 to 44 year olds that are normally
expected to move into senior management ranks, will not grow
but significantly decline – by 19% in the U.S., 27% in Germany,
19% in the U.K., 9% in Italy, and respectively 10% and 8% in Ja-
pan and China. Conversely, the number of aging workers will in-
crease substantially, e.g. in the U.S. the workers aged 45 to 54 will
grow by 21%, and the number of 55 to 64 year olds will grow by
a whopping 52%.5

As a result of these dramatic demographic changes, global com-
petition for skilled workers and creative talent is gradually in-
creasing. Many countries and companies are starting to recognize
the changing value of their aging workers, and the critical impor-
tance to retain, nurture and rejuvenate the value-adding contri-
butions of the aging workforce. Some observers call it the ‘com-

Figure 1.1
How labor demand will outstrip supply up to 2030 
(Source: Employment Policy Foundation analysis and projections of 
Census/BLS and BEA data, American Workplace Report 2002)
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