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Abstract: Knowledge is increasingly important in the contemporary business 

environment that features constant technological and organizational changes. 

Consequently, there is a strong need to develop adequate HRM strategies to 

enable employees to remain able to work efficiently and effectively. Therefore, 

the purpose of this paper is to identify the ways to achieve highest learning 

results of younger versus older workers. To gain the required data, the survey 

questionnaire was sent to three organizations where 103 older employees and 

156 younger employees answered the survey questionnaire. The results of 

multiple linear regression analysis reveal that not only learning motivation 

drivers and perceived self-efficacy impact learning results, but also 

organizational support is sometimes needed because the organizational support 

moderator effect on perceived self-efficacy to learning results was confirmed. 
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1. INTRODUCTION 

Knowledge and knowledge management are increasingly important in 

the contemporary business environment that features constant technological 

and organizational changes (Loretto and White 2006; Spitz-Oener 2006; 

Skirbekk 2008; Gill 2009; Picchio and van Ours 2013). Consequently, there is 

strong need to develop adequate HRM strategies to enable employees to remain 

able to work efficiently and effectively (Picchio and van Ours 2013; Froehlich, 

Beausaert, Segers, and Gerken 2014; Hashim, and Wok 2014; Karpinska, 

Henkens, Schippers, and Wang 2015). All the employees, regardless of their 

age, should participate in learning and development activities (Armstrong-

Stassen and Templer, 2005, Paloniemi, 2006; Pillay, Kelly, and Tones, 2006; 

Billett, Dymock, Johnson, and Martin, 2011; Van Dalen, Henkens, and Wang, 

2014). Consequently, there is a need for ascertaining the ways of supporting the 

learning of older and younger workers alike. Older workers might be needed in 
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times of workforce shrinkage due to current demographic trends. The shortages 

especially pertain specific occupational profiles (Muller-Camen, Croucher, 

Flynn, and Schröder, 2011). 

Although there is a vast body of literature on identifying different 

strategies, especially established to suit the needs of older workers and that 

enable their retention (for example Žnidaršič, 2008; Žnidaršič and Dimovski 

2009; Armstrong-Stassen, and Schlosser, 2011; Plaza, Martín, Martin, and 

Medrano, 2011) still research regarding adequate learning practices that would 

suit the needs of younger versus older workers is lacking (Picchio, and van Ours 

2013; Belloni, and Villosion, 2014). To the best of our knowledge, no study 

exists that would offer specific guidelines regarding adequate HRM strategies 

identifying the importance of strengthening specific drivers that impact the 

learning of younger versus older workers. Chen and Klimoski (2007) stress that 

strong empirical support for drivers that contribute to workers’ learning are 

crucial for ensuring the effectiveness of learning programs. Therefore, the 

purpose of the paper is to identify the pathways to achieving highest learning 

results of younger versus older workers. 

The paper contains five sections. After the brief introduction with the sub-

chapters that deal with theory development and hypotheses, the second section 

presents the methodology, the third, core section presents the results, while the two 

concluding sections end with discussion, conclusion, and recommendations. 

1.1 Perceived self-efficacy  

Bandura (1986) conceptualizes self-efficacy as an ocean of abilities of 

an individual to conduct certain activities. Perceived self-efficacy is one of the 

key personal traits that correlate to perseverance and positive emotions during 

learning because the more one is certain in learning success, the more likely the 

person is successful while learning (Maurer, 2001). Therefore perceived self-

efficacy (which means that an individual feels he/she can learn) also correlates 

to learning motivation (Grossman, and Salas, 2011) and as such it is one of the 

key factors of learning success (Phipps, Prieto, and Ndinguri 2013). Lack of 

confidence in learning abilities might be a great obstacle when learning. HRM 

departments can work on strengthening perceived self-efficacy of the 

employees through given support for learning and recognition for previous 

learning achievements. Also, when an employee learns within a positive 

working climate, her/his learning motivation strengthens (Salas, Tannenbaum, 

Kraiger, and Smith-Jentsch, 2012) and enhances the degree of newly acquired 

knowledge transfer to the workplace (Grossman and Salas, 2011). However, 

researchers (like Marquié, Jourdan-Boddaert, and Huet 2002) report that 

sometimes older individuals underestimate their skills when it comes to certain 

knowledge domain like when talking about computer skills (low perceived self-

efficacy in IKT field) because their beliefs are influenced by sociologically 
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accepted prejudices. However, when an individual does not develop sufficient 

level of perceived self-efficacy, he/she will not put enough effort to achieve the 

learning results or he/she will even not decide to start learning. Therefore, 

management needs to focus on strengthening perceived self-efficacy of the 

employees. The first hypothesis is therefore H1: Perceived self-efficacy is a 

positive predictor of learning results of both groups of workers. 

1.2 Moderator of organizational support 

through perceived self-efficacy 

Based on social support theories, specific organizational contexts (like 

perceived organizational support) impact the achievement of certain organizational 

goals. Organizational support for learning from superiors is of great significance 

when an employee decides to learn (James, McKechine, Swanberg, and Besen, 

2013; Martin, Dymock, Billett, and Johnson, 2014; Stone and Tetrick, 2013; Beck, 

2014; Jeske and Stamov Roßnagel, 2015; Ravichandran, Cichy, Powers, and 

Kirby, 2015) and also support from peers is recommended (Colquitt, LePine, and 

Noe, 2000; Gegenfurtner, and Vauras 2012) to achieve higher learning results. 

HRM departments might enhance learning results through strengthening perceived 

self-efficacy by assuring the support for learning to the trainee from superiors and 

colleagues at work. Chiaburu, Van Dam and Hutchins (2010) proved the 

importance of support in strengthening knowledge transfer to the workplace and 

they also establish the correlation with the workers’ self-esteem and self-efficacy. 

Ng and Sorensen (2008) further conclude that organizational support impacts 

employee satisfaction that in turn results in higher organizational commitment. 

Additionally, Chiaburu, Van Dam and Hutchins (2010) ascertain the evidence of 

organizational support being the antecedent to a positive attitude and consequently 

the predictor of learning result like knowledge transfer to the workplace. 

Extrapolating the above relationships, the present study identifies the 

organizational support moderator effect on perceived self-efficacy to learning 

results. Additionally, there might be much more important organizational support 

for an older group of workers because they are most frequently discriminated 

regarding learning. Employers mostly offer opportunities for learning and training 

to younger workers but not to the older workers because they presume that older 

workers do not want to learn and are unable to learn (Cataldi, Kampelmann, and 

Rycx, 2012) and because the investments in training older workers might have 

lower returns (Karpinska, Henkens, Schippers, and Wang, 2015). Due to the 

consequences of the deeply rooted stereotypes, older workers might need stronger 

support for learning that might strengthen their perceived self-efficacy. The second 

hypothesis is thus H2: Organizational support moderator effect on perceived self-

efficacy is a positive predictor of learning results of both groups of workers while 

it is a stronger predictor for a group of older workers. 
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1.3 Intrinsic learning motivation 

Intrinsic learning motivation is a self-determined motivation that brings 

about enjoyment in the process learning (Noels, Clément, and Pelletier, 2001). 

Adult individuals mostly like learning, so they mostly express relatively high 

emotions of intrinsic learning motivation (Cole, 2012). Therefore, HRM 

departments might strengthen the emotions of intrinsic learning motivation 

simply by offering opportunities to take part in learning and development 

activities (Major, Turner, and Fletcher, 2006; Žnidaršič, 2010). Bal and 

Dorenbosch (2015) ascertain that while aging intrinsic motivation increases. 

However, researchers (Thieme, Brusch, and Büsch, 2015) claim that intrinsic 

learning motivation is positively correlated with learning results. Therefore, the 

third hypothesis is H3: Intrinsic learning motivation is a positive predictor of 

learning results of both groups of workers while there is a stronger predictor for 

an older group of workers. 

1.4 Extrinsic learning motivation 

Osterloh and Frey (2000) conceptualize extrinsic learning motivators as 

the response to external gains received from a different source than learning, 

namely through opportunity for career development from training in the 

coming years (Maurer and Lippstreu 2008; Bertolino, Truxillo, and Fraccaroli, 

2011), and from gaining recognition (Griffin, 2011) or salary raise. Some 

researchers (like Buble, 2000) stress that extrinsic motivation prevents 

dissatisfaction but do not bring about any satisfaction to the individual, 

therefore, he/she might not be highly committed and consequently by the 

opinion of McGraw (1978) extrinsic motivation might bring about lower 

learning results. Bal and Dorenbosch (2015) report that while aging intrinsic 

motivation increases while the importance of extrinsic motivation drivers 

decreases. Therefore, the fourth hypothesis is H4: Extrinsic learning motivation 

is a positive predictor of learning results of both groups of workers while there 

is a stronger predictor of a younger group of workers. 

According to the theory of planned behavior, individuals’ behavior can 

be explained and predicted. Motivation drivers influence individuals’ behavior 

(Ajzen, 1991) and specific motivation drivers can be strengthened through 

specific HRM strategies. 

2. METHODOLOGY 

The empirical analysis was conducted using SPSS package 14.0 for 

identifying the impact of learning motivation, perceived self-efficacy and the 

moderating effect of organizational support for learning that impacts perceived 

self-efficacy on learning results of younger versus older workers. The gain the 

required data, 103 older employees and 156 younger employees from three 
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different organizations answered the survey questionnaire only when they 

completed the education programs. The survey took place in 2015. To gain in 

reliability, the researchers assured the anonymity to the respondents.  

Before the analysis was conducted, the Cronbach’s alphas were 

computed to assess the internal consistency of each composite scale, containing 

several variables that were consequently used in multiple linear regression 

analysis. The multiple linear regression analysis were run to predict learning 

results regarding organizational commitment and professional development of 

younger and older group of workers from perceived self-efficacy, intrinsic 

learning motivation, extrinsic learning motivation, and the moderating effect of 

organizational support through perceived self-efficacy.  

3. RESULTS 

In this section, the results are described of how learning results 

regarding organizational commitment and professional development are 

predicted by the important predictors, namely, perceived self-efficacy intrinsic 

learning motivation, extrinsic learning motivation, and organizational support 

moderator impacting perceived self-efficacy of an individual. 

The Cronbach’s alphas were computed to assess internal consistency of 

the composite scales which needs to be higher than 0.70 (Kline, 2005). The 

intrinsic learning motivation scale was measured with three-item scale (using 

the sample item like “I attended the education program because of my desire 

for knowledge”, α = 0.807 for the group of younger workers and α = 0.705 for 

the group of older workers), also the extrinsic learning motivation scale was 

measured with three-item scale (using the sample item like “I attended the 

education program to get the opportunity for salary raise”, α = 0.821 for the 

group of younger workers and α = 0.868 for the group of older workers), while 

the organizational support scale was measured with four-item scale (using the 

sample item like “My supervisor encourages me to learn”, α = 0.848 for the 

group of younger workers and α = 0.777 for the group of older workers). Based 

on the hypotheses, the multiple linear regression results are shown in the two 

tables below.  

When examining the first set of learning results regarding 

organizational commitment, the multiple linear regression showed that the 

younger workers’ variables statistically significantly predict learning results, 

F(4, 128) = 8.744, p ˂ 0.0005, adjusted R2 = 0.19. The same was for the older 

workers variables statistically significantly predict learning results, F(4, 77) = 

12.978, p ˂ 0.0005, adjusted R2 = 0.372. Intrinsic learning motivation and 

moderator effect of organizational support through perceived self-efficacy 

added statistically significantly to the prediction of organizational commitment 

of both age groups of workers, p ˂ 0.05.  
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Table 1: Summary of multiple regression analysis of learning result regarding organizational 

commitment for the group of younger versus older workers 

 Younger workers Older workers 

B SEβ β B SEβ β 

Intercept  -0.384 0.331  -0.350 0.313  

Self-efficacy 0.052 0.060 0.072 0.084 0.059 0.130 

Intrinsic motivation 0.383 0.084 0.384*** 0.514 0.089 0.537*** 

Extrinsic motivation -0.066 0.083 -0.067 0.014 0.078 0.016 

Support * self-

efficacy 

0.037 0.016 0.192* 0.053 0.017 0.285** 

R2 0.215 0.403 

Adjusted R2 0.190 0.372 

F 8.744 12.978 

Note: * p ˂ 0.05; ** p ˂ 0.01; *** p ˂ 0.005; B = unstandardized regression coefficient;  

SEβ = standard error of the coefficient; β = standardized coefficient  

The regression model of learning result regarding organizational 

commitment confirms that intrinsic motivation and organizational support 

moderator impacting perceived self-efficacy have a statistically significant 

positive relationship with the learning result for both age groups of workers. 

Intrinsic motivation of younger workers was weaker predictor (β = 0.384, p ˂ 

0.0005) as the older workers intrinsic motivation (β = 0.537, p ˂ 0.0005). Also, 

the organizational support moderator was a stronger predictor of older workers 

(β = 0.285, p ˂ 0.01), compared to younger workers (β = 0.192, p ˂ 0.05). 

However, neither the extrinsic motivation nor perceived self-efficacy impact 

learning results (it holds for both age groups of workers). 

When examining the second set of learning results in terms of 

professional development, the multiple regression showed that that the younger 

workers’ variables statistically significantly predict learning results, F(4, 128) 

= 24.940, p ˂ 0.0005, adjusted R2 = 0.42, while the self-efficacy, intrinsic 

learning motivation, and extrinsic learning motivation statistically significantly 

added to the prediction of dependent variable, p ˂ 0.05. The same was for the 

older workers’ variables that statistically significantly predict learning results, 

F(4, 77) = 4.858, p ˂ 0.005, adjusted R2 = 0.16, while perceived self-efficacy 

and extrinsic learning motivation added statistically significantly to the 

prediction, p ˂ 0.05.  
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Table 2: Summary of multiple regression analysis of learning result regarding professional 

development for the group of younger versus older workers 

 Younger workers Older workers 

B SEβ β B SEβ β 

Intercept  -0.560 0.274  -0.825 0.382  

Self-efficacy 0.101 0.050 0.142* 0.147 0.072 0.215* 

Intrinsic motivation 0.371 0.070 0.381*** 0.198 0.108 0.196 

Extrinsic 

motivation 

0.376 0.068 0.389*** 0.294 0.096 0.317** 

Support * self-

efficacy 

0.017 0.013 0.090 0.011 0.020 0.057 

R2 0.438 0.202 

Adjusted R2 0.420 0.160 

F 24.940 4.858 

Note: * p ˂ 0.05; ** p ˂ 0.01; *** p ˂ 0.005; B = unstandardized regression coefficient;  

SEβ = standard error of the coefficient; β = standardized coefficient  

The regression model of learning results regarding professional 

development when it comes to younger workers confirms that perceived self-

efficacy, intrinsic learning motivation, and extrinsic learning motivation have 

a statistically significant positive relationship with the learning results. 

Perceived self-efficacy has relatively weak predictive power (β = 0.142, p ˂ 

0.05), while intrinsic learning motivation (β = 0.381, p ˂ 0.000 and extrinsic 

learning motivation (β = 0.389, p ˂ 0.0005) are relatively strong predictors. 

There was no statistically significant prediction of the organizational support 

moderator through impacting perceived self-efficacy of an individual. To some 

extant different, the regression model of learning results of older workers 

confirms that perceived self-efficacy (β = 0.215, p ˂ 0.05). Extrinsic learning 

motivation (β = 0.317, p ˂ 0.01) have a statistically significant positive 

predictive power of learning results. However, there was, on the contrary to the 

model of younger workers, no statistically significant relations of intrinsic 

learning motivation and like for the younger workers there was also no 

statistically significant relationship of the organizational support moderator and 

learning results of older workers. 

4. DISCUSSION AND CONCLUSION 

The contemporary working environment calls for continuous learning 

and training of all the employees regardless of age (Beaver and Hutchings, 
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2005; Skirbekk 2008; Karpinska, Henkens, Schippers, and Wang 2015). But 

still employers mostly discriminate older workers when it comes to learning 

and training. To overcome prejudices, many authors (De Guzman, Amrad, 

Araullo, and Cheung, 2014; Karpinska, Henkens, Schippers, and Wang, 2015) 

stress the significance of establishing the adequate HRM strategies. Most 

frequently managers assume that the same HRM strategies can be effectively 

utilized when managing older and younger workers alike. However, 

Armstrong-Strassen and Lee (2009) ascertained that HRM departments need to 

focus on identifying the unique HRM strategies that suit the different 

preferences, needs, and attitudes of older versus younger workers.  

In this regard, some results go to the same direction as the conclusion 

of previous studies. Setti, Dordoni, Piccoli, Bellotto, and Argentero (2015) 

reported that intrinsic motivation strengthens while aging while Bal and 

Dorenbosch (2015) add that the importance of intrinsic motivation increases 

while the importance of extrinsic motivation drivers decreases with age. On the 

contrary, some researchers (like Bertolino, Truxillo, and Fraccaroli, 2011) 

share the firm beliefs of most of the employers that older workers are not keen 

on learning. On the contrary, there are opposing conclusions of Gegenfurtner 

and Vauras (2012) who claim that learning motivation even increases in the 

aging processes. However, previous researchers did not go deeper into the 

identifying the unique ways of strengthening specific drivers of older versus 

younger workers to achieve highest learning results.  

Foss (2007) indicated that by establishing adequate HRM strategies, 

specific drivers can enhance learning results. HRM departments might enhance 

learning results through strengthening perceived self-efficacy by assuring the 

support for learning to the trainee from superiors and colleagues at work since 

Chiaburu, Van Dam, and Hutchins (2010) proved the importance of support in 

strengthening knowledge transfer to the workplace. Similarly many authors 

also stressed the importance of intrinsic (like Thieme, Brusch, and Büsch, 2015) 

as well as extrinsic learning motivation, since it prevents the state of 

dissatisfaction (Bertolino, Truxillo, and Fraccaroli, 2011). 

The current study identifies adequate approaches to establishing HRM 

strategies according to the needs of older versus younger workers, especially 

strengthening self-efficacy (when it comes to professional development 

programs). Thus, the first hypothesis was confirmed by the models of both 

groups of workers regarding professional development programs. It is also 

recommended to strengthen intrinsic learning motivation (when it comes to 

learning programs that enhance organizational commitment and also 

professional development programs for younger workers). Thus, the third 

hypothesis was partially confirmed. Also, the extrinsic learning motivation 

drivers (when it comes to professional development programs) need to be 

strengthened. Thus, the fourth hypothesis was confirmed for the professional 
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development programs. There was also confirmed the need to strengthen 

perceived self-efficacy through organizational support for learning for both age 

groups of workers (when it comes to learning programs that enhance 

organizational commitment). Thus, the second hypothesis was confirmed 

regarding the learning programs that enhance organizational commitment. 

Thus, the results of the current study offer a starting point for explaining the 

dispositional influences on workers’ motivation for learning that have the great 

influence on learning results. The paper thus recommends human resource 

managers to overcome the roughly rooted age stereotypes and draw attention 

to dealing with different age groups of workers uniquely according to their 

needs and preferences.  

5. RECOMMENDATIONS 

The results reveal that not only learning motivation and perceived self-

efficacy impact learning results, but organizational support are sometimes 

needed because it strengthens perceived self-efficacy. Therefore adequate 

initiatives are recommended to help increase self-efficacy of workers. The 

current study thus contributes to the theory of training and development and 

also offers a practical recommendation regarding suggesting adequate 

strategies that might enhance learning results. The results might be of great 

significance also in times when retention of older workers is of great 

importance due to shrinkage of the workforce.  
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