Capitalizing on
the Extended
Horizon

Strategic imperatives for
age-inclusive workforce
management in an era of
demographic acceleration.




Organizations are competing with
one hand tied behind their backs
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Despite facing persistent talent shortages, organizations systematically undervalue experienced
professionals. Critical thinking and problem-solving—areas where experienced workers
demonstrably excel—are increasingly essential for Al-integrated environments.
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Structural labor force transformation
Is neither temporary nor reversible
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2021: 27.71% of total Projected
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Brazil is aging faster than most developed nations did during their own demographic transitions.
By 2032, global projections indicate adults 65+ will account for 57% of all labor force growth.
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Strategic inertia persists despite demographic acceleration

Strategic Disconnect Funnel

95% implement general
employee attraction initiatives.

52% implement general ——e===
diversity initiatives.

/— Only 4% report implementing
specific policies and practices
targeting professionals 50+.

This 4% readiness figure represents
Based on Lima and Amorim'’s (2025) analysis of the 2020 FIA absolutely no improvement from the
Employee Experience survey of Brazil's Top 100 Employers. 3.3% documented five years earlier.
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The retention economics of
extended working lives

—e Constrained recruitment pipelines The Retu n
in a shrinking labor pool.

The Costs Of —e Foregone productivity and lost
Exclusion

on Inclusion

institutional memory.

—e Heightened error rates during
poor knowledge transfers.

—e Diminishing consumer
market alignment. —e Tenure Multiplier: Median tenure for workers

aged 55-64 is 9.6 years, compared to just 2.7
years for those 25-34.

—e Reduced Acquisition Cost: Longer tenure slashes
per-worker talent acquisition costs and flattens
organizational learning curves.

—e |[nnovation: Age-diverse teams with supportive
infrastructure demonstrate superior problem-
solving and market alignment.
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Demographic shifts demand strategic recalibration,
not incremental adjustment

20th Century Model 21st Century Model
Career Arc Steep early investment, peak productivity Sustained capability utilization across a

in middle years, rapid disengagement. 50-60 year multi-stage flowing horizon.
Training Front-loaded education with minimal Lifetime continuous learning and
Approach late-career updating. reciprocal intergenerational mentoring.
Value One-size-fits-all standard benefits Lifecycle-adapted, highly customizable
Proposition packages. benefits for changing career chapters.
Succession Pushing older workers out to make room Multi-horizon planning, lateral mobility,
Planning for “ready now" junior talent. and emeritus knowledge-transfer roles.
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The three conceptual streams of age-inclusive workforce strategy

Capability Utilization

Deliberately leveraging the
accumulated knowledge,
nuanced judgment, and
extensive professional
networks that older
workers uniquely provide.

Age Diversity

Generating innovation and
superior problem-solving
through the heterogeneous
perspectives that result
from mixing cohorts,
rather than isolating them.

Lifecycle Adaptation

Re-engineering HR
systems to recognize that
worker needs, motivations,
and capabilities syst-
stematically evolve across
a 50-year career span.

Age inclusion represents deliberate organizational systems designed to
maximize contribution, rather than mere compliance or non-discrimination.
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The evidence-based playbook for the
21st-century organization

Organizations successfully capitalizing on extended working lives implement
deliberate interventions across these five domains. The following data details
measurable impacts from organizations that have deployed these strategies at scale.
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Play 1: Schedule Autonomy & Flexibility

Core Insight: Flexibility consistently emerges as the most valued organizational practice
among older workers, directly predicting retention.

Evidence Case: Banco Bradesco

 Implemented comprehensive schedule modifications for
employees over 50.

» Result: 90% retention rate for participating employees over two
years (vs. 73% for non-participants).

Results- Compressed
Oriented VSork

Environments Weeks

Job
SHE]

Phased
Retirement

» The Economics:

Cost of flexibility provision
43% — Cost of replacement hiring Substaptlal
net savings.

Seasonal
Engagement

Remote/Hybrid
Options
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Play 2: Targeted & Reciprocal Training

- ing institutional knowled -

. nior: Transferring ins : ge, specialj :

genior 10 Ju ient relationship dynamics, and professionga] ngfwtgrckhmca/
S.

Knowledge Bridge

Senior Talent Junior Talent

Junior to senj fluency;
A enior: Transferring updated software
digital Collaboration tools, and emerging technical standards:

Evidence Case: Siemens Brazil

- Deployed 6-month intergenerational pairing (‘Knowledge Bridges’) emphasizing applied, psychologically safe peer learning.
- Result (Seniors): 87% reported increased comfort with new technologies.
- Result (Juniors): 94% reported accelerated competency development in core operations.
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Play 3: Multigenerational Leadership

Development

Not That (Stereotype-Driven)

e Asking: “When are you planning to
retire?”

e Assuming: “Do you need help with
that technology?”

 Believing older workers lack drive
for challenging new assignments.

Do This (Intelligence-Driven)

o Asking: “What drives your career in this -h '
next chapter?”

» Conducting individualized motivation
assessments rather than making

generalized cohort assumptions.

» Recalibrating performance management _r_-_—}
to highly value stakeholder navigation and
judgment alongside execution speed.

Evidence Case: Natura

» Mandatory “Ageless Leadership” training combining generational awareness with individual assessment frameworks.
» Result: Employee engagement scores among workers over 50 increased by 11 percentage points.
» Impact: Reported age discrimination incidents dropped by 34% within six months.
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Play 4: Lifecycle-Adapted Benefits

Growth Track: Emphasizes professional development funding and ongoing learning accounts.
Balance Track: Prioritizes flexible work arrangements, enhanced health coverage, and caregiving support.

Transition Track: Focuses on retirement preparation, phased transitions, and financial planning counseling.

Evidence Case: Embraer

» Replaced standard benefits for 45+ technical workforce with this “Career Chapters” framework.

 Result: 67% of employees selected options different from the standard package (29% specifically chose the Transition track).
» Impact: Unplanned retirements of critical technical staff dropped by 16% due to individualized planning.
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Play 5: Unbiased Recruitment & Selection
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y and competencies 7

Skills-Based
Competency Profile

Age-blind initial screening redacting
age-proxy data.

Skills-based assessments emphasizing
demonstrated capabilities.

—

Expanded sourcing via professional
associations and alumni networks.

Mandatory age diversity on interview
panels.

Evidence Case: Telefonica Brasil (Vivo)

» Age-blind screening + mandatory 45+ interviewer on panels.
* Result: Hires over 45 increased from 7% to 23%.

* Impact: Customer satisfaction (CSAT) improved by 8 points due to better alignment with customer base.
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Scaling from isolated policies to systemic
cultural infrastructure

Pillar 1: Strategic Workforce Pillar 2: Continuous Learning
Planning Infrastructure

Retirement risk projection modeling, Vested lifetime learning accounts,
systematic knowledge harvesting, intensive mid-career sabbaticals, and
multi-horizon succession planning, and structured rotational assignments
robust alumni engagement. across a 50-year horizon.
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Foundation: Organizational Culture

C-suite explicit commitment, transparent workforce demographic metrics, and
multi-generational Employee Resource Groups (ERGs).

Core Insight: Age inclusion is rarely pursued in isolation. The 4% of prepared organizations embed

age within comprehensive diversity frameworks spanning multiple demographic dimensions.
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The demographic future
Is already determined.

The babies who were not born and the longevity increases that have
already occurred guarantee a fundamentally older talent pool. The
organizational future, however, remains to be written.

The question for business leaders is not whether workforce aging will reshape
talent strategies, but whether you will lead that reshaping, or be reshaped by it.
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