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The Goldilocks Principle: Calibrating Development for an Age-Diverse Workforce
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Estimated cost of turnover when excessive development

The Inverted U-Shape

Under-Provision Over-Provision
O 4 Goldilocks Zone:
- Optimal Commitment
Too Little: Depresses Too Much: Acts as Stressor,
Emotional Attachment Reduces Learning

Development Intensity (Training, Promotions)

» Development as a Double-Edged Sword
Job Demand:

—> Consumes Cognitive
& Emotional Energy

Resource:

demands trigger psychological withdrawal and resignation

Age-Calibrated Strategies
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Focus: Identity exploration,
foundational skills, psychological safety

= Recommended: Mentoring, variety,
Early Career (<35): \ work-life integration
Less is More

- Mid Career (35-45):
Achievement %,

Focus: Challenging stretch
assignments, leadership paths

Late Career (55+):
Selective Optimization

Focus: Legacy-building, mentoring,
deep expertise.

Recommended: Knowledge transfer
roles, technology upskilling
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