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EXECUTIVE SUMMARY:

A strategic blueprint for dismantling
workplace ageism and engineering an
age-equitable organizational DNA.

Synthesized from four decades of
empirical research and global practitioner
case studies (Anand et al., 2024). \
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The baseline reality is a demographic shift colliding
with a trillion-dollar friction point

The Shift The Friction

S4 Trillion

Projected cost of age discrimination to the U.S.

Workers aged 65+ account for >60% of

projected U.S. labor force growth through economy by 2050 (AARP, 2020).
2030 (Bureau of Labor Statistics, 2021).

64%

Workers over 50 who report experiencing or
witnessing workplace age discrimination (AARP, 2026).

3X

Multiplier by which layoffs of older workers increased
during the COVID-19 pandemic compared to 2018 (Gray, 2020).




The Intergenerational Engine drives measurable
productivity gains when properly lubricated

Strategic
Judgment

Resilience

A 10-percentage-point increase
<3 | , in the proportion of workers
- Friction (bias/stereotypes) Ve aged 50+ is associated with a
destroys momentum 1.1% increase in firm productivity

- Lubrication (inclusive culture) (OECD, 2020).
locks gears to drive output
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The vast majority of age-based discrimination
operates below the surface of formal HR policies

The Ageism Iceberg
EXPLICIT {

Age-based  Preferential  Differential
hiringbans  layoffs promotion blocks

DISCRIMINATION

33%: Assumptions about
technological incompetence

25%: Perceived resistance

IMPLICIT to change and inflexibility

DISCRIMINATION —

22%: Generational humor
and microaggressions

20%: Invisibility, diminished
recognition, and training inequities




Bias radiates from individual cognition and
compounds at the organizational level

The Multilevel Drivers Map
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intergenerational ge group
contact.

- Institutional Bias: Hiring systems
and values implicitly favoring
youth/speed over experience.




The ‘Double Jeopardy’ matrix reveals the
compounding penalty of age and gender

~ Aging Penalty Onset
(Age 40) /

Male Trajectory

Female Trajectory n

) The Grey Ceiling: Invisible barriers restricting older women due o
\ to stricter appearance standards and intersectional bias.

Chronomglcal Age Proof Point: Over 15,000 recent EEOC
charges involved intersecting claims of
sex and age discrimination, proving

ageism is rarely a single-axis issue.




The friction of bias degrades capacity, while the
flow of inclusion builds institutional resilience

High turnover of Loss of institutional Stereotype threat Long-term decline in
experienced talent memory reducing self-efficacy employee health

THE AGEIST
ENVIRONMENT

| THE INCLUSIVE
ENVIRONMENT

A o st -

Higher team performance Lower recruitment Robust mentoring Elevated organizational
via longer tenure costs pipelines commitment




The Age-Inclusive Talent Lifecycle requires
systemic intervention at five precise stages

1. Selection: 2. Development:
Overhauling Designinginclusive,
recruitment to bi-directional
neutralize entry bias training.

Isolated DEI training
fails. Impact requires
full-lifecycle

integration.

4. Governance:
Reforming policies
and performance
management.




Stage 1: Neutralizing implicit bias at
the entry point of the talent pipeline

STRUCTURAL INTERVENTIONS
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| Anonymous Procedures

Redacting graduation dates and framing
experience as “over X years”.
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Structured Assessments

Shifting to competency-based,
behaviorally anchored rating scales.
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Channel Diversification
> Bypassing traditional job boards via community |
centers and professional associations. \
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PROOF OF CONCEPT

Unilever's U-Work

Offers a hybrid model with

monthly retainers for flexible, . X ‘ o\ T ‘

project-based work,
capturing older talent seeking ' \
non-traditional hours.

CVS & Home Depot V. y
Dedicated workforce programs : / |
explicitly targeting older workers for Sz
their reliability and lower turnover. 4 / |
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Stage 2: Replacing remedial training with
bi—directional intergenerational learning

Domain Mentoring: Distributing strategic judgment,
institutional history, and complex problem-solving frameworks.

DEEP TENURE
(OLDER EMPLOYEES)

RECENT ENTRY
(YOUNGER EMPLOYEES)

Knowledge Flow

Reverse Mentoring: Distributing digital expertise
and new technological methodologies.

> S = r/éis'ﬁ:;ﬁ;l; SIEMENS \
% METHODOLOGY NOTE: \ "GENERATIONS@WORK'
Pre-test technological self-efficacy to . i -
% match training difficulty, avoiding Paired age groups in structured mentorships, |
77| condescension while building confidence. \ zssme :‘n:’“%m‘:ggmmm“m ‘
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Stage 3: Engineering high-quality contact
to dismantle team-level stereotypes

Team Design Node

Cross-generational teams excel when members exhibit high agreeableness, mitigating potential conflict from
age dissimilarity. Leaders must actively challenge generational microaggressions to maintain structural integrity.

CASE CALLOUT: |
Nationwide
Insurance.
Implemented
generational
affinity groups
and cross-age
project teams,
significantly
elevating scores
on the Workplace
Intergenerational
Climate Scale
(WICS).




Stage 4: Encoding age equity into formal
policies and performance governance

BMW

Implemented flexible shift
scheduling explicitly
engineered for older
manufacturing employees.

COMPREHENSVE
WELLNESS

UNBOUND

o FLEXIBILITY A BRITISH NHS
OBJEC - Phased including chronic “AGE POS'TIVE”

condition coverage
and retirement Mandatory age-diversity
planning. training and lifecycle
workplace physical
adjustments.

retirement, part- [——1
time schedules,
and remote options
serving multiple
life stages.

PERFORMANCE
MANAGEMENT

- Transparent
criteria and
managerial training
to strip subjective

age bias from
appraisals. —
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Stage 5: Replacing the retirement cliff
with the phased transition curve

The Phased Transition Curve
o The Knowledge Void

Older Worker

The Knowledge
Transfer Zone

Organizational Capacity/Output

Case Callout: Michelin.

Multi-year succession processes

. where retiring experts work part-time

v - to train successors, ensuring zero
? loss of institutional memory.

Younger Successor

Time/Age



The HR Transformation Matrix: Auditing
current practices against inclusive standards

Traditional / Biased Practices

Reliance on graduation dates,

Recruitment traditional job boards only.

Traing&Dev | {[IpERng ssmetorsof
performance | iR oot
Exit Strategy L Hard retirement dates, sudden

knowledge loss.

Age-Inclusive Interventions

Competency-based assessments,
redacted age identifiers.

Pre-tested self-efficacy,
bi-directional reverse mentoring.

Behaviorally anchored scales,
managerial bias accountability.

Communities of practice, phased
U-Work/retainer models.




The Age-Equitable Organizational DNA

WICS. documentation. outcomes.

w -
= Shared perceptions = = Institutionalized = Diversity committees
- of equity buffering 2= knowledge transfer, = with age mandates,
© stereotype threat. =37 communities < and executive
= Measured % S of practice, == compensation linked
= continuously via 0= and robust =9 to age-diversity
T s 82

w <<
2 =-

Sustained organizational capacity requires moving beyond isolated awareness campaigns.

Age inclusivity must be embedded structurally into the organizational DNA.




