NOVA

NOVA SCHOOL OF
BUSINESS &ECONOMICS

Work Project

Master International Management

The Effect of Chronological Age on Employees’ Acceptance of Digital
Business Transformation: A Moderated Mediation Study of Work Motives and

Perceived Organizational Support.

Kathleen Isabell Schulz
Student ID: 31794

Nova School of Business and Economics
Maastricht, 4" of January 2019
31794(@novasbe.pt

Supervisor: Jodo Castro
Dr. Julia M. Kensbock



Table of Content Page

ADSETACT. ... ettt eh e en et ees 1
INErOAUCTION. ...t ettt st 2
Literature Review and Hypotheses Development..............cccoevviiiiiiiiiiiiieiiiiecieeeeees 4
L AGE ANA ACCEPIANCE. ..ot 4
LI WOFK MOTIVES. ..ottt ettt e e e esne e e 6
Lo GFOWER MOTIVE. ...t 7
(1. JOD SECUTILY MOLIVO.........ccceeeeieeee et 9
F11. SOCIAL MOTIVE. ... 11
111. Perceived Organizational SUPPOTL.............ccccooeueeeeeieeiiieeiiie e eeee e 14
1V. Moderated Mediation Model........................ccccoovviiiiiiiiiiiiieiiiiieeiiee e 16
Figure 1: Conceptual Model with Hypothesized Relationships....................... 17
1\ (1 0016 (0] (o e /TP 17
L COMECXL...c.eee ettt ettt e et e et e e etbe e e sabe e e nane e e eaae e e s s 17
11. Sample and ProCedure...................ccccccccueeiiuieeiiiieeiiieeiiieeeeeeeee s 18
TIL. MOASUFES.........oeeeeeeeee ettt e et ae e e et e et ae e e nsaaeeeennes 20
LV, ARGIVEICAL STPALEZY ...t 22
RESULLS. ...ttt et ettt 23
L DeSCFIPLIVE SEALISTICS. .......cceeeeeeie ettt saae e e 23
Table 1: Descriptive Statistics of the Model.............ccccooovivviiiiniiiiiiieee, 23
Table 2: Pearson — Bivariate Correlations............cccoeooveiniiniciieiniinieie e 25
Table 3: Descriptive Statistics for the New Variable..........c..ccccevveiiinnnnnnn. 25
Table 4: Pearson — Updated Bivariate Correlations..............ccccoevevvieriieennnennne. 26
11 Mediation ANGLYSES............cc.oeeeuvieeiiieeiiieiiie ettt a e 26
Figure 2: Multiple Mediation Model............c.ccooveiiiiiiiiiiiiiieee e 27
Table 5: Regression Results for the Multiple Mediation..............ccccccvreenene. 28
111, Simple Moderation ANGLYSES..............ccooceuueeeiiieeiiieeiiie ettt 30
Figure 3: Moderation Analysis Growth Motive..........ccccocovevviiiiiiiiiiiece, 30
Figure 4: Moderation Analysis Job Security Motive...........cccceeviiieiiiienneennne, 30
Figure 5: Moderation Analysis Social MOtiVe............cccvevviieiiiiiiiiceeeceie, 30
Table 6: Regression Results for the Simple Moderation...............cccccoeveeennnn. 32
Graph 1: Interaction (a) GM x POS and (b) POS x GM......cccocovviviiivnirien. 33
Graph 2: Interaction (a) JSM x POS and (b) POS X JSM......ccccooiiviiiiininnn. 33
Graph 3: Interaction (a) SM x POS and (b) POS X SM.....cccccovvviiviiiiiiiee. 33
1V. Moderated Mediation ANGLYSIS................cccocovieeiiiieiiiiieiiiie e 33
Figure 6: Moderated Mediation — The Complete Conceptual Model............... 34
Table 7: Index of Moderated Mediation..............coceviieiiiiiiiniiiiicccceee 35
DISCUSSION. ...ttt ettt ettt ee et et e eh e ee e et et e ebbeesbe et e e s eennee e 35
1. General Discussion of the Findings...............ccccuvvueeiviiioiieiiiieiiiie e 36
L Theoretical CONIFIDULION. ...............ccccueeeeeieeiiie et 40
11. Limitations and FUture ReSEATCH. ...................ccceeceviieiiiieeiiieeieie e 42
II1. Practical IMPLICALIONS................cccueeecvieeiieeiie ettt 44
LV, CONCIUSION. ...ttt e et e st e e stae e e snbe e e enbe e e 45
RETEIENCE LISt ettt 47
FN 0] 01S) 116 D PRSPPI 51
Appendix A: The Industries — Age Diversity and Digitalization Progress.................. 51
Appendix B: Items for the Different Measurement Scales............ccccoecvvvevieeenieeenen. 51
Appendix C: Hayes’ Model Templates.............cooveeiiieeiiieeiiieeiie e 52
Appendix D: Histograms — Age and Work Motives/ Acceptance of DBT.................. 52
Appendix E: Official Statement of Originality..........ccccoocivviiiiviiiiiieieeeeee 53

Work Project — Kathleen Isabell Schulz — January 2018



Abstract

Since companies across the world are currently experiencing two pervasive and influential
transformations, indeed the increasingly age diverse workforces and implementations of digital
technologies, researchers and organizations need to generate more insights about how these
changes interact and can be successfully managed. Several assumptions exist about older
employees being resistant towards digital business transformation (DBT), however, there is no
extensive empirical research for this phenomenon yet, neither are there any explanations.
Hence, the purpose of this thesis is to analyze the effect of employees’ chronological age on
their acceptance behavior towards DBT. In order to explain the association, common work
motives are investigated as mediators. Moreover, it is predicted that the motives-acceptance
relationships can be moderated by perceived organizational support (POS). To test the
assumptions and find explanations, a moderated mediation model is analyzed, based on survey
data from 132 individuals working in different industries. The output suggests that age is indeed
negatively related to acceptance of DBT and this is fully mediated by growth and social
motives. Contrary to the predictions, job security motives are not mediating the relationship.
Highly value-adding is the moderating effect of POS, which shows that POS compensates for
low levels of growth and social motives to predict DBT-acceptance. Thus, the thesis suggests
that managers have to implement high levels of POS, especially when the organization contains
several employees who are not or only slightly driven by growth and social motives, in order

to ensure the successful implementation of DBT.

Keywords: chronological age; digital business transformation; acceptance of change;

work motives; perceived organizational support.
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Introduction
“There is a major paradigm shift happening [...]. It is being called the digital transformation.”
- Debra Schug, BNP Media
According to Schug (2018), this paradigm shift is affecting almost every company nowadays,
as it is seen as a crucial growth and performance catalyst in a wide range of industries, including
health, transport, governance, environment, education and agriculture, amongst others (OECD,
2017). In general, digital business transformation (DBT) involves the implementation and use
of digital technologies to enable significant business improvements (Fitzgerald et al., 2013).
Such digital technologies are mobile devices, social media, Big Data analytics, robots and other
embedded devices, which can raise the productivity, performance and competitiveness of a
company (OECD, 2017; Fitzgerald et al., 2013) as well as lead to new efficiencies, enhanced
customer experiences and new business models (Prising, Sorenson, & Weinelt, 2018).
Specifically, from 2006 to 2016, industry leaders have been able to double their productivity
with these digital technologies and since then, more and more firms have started to invest in
DBT (Prising, Sorenson, & Weinelt, 2018). However, in order to experience these benefits, it
has to be successfully implemented. Several companies reported failures in achieving their DBT
goals due to various reasons, for instance a too fast or slow pace of implementation, a lack of
(leadership) vision or limiting internal politics (Fitzgerald et al., 2013). Another reason is the
resistance of employees to accept DBT and the corresponding changes (Ewenstein, Smith, &
Sologar, 2015). In fact, DBT is about more than just installing digital technologies and
automating business processes (Fitzgerald, et al., 2013). It involves the changes of people’s
behaviors, their jobs, tasks and compensations as well as changes in organizational structures
(Rayome, 2017). Employees’ acceptance to work with digital technologies is crucial, especially
because a study conducted by McKinsey states that 70% of change programs fail due to this
resistance (Ewenstein, Smith, & Sologar, 2015). But why do some employees not accept DBT?

One aspect that could help answering this question is today’s workforce, which is increasingly
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age diverse. Indeed, companies do not only experience DBTs nowadays, but also dramatic
changes in the age structure of societies (Tempest et al., 2002). Thus, the current workforce
includes a large amount of older employees due to low fertility rates, rising life expectancies
and the large baby boom generation (Boehm, Kunze, & Bruch, 2014). Until now, limited
research has been conducted about the effect of age on the acceptance of DBT. Hence, the
purpose of the thesis is to fill this research gap about the relationship between chronological
age and employees’ acceptance of DBT. More specifically, it aims to explain why some
employees do not accept DBT based on mediation effects of work motives.

So far, it is known that DBT is becoming increasingly important for every organization
nowadays (OECD, 2017) and that the workforce is getting more age diverse with younger and
older employees pursuing different motives (Boehm, Kunze, & Bruch, 2014; Kooij et al. 2013).
Moreover, it is stated that all employees play a crucial role in the success of DBT, as their non-
acceptance can lead to an implementation failure. However, there is a lack of literature, because
it is not determined yet, which employees are resistant and why. For instance, a survey by the
Sloan Center on Aging and Work concluded that late-career employees are the most resistant
to digital change (Minnich, 2011), next to Fitzgerald et al. (2013), who are of the opinion that
older people are technophobic. Nevertheless, this has not been subject to research by scholars,
thus the study investigates if older employees are indeed the ones not accepting DBT.

Another research gap, that is addressed here, is the mediating role of several work
motives between the relationship of age and DBT-acceptance. Kooij et al. (2011; 2013) and
Kooij and van de Voorde (2011) identified that older employees are motivated by different
aspects than younger people. Their findings regarding growth, job security and social motives
are forming the basis of this study for explaining why some employees do and some do not
accept DBT. Additionally, the Selection, Optimization and Compensation theory (Baltes &
Baltes, 1990) as well as the Socio-Emotional Selectivity theory (Carstensen, 1995) are utilized

to derive thorough hypotheses. Using these theories and investigating the mediating effects of
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work motives can create new and value-adding knowledge, which is crucial for filling the stated
research gap.

Moreover, if the aforementioned work motives can provide an explanation for the
acceptance behavior of employees of different chronological ages, the theory of perceived
organizational support (POS) is used to identify helpful managerial implications to reduce
DBT-resistance. Indeed, employees tend to form general beliefs about how the organization
values them as well as their work (Eisenberger et al., 1986). If POS is high, it can lead to higher
commitment in terms of felt obligations, improved performance and engagement (Eisenberger
et al., 2001). This study analyzes if POS could be used to increase workers’ willingness to
accept DBT. More specifically, a compensation effect is expected based on previous research
that identified similar effects (Kerr & Jermier, 1987; Ho et al. 2018).

Overall, the aim of this thesis is to find explanations for employees’ non-acceptance of
DBT, based on the increasingly age diverse workforce with different work motives, and further
to investigate if POS is an opportunity for managers to provide an environment in which all
employees are willing to accept the corresponding changes. To address this research gap, a
moderated mediation model was developed (Figure 1, p. 17), which will be thoroughly analyzed
in this study. Firstly, the focus lies on the direct effect of chronological age and accepting DBT.
Subsequently, it 1s investigated if the relationship can be explained by the mediation of growth,
job security and social motives. Thirdly, the compensatory effect of POS as a moderator on the
motives-acceptance associations was tested and finally, the overall moderated mediation model

1s studied.

Literature Review and Hypotheses Development

1. Age and Acceptance

Before analyzing the reason (work motives) why some employees do not accept DBT, it first

has to be tested if researchers and authors are correct about their assumptions that older
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employees are resistant to accept DBT, meaning that there is a negative relationship between
age and acceptance of DBT.

Above, several of the benefits of DBT are already mentioned, namely improved
performance, productivity, competitiveness, efficiencies, business models and perceived
customer values (Prising, Sorenson, & Weinelt, 2018). This list can be enhanced with various
other advantages, for instance, cost savings, more mobile and agile workforces, increased
flexibility and better adaptability to the increasingly complex marketplace (Buchanan, Kelley,
& Hatch, 2016). All of these benefits are due to the implementation of digital technologies,
which involve significant changes in a company’s organizational structure as well as in
employees’ jobs, tasks and behaviors (Buchanan, Kelley, & Hatch, 2016). More specifically,
the most common changes of DBT include paper-free work due to digitization; less need to
analyze numbers and patterns with the help of Big Data analytics; changes in job designs and
job characteristics due to utilization of robots; more mobile and agile work environments with
online meetings, cloud storages and home offices; transparency; more cognitive and innovative
tasks as some digital technologies can replace and automate simpler tasks; and more flexibility,
meaning that work tasks and business departments are less isolated and have cross-functional
interactions and interdependencies (Sharma & Nair, 2017). It can be seen that DBT causes
tremendous changes in an organization and all of them affect the employees. Nevertheless,
these changes are not always perceived as beneficial and consequently, they can lead to
employees’ resistance towards DBT. In fact, various employees are not willing to work with
digital technologies due to numerous disadvantages, which in turn hinders the successful
implementation of DBT. The typical disadvantages, leading to non-acceptance, are one’s fear
of losing the job (security issues), threats to the personal privacy due to more transparency, a
new business culture, or higher rates of burnouts caused by the increased demand for always
“being on” (Buchanan, Kelley, & Hatch, 2016). Whether an employee accepts DBT or not is

expressed by his or her affective, cognitive and behavioral attitudes towards the accompanied
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changes (Oreg, 2006). Indeed, acceptance behavior of change is a complex and tridimensional
construct (Piderit, 2000).

It can be expected that DBT-resistant employees are older employees due to several
reasons. Firstly, the survey by the Sloan Center on Aging and Work describes the late-career
employees as the most resistant to change as well as the most reluctant to try new technologies,
based on the perceptions of 220 organizations questioned in the survey (Minnich, 2011).
Moreover, Fitzgerald et al. (2013) describe older people as technophobic, meaning that they try
to avoid the usage of technologies. Secondly, they are said to have a pivotal influence on the
success of DBT, because people aged above 55 account for a high share of the workforce in
most countries. For instance, this age group makes up approximately 20% of the labor force in
the US, Italy as well as in the UK, and nearly 25% of the German workforce (Ayar, Ebeke, &
Shao, 2016). This corresponds to the fact that employees’ non-acceptance of change, including
DBT, leads to a failure rate of 70%. (Ewenstein, Smith, & Sologar, 2015). And thirdly, the
Sloan survey also identified that younger employees are perceived as more creative and taking
initiative (Minnich, 2011), which are characteristics of a digitally transformed business,
indicating that younger employees are the most likely to accept DBT. Furthermore, these
Millennials are called the “truly first ‘digital native’ generation” (Buchanan, Kelley, & Hatch,
2016, p. 2), meaning that they were raised with digital technologies and know how to operate
them, whereas older employees usually have to get trained because they are used to traditional
non-digital ways of working. All in all, based on these reasons, one could expect that older
employees are more resistant to accept DBT compared to younger ones.

Hypothesis 1. There is a negative relationship between chronological age and acceptance of

DBT.

11 Work Motives

Next to the hypothesis of identifying if there is a relationship between age and acceptance of
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DBT, presumably a negative one, the thesis explains why people of different chronological ages
accept or do not accept such business changes. Here, three work motives are investigated as
mediators: growth, job security and social motives. According to the Cambridge Dictionary
(2018), a motive is a “reason for doing something” and in this thesis, the work motives are seen
as personal motivators of employees to work and perform well in the company. In general, work
motivation is a popular topic among several researchers, especially because it is proven that
older employees pursue different work motives than younger ones (Kooij et al., 2011; 2013).
Kooij et al. (2011; 2013), Kooij and van de Voorde (2011), Kanfer and Ackermann (2004) have
already analyzed some effects of age on the mentioned work motives. However, since today’s
society is rapidly changing, it is highly value-adding to investigate these effects again. This
thesis builds on and extends the earlier research of Kooij et al. (2011; 2013) and Kooij and van
de Voorde (2011) in which the associations between chronological age and work motives were
analyzed. Here, these motives are additionally used as mediators in order to fill the literature

gap about why people do not accept DBT, which has not been investigated before.

i.  Growth Motive
In general, the growth motive is pursued by employees who prefer jobs and job designs, which
provide opportunities to experience achievements as well as professional and personal
developments (Kooij et al., 2013). Such employees are driven by reaching higher levels of
functioning in their company (Kooij et al., 2011). Nevertheless, this includes challenges, for
instance, the constant acquisition of new knowledge, attendance at trainings for reskilling, and
the willingness to work with and adopt to new and agile environments (Kooij et al., 2011).
Based on the Selection, Optimization, Compensation (SOC) Theory by Baltes and Baltes
(1990), which is said to be commonly used by older people in order to maintain effective
functioning and well-being (Moghimi et al., 2017), it is assumed that older people are less

driven by the described growth motives. In general, the SOC Theory states that for successful

Work Project — Kathleen Isabell Schulz — January 2019 7



development and maximization, people usually make use of three actions: They select and
prioritize personal goals, optimize the means and resources they have at hand, and compensate
for lost resources (Moghimi et al., 2017). When people get older, they have to cope with age-
related declines in certain personal resources, for example physical strength, intelligence or
memory (Moghimi et al., 2017) and in turn, their focus shifts to maximizing the gains while
minimizing those losses (Baltes & Baltes, 1990). Freund (2006) supports the SOC theory by
stating that older people often choose to compensate, meaning they specifically try to maintain
the resources they currently obtain, whereas younger adults are more interested in optimization
activities, which include the acquisition of new knowledge and improving memory
performance (Li et al., 2001) to get more resources. These theories can be transferred to the
working environment, specifically to employee behavior. Therefore, younger employees seem
to be more growth motivated as they are constantly trying to improve their knowledge, use all
their abilities and challenge themselves with trainings. Furthermore, there are several authors
who provide additional reasons for the lower interest in growth and learning shown by older
employees (Kanfer & Ackermann, 2004). For instance, they argue that these older employees
simply decided to stop learning and to only depend on their crystallized intelligence (Chen,
2012), or that they experience declining cognitive and intellectual capabilities in terms of
memory performance (decreasing brain connections) as well as in understanding and processing
novel information (Kanfer & Ackermann, 2004; Silverstein, 2008), which makes new
knowledge acquisition a difficult challenge. According to Carstensen, Isaacowitz and Charles
(1999), older people are not interested in novel information and perceive the corresponding
activities as unpleasant. Overall, one can expect that older employees do not focus on these
growth-related motives anymore, compared to younger ones.

Hypothesis 2a: There is a negative relationship between chronological age and growth motives.
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Employees who pursue such growth motives are happy in companies that are constantly
changing, flexible and agile. Indeed, these environments offer them the opportunity to use all
their abilities in interdependent and cross-functional departments as well as to improve their
knowledge and skills or acquire new ones with frequent trainings that are offered to keep up
with the competition. Businesses that undergo DBT operate in such flexible and agile
environments, which are constantly challenging their employees by implementing novel
technologies, trainings, differing work tasks and closer value-chain collaborations (Prising,
Sorenson, & Weinelt, 2018). Hence, because the companies that integrate DBT provide all the
aspects that growth motivated employees strive for, namely usage of abilities, challenging work
demands, new work designs as well as opportunities for personal growth and development
(Kooij & van de Voorde, 2011; Kooij et al., 2013), it can be expected that these growth-
motivated employees accept DBT.

Hypothesis 2b: There is a positive relationship between growth motives and the acceptance of

DBT.

Overall, it is expected that growth motives mediate the relationship between age and
acceptance of DBT. Combining the above-mentioned hypotheses leads to the assumption that
older employees show a lower acceptance of DBT because they are not motivated by growth
motives, which are positively connected to digitally transformed businesses.

Hypothesis 2c: The relationship between chronological age and acceptance of DBT is mediated

by growth motives.

ii.  Job Security Motive
The second work motive analyzed in this thesis is the job security motive. The motive focuses
on job security, which Kooij et al. (2013) redefined to the importance of “job features and work

outcomes that satisfy as well as safeguard an employee against the loss of material or
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psychological desires related to one’s general welfare at work” (p. 90). Thus, job security
motives are pursued by employees who want to have a secured job position, good physical
working conditions as well as good benefits (Kooij et al., 2013). In general, everyone is
concerned and interested in job security; however, it is assumed that some of today’s workers
have different opinions about job security (Sirota & Klein, 2014). Indeed, young people are
more flexible, obtain various skills and are willing to develop the necessary skills to find
employment in another company (Sirota & Klein, 2014). They are ready and available to
change positions within the company or even to move from company to company, showing that
job security is not a priority for them (Sirota & Klein, 2014). Older employees, on the other
hand, have difficulties acquiring new knowledge and skills due to their declines in conceptive
and intellectual capabilities (Kanfer & Ackermann, 2004). As today’s dynamic and ever-
changing business environment demands employees to keep up with the trends and new
business processes in order to help the whole company to be more productive and stay
competitive, the need for job security, especially among older employees, is high. If an
employee hinders the company to be productive and competitive, the consequences could be
job dismissals by replacing older employees with younger, more flexible and knowledgeable
ones. The SOC theory supports this assumption that older employees are more motivated by
job security compared to younger ones, by stating that they select and allocate most resources
to the maintenance and regulation of work-related losses, including job positions and good
payments, but not to self-development or learning (Baltes, Staudinger, & Lindenberger, 1999).
Hence, it is expected that there is a positive relationship between age and security motives.

Hypothesis 3a: There is a positive relationship between chronological age and job security

motives.

As DBT involves the implementation of technologies that can automate specific

processes, change job designs or replace traditional tasks (Sharma & Nair, 2017), it is common
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belief among employees that DBT reduces employees’ job security. For example, newspapers
report that automation could lead to an elimination of 800 million jobs by 2030 (Vincent, 2017)
or to rising inequalities, because low qualified workers are expected to struggle with the
changing skill requirements or will get lower salaries (Arntz, 2016). In turn, many people fear
that DBT will negatively affect their job designs by eliminating them (Bandy, 2016) or
demanding that employees have to reskill and learn new skills, which is especially difficult for
older ones. Hence, it can be expected that workers, who are concerned about their job position,
benefits and working conditions, are highly reluctant to accept DBT in order to safeguard their
job.

Hypothesis 3b: There is a negative relationship between job security motives and the

acceptance of DBT.

Bringing these two associations together, it can be assumed that the negative
relationship between age and acceptance of DBT can be explained by the positive relationship
between age and job security motives, and by the negative relationship between job security
motives and acceptance of DBT. In short, by the mediating effect of job security motives. This
means that older employees are expected to show a lower acceptance of DBT, because they are
motivated by a secure job position, which is negatively affected by DBT as it can destroy jobs,
demand new skills or can request the adoption to agile work environments and new cultures.
Hypothesis 3c: The relationship between chronological age and acceptance of DBT is mediated

by job security motives.

iii.  Social Motive
Finally, the social motives can be described as the importance of job characteristics and work
outcomes that involve the affiliation, interaction and collaboration with others in the work

environment, including colleagues, subordinates, customers and clients (Kooij et al., 2011).
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Employees perceive it as the opportunity to develop friendships at work or to interact and help
other people (Porter, 1961). Social interactions are crucial for both young and old people.
Nevertheless, the life span theory Socio-Emotional Selectivity Theory (SST) by Carstensen
(1995), like the SOC theory, also came to the conclusion that the goals and work behaviors of
people change over their life time. To the contrary, the SST concentrates specifically on the
role of time and its predictions about the social goals of people (Carstensen, Isaacowitz, &
Charles, 1999), instead of the three actions that ensure successful aging (Baltes & Baltes, 1990).
According to the SST, older people increase their emphasis on selected and existing social
relationships as a compensatory strategy for coping with the above-mentioned age-related
cognitive and physical losses (Kooij et al., 2011). This means that when a person ages and
perceives the personal life as more limited, he or she becomes more selective regarding its
resource investments into social engagements, including time and energy for example
(Carstensen, 1995). Their social motives’ focus is said to shift from knowledge-related goals to
goals related to feelings and emotional meaning (Carstensen, Isaacowitz, & Charles, 1999). As
people can learn and acquire new resources from each other as well as share crucial information
and skills, social relationships and large personal networks are popular among young people
and employees, who are said to be future-oriented (Carstensen, Isaacowitz, & Charles, 1999).
Hence, younger employees are expected to engage in acquiring new knowledge, meeting new
people, forming multiple friendships and gaining new experiences. In comparison to older
employees, who are more present-oriented and concerned about emotional regulations and
satisfactions that are achieved by strengthening existing and selected relationships (Carstensen,
Isaacowitz, & Charles, 1999). Based on the theory, one can expect that there is a negative
relationship between age and social motives, because older employees are less concerned about
making new friendships at work and more focused on intensifying their few existing social
relationships in order to experience emotional satisfaction and meaning.

Hypothesis 4a: There is a negative relationship between chronological age and social motives.
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The relationship between age and social motives is expected to be negative but the
relationship between social motives and acceptance of DBT is presumably positive. This is due
to the fact that digital technologies allow more communication and interactions within and
across companies leading to the development of bigger networks and social ties. With digital
technologies like video calls, online chats, online platforms, e-mails or cloud sharing,
employees can constantly interact and share information, knowledge, experiences and skills
with internal as well as external co-workers and partners (Buchanan, Kelly, & Hatch, 2016).
Additionally, departments in a digitally transformed organization work interdependently and
are less isolated from each other, facilitating even more interactions. Overall, DBT is said to
have a positive impact on the way people connect and collaborate at work (Buchanan, Kelly, &
Hatch, 2016). Employees can enlarge their social networks and share or learn novel information
by frequently getting to know new people without investing substantial amounts of energy,
effort or money. Hence, digital technologies provide them with the opportunity to develop new
friendships, learn from others as well as to help them. These are aspects pursued by socially
motivated employees, and thus, one can assume that these employees are highly likely to accept
DBT in order to experience these benefits of social relationships.

Hypothesis 4b: There is a positive relationship between social motives and the acceptance of

DBT.

According to the above-mentioned expectations, one can conclude that older employees
do not accept DBT because they are less motivated by forming new social relationships and
constantly interacting with others, which is a tremendous aspect of digital technologies. Hence,
social motives to work are expected to mediate the relationship between age and acceptance of
DBT by explaining why older employees show a lower willingness to accept DBT.
Hypothesis 4c: The relationship between chronological age and acceptance of DBT is mediated

by social motives.
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1IlI.  Perceived Organizational Support

Due to the fact that the acceptance of DBT is one of the most crucial aspects of its success,
managers have to ensure that employees are open to digital technologies and to the
corresponding organizational changes (Ewenstein, Smith, & Sologar, 2015). One implication
for managers to reduce DBT-resistance and enhance the acceptance among employees could
be perceived organizational support (POS). According to Eisenberger et al. (1986), the POS
theory states that employees form general beliefs about how the organization values them and
their contribution as well as about how much it cares about their well-being. If a company
shows high POS levels by accepting its employees’ work, values, goals, extra efforts and
opinions, studies by Eisenberger et al. (1986; 2001) and Arshadi (2011) concluded that POS
leads to higher organizational commitment in form of affective attachment, felt obligations,
performance of standard job activities and extra-role activities. Moreover, meta-analytical
findings show that psychological climate perceptions constantly and reliably predict a wide
range of employee attitudes and behaviors (Benzer & Horner, 2015; Parker et al., 2003). These
aspects lead to the presumption that positive perceptions of organizational support predict
affirmative attitudes and behaviors towards DBT, due to the elicited organizational attachment.

More specifically, it is assumed that POS evokes a compensatory effect on the motives-
acceptance relationship, meaning that high levels of POS facilitate acceptance particularly
among employees who are less driven by growth and social motives and highly driven by job
security ones. Similarly, when POS is low, it is compensated by high levels of growth and social
motives and by low levels of job security motives. This assumption derives from the
compensatory model, which is described by Hobfoll and Liebermann (1987) on the basis of a
substitution hypothesis, contending “when a given resource is absent, a second resource may
substitute for it” (p. 20). Such effects have already been investigated in a few contexts. For
instance, in leadership theories it is stated that specific substitutes of leadership compensate the

need for leaders (Kerr & Jermier, 1987), or Ho et al. (2018) concluded that cooperative
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psychological climate compensates for low intrinsic motivation. Vallerand (2015) also declared
that if specific motivations are lacking, extrinsic factors can still serve to fulfil psychological
needs and predict behavior. Based on these findings, this study investigates POS as the extrinsic
factor, which is expected to compensate for specific work motive levels that suppress the
acceptance of DBT.

Indeed, concerning growth motives, which are presumably positively related to
accepting DBT, one can expect that when there is a lack of this motive, high levels of POS will
substitute for it and consequently, increase employees’ willingness to accept. This coincides
with the above-mentioned theory that high levels of POS increase employees’ felt obligation to
support the organization’s DBT process. Eisenberger et al. (2001) proposes that such employees
show their appropriated engagement by improving their performance or taking on extra-role
activities, for instance by gaining new knowledge and skills, which are growth motive actions.
Therefore, with high levels of POS being present, the shortcoming of the work motive is
substituted by POS and low motivated employees feel obliged to facilitate the company’s
success by accepting DBT. Also lacks of social motives are expected to be compensated by
high levels of POS. Here, it is reckoned to result in a higher willingness to accept DBT and its
corresponding digital technologies that advance social interactions at work due to employees’
increased affective attachment to the organization and to the coworkers (Eisenberger et al.,
2001). On the contrary, concerning the employees highly driven by these two motives, they are
expected to experience a smaller effect of POS. This is due to the fact that they are already
willing to accept DBT, because it implements changes that they strongly value, for example
agile work designs, reskilling, and expanding social networks. Moreover, in regard to job
security motives, which are assumed to show a negative relationship with DBT-acceptance, it
is expected that stronger job security motives are substituted by high levels of POS. Indeed,
people driven by job security motives are assumed to show a high resistance to DBT as it

involves the risks of job dismissal or the need for retraining due to automation, robots and other
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digital technologies (Sharma & Nair, 2017). With high POS, such highly motivated employees
are probably more likely to accept DBT, because POS makes them and their work feel valued.
Additionally, they appreciate that they can receive support during the DBT process, instead of
threats to their job position. Based on the theories, the following moderating hypotheses are
developed:

Hypothesis 5a: POS and growth motives interact in predicting the acceptance of DBT such that
the positive relationship between growth motives and acceptance of DBT is stronger when POS
is low (as compared to high).

Hypothesis 5b: POS and job security motives interact in predicting the acceptance of DBT such
that the negative relationship between job security motives and acceptance of DBT is stronger
when POS is low (as compared to high).

Hypothesis 5c: POS and social motives interact in predicting the acceptance of DBT such that
the positive relationship between social motives and acceptance of DBT is stronger when POS

is low (as compared to high).

1V.  Moderated Mediation Model

By taking a look at the complete conceptual model (figure 1), a moderated mediation model is
observed. In regard to the above mentioned arguments and hypotheses, the following
assumption is made: Older employees are most affected by high levels of POS because their
presumed lack of growth and social motives or their desire for job security motives, which can
all lower the acceptance of DBT, is compensated if they experience several aspects of
organizational support. Hence, the moderated mediation hypothesis reads as follows:

Hypothesis 6: POS moderates the indirect effect of chronological age on employees’
acceptance of DBT such that the indirect effects of chronological age on employees’ acceptance
of DBT via (a) growth motives, (b) job security motives, and (c) social motives are stronger

when POS is low (as compared to high).
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Figure 1 — Complete Conceptual Model with Hypothesised Relationships
Methodology
I Context

The present study was conducted in German, highly age diverse organizations that are currently
undergoing DBT. In general, businesses of all industries and countries could have been
questioned as DBT is a crucial growth and performance catalyst for every business (OECD,
2017) and highly common nowadays. More specifically, a study by the International Data
Group, Inc. (IDG) has shown that 89% of today’s enterprises have plans to implement DBT or
have already implemented some aspects of it (IDG, 2018). The industries with the most
committed businesses are the financial service industries (93%), healthcare (92%), education
(89%) and the high tech industries (88%) (IDG, 2018). These industries show the highest usage
of Big Data analytics, mobile technologies as well as the usage of public and private clouds
(IDG, 2018). For this thesis, the latter three industries are of major interest, because they are
not only the most committed, but also the ones with the most age diverse workforces. Indeed,
the education industry has 26% of its workforce aged above 55, the health care industry has
20% and the high tech industry has 18% (Wright, 2011) (Appendix A). Therefore, the study for
this thesis was conducted in these three industries by sending out a survey to 154 employees.
These employees showed high familiarity with digital technologies and DBT, which can be
seen by their personal perception of the digitalization in their business: On a 7-point Likert
scale, the mean was 5.16 (SD = 1.15), indicating that the participants perceived their businesses
to be more than “slightly digitalized”. Moreover, the industries are highly age diverse as the
respondents’ ages ranged from 22 to 68 years old. Questioning these employees was necessary
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in order to ensure that they are somehow familiar with DBT and show different ages. However,
due to the multitude of industries covered and the fact that almost all industries undergo DBT

at the moment, the type of industry is not considered in the statistical tests.

1. Sample and Procedure

For this quantitative study, the primary source of data was a survey that was sent out to 154
employees working in the education, health care and high tech industries. 142 surveys (92%)
were returned. However, three of the respondents stated that they are not currently employed at
a company and seven indicated that they have been working at their company for less than one
year, which makes them unsuitable participants for this study. Indeed, this is the due to the lack
of attachment to the organization, which is attributable to their short time of employment (< 1
year). Hence, there are 132 surveys for the analysis, consisting of people who are currently
employed in a business for more than one year and who are part-time or full-time employees
with a work schedule of more than 20 hours per week. These characteristics ensure that they
are attached to their company and its performance in today’s dynamic work environment
(Mowday, Porter, & Steers, 2015). Overall, 28% of the respondents work in the health care
industry, 31.8% in the education industry, 37.1% in the high tech industry and 3% indicated to
work in a different industry (“other”). The majority (58.3%) had been employed at the
respective company for more than five years, 28.7% for three to five years and 12.9% for
approximately two years. Moreover, the majority also stated to work more than 40 hours per
week (51.6%), whereas 8.4% work between 20 and 30 hours and 40% work between 30 and 40
hours. Regarding the gender of the participants, 50.8% identified as men and 48.5% as women.
One participant (0.8%) indicated a neutral sex. It was crucial for this study that there is a high
age diversity within the sample as well as familiarity with DBT. These conditions are met as
the age of the 132 participants ranged from 24 to 68 with a mean age of 46.59 years (SD =

12.76). Furthermore, they stated to be familiar with DBT and to perceive their business as more
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than “slightly digitalized” (M = 5.16; SD = 1.15). Concerning this survey question, a one-
sample t-test with a test value of 4 showed a p-value of 0.00, meaning that the perception of
digitalization is highly significant and the chosen industries are highly suitable for the analysis;
t(131)=11.57, p=0.00.

The survey consisted of 14 questions and investigated the work motives of employees
of different chronological ages and their attitudes towards DBT as well as if they feel supported
by their organization. Great emphasis was put on anonymity due to its stronger guarantee of
privacy, which leads to more sincerity among the participants and lowers response bias (Burns
& Burns, 2008). Some people received an online version of the survey (Qualtrics), whereas
some people received a printed document. As people from the health care, education and high
tech industry received the survey, a convenient sampling method was used to collect cross-
sectional data (Burns & Burns, 2008). This method shows similarities with a clustering method,
because the industries are seen as clusters, however, not all participants in one cluster were
surveyed and part of the sample. The survey commenced with a filter question asking if the
respondent is currently employed. If this was not the case, the respondent was redirected to the
end of the survey, because he or she was not suitable for this study. The majority of the
questions were based on measurement scales in form of 7-Point Likert scales which were used
to answer the hypotheses (see below). First of all, the participants had to indicate their personal
importance of the three work motives, followed by their perception of DBT and its change
effects on their work, and finally they had to indicate their perceived organizational support.
Some of the last questions were additional filter questions, whereas some of them were also
used as control variables for the analysis (“Work Schedule”, “Employment Tenure”,
“Industry”, and “Perceived Digitalization of Workplace”). Finally, the last two questions
concerned the demographic statistics of the participants including the crucial question about the

employees’ age and another control variable “Gender”.
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IIl.  Measures
Chronological age was operationalized as calendar age of the participants (Kooij et al., 2013),
whereas the scales for the other variables of interest, namely work motives, acceptance of DBT
and POS, were measured with 7-point Likert scales. The work motive scales investigated the
participants’ perceived importance of the given motive and they could select an option ranging
from 1 (“Totally not important”) to 7 (“Very important”). On the other hand, to measure the
acceptance of DBT and participants’ POS, these scales also ranged from 1 to 7, but indicated
the extent to which the participants agreed with each item, from “Strongly disagree” to
“Strongly agree”. All questions were phrased in the present tense, because DBT and employees’
willingness to accept it is a prevailing issue in today’s highly competitive business environment
(An overview can be found in Appendix B).

Work Motives Scales. Based on previous research conducted by Kooij et al. (2011;
2013) and Kooij and van de Voorde (2011) combined with a few of Porter’s (1961) items, work
motives were measured with twelve items among the three dimensions, namely growth, job
security and social. The growth motives were ascertained by asking the respondents to indicate
their perceived importance of the following four working conditions: “opportunity for
development”, “having challenging work”, “opportunity to learn something new” and “ability
to fully use the own skills and abilities” (Kooij et al., 2013). For this scale, a Cronbach’s alpha
test showed a strong reliability with an alpha of 0.978. The four items measuring the job security
motives were a combination of Kooij’s scale consisting of the importance of “a secured job
position”, “good physical working conditions” and ‘“good benefits” (Kooij et al. 2011)
supported by Porter’s item asking about the importance of “feeling secure in the work position”
(Porter, 1961). This scale was also deemed highly reliable with a Cronbach’s alpha of 0.932.
Finally, the social motive dimension was also represented by a combination of items from Kooij
et al. (2011) and Porter (1961). It consisted of the perceived importance of “working with

people” and “helping people or the society” (Kooij et al., 2011) as well as of the opportunity
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“to give help to other people” and “to develop close friendships at work™ (Porter, 1961). The
Cronbach’s alpha showed an alpha of 0.966, also indicating high reliability.

Acceptance Behavior towards DBT Scale. The scale to measure employees’ acceptance
of DBT was based on the change attitude scale from Oreg (2006), which measured employees’
resistance to changes in their company. It consisted of 15 items separated into three dimensions,
as it is a complex and tridimensional construct: affective, behavioral and cognitive (Piderit,
2000). The affective items investigated the participants’ feelings towards the changes caused
by DBT; the behavioral ones addressed their intentions to act against the changes; and the
cognitive items explored the perceived harm or benefits (Oreg, 2006). As these scales were
originally used for the analysis of employees’ resistance towards change, several of the items
were still negatively worded; hence, they had to be reversed for the scoring process of this
study. In general, such a combination of positively and negatively formulated items allows for
more valid and stronger measures (Burns & Burns, 2008). The Cronbach’s alphas of the scales
were all remarkably high, with a-values of 0.961, 0.959 and 0.935 respectively.

POS Scale. The POS scale was based on the short version of the Survey of Perceived
Organizational Support developed by Eisenberger et al. (1986). It was a subset of the original
36-item version and involved 16 items that represent the feelings of employees, which they
might have about the organization they work for. Seven of the items were stated negatively as
well and were reversed in the later process. According to the Cronbach’s alpha of these items
(o =0.967), the used scale is highly reliable.

For all the analyses, several control variables were entered to ensure that only the above
mentioned variables of interest reflect their uncontaminated relationships (Burns & Burns,
2018). Gender is one variable that was hold constant as a dummy variable. Indeed, it is proven
that there are differences between genders concerning their attitude towards change (Wittig,
2012) as well as towards technology and their intention to use it (Padilla-Meléndez, Aguila-
Obra, & Garrido-Moreno, 2013). Furthermore, employment tenure (in years) and work
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schedule (in hours) were also control variables, here. In the beginning, they were used as filter
variables to ensure that only the responses of participants with some form of attachment to the
company were utilized in this study, whereas for the analyses, they had to be hold constant as
they could influence the effect of other variables (Wittig, 2012). The years of employment can
impact the acceptance of DBT because employees who are working for an organization for a
longer period of time, are proven to be apathetic about change initiatives (Oreg, 2006).
Moreover, as the amount of working hours per week is linked to one’s involvement in the
company, Oreg (2006) expects that higher involvement can lead to more resistance to change,

especially when it involves negative or uncertain consequences, like DBT does.

1V.  Analvtical Strategy

With the survey aggregation tool “Qualtrics”, the participants’ responses on the measures of
this study’s conceptual model (Figure 1) were collected. Subsequently, the data was exported
to the statistical program IBM SPSS Statistics in order to analyze them and test the hypotheses.
Specifically, the computation tool PROCESS Macro, developed by Hayes (2013), was added
to the program and provided a helpful tool to understand and test the theorized mediating and
moderating relationships. As the relationships given in the conceptual model consist of different
individual model templates identified by Hayes (2013), the analytical strategy of this study
involved several model analyses. Firstly, a multiple mediation model with three mediators was
used to investigate the direct and indirect effects of chronological age on the three work motives
(H2, H3 & H4) as well as on the acceptance of DBT (H1). Based on Hayes’ (2013) templates,
this was tested with model 4, which provided insights into the relationship between
chronological age and acceptance of DBT when mediated by work motives. Secondly, model
1 was utilized to analyze the three hypotheses (HS a, b & c) assuming interaction effects of POS

and work motive levels in form of a compensation role when predicting employees’ acceptance
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behaviors. Finally, the significance of the overall moderated mediation effect (H6) was tested

with model 14 (Hayes, 2013). (Appendix C)

Results

1. Descriptive Statistics

The following table shows the descriptive statistics for all the variables used in this study as
well as the variables that were controlled for. Due to the fact that the work motives, perceived
organizational support and acceptance behaviors were surveyed with scales consisting of

several items, they had to be summarized to their means by forming constructs.

Table 1: Descriptive Statistics of the Model

Minimum Maximum Mean SD
Model Variables (Means)
Chronological Age 24 68 46.59 12.76
Growth Motive 1 7 4.50 2.22
Job Security Motive 1 7 5.98 1.24
Social Motive 1 7 4.15 2.04
POS 1.81 6.63 4.43 1.34
Acceptance Affective 1 7 4.67 1.97
Acceptance Behavioral 1 7 5.05 1.75
Acceptance Cognitive 1 7 4.75 1.69
Control Variables
Gender 0 1 Sl .50
Work Schedule 20 50 37.27 6.45
Employment Tenure 2 36 10.18 8.88

Note. N=132

The minimum and maximum means of the work motives and acceptance behaviors are exactly
1 and 7, which reveals that some respondents indicated all the extreme values of the 7-point
Likert scales of one dimension. Moreover, the table shows the variables’ means (M) and
standard deviations (SD). The job security motive shows a mean high above the middle value
of the 7-point Likert scale (= 4), indicating negatively skewed values. Additionally, the other

variables of interest show high SDs (> 1), which suggest non-normal data. However, normally
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distributed data is recommended for this research in order to avoid possible problems caused
by the powers of non-sampling distributions (MacKinnon, Lockwood, & Williams, 2004).
Therefore, the bootstrapping method was utilized when using the PROCESS macro for the
moderation and mediation analyses. In the analyses of the study, bootstrapping helps to derive
thoroughly representations of the sampling distribution of the effects and provides hypotheses
tests with higher power than normal theory approaches (Hayes, 2013). Hence, a 95%
confidence interval with a 5,000 bootstrapping sample was conducted to test the significance
of the indirect effects of the three mediators and conditional effects of the moderator (Shrout &
Bolger, 2002). Concerning the control variables, gender is a nominal variable (0 = male; 1 =
female) with M = 0.50, SD = 0.52; work schedule has M = 37.27; SD = 6.45; and employment
tenure shows M = 10.18; SD = 8.88.

The next table illustrates the bivariate correlations between all the model variables,
including the control variables. One can clearly see that age has significant and negative
relationships with the acceptance behaviors of digitalization (r=-.71, p <.01; r=-.63, p <.01;
r=-.67, p <.0l) as well as significant negative relationships with the mediating variables
growth motive (r = -.74, p < .01) and social motive (» =-.71, p <.01). However, age shows a
positive correlation with job security motives (» = .38, p <.01). This indicates that the older
participants were less motivated by growth and social opportunities at work, neither did they

seem to accept DBT. Nevertheless, they were motivated by a secure job position and salary.
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Table 2: Pearson — Bivariate Correlations

Model Variables 1 2 3 4 5 6 7 8 9 10
(Means)

1. Chronological Age 1

11

2. Growth Motive -.74%% 1(.98)

3. Job Security 38%* -19*%  1(.93)

4. Social Motive ST71FE O B2¥Ek  _20%  1(.97)

5. Affective DBT ST1RE O BIFE O _26%*F 75%% 1 (.96)

6. Behavioral DBT -63%*  77** 14 JEx 0 92%% 1 (,96)

7. Cognitive DBT S70%*F 0 77EER 3%k 73k 93k RREFF 1 (.94)

8. POS -50%% 0 60**  -27**F 56%*  82¥*k  73x*  QOFF 1 (.97)

Control Variables

9. Gender -.13 .08 -.08 20% .07 .04 .04 .10 1

10. Work Schedule -17 37 .02 28%*F  40%*  42%*  38¥*  38* .00 1

11. Employment .69%* -54%*%  D1* -43%%  _50%*k 46 -45%%  44%%  _20* - 13 1
tenure (years)

Note. N=132. *p <.05 (two-tailed); **p < .01 (two-tailed) Cronbach’s alpha between brackets

Table 2 also shows that there are strong and significant intercorrelations between the
three acceptance behaviors. Indeed, affective behavior correlates to behavioral and cognitive
behavior with »= .92, p <.01 and » = .93, p <.01. Due to this striking pattern among the three
variables, a factor analysis (Principal Component Analysis) was conducted with all the 15 items
of the three scales in order to investigate if one factor could load all these items. Here, according
to the Kaiser’s Rule, common factors are eigenvalues that are greater than 1 (Burns & Burns,
2008). For this factor analysis, one factor had an eigenvalue above 1 and also the component
matrix indicated that 1 factor can be loaded on all 15 items. Hence, the items were combined
and the tridimensional construct, proposed by Piderit (2000), was disregarded in this study. The
new variable, which is used from now on, is called “acceptance behavior DBT” and it has a
Cronbach’s alpha of a = .981. Its individual descriptive statistics are shown in table 3 and a

new correlation table with the other variables was created, as well (table 4).

Table 3: Descriptive Statistics for the New Variable “Acceptance Behavior DBT”

Minimum Maximum Mean SD
Model Variables (Means)

Acceptance Behavior DBT 1.20 7.00 4.82 1.75

Note. N=132
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Table 4: Pearson — Updated Bivariate Correlations

Model Variables (Means) 1 2 3 4 5 6 7 8 9
1. Chronological Age 1

2. Growth Motive -.74%*% 1(.98)

3. Job Security Motive 38** -19*%  1(.93)

4. Social Motive ST1RE O R2FR L 20% 1(.97)

5. Acceptance Behavior DBT ~ -.69*%* . 81**  -22% JI5%% 0 1(.98)

6. POS -50%%  60**F L 27**  56%*  B1*¥*1(.97)

Control Variables

7. Gender (dummy) -.14%* -.06 -.07 .19% .03 .10 1

8. Work Schedule -.17 37 .02 28%*  4]xEk 3RE* -.01 1

9. Employment tenure .69%* -54%*% Q1% S43%F L S50%EF - 44%k L2k F 3% EF ]
Note. N=132. *p <.05 (two-tailed); **p < .01 (two-tailed) Cronbach’s alpha between brackets

Similar to table 2, this updated correlations table shows that there is a negative
correlation between age and acceptance behavior of DBT (r = -.69, p < .01). Moreover,
employees striving for growth and social interactions, show significant positive affiliations to
the acceptance of DBT (r = .81, p < .01 and r = .75, p <.01), whereas employees concerned

about job security reveal a negative, less significant correlation (» = -.22, p < .05).

1. Mediation Analyses

Hayes (2013) defines a simple mediation model as “any causal system in which at least one
causal antecedent variable is proposed as influencing an outcome through a single intervening
variable” (p. 78). Here, the antecedent variable was chronological age, the outcome was
acceptance behavior towards DBT and the intervening variable was the work motive. As three
work motives were investigated as mediation variables, a multiple mediation analysis was
performed (Figure 2). This analysis allowed the testing of the first four hypotheses. The output
of the model is represented in table 5, whereas some supporting histograms are given in
appendix D. In the following tables, all p-values, which indiciate the significance level for this

study’s hypotheses, are one-tailed due to their directional assumptions.
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Figure 2 - Multiple Mediation Model

Concerning the first hypothesis, the c-path between chronological age and acceptance
of DBT was analyzed. The statistics show a significant negative relationship between age of
the participants and their acceptance behavior towards DBT (F(4, 127y = 43.44, p < .01; R’ = .58;
L=-.09,1127)=-7.86,p <.01,95% CI [-.11; -.06]). Hence, Hypothesis 1 is supported due to
this direct effect of the independent variable on the dependent variable (c-path).

The second hypothesis is divided into three sub-hypotheses. The first one H2a is
depicted with the a-path between age and growth motives. One can identify a negative
relationship between the independent and mediating variable, which is highly significant: F4,
127y =49.24, p < .01; R? = .61; B=-.12, {(127) = -8.65, p < .01, 95% CI [-.14; -.09]). H2b is
represented with the b-path between growth motive and acceptance of DBT. As it is a highly
significant and positive relationship, the hypothesis is supported: F(7, 124y = 45.29, p<.01; R’> =
12, =30, t(124) = 3.91, p < .01, and 95% CI [.15; .45]. Finally, the third sub-hypothesis
(H2c) 1s also supported, stating that there is a significant indirect effect between chronological
age and acceptance through growth motives: = -.04; (95% CI [-.06; -.02].

Hypothesis 3 investigates the job security motive as mediator of the relationship and
also consists of three sub-hypothesis. According to the statistics, chronological age is
significantly and positively related to the job security motive, hence supporting H3a: Fy, 127) =
6.14, p < .01; R’ = .16; B= .05, 1(127) = 4.20, p < .01, 95% CI [.02; .07]. Even though the b-
path between the job security motive and acceptance shows a negative relationship, it is not
significant, leading to the rejection of H3b: F(7, 124y = 45.29, p <.01; R’ = .72; B=-.04, ((124)

=-59, p = .28, 95% CI [-.19; .10]. In turn, the overall indirect effect of this motive as the

Work Project — Kathleen Isabell Schulz — January 2019 27



mediator is insignificant, also resulting in a rejection of H3c, because the value zero falls within
the bootstrapping Cls (£ =.002; 95% CI [-.01; .01]) (Preacher & Hayes, 2008).

The last hypotheses that were analyzed with this multiple mediation model were the
sub-hypotheses of H4 concerning the mediation effect of the social motive. H4a is supported
because the values given in the output table indicate a significant negative relationship between
age and the social motive (F(4, 127y = 40.16, p < .01; R’ = .56; f=-.13, #(127) = -9.50, p < .01,
95% CI [-.15; -.10]). The hypothesis between this motive and acceptance (H4b) is also
supported at the 1% level due to the positive relationship with a small p-value of .0039: F(7, 124
=45.29,p<.01; R’ =.72; B= .23, 1(124) =291, p < .01, 95% CI [.08; .39]. With the statistics
(B =-.03, 95% CI [-.05; -.01]), the value zero does not pass through the ClIs, indicating a
significant and negative indirect effect between chronological age and acceptance of DBT
through the mediation of the social motive (supporting H4c).

Table 5 also shows the c’-path, which is the direct effect of chronological age on
acceptance of DBT under the mediation effects of the three work motives. It is a negative but
insignificant relationship: F(7, 124 = 45.29, p < .01; R’ = .72; B=-.02, (124) = -1.56, p = .06,
95% CI [-.05; .01]. This means that with the mediation of the work motives, the direct effect of
chronological age on acceptance becomes insignificant. In other words, the model displays a
full mediation by the two significant mediators, growth motive and social motive, with a
significant total effect of f=-.09 (¢#(124) =-7.86, p <.01), 95% CI [-.11; -.06].

Table 5: Regression Results for the Multiple Mediation

Acceptance of Digital Business Transformation (H1)

Yii SE t p
Constant 6.04%* .79 7.65 .00
Chronological Age (c-path) -.09** .01 -7.87 .00’
Gender -22 21 -1.09 28
Work Schedule 08** .02 5.02 .00
Employment Tenure -.01 .02 -42 .67
R2? = 58%**

F,127)=43.44%* p <.00
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Growth Motive (H2)

Yii SE t p
Constant 7.03%* 97 7.26 .00
Chronological Age (a-path) - 12 .01 -8.65 .00’
Gender -.16 25 -.64 53
Work Schedule 08** .02 4.24 .00
Employment Tenure -.01 .02 -.62 .54
R2 = .6]%*

F(4,127) = 49.24%*%* pP= .00

Job Security Motive (H3)
Yii SE t p
Constant 3.40%* .80 4.27 .00
Chronological Age (a-path) 05** .01 4.20 .00’
Gender -.08 21 -.38 .70
Work Schedule .02 .02 1.05 .30
Employment Tenure -.02 .02 -1.04 .30
R2? = .16**

F(4,127) =6.14%*, pP= .00

Social Motive (H4)
Yii SE t p
Constant 7.35% 95 7.73 .00
Chronological Age (a-path) - 13 .01 -9.50 .00’
Gender 50* 25 2.04 .04
Work Schedule .05* .02 2.82 .01
Employment Tenure .04 .02 1.99 .05
R2? = .56%**

F(4,127) =40.16*%*, pP= .00

Acceptance of Digital Business Transformation
(H2b, H3b, H4b)

Yii SE t p

Constant 2.38% .83 2.86 .01
Chronological Age (c’-path) -.02 .01 -1.56 .06’
Growth Motive (b-path) 30** .08 3.91 .00’
Job Security Motive (b-path) -.04 .07 -.59 28’
Social Motive (b-path) 23wk .08 2.94 .00’
Gender -.30 18 -1.68 10
Work Schedule .04%* .01 3.08 .00
Employment Tenure -.01 .01 -.92 .36

R2 = 72%*

F(4,125) =45.20%* pP= .00
Note. N=132. **p <0.01, *p<0.05 ’(one-tailed)
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11,  Simple Moderation Analyses

The goal of this analysis was to uncover the boundary conditions of the association between
the work motives and acceptance behavior towards DBT (Hayes, 2013). In this study, POS was
the moderator variable and it was expected to influence the magnitude of the causal effect of
the respective work motive on acceptance of DBT (Hayes, 2013). More specifically, a
compensation effect of POS was anticipated. As there were three work motives that had to be
analyzed with model 1 (Hayes, 2013), three analyses were conducted. These hypothesized
effects are displayed in the following figures and their statistical results are summarized in table

6 as well as in graph 1, 2 and 3.
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Support Support
l Acceptance of Digital . l Acceptance of Digital
Growth Motive > Business JODM?(;\:;;"‘Y > Business
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Figure 3 —Moderation Analysis Growth Motive Figure 4 — Moderation Analysis Job Security Motive
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Organizational
Support
l Acceptance of Digital
Social Motive > Business
a-path Transformation

Figure 5 —Moderation Analysis Social Motive

The growth motive showed a significant and positive main effect on the acceptance of
DBT (f =.79, 1(125) = 6.99, p <.01), and also POS showed a positive effect (f=1.04, #(125)
= 8.75, p < .01), meaning that growth motives as well as a supporting organizational
environment individually can lead to higher acceptance of DBT. Furthermore, the interaction
effect of POS and the growth motive on the acceptance behavior of employees is negative (=
-.09, #((125) = -3.82, p < .01) and the bootstrapped CI (95% CI [-.14; -.04]) does not include a
zero, indicating a high significance and supporting H5a. Graph 1 (a) displays this hypothesized
interaction effect of the continuous variables: When POS is low, the relationship between
growth motive and DBT acceptance is stronger. This is also represented by the conditional
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effects: At low POS levels, the relationship is stronger with 0.52 (p <.01) compared to an effect
0f 0.22 (p <.01) at high POS levels. The argumentation that high levels of POS can compensate
for low growth motives is displayed more clearly in graph 1 (b). It can be seen that little
motivated employees are more willing to accept DBT when they experience organizational
support. In line with the expectations, it shows that high levels of POS substitute the lack of
growth motivation of employees and lead to an increased willingness to accept DBT. This is
depicted by the steeper slope of the less growth motivated employees (low GM) and by their
experience of a stronger POS effect (acceptance at low POS [2.62]; at high POS [4.85]). In
comparison to employees driven by growth opportunities (high GM), who experienced a
weaker effect of POS (acceptance at low POS [4.84]; at high POS [5.95]).

Above it was already stated that the job security motive had no significant mediating
effect on accepting DBT. In addition to that, the interaction effect of POS on this relationship
was not supported with an insignificant main effect (f=-.39, «(125) =.29, p =.09), POS effect
(f=.35,1125)=.91, p=.18) and an insignificant interaction at the 5% significance level (=
.09, #(125)=1.41, p=.08). Additionally, the bootstrapping CI (95% CI [.00; .21]) encompasses
the value zero and in combination with the high p-value, it is concluded that H5b cannot be
supported. Graph 2 (a) and (b) show this insignificant effect of POS, which also does not
employ a compensatory effect, because the acceptance behavior did not notably differ between
low or high levels of job security motives.

Finally, H5c 1s supported because the statistical output and corresponding graphs
(Graph 3 (a) and (b)) show a significant effect of POS on the relationship between the social
motive and acceptance of DBT. Indeed, the interaction effect is highly significant with g = -
A12,1(125)=-4.78, p < .01 and the CI (95% CI [-.17; -.07]) that does not include a zero. Graph
3 (a) displays that all employees show higher acceptance towards DBT with higher levels of
POS present, which is due to the significant direct and positive effect of POS on DBT-

acceptance (f = 1.11, #(125) = 9.90, p < .01). Additionally, a stronger effect of 0.55 (p <.01)
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is depicted at lower levels of POS and a weaker effect of 0.17 (p <.01) when POS is higher.
Hence, social motives can compensate for low POS levels, and vice versa: As displayed in
graph 3 (b), a weaker effect of POS is realized when the employees are already driven by social
motives (high SM: acceptance at low POS [4.74]; at high POS [5.70]) and a stronger one when
the employees are less driven by social motives, explaining the negative interaction effect and
steeper slope (low SM: acceptance at low POS [2.58]; at high POS [4.87]).

Table 6: Regression Results for the Simple Moderation

Acceptance Behavior towards DBT — Growth Motive (H5a)

Yii SE t p
Constant -1.73%* .61 -2.84 .01
Growth Motive (GM) ik A1 6.99 .00’
POS 1.04%* 12 8.75 .00°
GM x POS -.09%* .02 -3.82 .00°
Gender -.15 13 -1.14 25
Work Schedule .01 .01 1.22 23
Employment Tenure .00 .01 -.00 1.00
R2? = 84%**

Fe,125)=111.57** p <.00

Acceptance Behavior towards DBT- Job Security Motive

(H5b)
Yii SE t p
Constant 2.58 1.84 1.40 16
Job Security Motive (JSM) -.39 .29 -1.36 .09’
POS 35 .39 91 18’
JSM x POS .09 .06 1.41 .08’
Gender -.24 18 -1.38 17
Work Schedule 04+ .01 2.41 .02
Employment Tenure -.04%* .01 -3.50 .00
R2 = 71%*

F6,125) = 49.60** p = .00

Acceptance Behavior towards DBT — Social Motive (H5¢)

Yii SE t p
Constant -1.97%%* .59 -3.36 .00
Social Motive (SM) 90** 12 7.59 .00’
POS L11** A1 9.90 .00°
SM x POS - 12%* .03 -4.78 .00°
Gender - 37** 13 -2.91 .00
Work Schedule .02* .01 2.30 .02
Employment Tenure -.02% .01 -2.30 .02
R? = 85**

F(6,125) = 113.08%**, pP= .00

Note. N=132. **p < 0.01, *p <0.05 "(one-tailed)
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1V.  Moderated Mediation Analysis

Now, the focus lies on the combination of the previous conducted analyses in order to test H6.
In fact, a conditional process analysis was conducted, which considered the indirect and direct
effects (mediation component) together with the conditional nature (moderation component)
(Hayes, 2013) of the studied relationship between chronological age and acceptance of DBT.

This moderated mediation is displayed in figure 6, where it is assumed that the work motives,
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moderated by POS, mediate the association between chronological age and acceptance

behavior.
Growth Motive
Perceived
Job Security Motive Organizational
Support

Social Motive «

¥

4 Acceptance of Digital
Chronological > Business

Age Transformation

Figure 6 — Moderated Mediation — The Complete Conceptual Model

Concerning the conditional indirect effects of POS involving growth motives, its Cls
include zero for low (95% CI [-.05; -.00]), and high (95% CI [-.04; -.00]), but exclude zero for
medium levels of POS (95% CI [-.04; -.01]). The “Index of Moderated Mediation” provides a
clearer result with the bootstrapping CI that involves a zero (95% CI [-.01; .01]), stating that
there is no evidence for a moderated mediation with growth motive as the mediator and POS
as the moderator. The same applies to the job security as mediator: the CIs of the conditional
indirect effects at all levels of POS indicate insignificance because they include zeros (low
(95% CI [-.01; .01]), medium (95% CI [-.05 .01]) and high (95% CI [-.00; .01])) as well as the
bootstrapped CI given in the index (95% CI [-.00; .01]). For the social motive, the CIs for the
low and medium POS are significant as zero does not fall within the limits (low (95% CI [-.07;
-.02]), medium (95% CI [-.04; -.01])), but within the limits of the high levels of POS (high
(95% CI [-.02; .01])). The index shows that in total the moderated mediation is also not
significant respecting this mediator (95% CI [.00; .02]). With a lower limit of .0016 and an
upper one of 0.0226, the model including social motive is approaching significance, because
precisely speaking, the CI does not include zero. However, rounding to two decimal places, the
lower limit falls on the value zero, indicating insignificance. Hence, with different data,
collected with a larger sample or in a different industry for instance, this CI could become

significant (Burns & Burns, 2008). Overall, as all sub-hypotheses of H6 are not supported, there
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is no evidence for the hypothesized moderated mediation at the 95% confidence level. In
addition, the model was also tested at the 90% confidence level, however, the output also

depicts insignificant results (Table 7).

Table 7: Index of Moderated Mediation

Mediator 95% Confidence Level
Index SE(Boot) BootLLCI  BootULCI
Growth Motive .00 .00 -.01 .01
Job Security Motive .00 .00 -.00 .01
Social Motive .01 .01 .00 .02
90% Confidence Level
Growth Motive .00 .00 -.01 .01
Job Security Motive .00 .00 -.00 .00
Social Motive .01 .01 .00 .02
Note. N=132
Discussion

This study analyzed two overarching trends that are currently affecting societies and especially
leading to significant changes in today’s businesses as well as how they operate. On the one
hand, this is the demographical change, characterized by a shift in the age structure of societies
and leading to an increasingly age diverse workforce (Tempest et al., 2002). Whereas on the
other hand, the rapid innovation of new and pervasive technologies, constantly changing
customer expectations and the intensive competition increase the need for changing the
business operations by the means of digital technologies (OECD, 2017). The former trend has
been analyzed in the past, however, managing the operations of a highly age diverse workforce
is one of the most pressing challenges of this decade (Kooij & van de Voorde, 2011), and hence,
still of utmost importance. The same applies to DBT: Its implications have been investigated
scarcely, but they are fundamentally reshaping today’s organizations and the way employees
work (Yoo et al., 2012; Rayome, 2017). Therefore, as DBT influences the work of all
employees, who show different ages, these two organizational changes appear to be highly
dependent on each other. More specifically, this study investigated and found support for the
assumptions that older employees are less willing to accept DBT. It also answers the question
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why this is the case, based on the employees’ growth and social motives to work, which are
changing over life and mediating the age-acceptance relationship. Additionally, by testing the
interaction effects of POS and work motives to predict DBT acceptance, the study suggests
some aspects that managers can implement during the DBT process in order to ensure its
success. Heretofore, all these assumptions and effects have been disregarded and scarcely
researched, hence making this study highly value-adding by providing recent and empirically

supported insights.

L General Discussion of the Findings

As expected, the analysis of the survey responses indicate that chronological age is negatively
related to employees’ acceptance of DBT. For now, several authors have assumed that
technology is disturbing to older employees (Gagnon & Dragon, 1998) and that they are
technophobic (Fitzgerald et al., 2013). The outcomes of this study confirm these assumptions
that older people are less willing to accept DBT. Furthermore, they extend the existing and
limited knowledge pool by showing that older employees indicate resistance to work with
digital technologies, which include robots, automated processes, Big Data analytics, flexible
working cultures and online communication tools. There is a clear difference between the
acceptance behavior of younger and older employees. This coincides with the fact that younger
generations are “digital natives” (Buchanan, Kelley, & Hatch, 2016), meaning that they are
raised with such technologies, know how to operate them and enjoy their applications (Bolser
& Gosciej, 2015). Hence, they show a higher acceptance of DBT.

It was found that this association between chronological age and DBT-acceptance is
fully mediated by growth motives and social motives. Here, the data supports the corresponding
hypotheses that there are significant age-related decreases in these motives. This conforms with
Kooij et al.’s (2011; 2013) and Kooij and van de Voorde’s (2011) previous research. The

decreases in growth motives while aging is explained with the SOC theory, stating that the older
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an employee, the stronger the focus on maintaining one’s effective functioning and well-being
(Baltes & Baltes, 1990), instead of focusing on personal and professional development (Kooij
et al., 2011; Kanfer & Ackermann, 2004). In fact, older employees have shown that they
perceive such motives and the demands of DBT as unpleasant and not interesting, agreeing with
the previously discussed arguments by Carstensen, Isaacowitz, and Charles (1999). This also
corresponds with the statements given by Kanfer and Ackermann (2004), Silverstein (2004)
and Chen (2012), who stated that older people in general experience declining cognitive and
intellectual performances, making it difficult to understand, process and acquire novel
knowledge. Secondly, concerning social motives, it was found that older employees are less
motivated to work by opportunities that involve the interactions between employees. This
supports the expectations based on the SST theory by Carstensen (1995), stating that if
employees get older, their focus shifts from knowledge-related goals to feelings and emotional
meanings. They are satisfied by engaging only into their few and already existing relationships
(Carstensen, Isaacowitz, & Charles, 1999). And it holds true for this study as mainly younger
respondents indicated a high perceived importance of social interactions at work, presumably
in order to share knowledge and help others. Indeed, young and hence socially motivated
employees also indicated high importance of helping others. This might be attributable to the
industries covered in this study. Only digitally transforming industries were included (IDG,
2018) in which specifically the young and digital savvy employees have several meaningful
skills and information about the implemented technologies. Hence, they show the highest
ability and willingness to help other people (Shallenbarger, 2018), compared to older
employees who cannot offer adjuvant help to their coworkers in these industries due to their
lack of knowledge about modern technical skills (Buchanan, Kelley and Hatch, 2016)

Given the fact that digitally transformed businesses are highly agile and flexible, work
creatively, consist of cross-functional departments and introduce frequently changing

technologies (Prising, Sorenson, & Weinelt, 2018), which also require constant interactions
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between employees as well as facilitate the building of extensive and global networks
(Buchanan, Kelly, & Hatch, 2016), it is not surprising that growth and socially motivated
employees show a higher acceptance of DBT. Indeed, DBT creates the optimal work
environment for these highly motivated employees to fulfil their goals of personal and
professional development or social networking. As expected, older employees are the least
motivated by growth and social opportunities, and in turn this explains why they are resistant
to DBT. It creates an environment in which they have to do all the activities that they perceive
as least important, for instance acquire several new skills, which coincides with the fact that
64% of the businesses report the need for reskilling their personnel when implementing digital
technologies (Prising, Sorenson, & Weinelt, 2018). Hence, in line with this study’s
assumptions, growth and social motives are involved in a chain of meaningful associations,
resulting in the mediation of the negative association between chronological age and DBT. In
addition, these associations make the total direct effect insignificant, implicating that this
relationship is completely explained by these mediators.

However, the outcomes concerning the job security motives do not show a considerable
mediation effect, which is inconsistent with the hypotheses. The first part of the hypothesis,
namely the slightly positive effect of age on job security motives, is supported. Indeed, this
conforms with the assumptions that everyone is concerned about their job security, but younger
employees identify job security as slightly less important. According to Sirota and Klein (2014),
they worry less about losing their jobs than older employees, because they are highly suitable
to adapt and fit into various companies due to their extensive amount of skills and better
cognitive ability to easily learn new ones. In comparison to older employees, who experience
declines in their conceptive and intellectual capabilities, leading to difficulties in acquiring new
knowledge and skills and consequently, new jobs (Kanfer & Ackermann, 2004). Moreover, this
underlines the SOC theory stating that older employees allocate most resources to the

maintenance and regulation of work-related losses, including jobs, good payments and other
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benefits, but not to self-development and learning (Baltes et al., 1999). Nevertheless, the second
part of the hypothesis, assuming a negative association between job security motives and
acceptance of DBT, as well as the overall mediation of the job security motive, are not
supported with this study’s results. This contradicts with several newspaper articles (Arntz,
2016; Bandy, 2016; Vincent, 2016; Sharma & Nair, 2017), reporting eliminations of jobs due
to automation and changing job characteristics, which comes with DBT. Hence, it seems like
employees do not perceive DBT to have such negative effects on their job position or design.
Accordingly, other authors argue that such reports could be rumors and employees do not have
to be afraid of DBT changes. Brynjolfsson and McAfee (2015), for instance, state that human
interactions are central to economic transaction and human needs can only be satisfied by other
humans, not by machines. Moreover, some companies observed stable levels of employment
after the implementation of digital technologies (Prising, Sorenson, & Weinelt, 2018), which
can be attributable to the industries under investigation. Indeed, especially service industries,
like the education and health care industries analyzed here, have experienced the highest
increases in employment since the 1950s (The Economist, 2014).

Coming back to the significant relationships between growth motives and DBT-
acceptance as well as social motives and DBT-acceptance, POS shows to have a highly
influential effect on them. In general, POS seems to elicit an increase in the acceptance of DBT
among all employees. Moreover, in line with the expectations, high levels of POS showed to
be especially useful when employees were not motivated by growth and social aspects.
Therefore, the assumptions are met that POS compensates the employees’ lack of motivation
to predict acceptance of DBT. This is due to the fact that POS increases employees’ felt
obligation to increase an organization’s welfare and performance (Eisenberger et al., 2001). In
this study, the felt obligation is regarding the successful implementation of DBT, as it can
increase an organization’s performance. Hence, the results indicate that even without these

motives, they are willing to acquire new skills, accept different work designs and increase their
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interactions with other coworkers, all by the means of digital technologies. This coincides with
Vallerand’s (2015) findings, concluding that shortcomings of specific personal motivations can
be substituted by extrinsic factors, which still fulfil psychological needs and can lead to more
affirmative acceptance behavior towards DBT. The employees, who are highly driven by these
motives, are already willing to accept DBT, and thus, they are not experiencing strong effects
of POS. As hypothesized, low levels of POS in a company amplify the relationships between
growth or social motives and DBT-acceptance, making employees more willing to accept DBT

the more they are driven by the motives.

11 Theoretical Contributions

Overall, this thesis and the conducted research are built upon the interesting demographic and
structural changes happening in today’s businesses. The outcomes identified several value-
adding insights that contribute theoretically to existing publications. Moreover, the
intercorrelations of the two changes, age-diversity and DBT, have been barely investigated
before, and therefore, the study initiates the filling of this crucial research gap by presenting
various novel relationships.

Firstly, the findings suggest that the older an employee, the less willing is he or she to
accept the digital transformation of the business. This confirms the assumptions of Fitzgerald
et al. (2013) and Buchanan, Kelley and Hatch (2016) stating that older people are technophobic,
whereas younger ones are digital native and show a high affinity towards digital technologies.
Moreover, it extends the outcomes of the research by the Sloan Center on Aging and Work
(Minnich, 2011) by concluding that old employees, aged above 55, are the most resistant to
work with such technologies. Additionally, it corresponds to the findings of De Koning and
Gelderblom (2006) and Schleife (2006), which state that older employees dislike working with
computers and complicated ICT systems, and adds that nowadays they also show higher

resistance to working with robots, Big Data analytics, cloud systems and online communication
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tools. This contribution is crucial because the older age groups make up a high share of the
work force nowadays and can easily influence the successful implementation of DBT (Ayar,
Ebeke, & Shao, 2016).

The question why employees do not accept to work with digital technologies is
answered with the social and growth motives that employees of different chronological ages
pursue. Initially, Kooij et al.’s (2011; 2013) and Kooij and van de Voorde’s (2011) research on
age and work motives was reinvestigated and it was ascertained that these motives are
negatively related to chronological age. Here, the SOC and SST theory (Baltes & Baltes, 1990;
Carstensen, Isaacowitz, & Charles, 1999) both are supported and their arguments are embraced
in the working context. To conclude, older employees focus more on compensating their
cognitive losses and strengthening their few social interactions. As DBT demands and
facilitates personal development, reskilling, flexibility, transparency and constant social
interactions with the help of digital technologies, it is consequential that younger employees,
driven by growth and social motives, show a higher willingness to accept DBT.

In terms of job security motives, young and old employees are driven by job security
and payments, confirming Sirota and Klein’s (2014) assumptions. However, similar to Kooij et
al.’s (2011) findings, the study concludes that older employees place some more importance on
job security. Nonetheless, this work motive is not linked to employees’ acceptance of DBT,
leading to the generalization that people, employed at the education, high tech and health care
industry, do not perceive DBT as a threat to their job position and salary.

Finally, a highly important finding and theoretical contribution is the compensatory
function of POS. The study agrees with Eisenberger et al.’s (2001) proven theory that POS
stimulates employees’ affiliation towards the company. On the one hand, this is displayed here
by an increased DBT-acceptance due to higher POS levels, but also by its interaction effect,
which shows that it can compensate the lack of employees’ growth or social motives and engage

them to accept DBT. Indeed, the study has shown that the least driven employees experience
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the strongest acceptance shift under high levels of POS. Overall, these are highly value-adding
insights because they indicate the importance of POS in the DBT implementation process,
especially when various employees are involved who show motivational shortcomings. They
also contribute to Ho et al.’s (2018) conclusion that researchers should adopt a more holistic
viewpoint by considering all predictor variables of DBT acceptance, which can operate jointly

such that some can compensate or substitute for others.

1IlI.  Limitations and Future Research

In spite of these novel and interesting findings, the study involves a number of limitations,
which should be considered.

Firstly, the data was collected by a convenient sampling method, whereby only the
German education, health care and high tech industries were analyzed. It is an acceptable
method, but it can also lead to possible biases. For example, employees of these industries can
be notably different in terms of their characteristics. Because differing sampling groups can
create a less representative sample (Burns & Burns, 2008), several control variables were used
(gender, tenure and work schedule). However, for future research, more control variables
should be involved, specifically the variables “social systems” and “educational attainment”,
because these are said to also influence employees’ attitudes towards change (Wittig, 2012). In
addition, it is advisable to also investigate other industries as well as other nationalities in order
to generate more universal knowledge about employees’ acceptance behavior towards DBT.
When investigating work motives in other industries, the mediation effect of job security
motives should be analyzed again, because service industries were included in this study which
experienced significant increases in employment over the past decades (The Economist, 2014),
leading to lower perceived risks of losing the job among these employees. Hence, the majority
of service industry employees in this study could have biased the job security motive and it

should be researched again in different industries currently undergoing DBT.
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Secondly, this study is under risk of common method variance. Due to the fact that some
constructs are of psychological nature and require the use of self-reports, it is difficult to
eliminate this risk, here (Ho et al., 2018). Especially the variables POS, acceptance behavior
and perceived digitalization of the workplace might be affected. However, in the future, these
variables could be improved by implementing more objective measures based on perceptions
of researchers or managers for example (Chan, 2011).

Thirdly, this study is one of the few studies focusing on these topics, which means that
the present findings have to be used with caution until further research has been conducted. In
future researches, it is advised to focus on collecting data from larger samples. Moreover,
researchers can maybe even focus on analyzing longitudinal data, instead of the cross-sectional
data used in this study, in order to generate insights about causality and how the attitude towards
DBT of employees of different ages changes during the implementation of DBT.

Fourthly, the Cronbach’s alphas from the measurement scales are all notably high,
ranging from o = 0.932 to o = 0.981. On the one hand, this is favorable, because according to
several authors, a reliability of o = 0.7 or higher is acceptable (Nunnally, 1987) and if alpha is
even above 0.8, it is highly acceptable to assume the homogeneity of the items (Burns & Burns,
2008). On the other hand, there are some researchers who address their concerns about alphas
being higher than 0.95 (Clark & Watson, 1995; Tavakol & Dennick, 2011). Indeed, they say
that the high intercorrelations among the measures could indicate highly redundant items and a
narrow scale, which only measures a portion of the construct (Clark & Watson, 1995). These
concerns should be taken into account given the high Cronbach’s alphas of the study. Hence, it
is advisable for future research to revise and adjust the measurement scales in order to lower
the risk of redundancy.

Finally, the topic of this study is particularly novel and there are several aspects that still
can and should be investigated. For instance, Kooij and van de Voorde (2011) and Kooij. et al.
(2013) also analyzed other work motives, namely generativity and esteem, which could
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additionally be considered as potential explanations (mediators) for older employees’ lower
willingness to accept DBT. Furthermore, researchers can try to find other compensatory or even
complementary variables (moderators), in order to find value-adding aspects of how managers

can ensure the success of DBT.

1V.  Managerial Implications

DBT is affecting nearly all of the companies in today’s dynamic business world, which is why
it is of utmost importance that managers understand its effects on the firm and on the employees.
During a DBT, it is not just the process that has to be thoroughly managed, but also the
employees, because they are accused of leading to 70% of the failures (Ewenstein, Smith, &
Sologar, 2015). This study helps managers to make sense of employees’ resistance to DBT and
provides insights into how they can ensure its success.

First of all, managers should realize that older employees, especially the ones aged
above 55, show a negative affiliation towards accepting DBT. As firms become more age
diverse and employ a high share of these old workers nowadays (Ayar, Ebeke, & Shao, 2016),
they have to specifically focus on them in order to increase their willingness to accept DBT.
The study has proven that older employees are less driven by growth motives. In fact, they have
difficulties processing and acquiring new knowledge, which is required in the DBT process
because employees have to learn how to operate with new digital technologies. Hence, it can
be advantageous to offer different trainings to young and older employees, whereas older
employees should receive on-the-job or self-induced trainings, which are proven to be more
effective for them (Zwick, 2011). Moreover, younger employees, who are technical savvy, can
also be asked to offer help and technical education to older ones. On the one hand, this satisfies
younger employees’ drives to socially interact and provide help to others. On the other hand,

they can share their knowledge in order to train older employees with digital technologies,
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which assist all employees in developing themselves and increasing their social interactions
(Carstensen, 1995; Shallenbarger, 2018).

The study also reveals that the extrinsic factor POS can increase the willingness to
accept DBT amongst all employees, but especially among little social or growth motivated
ones. Indeed, these employees are found to experience tremendous positive effects from high
levels of POS in a way that their acceptance behavior towards DBT strongly increases. Because
the acceptance of DBT of all employees is crucial for the company and its performance,
managers have to implement an environment in which they, and especially employees who
show some shortages of these motives, feel valued. This involves the appreciation of their work,
personal values, goals and extra efforts as well as listening to their needs and opinions
(Eisenberger et al., 2001; Arshadi, 2011). Especially helpful could be frequent feedback
sessions involving employees and managers. Moreover, managers have to make their work as
interesting as possible and offer help when needed (Eisenberger et al., 2001). This help should
be available at all times and especially when employees experience difficulties acquiring new
knowledge and skills for operating with digital technologies. Additionally, Naujokaitiene,
Tereseviciene and Zydziunaite (2015) stress the importance of a clear structure and vision for
DBT that is communicated by the management to all employees, thus managers’ POS initiatives

should include transparency as well as frequent communication.

V. Conclusion
The current paradigm shift of digital business transformation is affecting all companies,
nowadays. In addition, they are experiencing the demographic trend of an increasingly age
diverse workforce, and due to the combination of these two organizational changes, companies
are facing major challenges in terms of staying profitable, efficient and competitive. Because

all employees and their acceptance play a crucial part during the implementation of DBT, this
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study analyzed the relationship between chronological age of employees and their acceptance
behavior towards DBT in order to identify the ones who are resistant and to explain why.
Overall, it has been empirically proven that chronological age has a negative direct
effect on acceptance of DBT. This indicates that older employees are indeed technophobic and
the least willing to accept the changes caused by DBT. Moreover, the study shows that this
resistance towards working with digital technologies is fully explained by the mediators growth
and social motives. These work motives are not just negatively related to chronological age,
but also positively related to DBT-acceptance, hence creating a chain of meaningful
associations. Moreover, the study realized that perceived organizational support provides a
working environment in which especially the least motivated employees become more
supportive of DBT and the corresponding changes. Hence, managers are advised to create an
environment in which all, but especially these little driven employees feel valued, supported
and integrated. To conclude, the study ascertained novel and interesting findings, which should
be considered by today’s age diverse companies that want to successfully implement DBT.
Nevertheless, the literature gap is not completely filled yet. Hence, future research is
recommended in order to shed more light on additional aspects of this crucial topic in form of
investigating other mediator or moderator variables and provide further insights into why some

employees, specifically older ones, are resistant to DBT.
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Appendix

Appendix A: The Industries — Age Diversity and Digitalization Progress

Industry Distribution of workers ... DBT adaption
...younger than45 ...age 45-55 ...above 55

Education 48% 26% 26% 89%

Health Care  55% 25% 20% 92%

High Tech 59% 23% 18% 88%

Wright (2011) and IDG (2018)

Appendix B: Items for the Different Measurement Scales

Work Motives (Kooij et al., 2011; Kooij et al., 2013 & Porter, 1961)

Growth | How important is the opportunity for personal development for you?
Motives | How important is having challenging work for you?

How important is the opportunity to learn something new for you?
How important is being able to fully use your skills and abilities for you?

Job Security | How important is the security of your current job position for you?

Motives

How important are good physical working conditions at work for you?
How important are good benefits (salary, bonus, insurance,...) for you?
How important is the feeling of security in your work position for you?

Social Motives | How important is working with people for you?

Acceptance of Digital Business Transformation

How important is helping people or contributing to society for you?
How important is the opportunity for you to give help to other people at work?
How important is the opportunity for you to develop close friendships at work?

Affective

Behavioral

I am afraid of the changes caused by the digitalization of my company. (R)

I have a bad feeling about the changes related to the digitalization of my company. (R)
I am excited about the changes caused by the digitalization of my company.

The changes caused by the digitalization of my company make me upset. (R)

I am stressed by the changes related to the digitalization of my company. (R)

I am looking for ways to prevent the digitalization of my company. (R)

I am protesting against the digitalization of my company. (R)

I am complaining about the changes caused by the digitalization to my colleagues. (R)

(Eisenberger et al., 1986)

I am presenting my objections regarding the digitalization of my company to the management. (R)
I am speaking rather highly of the changes related to the digitalization of my company to others.

Cognitive | 1 believe that the changes caused by the digitalization of my company will harm the way things are

done here. (R)
I think that the digitalization of my company is a negative thing. (R)
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I believe that the changes caused by the digitalization of my company will make my job harder. (R)
I believe that the changes caused by the digitalization of my company will benefit the organization.
I believe that I can personally benefit from the changes caused by the digitalization of my company.

51



Perceived Organizational Support (Oreg, 2006)

The organization values my contribution to its wellbeing.

If the organization could hire someone to replace me at a lower salary it would do so. (R)
The organization fails to appreciate any extra effort from me. (R)

The organization strongly considers my goals and values.

The organization would ignore any complaint from me. (R)

The organization disregards my best interests when it makes decisions that affect me. (R)
Help is available from the organization when I have a problem.

The organization really cares about my well-being.

Even if I did the best job possible, the organization would fail to notice. (R)

The organization is willing to help me when I need a special favor.

The organization cares about my general satisfaction at work.

If given the opportunity, the organization would take advantage of me. (R)

The organization shows very little concern for me. (R)

The organization cares about my opinions.

The organization takes pride in my accomplishments at work.

The organization tries to make my job as interesting as possible.

Appendix C: Hayes’ Model Templates

Model 4 Model 1 Model 14

Conceptual Diagram Conceptual Diagram Conceptual Diagram

Mean Acceptance Behavior towards DBT

Hayes (2013)

Appendix D: Histograms — Age and Acceptance of DBT/ Work Motives
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