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ARTICLE INFO ABSTRACT

Keywords: Italy's aging population has raised concerns about sustaining careers, particularly in education, where teachers
Aging are among the oldest professional groups globally. Risks such as burnout, limited career progression, and
TeaCh‘?rS . . increasing digitalization highlight the need to understand which organizational practices support teachers' late-
g;f:::z‘:::iigﬁf;ces career sustainability. Drawing on a sample of 800 Italian teachers aged 50 and above, we applied latent profile
analysis to examine patterns of perceived organizational support. Four organizational practices —organizational
climate, leadership, work design, and individual development—were considered, alongside individual career
resources measured through Career Adapt-abilities. Four distinct profiles emerged, relating differently to three
career sustainability indicators: work engagement (happiness), perceived health (health), and self-rated job
performance (productivity). Organizational practices strongly influenced engagement and health, but not self-
rated performance. Age and gender did not predict profile membership or outcomes. Findings offer insights
for supporting older teachers' career sustainability and suggest practical strategies for schools and higher edu-

cation institutions.

1. Introduction

In recent decades, the working population in many countries has
undergone a steady aging process (OECD, 2023). This demographic shift
presents an urgent challenge for organizations and national systems
tasked with structuring paid work, healthcare, and retirement pro-
visions (Gahan et al., 2016; OECD, 2025). One common policy response
has been to raise the retirement age (OECD, 2023). However, the edu-
cation sector has displayed a contrasting trend: many teachers choose
early retirement (Keogh & Roan, 2016; OECD, 2024) or transfer to
schools that better align with their age- and career-related needs. These
patterns—along with the declining attractiveness of the teaching pro-
fession, driven by low salaries, high stress levels, increased adminis-
trative workloads, and limited career advancement opportunities
(OECD, 2024)—have contributed to widespread teacher shortages in
many countries. Such shortages significantly impact school
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management's ability to recruit and retain staff (Ingersoll, 2001;
McPherson, Lampert, & Baptista, 2025), with further implications for
teacher quality and student outcomes (Li & Yao, 2022; Sorensen & Ladd,
2020). A related issue is teacher absenteeism, which exacerbates the
challenges some schools face in maintaining adequate staffing levels and
delivering high-quality instruction (Bowers, 2001; Carrizosa & De Witte,
2024).

Aging within the teaching profession presents multiple challenges
that require consideration when organizing teachers’ work effectively
(Ivanov et al., 2025). Teaching is widely recognized as a demanding
occupation (Guglielmi & Tatrow, 1998; Zurlo et al., 2007), often more so
than many other professions (Seibt et al., 2009). It demands continuous
adaptation—to policy reforms, digital technologies, administrative
procedures, and increasingly diverse student populations—and sus-
tained professional development. As teachers age, they may experience
decreased job satisfaction, heightened emotional exhaustion
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(Anastasiou & Belios, 2020), and declines in both health (McMahan &
Sturz, 2006) and work ability (Ribeiro et al., 2021; Sottimano et al.,
2017; Vangelova et al., 2018), but also for the quality of teaching they
provide. A growing body of research suggests that teacher well-being
and job satisfaction are meaningfully associated with key dimensions
of instructional quality, including clarity of instruction, cognitive acti-
vation, and the ability to adopt motivating teaching styles (Harrison
et al., 2023; Katz & Moe, 2024). Evidence from systematic and
meta-analytic reviews indicates that higher levels of teacher well-being
are linked to more positive teacher-student relationships, greater stu-
dent engagement, and more favorable student school experiences,
although causal pathways remain underexplored (Dreer, 2023; Hascher
& Waber, 2021; Maricut;oiu et al., 2023).

Effectively integrating an aging workforce thus represents a key
challenge for educational organizations (Appannah & Biggs, 2015;
Burke et al., 2013; Moen et al., 2017; Rinsky-Halivni et al., 2022).
Several organizational factors contribute to early retirement and turn-
over, including insufficient administrative support, rigid leadership
styles, limited professional growth opportunities, and poor working
conditions (Jonas-Ahrend & Tenberg, 2025; OECD, 2024). These factors
can lead to dissatisfaction, prompting teachers to change schools or exit
the profession as a whole, which obviously is even more distressing than
organizational turnover (Liu et al., 2025). We contend that under-
standing the drivers of teacher attrition and identifying organizational
practices that can support older workers’ career sustainability is critical
to ensuring a stable and motivated teaching workforce (Hertel & Zacher,
2018; Madalinska-Michalak, 2025).

Previous research has already shown that supporting successful
aging at work requires recognizing that individuals' resources vary
significantly based on age, gender, education, ethnic background, and
socio-economic status (Converso et al., 2018; Mejia et al., 2017).
Therefore, we posit that to be effective, organizational interventions
must be both age- and need-sensitive (Hennekam & Herrbach, 2015;
Philipp & Kunter, 2013). However, despite a substantial body of
research on the causes of early retirement (e.g., Cau-Bareille, 2011;
Giimdiis et al., 2012; Keogh & Roan, 2016; Kreuzfeld & Seibt, 2022; Van
Droogenbroeck & Spruyt, 2014) and teacher turnover (e.g., Ingersoll,
2001; Li & Yao, 2022; Simon & Johnson, 2015; Sorensen & Ladd, 2020),
relatively few studies have examined what schools—as workplaces—can
proactively do to support older teachers. Further research is therefore
needed to explore how school-level organizational practices may
contribute to sustaining aging teachers’ careers.

Building upon these considerations, this study draws on the process
model of sustainable careers, a framework that captures the dynamic
interplay over time between individual and contextual factors, such as
organizational practices (De Vos et al., 2020; Van der Heijden et al.,
2020). Specifically, our empirical work has two main aims. The first is to
identify emerging teacher profiles based on perceived organizational
practices targeting teachers aged 50 or above, and their levels of career
adaptability. Career adaptability refers to an individual's perceived
ability and personal resources to manage current and future career
challenges effectively (Goodman, 1994; Savickas, 1997). It is a key
construct for aging workers, as it supports well-being (Takao & Ish-
iyama, 2021), job satisfaction (Zacher & Griffin, 2015), and career
success (Kim & Kim, 2022) and is positively associated with engagement
in professional development (Coetzee & Stoltz, 2015).

Access to training is especially relevant for older workers, who-
—according to socioemotional selectivity theory (Carstensen et al.,
1999) and the selection, optimization and compensation model (Baltes
& Baltes, 1990)—tend to prioritize meaningful work experiences and
relationships over career growth. Thus, older workers benefit greatly
from targeted upskilling initiatives in terms of job satisfaction
(Armstrong-Stassen & Ursel, 2009; Lowe et al., 2019) and overall pro-
fessional growth. (Day & Gu, 2007; Mazzetti et al., 2020). Moreover,
some studies suggest that career adaptability promotes organizational
retention (Coetzee & Stoltz, 2015) and reduces turnover intentions
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(Guan et al., 2015; Orie & Semeijn, 2021).

Using the notion of sustainable careers, the second aim of this study
is to examine how career sustainability indicators (i.e., happiness,
health, and productivity; Van der Heijden, 2005) vary across these
teacher profiles.

2. Theoretical framework
2.1. Sustainable career framework

This study addresses the issue of successful aging at work among
older teachers (i.e., those aged 50 and above) through the theoretical
lens of the Career Sustainability Framework (CSF; De Vos et al., 2020;
Van der Heijden et al., 2020). Career sustainability refers to the
sequential nature of professional experiences, evident in various pat-
terns of continuity over time and within diverse social spaces. This
model offers a multi-dimensional and longitudinal approach to studying
careers and their development over time, highlighting the interplay
between individual, contextual, and temporal elements (Van der Heij-
den, 2005; Van der Heijden & De Vos, 2015). Sustainable careers are
defined through three key outcomes: happiness, health, and productiv-
ity, which are understood as evolving over time in response to both
personal and contextual factors (Van der Heijden, 2005). Happiness re-
fers to the dynamic fit between one's career and personal values, career
goals, and individual needs (e.g., work-life balance, professional
growth). Health encompasses both physical and mental well-being,
reflecting the alignment between career demands and one's physical
and mental capacities. Finally, productivity relates to job performance,
self-efficacy, employability and career potential. The model views in-
dividuals as active agents, capable of adapting and engaging in proactive
behaviors to achieve meaningful and lasting career goals.

Building upon the CSF, organizational practices can be viewed as
contextual resources that support the maintenance of sustainable
careers—but only when a dynamic fit with individual resources and
needs is sustained over time. This argument is not only consistent with
person-environment (P-E) fit theory, which emphasizes that positives
outcomes occur when there is a dynamic alignment between individual
resources, needs and the opportunities and demands of the working
environment (Edwards et al., 1998; Kristof, 1996); but also with Con-
servation of Resources (COR) theory (Hobfoll, 1989, 2001), which posits
that individuals are primarily motivated to preserve and accumulate
resources. Following Kira and colleagues (2010), we also draw on COR
theory to propose that crafting sustainable work environments involves
developing and mobilizing a range of personal resources that underpin
an individual's capacity to sustain work over the course of the career.
Within this perspective, individual resources such as career adaptability
shape employees' perceptions of organizational practices and influence
key indicators of career sustainability. Building on the sustainable ca-
reers framework, our study examines how the interplay between orga-
nizational practices and career adaptability relates to being happy,
healthy, and productive—captured through work engagement,
perceived health, and self-rated performance. In our model, the P-E fit
perspective clarifies that organizational practices foster sustainable ca-
reers only when aligned with individuals' needs, values, and resources,
while the COR theory explains how such practices promote sustain-
ability by activating resource gain cycles and preventing resource loss.
Together, these perspectives specify how and why contextual practices
and personal resources translate into career sustainability outcomes.

2.2. Senior teachers

Scholarly literature has proposed various frameworks to conceptu-
alize teachers’ professional development and career stages. Despite their
evolution over time, these models can be broadly grouped into two main
strands. Linear models describe career development as a progression
through predefined stages, characterized by the gradual acquisition of
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teaching skills, expertise, and changing professional concerns (Dreyfus,
2004; Day & Gu, 2007; Huberman, 1989; Meeus et al., 2017). In
contrast, non-linear models adopt a multidimensional perspective,
integrating skill development and career progression while accounting
for the dynamic interplay of different components of teaching expertise
(e.g., Kelchtermans, 2017; Kinchin & Cabot, 2010).

Since the cut-off values used to distinguish between young, middle-
aged, and senior teachers vary across the literature, we adopted the
categorization proposed by Van der Heijden (2010). Accordingly, we
refer to three age groups: young teachers (<35 years old), middle-aged
teachers (35-49 years old), and senior teachers (>50 years old). How-
ever, as noted by Wong and Tetrick (2017), there is no clear consensus in
the literature on how to define older workers, since aging is a continuous
process rather than a fixed point in time. In addition, contextual fac-
tors—such as job type and cultural setting—can influence how aging
manifests and is perceived in the workplace. Against this background,
the present study focuses specifically on senior teachers, defined here as
those aged 50 years and older.

2.3. Organizational practices as contextual factors associated with
sustainable careers

Numerous studies have highlighted the importance of organizational
practices in supporting the successful aging of the workforce by
improving working conditions (Arnold & Rahimi, 2025) and adapting
them to workers' specific needs (Chong et al., 2025; Deller et al., 2025).
Some have shown that organizational practices targeting an older
workforce can influence employees' intentions to retire
(Armstrong-Stassen & Ursel, 2009; Cochran et al., 2012; Day et al.,
2006). Other studies underscore the relevance of a non-deficit devel-
opmental approach for ensuring sustainable HR management in schools
across teachers' professional lifespan (Brouhier et al., 2021) and
emphasize the importance of tailoring these practices to the individual
selection and optimization strategies used by late-career teachers
(Taneva & Arnold, 2018). This topic is gaining increasing urgency over
time, particularly in the public sector, which employs a significant
proportion of older workers (Nurani & Lee, 2025; OECD, 2025; Piszczek
et al., 2024). Kooij and colleagues (2014) identified four categories of
human resource management (HRM) practices targeted at older
workers: accommodative practices aimed at reducing job demands,
utilization practices that replace overly demanding tasks with more
suitable ones, maintenance practices that sustain functioning, and
development practices focused on growth and skill development. In line
with this framework, HRM strategies in the school context may include
both accommodations to working conditions (e.g., reduced working
hours, smaller class sizes, or more frequent breaks) and practices that
leverage teachers' accumulated expertise, such as role reshaping through
managerial tasks, mentoring, or project leadership (Fasbender et al.,
2016), as well as participation in specialized training programs (Lowe
et al., 2019). Supporting sustainable development further requires
negotiated learning processes that enhance employees’ autonomy in
training choices (Findsen, 2015) and foster proactivity and motivation,
which are key to professional development (Froehlich et al., 2023) and
to reducing exhaustion (Mazzetti et al., 2020). Importantly, while the
association between development practices and well-being tends to
weaken with age, the link with maintenance practices strengthens (Kooij
et al., 2013); nevertheless, development practices remain most strongly
associated with higher job performance among older workers. Accord-
ingly, as age increases, maintenance practices primarily support
well-being, whereas development practices contribute to performance.

In this study, we focus on four organizational practices central to
supporting an aging workforce: organizational climate, leadership, work
design, and professional development. An organizational climate for
successful aging reflects employees’ perceptions that age-related chal-
lenges are understood and that equal opportunities and a positive image
of aging are promoted across age groups (Wilckens et al., 2021; Zacher &
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Yang, 2016). Such a climate has been associated with higher
self-efficacy and organizational commitment (Jaafaari et al., 2012;
Kunze & Toader, 2019; Truxillo et al., 2014), job satisfaction and morale
(Converso et al.,, 2019; Qureshi, Rasli, & Zaman, 2014), and
self-perceived health (Vanajan et al., 2020).

Closely related to organizational climate, leadership plays a key role
in fostering successful aging at work (Sanseverino et al., 2024; Nassir &
Benoliel, 2025). Supportive and transformational leader-
ship—characterized by appreciation, autonomy, responsiveness to in-
dividual needs, and support for development—has been shown to
promote successful aging (Cheung et al., 2018; Silver et al., 2019;
Taneva & Arnold, 2018). Other studies have demonstrated that, even in
the school context, leadership that is attentive to teachers' needs has
significant effects on school climate and on the ability to retain teachers
and reduce turnover (Brown & Wynn, 2009; McCarley et al., 2016).
Wang and colleagues (2022), for instance, found that transformational
leadership can influence older teachers’ attitudes toward
knowledge-sharing practices. Additional studies have further high-
lighted the relationship between leadership and the reduction of teacher
attrition in schools (Player et al., 2017; Sahu et al., 2018), showing that
positive leadership behaviors—such as communicating a clear vision for
the school to staff and actively working to realize it, providing support to
teachers in instructional and other matters, recognizing outstanding
teaching performance, and enforcing rules regarding student behavior
and discipline—play a crucial role (Zhao et al., 2022).

Work design represents another important aspect of organizational
practices, as it allows employees to adjust their working conditions to
better meet individual needs (Wang, Fu, & Bai, 2024). This includes
adapting working hours, modifying workspaces, working according to
their capabilities, and having access to ergonomic working conditions.
The possibility of moving to less demanding positions has, for instance,
been associated with greater work enjoyment (Choi et al., 2018). Other
studies have shown that the ability to adjust working conditions has a
positive effect on work engagement (Allen et al., 2021; Pitt-Catsouphes
& Matz-Costa, 2008), including among teachers (Addimando, 2019).
Perceived autonomy in adjusting schedules and tasks has also been
found to positively impact teachers’ personal resources, such as
self-efficacy (Choi & Mao, 2021), as well as their work engagement and
job satisfaction (Skaalvik & Skaalvik, 2014).

Finally, individual development encompasses the opportunity for
continuous career planning within the organization, ensuring that
training methods and development opportunities are appropriate and
tailored to the needs of older employees (Diamond & Bulfin, 2025). It
also involves guaranteeing equal access to professional growth and
career progression opportunities for all employees, regardless of age.
Individual development is a key process for maintaining an aging
workforce within organizations (Tikkanen & Billett, 2014) and for
enhancing its active participation (Chen & Gardiner, 2019). Research
has shown that younger and older workers differ in their approaches to
training. Therefore, organizations must carefully adjust motivational
strategies and consider employees’ personal circumstances and private
lives in order to ensure equitable access to learning opportunities (Kyndt
et al., 2011). Among older teachers, some studies have found that they
are less likely than their younger colleagues to learn through experi-
mentation or collaborative activities. Instead, they tend to prefer
learning through reading professional literature or engaging in inter-
generational dialogue, particularly when mentoring younger colleagues
(Kyndt et al., 2016; Richter et al., 2011). Nevertheless, ongoing pro-
fessional development in the later stages of a teaching career is crucial
for sustaining high levels of job satisfaction (Findsen, 2015), reducing
ageism (Mazzetti et al., 2020), decreasing the risk of turnover and early
retirement (Day & Gu, 2007), and supporting the management of
job-related demands (Brouhier et al., 2023).
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2.4. Career adaptability as an individual factor associated with
sustainable careers

Career adaptability is a construct that reflects workers' perceptions of
their personal resources and self-regulatory competencies to effectively
deal with current and anticipated career-related changes and challenges
(Goodman, 1994; Savickas, 1997). According to Savickas and Porfeli
(2012), career adaptability consists of four dimensions—referred to as
adapt-abilities: concern, which refers to being oriented toward and
preparing for one's vocational future; control, the extent to which in-
dividuals feel capable of taking responsibility for shaping their careers;
curiosity, the perceived ability to explore possible career opportunities;
and confidence, the belief in one's ability to pursue aspirations and
overcome obstacles. Research has shown that career adaptability is
positively associated with indicators of subjective career success (Kim &
Kim, 2022; Zacher, 2014), well-being (Konstam et al., 2015; Maggiori
etal., 2013; Takao & Ishiyama, 2021), job satisfaction (Zacher & Griffin,
2015), as well as with work engagement (Chen et al., 2025; Collie et al.,
2018, 2020b; Yang et al., 2019). Adaptability has also been shown to be
an important dimension for teachers, particularly in the early stages of
their careers, where it appears to contribute to increased self-efficacy
(Collie, Granziera, et al., 2020), Collie, Guay, et al., 2020 positive
classroom climate (McLean et al., 2023), and professional learning
(Mcllveen et al., 2018). Collie and colleagues (2018) further demon-
strated that adaptability seems to prevent work disengagement among
teachers. Building on this body of evidence, we consider career adapt-
ability in our study as a key personal resource for sustaining an aging
workforce.

2.5. Research questions

This study aims to identify and define distinct profiles of aging
teachers based on the combination of perceived organizational practices
and their levels of career adaptability. Additionally, the study seeks to
investigate how these profiles relate to varying levels of work engage-
ment, perceived health, and job performance, as well as how profile
membership is associated with teachers’ age and gender. This study
addresses the following research questions.

1. How do school organizational practices affect the ability of aging
teachers to remain happy, healthy, and productive?

2. How will aging teachers' levels of career adaptability vary across
different profiles of perceived organizational practices?

3. How do combinations of perceived organizational practices and
career adaptability shape career sustainability profiles among aging
teachers?

4. To what extent do age and gender differences determine profile
membership and levels of work engagement, perceived health, and
self-rated performance?

3. Methods
3.1. Context of the study

The Italian teaching workforce is predominantly female (81.5%) and
among the oldest in Europe, with an average age of 51 years (OECD,
2024). Italian teachers also tend to hold lower educational qualifications
than professionals in other fields with comparable responsibilities
(OECD, 2024). These patterns reflect long-standing politically driven
recruitment policies (Argentin, 2018), which have also sustained the
extensive use of fixed-term contracts. As a consequence, many teachers
experience prolonged periods of precarious employment before
obtaining a permanent position, often involving geographic mobility
and frequent transitions between schools—factors that heighten stress
and the risk of burnout (Benevene et al., 2019).

Institutional support for teachers in Italy remains limited and
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fragmented: initial training and induction have been repeatedly
restructured and remain insufficient (De Simone, 2009), while oppor-
tunities for continuing professional development fall short of demand
(Foschi, 2021). Career progression is weakly formalized, with few roles
beyond classroom teaching and minimal financial incentives. Conse-
quently, teachers often seek better working conditions by transferring to
schools with lighter workloads (Barbieri et al., 2011). Despite these
challenges, Italian teachers report relatively high job satisfaction
(Argentin, 2021) and self-efficacy (OECD, 2019; TALIS, 2018).

3.2. Participants and procedures

This study gathered responses to a two-part online self-report ques-
tionnaire completed by 800 in-service Italian teachers. The first part
collected socio-demographic information, while the second part
included self-report measures assessing teachers’ perceptions of organ-
isational practices targeting an ageing workforce, career adaptability,
work engagement, self-rated perceived health status, and self-rated job
performance.

Data collection began after receiving approval from the Ethics
Committee for Research at the University of Trento (reference number:
2023-12ESA). The anonymous web-based questionnaire was distributed
via email to all Italian schools. School principals were asked to circulate
the research invitation among teachers within their institutions. Schools
of all types and levels were contacted, including preschools, primary
schools, lower and upper secondary schools, and both public and private
institutions. To be eligible for participation, individuals had to meet the
following criteria: (1) be at least 50 years old, (2) be native Italian
speakers, (3) have worked at the same school for at least one year, (4) be
employed in a school with a minimum of 30 staff members, and (5) work
at least 20 h per week. Data were collected in Italy between October and
December 2023. All participants were informed about the aims of the
study, the consent process, and the data protection procedures.

Data quality was assessed through multiple procedures. First, we
embedded instructed response items within the questionnaire to detect
and remove inattentive respondents. Second, we applied the LongString
Index to identify participants who showed low response variability,
which may indicate careless responding. Finally, we used Mahalanobis
distance to screen for multivariate outliers (Curran, 2016; Meade &
Craig, 2012). Demographic information for the participants is given in
Table 1.

3.3. Measures

Measures were administered in Italian, using the back-translation
method (Brislin, 1970) for scales that did not already have an Italian
version. Responses were recorded on a 7-point scale, ranging from 1 =
strongly agree to 7 = strongly disagree (with the additional option to
select “I don't know™), unless otherwise noted.

Table 1
Demographic information for the participants (N = 800).
Mean (SD) Range
Age 56.9 (3.91) 50-67
Frequency (%)
Gender
Female 669 (83.6)
Male 131 (16.4)
Education
High school diploma 193 (24.1)
Bachelor's degree 42 (5.3)
Master's degree or higher 565 (70.6)
Tenure in current school
> 15 years 582 (72.8)
7-15 years 136 (17)
< 7 years 82(10.2)
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3.3.1. Organizational practices

To measure organizational practices, we used the Later Life Work-
place Index (LLWI; Wilckens et al., 2021), which comprises a series of
organizational practices related to an aging workforce. For this study,
the LLWI subscales related to organizational climate, leadership, work
design, and individual development were used. The selection of these
subdimensions was guided primarily by practical considerations related
to the institutional context of Italian schools. Specifically, the retained
dimensions refer to organizational practices that fall within the sphere of
autonomy of individual schools or are directly linked to school leader-
ship, rather than being determined by ministerial or system-level regu-
lations. As the aim of the study was to explore organizational practices
that schools can actively implement as workplaces, this criterion rep-
resented the primary basis for the selection of the subdimensions.

The Later Life Workplace Index (LLWI; Wilckens et al., 2021) was
developed within a comprehensive framework of age-inclusive organi-
zational practices and has demonstrated sound psychometric properties
across multiple studies. Evidence supporting the reliability and validity
of the LLWI has been provided both in the original validation study and
in subsequent research conducted in different occupational and national
contexts. Across studies, the LLWI dimensions have shown acceptable to
good internal consistency and a stable factorial structure (Axelrad et al.,
2023; Finsel, Wohrmann, et al., 2023; Loomer et al., 2025; Oliveira
et al., 2025; Silberg et al., 2025; Stoyanova et al., 2024).

Further support for construct validity comes from consistent associ-
ations between LLWI dimensions and theoretically related outcomes,
including employee well-being, sustainable employability, perceived
health, and self-rated work performance (Finsel, Venz, et al., 2023;
Oliveira et al., 2025; Stoyanova et al., 2024; Wilckens et al., 2023). In
addition, the LLWI has been successfully applied and validated in
culturally diverse settings, supporting its robustness and cross-national
applicability (Deller et al., 2025; Finsel, Wohrmann, et al., 2023).
Overall, prior research indicates that the LLWI is a valid and reliable
instrument for assessing organizational practices relevant to an aging
workforce, without evidence of unintended negative consequences
associated with its use (Finsel, Venz, et al., 2023; Wilckens et al., 2021).

To enhance the face validity of the questionnaire, we included an
introductory text inviting teachers to adapt certain terms in the items to
their work context (for example, interpreting “organization” as “school”
and “manager” as “school principal”).

The organizational climate scale assesses equality of opportunity (3
items, e.g., “In my organization, regardless of age, all employees have
the same opportunities”), positive image of age (3 items, e.g., “In our
organization, there is a positive attitude towards older employees™),
open and target-group specific communication (4 items, e.g., “In our
organization, the possibilities of working for older employees are openly
communicated”). CFA results indicated acceptable model fit: X2(32) =
229, p < .001, CFI = 0.93, TLI = 0.91, RMSEA = 0.08, SRMR = 0.05.

The leadership scale includes appreciation (2 items, e.g., “Managers
of our organization show appreciation both for current work results as
well as for the overall performance of their employees”), and respon-
siveness to individuality (4 items, e.g., “Managers of our organization
invest time in their employees™). CFA results indicated acceptable model
fit: X2(8) =27.5,p <.001, CFI =0.99, TLI = 0.98, RMSEA = 0.05, SRMR
= 0.01.

The work design dimension assesses flexible work time arrangements
(4 items, e.g., “Employees of our organization can adjust the beginning
and the end of their daily working hours to their individual needs”),
flexible workplaces (3 items, e.g., “Employees of our organization have
the opportunity to work from home™), work according to capabilities (3
items, e.g., “In our organization, managers change the tasks of their
employees in the foreseeable future (e.g., within half a year) if the tasks
no longer correspond to the employee's ability to perform and to with-
stand stress™), ergonomic working conditions (4 items, e.g., “In our or-
ganization, workplaces are designed according to ergonomic
recommendations”). CFA results indicated acceptable model fit: X2(71)
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=210, p < .001, CFI = 0.97, TLI = 0.96, RMSEA = 0.04, SRMR = 0.03.

The Individual Development dimension includes continuous devel-
opment planning (3 items, e.g., “In our organization, development
prospects and qualification requirements are identified for employees,
regardless of age™), appropriate solutions for training and development
(2 items, e.g., “In our organization, older employees are offered training
to learn new competencies and develop their expertise™), enabling
development steps and job changes (3 items, e.g., “In our organization,
employees, regardless of age, are involved in projects according to their
competencies and developmental interests”). CFA results indicated
acceptable model fit: X2(13) = 55.1, p < .001, CFI = 0.97, TLI = 0.95,
RMSEA = 0.06, SRMR = 0.02.

To assess career adaptability, we used the Italian version of the
Career Adapt-Abilities Scale-Short Form (CAAS-SF; Maggiori et al.,
2015). The CAAS-SF consists of four 3-item subscales measuring:
concern (e.g., “Thinking about what my future will be like™), control (e.
g., “Making decisions by myself”), curiosity (e.g., “Looking for oppor-
tunities to grow as a person”), and confidence (e.g., “Taking care to do
things well”). Responses were measured on a 5-point Likert scale
ranging from 1 = not strong to 5 = strongest. CFA results indicated
acceptable model fit after adding two intra-factor correlations: x2(46) =
273, p < .001, CFI = 0.96, TLI = 0.95, RMSEA = 0.07, SRMR = 0.03.

3.3.2. Career sustainability indicators

Work Engagement was assessed using the Italian version (Balducci
et al, 2010) of the three-item Utrecht Work Engagement Scale
(Schaufeli et al., 2019; sample item: “I am enthusiastic about my job™).
Responses were given on a 7—point scale, ranging from 1 = never to 7 =
always.

Self-rated Perceived Health Status was assessed using four items
from Adams and Beehr (1998; sample item: “My health is better than
most people my age”).

Self-rated job Performance was measured using four items from
Eisenberger et al. (2001; sample item: “I meet the formal performance
requirements of my job”).

3.3.3. Control variables

Age and gender were included as control variables considering their
influence on teachers’ career sustainability indicators—namely, work
engagement, perceived health, and self-rated job performance.

Regarding age, evidence suggests that it plays a significant role in
shaping levels of work engagement (Douglas & Roberts, 2020;
Gostautaite & Buciuniene, 2015) and that it may act as a moderator in
the relationship between perceived organizational practices and both
work engagement (Rudolph & Baltes, 2017) and organizational
commitment (Mackay, 2018). Naturally, increasing age is often associ-
ated with declines in work ability (Ribeiro et al., 2021; Sottimano et al.,
2017; Vangelova et al., 2018) and perceived health (McMahan & Sturz,
2006). However, research also suggests that gender differences exist in
levels of perceived occupational stress (Antoniou et al., 2006; Peri-
s-Ramos et al., 2024; Serrano et al., 2008). Finally, some studies point to
age-, tenure-, and gender-related differences in teacher effectiveness
(Klassen & Chiu, 2010; Sabi¢ et al., 2022).

4. Analytical procedure and data analysis
4.1. Descriptive statistics and measurement models

Reliability was assessed using Cronbach's Alpha. A preliminary
confirmatory factor analysis (CFA) was conducted to evaluate the psy-
chometric properties of the measures. Analyses were performed in
Jamovi (version 2.6; The jamovi project, 2025). We used maximum
likelihood (ML) estimation, and model fit was evaluated using
chi-square (xz), the Comparative Fit Index (CFI), Tucker-Lewis Index
(TLI), the Standardized Root Mean Square Residual (SRMR), and the
Root Mean Square Error of Approximation (RMSEA). Cut-off values
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greater than 0.90 for CFI and TLI and less than 0.08 for SRMR and
RMSEA were considered indicative of acceptable model fit (Hu & Ben-
tler, 1999).

4.2. Latent profile analysis

Latent Profile Analysis (LPA) was conducted to identify subgroups
based on organizational practices and career adaptability. LPA uses
continuous variables to determine the optimal number of profiles, assign
individuals to profiles based on estimated probabilities, and examine the
psychological mechanisms associated with profile membership (Collins
& Lanza, 2013; Ferguson et al., 2019; Spurk et al., 2020). The analysis
was performed using Mplus version 8.4 (Muthén & Muthén,
1998-2017), which provides advanced estimation techniques specif-
ically suited for this approach. We tested several models, ranging from
one to seven profiles. Parameters were estimated using Maximum
Likelihood with robust standard errors (MLR) and Full Information
Maximum Likelihood (FIML) to handle missing data. To avoid local
maxima, we used 10,000 random sets of start values with 1000 itera-
tions for each set, retaining the 250 best solutions for final stage opti-
mization. Model fit was evaluated using several indicators:
log-likelihood value, Akaike Information Criterion (AIC), Bayesian In-
formation  Criterion (BIC), sample-adjusted BIC (SABIC),
Lo-Mendell-Rubin Likelihood Ratio Test (LMR), Bootstrap Likelihood
Ratio Test (BLRT), and entropy values. Additional criteria for deter-
mining the final solution included profile size (models with profiles
smaller than 5% of the sample were excluded) and the interpretability of
the profiles (Spurk et al., 2020). Lower values of log-likelihood, AIC, and
BIC indicate better model fit, while significant LMR and BLRT p-values
support the selection of a model with k profiles over one with k+1
profiles. Entropy values between 0.60 and 0.80 indicate good classifi-
cation accuracy (Howard & Hoffman, 2018; Muthén, 2004; Nylund
et al., 2007; Spurk et al., 2020). After identifying the best-fitting model,
we examined profile characteristics and assigned descriptive labels to
each profile. To assist in this process, we conducted ANOVA and
post-hoc Tukey tests to verify whether significant differences existed
among the items that defined each profile. Subsequently, we used the
BCH procedure in Mplus (Asparouhov & Muthén, 2014; Asparouhov &
Muthén, 2021; Nylund-Gibson, Grimm, & Masyn, 2019) for two main
purposes: first, to explore the distribution of the outcome variables
(work engagement, perceived health, self-rated performance) and pre-
dictors (age, gender, our control variables) across profiles; second, to
assess whether age and gender significantly predicted profile member-
ship and the distribution of outcome variables across profiles. Following
the three-step BCH procedure (Asparouhov & Muthén, 2021), we first
saved the BCH weights to account for uncertainty in class assignments.
We then estimated an auxiliary model to test the class-specific regression
of work engagement, perceived health, and self-rated performance on
age and gender, and to evaluate whether significant differences in pro-
file membership were associated with these predictors.
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5. Results
5.1. Descriptive statistics

Descriptive statistics, reliability index, and correlations are pre-
sented in Table 2.

The dimensions related to organizational practices (organisational
climate, leadership, work design, and individual development) show
positive and significant correlations with one another, as well as with
work engagement and perceived health; only organizational climate
shows a weak but significant correlation (r = 0.075, p < .05) with self-
rated performance. None of the organizational practices, on the other
hand, does significantly correlate with career adaptability, but the latter
does show significant and positive correlations with all three outcome
variables (work engagement, perceived health, and self-rated perfor-
mance). All three outcome variables (work engagement, job perfor-
mance, and perceived health) are positively and significantly correlated
with one another.

5.2. Latent profile analysis

Table 3 presents the fit indices for the models ranging from one to
seven profiles. The best-fitting model was the one with four profiles for
several reasons: the log-likelihood, AIC, and BIC values showed only
minimal improvement beyond four profiles, as seen in the elbow plots;
entropy values reached their highest level with the addition of the fourth
profile; the p-values for both the LMR and BLRT tests were significant.
Furthermore, in the models with more than four profiles, the smallest
class fell below the 5% sample threshold, making profile interpretability
more difficult.

Fig. 1 displays the graphical representation of the four profiles and
the indicator values relative to the sample mean level (M = 0).

Table 4 presents the standardized scores within each profile.

The first profile comprises teachers who report the lowest levels of
organisational practices in all categories, yet simultaneously exhibit
comparatively higher levels of career adaptability. For this reason, the
profile was labelled Aging-Unsupported, to highlight the limited organi-
zational attention experienced by these teachers in their schools. The
second profile exhibits organisational practice levels that are moder-
ately above the average, particularly in dimensions such as organisa-
tional climate, leadership, and individual development, while career
adaptability levels remain very close to the mean. Due to this moder-
ately positive but unremarkable position, we chose to label this profile
Unfulfilled. The third profile was labelled Drifting, as it shows below-
average levels of all organizational practices and, at the same time,
the lowest levels of career adaptability. In other words, this group shows
the most unfavourable overall profile, exhibiting low levels on both
organisational dimensions and career adaptability. Finally, the fourth
group was labelled Aging-Supported: these are teachers who work in
schools with high levels of organizational practices and who report the
highest levels of career adaptability.

Table 2
Descriptive statistics, correlations, and reliability coefficients of the variables.
Variable M SD o 1 2 3 4 5 6 7 8 9 10
1. Organizational Climate 4.56 1.21 0.86 —
2. Leadership 4.24 1.56 0.92 0.642%** —
3. Work Design 2.40 0.96 0.86 0.426%** 0.488%** —
4. Individual Development 3.55 1.28 0.84 0.599%** 0.644 %%+ 0.580%** —
5. CAAS 3.87 0.64 0.92 0.022 0.014 —0.017 —0.018 —
6. Work Engagement 6.10 0.95 0.70 0.351%** 0.379%** 0.277%%* 0.356%** 0.167*** —
7. Perceived Health 4.85 1.44 0.87 0.216%** 0.171%** 0.143%** 0.172%%* 0.140%** 0.226%** —
8. Job Performance 6.43 0.64 0.84 0.075* 0.006 —0.031 0.046 0.240%** 0.236%** 0.130%** —
9. Age 56.9 3.91 — 0.003 0.001 0.014 0.004 —0.065 —0.056 —0.144%** —0.057 —
10. Gender 1.16 0.37 — —0.045 —0.014 0.039 0.019 —0.011 0.041 —0.032 —0.048 0.088* —

Note: CAAS = Career Adapt-abilities; o = Cronbach's Alpha; M = Mean; SD = Standard deviation. ***p < .001; **p < .01; *p < .05.
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Table 3
Fit indices for profile solutions 1 to 7.
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Model Log-likelihood AIC BIC SABIC Entropy Smallest class % LMR p-value LMR meaning BLRT p-value BLRT meaning
1 —5593.792 11207.584 11254.430 11222.675 _ _ — _

2 —5092.439 10216.878 10291.831 10241.023 0.808 0.49 0.000 2>1 0.0000 2>1

3 —4951.015 9946.029 10049.091 9979.228 0.789 0.18 0.0138 3>2 0.0000 3>2

4 —4896.171 9848.342 9979.511 9890.596 0.744 0.12 0.0304 4>3 0.0000 4>3

5 —4861.309 9790.619 9949.896 9841.927 0.775 0.01 0.7348 5<4 0.0000 5>4

6 —4839.249 9758.498 9945.882 9818.860 0.800 0.005 0.0088 6>5 0.0000 6>5

7 —4820.693 9733.387 9948.879 9802.803 0.780 0.008 0.3306 7<6 0.0000 7>6

Note. n = 800; The LMR test and the BLRT compare the current model to a model with k-1 profiles. AIC = Akaike's Information Criterion; BIC = Bayesian Information
Criterion; SABIC = Sample-Adjusted BIC; LMR = Lo-Mendell Ruben; BLRT = bootstrap likelihood ratio test.
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Fig. 1. Results from the 4-profile solution. OrgCl = Organizational Climate; WorkDes

Adapt-abilities.

Table 4
Descriptive statistics in the 4-profile solution.
Variables Aging- Unfulfilled Drifting Aging-
Unsupported (n = 266; (n =273; Supported
(n = 157; 19%) 33%) 34%) (n =102;
12%)
Organizational —1.241 0.587 —0.224 0.963
Climate
Leadership -1.274 0.675 —0.340 1.122
Work Design —0.713 0.130 —0.364 1.760
Individual —-1.107 0.532 —-0.397 1.369
Development
CAAS 0.202 0.009 -0.174 0.129

Note: CAAS = Career Adapt-abilities.

5.2.1. Predictors and outcomes of profile membership
Table 5 presents the standardized values of the predictors (age and
gender) and outcome variables (work engagement, perceived health,

Table 5
Descriptive statistics of predictors and outcome variables across profiles.
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Work design; InDev Individual development; CAAS = Career

and self-rated performance) across profiles. Table 6 shows the results
from pair-wise comparisons of standardized score differences across
profiles using the BCH method. The results indicate that levels of work
engagement and perceived health vary across the different profiles,
portraying the level of organizational practices. Profiles with below-
average values of organizational practices, such as Aging-Unsupported
and Drifting, show lower levels of engagement and perceived health.
In contrast, profiles with above-average values, such as Unfulfilled and
Aging-Supported, show higher levels of engagement and perceived
health. These differences across profiles were consistently significant, as
shown in Table 6. By contrast, there were no significant differences
between profiles in terms of self-rated performance: the variations
across profiles were minimal and not significant in any case. Similarly,
there were no substantial differences between profiles with respect to
age and gender either.

Finally, using the BCH procedure, we tested age and gender as class-
specific predictors for the outcome variables (work engagement,
perceived health, and self-rated performance), and we examined

Variables Aging-Unsupported (n = 157; 19%) Unfulfilled (n = 266; 33%) Drifting (n = 273; 34%) Aging-Supported (n = 102; 12%)
Age 57.1544 56.7528 56.6749 57.3299
Gender 1.2215 1.1513 1.1413 1.1753
Work Engagement —0.6123 0.3469 —0.2017 0.5572
Perceived Health —0.2989 0.1364 —0.0879 0.3298
Job Performance 0.0106 0.0186 —0.0488 0.0762

Note. Gender: 1 = Female, 2 = Male.
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Table 6
Predictors and outcome variables pair-wise comparisons.
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Variables Aging-Unsupported vs. Aging-Unsupported Aging-Unsupported vs. Unfulfilled vs. Unfulfilled vs. Aging- Drifting vs. Aging-

Unfulfilled vs. Drifting Aging-Supported Drifting Supported Supported

$? p-value $? p-value Ve p-value Ve p-value Ve p-value Ve p-value
Age 1.189  0.276 1.395  0.238 0.086  0.770 0.067  0.796 1.364  0.243 2.214 0137
Gender 3.106  0.078 3.880  0.049 0.902  0.342 0.279  0.598 0.231  0.631 0.910  0.340
Work Engagement 67.583 0.000 7.931 0.005 87.086 0.000 36.801 0.000 5.546 0.019 71.782 0.000
Perceived Health 16.917  0.000 3.123  0.077 21.879  0.000 4.155  0.042 2.166  0.141 10.929  0.001
Job Performance 0.000  0.985 0.375  0.540 0.139  0.709 0.611  0.434 0.140  0.708 0.949  0.330

Note. Gender: 1 = Female, 2 = Male.

whether there were significant differences in profile membership based
on age and gender. The results are shown in Tables 7 and 8. Age and
gender did not emerge as significant predictors for the outcome vari-
ables within profiles. Similarly, they did not appear to be significant
predictors for profile membership. In other words, age and gender do
not account for the differences in outcome variables across the identified
profiles.

6. Discussion
6.1. Theoretical implications

This study contributes to the literature by identifying distinct profiles
of older teachers based on perceived aging-related organizational
practices relevant to career sustainability. Addressing our first research
question, four profiles emerged among Italian teachers aged 50 and
above: Aging-Unsupported, Unfulfilled, Drifting, and Aging-Supported.
Notably, the two profiles characterized by below-average levels of
perceived organizational practices (Aging-Unsupported and Drifting)
account for 53% of the sample and display lower levels of work
engagement and perceived health compared to the remaining profiles.

These findings are consistent with P-E fit theory (Edwards et al.,
1998; Kristof, 1996), which argues that positive outcomes are more
likely when individuals experience alignment between their needs,
abilities, and the resources offered by the work environment. The pro-
files marked by poor organizational practices reflect a misfit condition,
in which the school context fails to offer adequate resources to sustain
older teachers’ work, potentially resulting in reduced engagement and
health over time. By contrast, the Unfulfilled and Aging-Supported
profiles report above-average levels of perceived organizational prac-
tices, suggesting more supportive organizational environments.

The four-class model identified in our empirical work holds practical
significance as it enables the identification of different patterns that may
guide more targeted and effective interventions. Indeed, the literature
has extensively explored the effects that organizational practices can
have on well-being (Desrumaux et al., 2015; Veliz & Mainsbridge,
2024), stress levels (Mannix-McNamara et al., 2021; Ren et al., 2025),
job satisfaction (Aldridge & Fraser, 2016; Armstrong-Stassen & Ursel,
2009; Bogler, 2001; Johnson et al., 2012; Xiaofu & Qiwen, 2007), and
turnover intention (Carr et al., 2016; Messe, 2012; Van Solinge &
Henkens, 2014; Walker, 2005). The finding that 53% of the sample
works in schools where organizational practices are perceived as poor
underscores the need for action by educational institutions to prevent an
even more serious shortcoming of teachers in the years to come.

Table 7

Table 8

Predictors of profile membership.
Predictor Profile 1 Profile 2 Profile 3
Age —0.013 —0.044 —0.051
Gender 0.350 —0.169 —0.346

Note: Profile 4 served as the reference group. Scores indicate the slope co-
efficients. ***p < .001; **p < .01; *p < .05.

The second research question examined how career adaptability is
related to organizational practices in shaping the identified profiles.
Previous research has linked career adaptability to career satisfaction
and job satisfaction (Maggiori et al., 2013; McLennan et al., 2017;
Zacher, 2014; Zacher & Griffin, 2015), self-efficacy and self-rated per-
formance (Hirschi & Valero, 2015; McLennan et al., 2017; Meng &
Briscioli, 2024; Oncel, 2014), and work engagement (Chen et al., 2025;
Collie et al., 2018, 2020b). An interesting finding from our study is that,
although the overall mean of career adaptability in the sample is quite
high (M = 3.87, SD = 0.64 on a 5-point Likert scale), significant dif-
ferences exist between profiles with above-average (Aging-Unsup-
ported, Unfulfilled, Aging-Supported) and below-average values
(Drifting). In other words, the group labelled as Drifting, although not
reporting the lowest levels of perceived organisational practices, shows
the lowest levels of career adaptability. It is, therefore, the most con-
cerning profile, together with the Aging-Unsupported profile, which
displays the lowest levels of organisational practices but the highest
levels of career adaptability. Interpreting these findings through the lens
of COR theory (Hobfoll, 1989, 2001), career adaptability represents a
personal resource that helps individuals cope with changing career de-
mands. However, COR theory posits that resource gain cycles require
both personal and contextual resources. Thus, in the Drifting group—-
where personal resources are low—teachers may lack the resource
reservoir needed to capitalize on available organizational opportunities.
Conversely, in the Aging-Unsupported group, high career adaptability
alone may not compensate for an environment that does not provide
adequate resources, illustrating that personal resources cannot offset
chronic contextual resource loss. These findings further underscore the
practical value of the four-profile model. School leaders and educational
advisors may use it to promote reflection on career adaptability
throughout the teaching profession. Targeted interventions may be
particularly beneficial for teachers in the Drifting profile, who may be at
elevated risk of turnover, as strengthening career adaptability has been
shown to reduce such risk (Coetzee & Stoltz, 2015; Omar & Noordin,
2013). Teachers in the other profiles may also benefit from tailored

Predictors of work engagement, perceived health, and self-rated performance across profiles.

Covariate Aging-Unsupported Unfulfilled Drifting Aging-Supported

WE PH JP WE PH JP WE PH JP WE PH JP
Age —0.041 —0.035 —0.028 —0.001 0.012 —0.002 —0.048 0.032 —0.047 0.003 —0.020 0.026
Gender —0.072 —0.067 —0.067 —0.299 0.016 —0.045 —0.047 —0.149 0.052 —0.051 0.239 0.020

Note: Scores indicate the slope coefficients. WE = Work Engagement, PH = Perceived health, JP = Job Performance. *

**p < .001; **p < .01; *p < .05.
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initiatives, including career planning, leadership and empowerment
programs, exploration of innovative teaching practices, and participa-
tion in mentoring or professional learning communities aimed at
fostering future orientation, agency, curiosity, and professional
confidence.

The third research question examined how perceived school orga-
nizational practices relate to older teachers’ ability to remain engaged,
healthy, and productive across the identified profiles. The results
showed that profiles characterized by low perceived organizational
practices (Aging-Unsupported and Drifting) reported significantly lower
work engagement and perceived health than profiles with higher levels
(Unfulfilled and Aging-Supported). These findings are consistent with
previous literature linking work engagement with organizational
climate (Addimando, 2019; Bakker et al., 2007; Ren et al., 2025; Sousa
et al., 2019), leadership (Sahu et al., 2018), work design (Rudolph &
Baltes, 2017), and professional development (Guglielmi et al., 2016).
Similarly, organizational practices and work characteristics have been
shown to impact teacher health (Ford et al., 2019; Lipponen et al., 2022)
and work ability (Kinnunen et al., 2019; Vangelova et al., 2018; Virtanen
et al., 2020; Unlii & Filiz, 2019). Thus, it is vital that schools strive to
maintain high levels of engagement and health among their teachers,
both to promote well-being and to reduce turnover intention (Damman
et al., 2011; Rasanen et al., 2020). Some studies have found that older
teachers benefit most from recovery time and breaks (Kinnunen et al.,
2019; Virtanen et al., 2020). Teachers may also benefit from training in
stress management, promotion of healthy lifestyles, or managing aging
at work (Hlado et al., 2020).

In contrast, self-rated performance did not differ significantly across
profiles, indicating that perceptions of organizational practices were not
associated with how Italian teachers evaluated their own performance.
This contrasts with prior research showing that organizational practices
can positively affect self-rated performance and self-efficacy. Numerous
studies have demonstrated this connection with organizational climate
(Collie et al., 2012; Domitrovich et al., 2019; Malloy et al., 2015; Reaves
& Cozzens, 2018; Ren et al., 2025), school leadership (Aldridge &
Fraser, 2016; Bogler, 2001; Choi, 2023; Leithwood & Jantzi, 2006; Li &
Liu, 2020), work design and autonomy (Addimando, 2019; Betoret,
2009; Choi & Mao, 2021; Skaalvik & Skaalvik, 2014), and professional
development (Guskey, 2002; Ingvarson et al., 2005; Mazzetti et al.,
2020; Ross & Bruce, 2007; Yoo, 2016).

However, this result is not entirely surprising. Findings from the
Teaching and Learning International Survey (TALIS) have reported
similar levels among Italian teachers (Argentin, 2018; De Sanctis, 2010;
Fackler & Malmberg, 2016; OECD, 2014; OECD, 2019). As Foschi notes,
a misalignment exists between the training received by Italian teachers
(and their expressed training needs) and their perceived preparedness
for teaching (Foschi, 2021). This misalignment also emerges in repre-
sentations of what knowledge, skills, and dispositions are necessary for
assessment literacy. Pastore and Mincu (2024) attribute this gap to the
lack of professional standards in the Italian school system and a low
propensity for feedback: 27% of teachers report never having received
feedback in their schools (OECD average 10%; OECD, 2019). Further-
more, the study sample consisted of teachers over 50, 72.8% of whom
had worked in the same school for more than 15 years—mostly veteran
teachers with high levels of expertise. This likely explains the generally
high self-rated performance (Argentin, 2018; Carrillo & Flores, 2017;
Klassen & Chiu, 2010). This observation may also apply to the Italian
teaching population in general, given that one in two teachers (48%) in
Italy is aged 50 or older. From a P-E fit perspective, the absence of
differences in self-rated performance may indicate that, for experienced
teachers, performance relies less on contextual fit and more on accu-
mulated competencies and stable professional identities. COR theory
may also explain this pattern: veteran teachers possess strong resource
reservoirs (e.g., pedagogical expertise, classroom management skills)
that buffer performance against contextual resource deficits, even if
these deficits still impair engagement and health.
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Another noteworthy finding concerns the relationship between
career adaptability and study outcomes. The Aging-Unsupported profile,
despite reporting the lowest levels of perceived organizational practices,
exhibits the highest career adaptability, yet also the lowest levels of
work engagement and perceived health. This pattern suggests that
career adaptability as a personal resource is insufficient to compensate
for the detrimental effects of poor organizational practices on these
outcomes, adding a nuanced perspective to prior research linking career
adaptability to work engagement (Chen et al., 2025; Collie et al., 2018;
Collie, Guay, et al., 2020) and well-being (Konstam et al., 2015; Mag-
giori et al., 2013; Yang et al., 2019). However, this relationship warrants
further investigation using different analytical approaches.

The final research question examined whether age and gender pre-
dicted profile membership and outcome levels. Our findings indicate
that neither age nor gender significantly predicts the distribution of
outcome variables across profiles. In other words, contrary to the claims
of Mejia and colleagues (2017), the perception of organizational prac-
tices does not appear to be influenced by teachers’ age or gender. These
results also diverge somewhat from the existing literature, which has
identified associations between age and gender and work engagement
(Antonoiu et al., 2006; Douglas & Roberts, 2020; Gostautaite &
Buciuniené, 2015; Perera et al., 2018; Rudolph & Baltes, 2017),
perceived health (Anson et al., 1993; Peris-Ramos et al., 2024; Serrano
et al., 2008), and self-rated performance and self-efficacy (Klassen &
Chiu, 2010; Mullola et al., 2011; Sabi¢ et al., 2022). One possible
explanation is that the perception of organizational practices within a
school is relatively uniform and affects all teachers working in the same
environment, resulting in a homogeneous experience largely immune to
differences in age or gender. In other words, in schools where the
organizational climate is poor, where job characteristics cannot be
adapted, and where professional development is inadequate, these
conditions affect all teachers similarly—regardless of whether they are
50, 55, or 65 years old, male or female. A second explanation is likely to
be found in the specificity of the Italian school context, where institu-
tional support is very limited, career progression is virtually
non-existent, and organizational practices for an aging workforce tend
to rely more on internal school conventions than on a widespread cul-
ture of support for aging workers. Similarly, although age and gender do
not predict profile membership, this does not imply that initiatives for
late-career teachers are unnecessary; rather, it may indicate that
age-specific organizational practices are effective only when embedded
within a supportive organizational context. Finally, this study does not
consider the possibility that additional moderators or mediators might
influence the relationship between age/gender and the perception of
organizational practices (e.g., perceived position within a net-
work—Brouhier et al., 2021; Liu et al., 2025; or personality traits—
Askun & Muslu, 2025).

However, a limitation of this study—and a recommendation for
future research—is to investigate whether perceptions of organizational
practices are influenced by the gender of the school principal and
whether gender congruence between principal and teacher leads to
significant differences.

Future research should also examine differences between rural and
urban schools. Previous studies in other national contexts have identi-
fied meaningful variations across these settings (Wang et al., 2023,
2024a). Extending this comparison to the Italian context would help
determine whether the identified profiles and their associations with
engagement, health, and career adaptability differ accordingly.

6.2. Practical implications

This study offers important insights for the education sector, finding
that around half of the participants fall into at-risk profiles (Aging-Un-
supported and Drifting), marked by low perceived organisational sup-
port, low engagement, and poor health. These findings highlight the
urgent need for targeted interventions to prevent further
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disengagement, burnout, and potential turnover.

Here, we suggest several interventions that schools could adopt to
support teachers over 50. First, implementing tools such as the Later Life
Workplace Index (Wilckens et al., 2021) could help schools diagnose
areas for improvement in HR practices. Second, schools could improve
attention toward older teachers by creating spaces to discuss aging
openly and recognizing the unique needs of an aging workforce
(Guglielmi et al., 2016; Veliz & Mainsbridge, 2024). Similarly, fostering
transformational leadership may enhance organizational commitment
and the intention to delay retirement among teachers, as can distributed
leadership that promotes autonomy (Choi, 2023; McCarley et al., 2016;
Velarde et al., 2022; Wang et al., 2022; Zhao et al., 2022). Other studies
have shown the positive impact of adapting one's tasks to one's career
stage, provided there is sufficient administrative support. Specifically in
the school context, this means that late-career teachers could benefit
from being allowed to focus more on instructional duties (reducing
bureaucratic tasks; Brouhier et al., 2021), managerial responsibilities
(Ertiirk, 2022), or mentoring early-career teachers (Geeraerts et al.,
2018; Guglielmi et al., 2016; Meister & Ahrens, 2011).

It is also crucial that principals and educational advisors facilitate
continuous professional development for teachers over 50, including
individual or group discussions to identify training needs, and sup-
porting teachers in developing self-diagnostic skills to analyze their
learning gaps. Continued professional development in the later stages of
one's career plays a vital role in maintaining high job satisfaction
(Findsen, 2015), facilitating retention, preventing turnover and early
retirement (Day & Gu, 2007; Firestone & Pennell, 1993), and mitigating
job demands (Brouhier et al., 2023; Mazzetti et al., 2020).

To address the challenges of an aging workforce, schools may
implement initiatives aimed at enhancing career adaptability and
reducing stress among teaching staff. Potential interventions include
peer coaching programs, workshops focused on reflective career plan-
ning, stress management courses, and the promotion of collaborative
work environments. Age- and career-stage—tailored training can further
support sustained engagement and performance (Van der Heijden, Van
Vuuren, Kooij, & De Lange, 2015; Lee et al., 2021). In addition, men-
toring pathways and knowledge-sharing between younger and older
teachers can acknowledge older teachers’ generativity and strengthen
motivation and engagement (Santoro et al., 2012; Wiktorowicz et al.,
2022).

Prior research indicates that the satisfaction of teachers' psycholog-
ical needs and their capacity for emotion regulation are associated with
more motivating teaching styles, even under challenging conditions
(Katz & Moe, 2024). Moreover, evidence from systematic reviews and
meta-analyses shows that teacher well-being—particularly its eudai-
monic components—is positively associated with teacher-student
interaction quality and student engagement (Dreer, 2023; Maricutoiu
et al., 2023; Turner & Theilking, 2019). From this perspective, organi-
zational practices that recognize older teachers’ generativity and foster
supportive professional relationships may indirectly sustain instruc-
tional quality by maintaining motivation, engagement, and relational
competence in later career stages (Hascher & Waber, 2021; Hoque et al.,
2023; Zhou et al., 2024).

At the policy level, the adoption of internal monitoring tools to assess
organizational well-being among teachers aged 50 and above may
support multi-level interventions targeting organizational climate,
leadership, work flexibility, and continuous training. It is essential that
these responsibilities do not fall solely on school leaders, yet are rather
supported by systemic policies that promote regular well-being assess-
ments and shared accountability mechanisms.

Additionally, the study identified a group of teachers—the Unfulfil-
led—who, despite displaying moderately positive levels of organiza-
tional practices, engagement, and perceived health, also show areas
where institutional support could be strengthened (e.g., work design and
career adaptability). Although this group does not exhibit overt signs of
distress, they may be at risk of stagnation or dissatisfaction if not
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adequately supported. These teachers could benefit from structured
opportunities for reflection, initiatives aimed at enhancing career
adaptability, and organizational spaces that allow them to articulate
their needs for greater work flexibility.

6.3. Limitations, and future research directions

Despite its contributions, this study has several limitations that
should be acknowledged. First, although the scales employed were
carefully selected and adapted from validated instruments in related
fields, their face validity in the context of teacher education may still be
limited. Second, the cross-sectional design precludes causal in-
terpretations of the observed relationships; longitudinal studies are
therefore needed to examine how these dynamics evolve over time and
to assess the long-term effects of organizational interventions. Third, the
focus on Italian teachers limits the generalizability of the findings to
other educational systems and cultural contexts, highlighting the need
for cross-national replications. Finally, future research would benefit
from mixed-methods designs incorporating qualitative approaches, such
as interviews or focus groups, to deepen understanding of teachers’ lived
experiences of professional well-being and career development.

7. Conclusion

This study advances understanding of aging teachers' career sus-
tainability by identifying four distinct profiles shaped by organizational
practices and career adaptability. The findings highlight that over half of
Italian teachers perceive limited institutional support, which is associ-
ated with reduced engagement and poorer health outcomes. Practical
implications include promoting age-friendly organizational climates,
strengthening leadership and professional development, and designing
tailored initiatives to sustain late-career teachers' well-being and moti-
vation. However, the cross-sectional and context-specific nature of this
study calls for longitudinal and cross-cultural replications, as well as
mixed-methods approaches to capture teachers’ lived experiences.
Overall, fostering supportive organizational environments and
enhancing career adaptability remain essential strategies to ensure that
teachers over 50 can remain engaged, healthy, and productive con-
tributors to the education system.
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