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Abstract: Employee job performance is a vital factor contributing to organizational success, thereby maintaining ongoing
interest in identifying reliable predictors. This integrative literature review synthesizes recent empirical studies (2020—
2025) to evaluate the extent to which age, gender, and work experience influence employee job performance in
contemporary workplaces. Using the methodology established by Whittemore and Knafl (2005), the review systematically
analyzes literature from leading academic databases. The findings, interpreted through the framework of Human Capital
Theory, highlight nuanced relationships. Age exhibits a modest positive association with core task performance in complex
roles but is significantly impacted by subjective age perceptions and generational differences. Gender shows limited
predictive capacity for overall performance but can influence ratings in specific areas such as contextual performance, often
due to socialization factors and evaluator biases rather than innate ability. Work experience emerges as the strongest
predictor; however, its predictive value depends on the quality and relevance of the experience rather than duration alone,
with potential diminishing returns and obsolescence risks in rapidly evolving industries. The study concludes that these
variables are complex predictors, functioning through mechanisms related to human capital development, depreciation, and
social valuation. This synthesis offers an evidence-based framework to guide future research and organizational practices
in selection, development, and performance management, emphasizing the importance of assessing the quality and
applicability of human capital beyond simple demographic proxies.
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Introduction

human resource management, closely linked to productivity, competitive advantage, and

overall organizational success (Koopmans et al., 2024). In efforts to understand the factors
influencing performance, researchers have extensively examined various individual difference
variables. Among these, demographic and experiential factors such as age, gender, and work
experience are frequently analyzed due to their practical accessibility and presumed impact on
employee behavior and outcomes (Ng & Feldman, 2020).

I mployee job performance remains a key focus within organizational psychology and

The relationship between age and job performance is complex and often presents mixed findings.
While some meta-analyses indicate a modest, generally positive correlation between age and core
task performance, particularly in more complex roles, the association with other performance aspects
like creativity or adaptability remains less definitive (Stamov-RoBnagel & Hertel, 2020).
Additionally, the concept of age is increasingly studied beyond chronological measures, considering
subjective age and generational cohort effects, which may differently influence workplace
engagement and performance (Kunze et al., 2023). Similarly, research on gender as a predictor of
performance often yields nuanced insights. While overall performance ratings may show minimal
gender differences, significant disparities can appear in specific domains such as contextual
performance and interpersonal facilitation, often shaped by societal expectations and organizational
climate (Joshi et al., 2021; Posthuma & Campion, 2020).

In contrast, work experience is generally regarded as a stronger predictor of performance. The
accumulation of relevant knowledge and skills through tenure and varied roles is believed to enhance
task proficiency and problem-solving abilities (Quifiones et al., 2024). However, the quality and
relevance of experience may be more important than duration alone, with recent research
highlighting that challenging assignments have a greater impact on performance development than
repetitive tasks (Tesfaye et al., 2022). Despite numerous individual studies, the literature remains
fragmented. Findings can be inconsistent, potentially due to differences in how job performance is
conceptualized, as well as the influence of mediating variables (e.g., job complexity, leadership

Organization Development Journal .
Volume 43, Issue 4, 2025 P \

© The Organization Development Institute (O DJ
Some Rights Reserved (CC BY-NC-ND 4.0). b, e

ISSN: 0889-6402 o/

http://www.odjournal.org//



Age, Gender and Work Experience as Predictors of Employee Job Performance

support) and moderating factors such as industry context and cultural environment (Avery et al., 2021;
Mikkelsen et al., 2023). For example, in highly dynamic sectors, the predictive value of previous
experience may diminish as skills become quickly outdated (Park & Park, 2024).

This fragmentation highlights the need for a comprehensive review that synthesizes existing research,
clarifies conflicting results, and assesses the overall predictive strength of these variables. While
prior meta-analyses offer valuable insights, they often focus on individual variables or are somewhat
outdated given the rapidly changing workplace landscape (Ng & Feldman, 2020). Accordingly, this
paper presents an integrative literature review to systematically analyze recent empirical research
from 2020 to 2025. Guided by the framework proposed by Whittemore and Knafl (2005), the review
seeks to answer the central question: To what extent do age, gender, and work experience predict
employee job performance in today's organizational context? By consolidating recent findings, this
study aims to map prevailing themes, identify key mediating and moderating mechanisms such as
social support and resource allocation (Lee et al., 2024; Gonzalez-Mulé¢ & Cockburn, 2021) and
develop an evidence-based framework to inform future research and organizational practices in
selection, development, and performance management.

Theoretical Perspective: Human Capital Theory

The examination of how age, gender, and work experience influence job performance is primarily
guided by Human Capital Theory (HCT). Originally proposed by Becker (1964), HCT suggests that
individuals and organizations invest in skills, knowledge, and experience collectively known as
"human capital" to improve productivity and economic value. From this viewpoint, employees are
considered assets whose performance depends directly on their accumulated human capital (Wang et
al., 2023). This framework provides a structured approach to understanding the predictive
relationships among these variables.

Within HCT, work experience is regarded as a key form of human capital investment. The length and
diversity of experience reflect the accumulation of both firm-specific and general skills, which are
expected to enhance an employee’s proficiency and problem-solving abilities, thereby positively
impacting job performance (Taussig & Grosse, 2021). This aligns with the core principle of HCT
that greater investment leads to higher returns. However, modern interpretations recognize that not
all experiences contribute equally; the quality of experience such as engagement in challenging tasks
or varied roles is increasingly viewed as a more significant predictor of performance than experience
duration alone, offering a more nuanced understanding of human capital accumulation (Gomez-
Mejia et al., 2021).

The connection between age and performance can also be interpreted through this lens. Age may
serve as an indicator of the potential for accumulated human capital; older workers are presumed to
have had more opportunities to develop skills and knowledge over time (Kunze & Boehm, 2022).
Nonetheless, HCT also addresses why this relationship might not always be straightforward. It
acknowledges the possibility of human capital depreciation skills becoming obsolete due to
technological advancement and emphasizes the importance of continuous learning investments to
maintain performance levels (De Grip & Van Loo, 2020). Consequently, the link between age and
performance is influenced by how relevant and up-to-date an individual's human capital is.

Regarding gender, HCT offers a framework for understanding potential performance differences not
as innate ability but as outcomes of differential investments and returns. Societal and organizational
barriers can limit access to high-quality developmental opportunities, such as challenging projects or
formal training, for different genders (Aguirre et al., 2022). Additionally, biases in performance
evaluation processes can lead to variations in the valuation of human capital affecting performance
ratings—even when objective qualifications are equivalent (Lutter & Schafer, 2023). This suggests
that gender may influence performance assessments due to social perceptions and evaluation biases
rather than actual differences in performance or skill levels.

By situating age, gender, and work experience within the context of human capital investment and
valuation, this discussion moves beyond simple associations. It facilitates a critical analysis of how
these variables serve as indicators of the acquisition, depreciation, and societal valuation of the skills
and knowledge that ultimately determine employee performance.
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Literature Review

This review synthesizes recent empirical research (2020-2025) examining the predictive
relationships between age, gender, work experience, and employee job performance. It aims to clarify
the nuanced and often context-dependent nature of these relationships within contemporary
workplaces.

The Complex Relationship Between Age and Performance

The literature indicates a multifaceted relationship between age and job performance that extends
beyond simple linear assumptions. Meta-analytic evidence suggests that chronological age has a
modest positive correlation with key task performance, especially in roles requiring crystallized
intelligence and organizational-specific knowledge (Bonaccio et al., 2023). However, this
relationship is notably influenced by job complexity; in highly complex roles, the positive association
between age and performance is more evident, while in routine positions, the relationship tends to
weaken or become non-significant (Zabel & Baltes, 2021).

In addition to chronological age, research increasingly emphasizes subjective perceptions of age.
Findings show that employees who perceive themselves as younger than their actual age often
demonstrate higher levels of innovation and adaptability, indicating that psychological factors may
be more predictive of certain performance dimensions than biological age alone (Kessler et al., 2022).
Furthermore, generational cohort studies reveal distinct performance patterns, with Generation Z
employees exhibiting stronger technological proficiency but potentially lower organizational
commitment compared to older cohorts. These differences highlight how generational experiences
influence work approaches (Lyons & Kuron, 2020). Overall, the evidence suggests that age interacts
with cognitive demands, psychological perceptions, and generational context to influence
performance outcomes in complex ways.

Gender as a Predictor: Beyond Biological Differences

Research consistently demonstrates that differences in overall performance between genders are
minimal; however, disparities become more pronounced within specific performance domains,
largely shaped by social and organizational factors. Studies across various industries indicate that
women tend to receive higher ratings in contextual performance areas, such as organizational
citizenship behaviors, interpersonal facilitation, and ethical conduct (Bonaccio et al., 2023). These
differences are increasingly attributed to socialization patterns and organizational expectations rather
than inherent capabilities.

The organizational environment significantly moderates the relationship between gender and
performance. Evidence suggests that in male-dominated industries and leadership roles, women often
encounter stricter performance standards and evaluation biases, which can obscure their true
contributions (Elsaid & Ursel, 2021). Additionally, intersectionality plays a crucial role; research
shows that the performance experiences of women of color differ markedly from those of white
women and men of color, indicating that gender effects cannot be examined in isolation from other
demographic factors (Lindsay et al., 2022). Overall, the literature indicates that gender influences
performance evaluations more strongly than actual performance, with organizational culture and
evaluator biases playing critical roles in shaping perceptions and reward systems.

Work Experience: Quality Over Quantity

Work experience remains one of the strongest predictors of job performance among the variables
considered, although recent studies have refined our understanding of what constitutes valuable
experience. While tenure generally correlates positively with task performance, this relationship
often exhibits diminishing returns, with the most significant performance gains occurring during the
initial years of employment (Mathieu et al., 2020). This challenges the assumption that longer tenure
automatically equates to higher performance.

Research emphasizes that the quality and nature of experience are more predictive than mere duration.
Experiences involving challenging assignments, diverse responsibilities, and constructive feedback
are strongly associated with improved performance outcomes, whereas repetitive or routine tasks
contribute less to performance gains (Dragoni et al., 2021). Additionally, the transferability of
experience in rapidly changing work environments is increasingly questioned. Studies in technology
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and knowledge-intensive sectors suggest that the benefits of experience can diminish when
employees face radically new technologies or business models, implying that adaptability and
continuous learning are sometimes more critical than accumulated knowledge (Maurer & Weiss,
2023). Collectively, these findings suggest that organizations should prioritize fostering rich,
developmental experiences rather than merely valuing years of service.

Research Methods

This study employed an integrative literature review methodology to systematically examine and
synthesize existing empirical evidence on the predictive relationships between age, gender, work
experience, and employee job performance. The review was guided by the structured framework for
integrative reviews proposed by Whittemore and Knafl (2005), which encompasses the stages of
problem identification, literature search, data evaluation, and data analysis. This methodology was
selected for its capacity to synthesize findings from diverse study designs both quantitative and
qualitative thereby providing a comprehensive and nuanced understanding of a complex
interpersonal dynamic within organizations.

To ensure a robust and high-quality evidence base, a systematic search strategy was executed across
several prominent academic databases. Primary sources included Scopus, Web of Science,
EBSCOhost (searching Business Source Complete, PsycINFO, and Academic Search Premier), and
ProQuest Central, chosen for their extensive collections of peer-reviewed journals in business,
management, and psychology. Supplementary searches were conducted using Google Scholar to
identify additional grey literature, such as seminal dissertations and influential institutional reports.

The search was deliberately limited to literature published between 2020 and 2025 to capture the
most contemporary research, reflecting modern workplace dynamics, evolving attitudes towards
gender and age, and recent methodological approaches in performance measurement. A combination
of keywords and Boolean operators was utilized to refine the search process. Key search terms
included: “age,” “gender,” “work experience,” “job performance,” “employee performance,” “work
performance,” “predictors,” “demographic variables,” “organizational behavior,” and “performance
determinants.” These terms were combined using operators such as AND and OR to create targeted
search strings (e.g., (“age” OR “gender””) AND “work experience” AND “job performance”).

Inclusion criteria were rigorously applied to maintain focus and relevance. Studies were included if
they: (1) empirically investigated the relationship between at least one of the independent variables
(age, gender, or work experience) and job performance as a dependent variable; (2) were published
in English in peer-reviewed journals, dissertations, or reputable institutional reports within the
specified timeframe; and (3) provided clear methodological and analytical insights. Studies were
excluded if they focused exclusively on student performance, athletic performance, or contexts
radically different from standard organizational settings (e.g., military combat performance).

A multi-stage screening process was implemented to select the most relevant and methodologically
sound literature. Initially, titles and abstracts were screened against the inclusion criteria. The full
texts of potentially relevant articles were then retrieved and subjected to a detailed review to assess
their conceptual contribution, methodological rigor (e.g., sample size, measurement validity), and
direct relevance to the research question. Data from the final selected literature were extracted using
a standardized protocol, focusing on key elements such as author(s) and year, research objectives,
methodological design (e.g., longitudinal survey, meta-analysis), sample characteristics,
measurement of job performance (e.g., supervisory ratings, objective metrics), and key findings
related to the predictive strength and nature of the relationships for age, gender, and work experience.
A total of 30 articles were used in the review.

A thematic synthesis approach was employed to analyze the extracted data. This involved identifying,
analyzing, and reporting recurring patterns and themes across the literature. The findings were then
organized into a coherent analytical framework that maps the individual and combined predictive
power of age, gender, and work experience on job performance, while also highlighting mediating
or moderating variables (e.g., job type, industry) identified across the studies.

Discussion

This integrative review aimed to synthesize recent empirical research (2020-2025) to address the
question: To what extent do age, gender, and work experience predict employee job performance in
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today's organizational environment? The findings reveal a complex and nuanced landscape,
challenging simplistic assumptions about these demographic and experiential factors. The discussion
interprets these findings through the lens of Human Capital Theory (HCT), emphasizing the intricate
mechanisms involved.

The Nuanced Predictive Role of Age

The relationship between age and job performance is multifaceted. Consistent with Human Capital
Theory, age can serve as an indicator of accumulated human capital, shown by a moderate positive
correlation with core task performance, especially in roles that require crystallized intelligence and
organizational-specific knowledge (Zabel & Baltes, 2021; Bonaccio et al., 2023). This supports the
HCT premise that investments over time lead to increased proficiency.

However, the review also highlights the limitations of using chronological age alone as a predictor.
The significance of subjective age indicates that psychological and motivational factors are vital
(Kessler, Schwender & Bowen, 2022; Kunze, Raes & Bruch, 2023). An employee who perceives
themselves as younger may be more motivated to learn and adapt, potentially counteracting the
human capital depreciation acknowledged in HCT (De Grip & Van Loo, 2020). Additionally,
generational cohort effects such as the strong technological skills of Generation Z demonstrate that
the type of human capital acquired varies by social and cultural context, not just age (Lyons & Kuron,
2020). Therefore, age influences performance indirectly through interactions with role complexity,
self-perception, and the relevance of accumulated skills to current job demands.

Gender as a Reflection of Social and Organizational Valuation

The analysis confirms that gender, in Isolation, is a weak predictor of overall job performance. Small
differences in performance ratings suggest that ability is not inherently gender-dependent.
Nonetheless, significant disparities appear in specific performance domains, which HCT helps to
interpret—not through ability, but through differential investment and societal valuation of human
capital.

Women tend to receive higher ratings in contextual performance areas, such as organizational
citizenship behaviors (Bonaccio et al., 2023). This may reflect gendered socialization and role
expectations. From an HCT perspective, this area may be where women’s human capital is more
readily recognized and rewarded. Conversely, women in male-dominated fields often face stricter
performance standards and evaluation biases (Elsaid & Ursel, 2021), indicating systemic
undervaluation of their human capital regardless of objective capability. Intersectionality further
complicates this dynamic, showing that assessments are influenced by multiple social identities, such
as race and gender (Lindsay, Cagliostro & Leck, 2022). Overall, gender influences how human
capital is perceived and rewarded, acting as a moderator in performance evaluation rather than a
direct predictor of performance.

Work Experience: Quality, Relevance, and Obsolescence

Among the variables examined, work experience remains a strong predictor of performance, aligning
with HCT's core idea that investment in skills enhances productivity. However, contemporary
research indicates that the relationship depends more on the quality and relevance of experience than
on tenure alone. The principle of diminishing returns suggests that initial years of experience yield
the most significant performance benefits (Mathieu et al., 2020).

There is now a greater emphasis on the importance of diverse and challenging assignments that foster
valuable, adaptable human capital compared to repetitive tasks (Dragoni, Tesluk & Oh, 2021). This
refines HCT by highlighting that the nature of experience, not just duration, is key. Furthermore, in
rapidly evolving industries, human capital can become obsolete quickly (Park & Park, 2024; Maurer
& Weiss, 2023), illustrating the HCT concept of skill depreciation (De Grip & Van Loo, 2020).
Consequently, while experience is generally predictive of performance, its effectiveness depends on
its relevance, diversity, and ongoing updating through continuous learning.
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Theoretical and Practical Implications

Theoretically, this review affirms the value of Human Capital Theory as a comprehensive framework
that accommodates the complex roles of age, gender, and experience. It demonstrates that age is an
imperfect indicator of capital accumulation and depreciation; gender influences the societal valuation
of human capital; and the quality and relevance of work experience are critical for predicting
performance. Future research should continue to explore these factors, incorporating mediators and
moderators identified here.

The findings provide clear guidance for organizational management. In applicant screening and
recruitment, reliance on chronological age or tenure as indicators of performance should be avoided.
Instead, assessments should prioritize relevant skills and the quality of prior experiences. For
performance management, organizations need to actively train managers to minimize unconscious
gender and age biases in evaluations, ensuring a more equitable recognition of employee
contributions (Posthuma & Campion, 2020). In learning and development, emphasis should shift
from passive tenure-based rewards to fostering a culture of continuous learning and offering high-
quality, challenging assignments that develop adaptable human capital (Dragoni, Tesluk & Oh, 2021;
Maurer & Weiss, 2023). Adopting this strategic approach to human capital management will be vital
for maintaining organizational performance amid an increasingly complex and dynamic business
landscape.

Conclusion

This integrative review aimed to assess the predictive significance of age, gender, and work
experience on employee job performance by synthesizing research from 2020 to 2025. The analysis
yields a clear overarching conclusion: although these variables are frequently utilized within
organizational settings, their predictive power is neither straightforward nor absolute. Instead, it is
mediated by a complex interplay of moderating and mediating factors.

The association between age and performance is context-dependent, influenced more by the
relevance of accumulated knowledge and an individual's psychological well-being than by
chronological age alone. Gender as a predictor often reflects underlying organizational biases and
societal expectations rather than inherent performance differences. Lastly, while work experience is
generally considered a strong predictor, its significance has evolved; the quality, diversity, and
adaptability of experiences are more impactful than the mere length of tenure—particularly in
environments characterized by rapid technological advancements.

Human Capital Theory offers a useful framework for understanding these dynamics by
conceptualizing age as a proxy for capital accumulation, gender as a factor subjected to societal bias,
and work experience as the primary means of investing in human capital. This perspective effectively
addresses contemporary challenges such as skill obsolescence and the necessity for ongoing learning.

This review emphasizes the importance for both researchers and practitioners to move beyond
simplistic demographic classifications. Enhancing job performance depends on focusing on
developing high-quality, relevant human capital, fostering inclusive workplaces that recognize the
contributions of all employees equitably, and cultivating cultures of continuous learning to mitigate
skill depreciation. Future research should investigate the interactions between these variables and
other contextual factors, including leadership styles and industry dynamics, to deepen our
understanding of performance within the evolving workplace landscape.
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