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Abstract:

Early retirement presents challenges for Information and Communication Technology sector in South
Africa. The premature departure of experienced professionals threatens organisational productivity,
skills retention, and service delivery. This study focuses on early mandatory retirement within the South
African ICT context, particularly workforce capability, knowledge preservation, and operational
performance. To achieve this ambition, the research used a quantitative design, utilising a cross-
sectional survey distributed to employees of one agency South African public departments. The study
drew from a population of 3,400 ICT government employees, with 109 responses obtained through
simple random sampling. Data were collected using a structured interviewer-administered questionnaire
based on five-point Likert scale. SPSS was used for analysis, incorporating exploratory factor analysis
to ensure validity and reliability (including Cronbach’s alpha), as well as Pearson correlation and multiple
regression techniques. The findings indicate Early Mandatory Retirement (EMR) is significantly
associated with Training and Succession Planning (r = 0.595), Skills and Knowledge (r = 0.408), and
Service Delivery (r = 0.347). Regression analysis shows EMR and Training and Succession Planning
jointly account for 19.3% of the variance in Skills and Knowledge. A strong correlation is observed
between Productivity and Service Delivery (r = 0.704), highlighting the effect of workforce capability on
organisational outcomes. These figures affirm EMR is an act of administration and an influence on
workforce sustainability. study provides backing for the association between early retirement and ICT
sector performance, with recommendations for policymakers, HR practitioners, and leaders to address

potential downturns through succession planning, mentoring, and knowledge transfer projects.
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Introduction

The information and communication technology sector is a major driver of economic growth, innovation,
and public modernisation in developed and developing countries (ICASA, 2022). In South Africa, the
ICT sector is critical because it is much needed for GDP contributions, job creation, and for introducing
digital transformation plans in the provinces and on a national scale (Statistics South Africa, 2022).
Within the public sector, ICT systems support essential government functions such as social grant
administration, payroll management, healthcare information systems, revenue collection, and citizen
service platforms. Consequently, the continuity and reliability of ICT operations are directly linked to

effective public service delivery.

However, the key dilemma that is beginning to face the sector is that of early mandatory retirement
(EMR) concerning the departure of experienced workforce affiliates that would undermine organisational
potential and the investment in skill base and knowledge continuity (Department of Communications
and Digital Technologies [DCDT], 2024).

Within the South African public sector, there is a distinction to be made between voluntary and
mandatory retirement. Voluntary retirement permits employees to retire for personal, financial, or health
reasons, with generally variable retirement dates. Mandatory retirement, on the other hand, happens
when employees are obliged to retire at an age chosen by their employer, regardless of their willingness
or ability to continue working. This discrepancy generates legal and operational conflicts in the public
sector, particularly where experienced ICT employees are still capable of contributing to organisational
success and service delivery but are forced to leave due to institutional retirement policies (Du Toit,
2023). The problem is particularly significant in government environments that still rely on legacy
systems such as mainframes and highly specialised infrastructure requiring decades of operational
knowledge. In several public sector institutions, delays in system upgrades, prolonged downtime, and
dependence on external consultants have been associated with the retirement of senior ICT specialists
without adequate succession planning or knowledge transfer mechanisms in place (Government of
South Africa, 2023). For example, shortages of experienced mainframe specialists and enterprise
systems experts have contributed to operational disruptions and delays in maintaining critical
government systems responsible for payroll processing, pension administration, and citizen records
management. According to the Independent Communications Authority of South Africa (ICASA, 2022),
ICT employment declined by 35.8 in percentage, while revenue restructuring from last year’s fall is still
slight, only 0.5% in 2020 to 2021. Schofield (2022) proffers that the industry, as a whole suffers from a
serious skills gap, and part of such abandonment is due to the Baby Boomers winding down/going into
retirement and taking with them a wealth of technical knowledge. Labour Law in South Africa remains

almost silent on the issue of retirement age; it is otherwise left to the superseding power of the employer
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to decide when employees should retire (Du Toit, 2023). This has seen many or most organizations
been compelled to set a retirement age of 60 years, leading to some experienced employees
prematurely exiting the workplace with minimal or outright nonexistence of adequate succession

mechanisms.

Early exit from work of the experienced ICT human resources presents a double challenge. Every
retirement poses unique challenges, but the immediate harms of losing the ICT-equivalent ability one
has built over 25 to 30 years are incalculable. For any organisation, learnt trading practices established
after years of experimentation are not easy to instil back into less experienced and competent
newcomers (Espinoza & Vandeweye, 2019). The ICASA State of the ICT Sector Report (2025) confirms
that South Africa’s ICT sector faces persistent skills shortages, particularly in specialised areas such as
enterprise architecture, network security, and legacy system management — precisely the knowledge
domains most at risk when experienced professionals exit through early mandatory retirement. The risk
is particularly acute in the public sector, where many critical systems depend on institutional memory
and historical system knowledge that is seldom formally documented. Meanwhile, as the complexity of
ICT systems has grown, there has also been an expansion of demands from the Fourth Industrial
Revolution (4IR); ultimately, any organization which hopes to feed its technical mettle must expect its
workforce to truly know its technology while embracing an agile attitude towards technological change
(Schwab, 2020). The intersection of an ageing workforce and rapid technological evolution creates an
adversarial situation in which the ICT industry is in danger of losing the very capabilities required to

sustain its competitive advantage (DCDT, 2024; Government of South Africa, 2023).

This study is a novel inquiry into the concept of ceiling to remain in service by embarking upon an
investigation of the consequences of early mandatory retirement (EMR) within the South African context.
While prior studies have broadly explored workforce ageing and retirement trends, limited empirical
research has investigated how EMR affects knowledge continuity, succession planning, productivity, and
service delivery in public ICT institutions that depend on scarce technical skills and legacy systems

expertise.

The primary purpose of this research was to study how early retirement influences various important
organisational properties within training, succession, and knowledge skills. The main systemic
organisation characteristics that were considered are Training and Succession Planning (TSP), Skills
and Knowledge (SK), Productivity (P), and Service Delivery (SD). With a quantitative focus, this study
will use a cross-survey of statistical methods that are used to test the hypotheses about the cogent
empirical relationship linking the EMR with the above-mentioned organisational components. The
intended objective here is to offer the government, the public, and the private sector a set of policy

recommendations that will enable them, with a clear picture of a win-win solution, to strategize the
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transition of early retirement costs related to the loss of productivity from which they currently suffer,

amidst labor crunch and shrinking workforce in the shadow of an aging population.
Literature Review

The Concept of Early Mandatory Retirement

Early retirement typically implies forcing people to leave a profession at a given age, often from around
60 up to 65, as set in company policies or fund rules (Béheim, 2019). In South Africa, where legislation
does not stipulate a retirement age, employers have the mandate to enforce retirement-related rules,
often mandating retirement at 60 years of age (Du Toit, 2023). This policy framework majors on
workforce composition, knowledge retention, and organisational continuity, most highly relevant to
knowledge-intensive sectors such as ICT. Early mandatory retirement is defined as a statutory regime
under which workers must retire on reaching a designated age, regardless of the capacity or wish of the
employee to continue working. As shown by the Government Employees Pension Fund (GEPF, 2025),
retirement policies in the public service are institutionalised, resulting in the exit of experienced ICT
professionals regardless of readiness for replacement. Parker (2022) mentions the emotional and social
dimensions of the transition. Harter and Agrawal (2019) note that Baby Boomers have decided to work
beyond the traditional retirement age. Nonetheless, there is a growing gap between employees’ desires
for the future. Employees between the ages of 50 and 60 are able to turn their attention wholly towards
their profession because family commitments have reduced. Gupta et al. (2020) argue that this is often
perceived as the peak performance age.

Early Mandatory Retirement from a South African Perspective

Early mandatory retirement is a daunting challenge in South Africa, given its demographic and economic
characteristics, with a growing elderly population and an increasing ageing index. There is widespread
public confusion about retirement policies and a lack of clear, unified national policy. This demographic
shift is accompanied by the need to develop a skilled labour force in sectors such as ICT, healthcare,
and engineering, while early retirement in ICT may worsen existing skills gaps and limit adaptation to
rapidly changing technology. Developing economies face heightened risks due to limited workforce
replacement and underdeveloped knowledge-transfer systems. There is a continued need for lifelong
learning and professional development, while gaps in pension reform and increasing life expectancy
provide insights for policy considerations. Recent policy measures, including early retirement without
penalties and voluntary exit programmes, aim at public service renewal and cost management but create
tension with digital transformation goals that require sustained human capital investment. Overall, there

is an urgent need for renewed policy focus to balance workforce renewal and knowledge retention.

WOHLLEBE & ROSS

Discover publication opportunities:
www.wr-publishing.org



https://doi.org/10.51137/wrp.ijarbm.731
http://www.wr-publishing.org/

International Journal of Applied Research in Business and Management (ISSN: 2700-8983)
Volume: 07 Issue: 09 Year: 2026
https://doi.org/10.51137/wrp.ijarbm.731

Theoretical Framework

This paper is grounded in Human Capital Theory, which sees employees’ skills, experiences, and
training as productive resources that increase organisations’ productivity, drawing on Gary Becker
(1964) seminal work on human capital. From this viewpoint, premature departure, mainly because of
forced early retirement, of skilled employees amounts to losing human capital, which has a direct impact
on organisational productivity and yet the quality of service. Additional theoretical frames include the
Knowledge-Based View (KBV) of the Firm, based on knowledge being a key factor that creates the
ability to compete (Duarte Alonso, 2022; Stoian et al., 2024), and the Skill-Biased Technological Change
(SBTC) theory, based on high demand for special skilled workers in technological environments (Song
et al., 2026; Torosyan, 2023). Together, these lenses present a better understanding of how early
retirement affects the ICT industry and how training, career planning optimisation, and knowledge
transfer can help reduce these effects.

Human Resource Capital and Early Mandatory Retirement. Human Resource Capital, as originally
theorised by Becker (1964), considers the teaching, training, work experience, and skills of employees
as processes of capital creation that make certain value to the organisations. Amanullah et al. (2022)
confirmed that capacities, knowledge, and abilities under the dimensions of human capital have a
significantly positive relationship with organisational performance. In the case of the ICT sector, where
the performance is heavily dependent on distinctive skills that are appraised daily, early retirement at a
given age would hence erode the worth of human capital in the firm instantly. According to Human
Capital Theory, some human capital will experience obsolescence owing to the depreciation of its skills
later, while newly acquired digital competencies may add to its productivity altogether (Lee et al., 2022).
This combination of experiences and technological obsolescence is critically relevant to the
determination of the productivity consequences of early retirement to the ICT sector. Human Capital
Theory is also an ideal intellectual framework for assessing management interventions such as training,

knowledge transfer, and succession planning.

Knowledge-Based View (KBV). This knowledge-based theoretical approach of the firm designates
organisations as repositories of knowledge, which comprise the source of their competitive advantage
based on the cumulative ability to create, integrate, and apply knowledge resources. From this
perspective, those with experience are holders of useful and tacit knowledge, which is not easy to be
codified or substituted (Duarte Alonso, 2022; Stoian et al., 2024). This tacit knowledge in ICT
organisations supporting government services involves technical specifications, design decisions,
legacy system maintenance, and stakeholder linkages (Phaladi, 2024; Shibambu, 2024). With early

mandatory retirement, knowledge loss, fading mentoring structures, and erosion in innovative capability
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occur unless knowledge transfer and succession mechanisms are implemented (Igoa Iraola et al., 2024;
Phaladi, 2025).

Older Workers and Theories on Productivity. The change of physical, cognitive, and motivational
capacities associated with age interacts with workplace design, technology use, and training. Job
changes and age-related diversity contribute further dimensions to productivity (Aubert et al., 2024;
Zellman et al., 2025). The World Economic Forum (2024 ) supports that age-inclusive work environments
enable older professionals to convert experience into high-value outputs. This approach supports the
argument that management policies moderate productivity loss from early retirement and that age alone
is not a sufficient indicator of productivity. Integrating Theoretical Perspectives. Each of these three
theoretical lenses provides a comprehensive foundation for this study. Human capital theory explains
the accumulation of skills and knowledge, the knowledge-based view explains the importance of tacit
knowledge, and ageing workforce theories challenge age as a predictor of productivity. This integration
enables a balanced examination of early mandatory retirement, highlighting loss of human capital,
knowledge continuity challenges, and the need for structured interventions such as succession planning,

mentoring, and knowledge transfer programmes (Brown, 2025; OECD, 2024; Phaladi, 2025).
Challenges of Early Mandatory Retirement in the ICT Sector

The ICT sector is particularly vulnerable to the negative ramifications of enforced early retirement owing
to its heavy reliance on highly technical expertise, institutional memory, and system-specific skills most
typically accumulated over a period of about 20 years or more (Mhaske, 2025; Sandi, 2025). Once put
to retire, the loss of tacit knowledge, one that cannot be codified or transferred easily to successors,
comes as a major vacant spot in the moment (Sumbal et al., 2020). Such a void in knowledge is
hazardous, leading to operational disruptions, increased error rates, and lower customer service,
especially in firms using legacy systems. Phaladi and Ngulube (2024) verify that enforced retirement
results in loss of core technical skills in state departments. Ndatshe et al. (2024) indicate that high
turnover in scarce-skill positions creates knowledge gaps, reduces institutional performance, and
increases operational costs. Furthermore, Boehm et al. (2021) emphasise the need for inclusive human

resource policies that support ageing workers and enable continued productive engagement.
Skills Gaps and Knowledge Retention

The ICT sector has been widely researched due to persistent skill shortages. The OECD (2024)
highlights that specialised ICT skill shortages negatively affect productivity and service delivery. Early
compulsory retirement worsens these gaps by removing experienced experts needed for maintenance,
innovation, and mentorship (Bano & Shanmugam, 2020). Ge and Campopiano (2022) emphasise
strengthening knowledge transfer mechanisms during workforce transitions, while Phillips (2020)
highlights succession planning as essential for knowledge retention and continuity. Evidence from
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Riphahn et al. (2023) shows that effective succession planning improves organisational resilience and
performance. Overall, lack of proactive knowledge management and succession planning increases skill

gaps and weakens organisational effectiveness.
Defining and Conceptualising Organisational Productivity in the ICT Sector

Productivity could be understood as the aim to maintain the highest output from any given input.
However, within the ICT industry, productivity spans technical efficiency, service quality, innovation, and
knowledge utilisation (Kianto et al., 2019). In human capital terms, productivity is linked to employee
skills, cognitive ability, and experience, with human capital contributing significantly to organisational
performance (Aman-Ullah et al., 2022; Masiteng, 2023). South African public institutions rely on
productivity for digital infrastructure, e-government services, and decision-making support. Early
mandatory retirement reduces productivity in less visible aspects of service delivery. Knowledge
management practices such as knowledge sharing, documentation, and mentoring improve productivity
during workforce changes (Igoa Iraola et al., 2024). Without these systems, organisations experience
productivity declines due to loss of critical knowledge (Phaladi, 2025). ICT productivity is therefore a

dynamic capability driven by continuous investment in human resources (APQC, 2025).
Early Mandatory Retirement and Organisational Productivity

Mandatory early retirements seem to relate to the productivity of an organisation in a number of ways.
Kim and Lee (2023) and OECD (2025) pointed out that senior workers are often overpaid relative to
their marginal product and suggested limiting labour costs through mandatory retirement. However, this
overlooks the value of experienced employees in knowledge-intensive sectors where experience,
judgment and memory are crucial (Kadoya et al., 2020). Kim (2023) provides evidence that age-related
productivity decline is not consistent when workplaces support age diversity, while Katiraee et al. (2024)
promote age-inclusive workforce management. Delayed retirement policies improve productivity through
retention of experienced workers and mentoring of younger employees. Evidence from Korea and Japan
shows that rigid retirement rules reduce productivity and contribute to talent shortages (Lee et al., 2020).
In the South African context, delayed retirement supports productivity and government revenue, while
early mandatory retirement can reduce organisational performance and service quality if not properly

managed (Pettway, 2019).
Intergenerational Knowledge Transfer and Mentoring in ICT Organisations

The legacy-intergenerational transfer of knowledge has sparked academic focus due to multi-
generational workplaces and the retirement of baby boomers. Leon (2023) found that structured
intergenerational connections create value at individual and organisational levels. The ICT sector faces

both challenges and opportunities through knowledge integration between experienced employees and
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new digital entrants. Igoa Iraola et al. (2024) found that digital tools such as Web 2.0 and wikis are the
most used knowledge-transfer methods, alongside mentorship, on-the-job training, storytelling, and
succession planning. Approximately 61% of organisations use digital methods, while 28% use traditional
approaches. Mentoring remains central, supporting tacit knowledge transfer (Wikstréom et al., 2023),
while reverse mentoring enables younger employees to share technological skills (Pfrombeck et al.,
2024). Knowledge transfer programmes face challenges such as lack of information, time constraints,
and weak incentives (OECD, 2024). In South Africa, additional barriers include bureaucratic rigidity,
limited budgets, and weak formal pre-retirement knowledge transfer policies (Phaladi, 2025; Shibambu,
2024). Effective knowledge transfer is also linked to employee retention and talent development
(Burmeister et al., 2020).

The South African ICT Policy Landscape and Digital Transformation Imperatives

The South African government has shown commitment towards an ambitious digital transformation
programme, reflected in improved e-Government Development Index rankings and the digitisation of
over 255 services, with 134 already available online (Shibambu & Ngoepe, 2025). This expansion
requires highly skilled ICT professionals capable of maintaining existing systems and driving innovation.
The Department of Communications and Digital Technologies (DCDT) digital transformation roadmap
(2024) emphasises the need for advanced ICT capabilities, including cloud computing, cybersecurity,
artificial intelligence, and data analytics (Shibambu, 2024). This creates a workforce challenge in
balancing experienced employees with institutional knowledge and younger employees with emerging
digital skills. Early mandatory retirement may intensify workforce planning and critical skills shortages.
The ICASA State of the ICT Sector Report (2025) confirms a significant ICT skills shortage, particularly
in specialised areas requiring long-term experience. The gap between retirement policy and digital
transformation needs presents a governance challenge that impacts workforce sustainability and sector

development.

Recent international studies highlight phased retirement and bridge employment as means for securing
organisational expertise while supporting progressive workforce transitions. Evidence from Japan,
Germany, Finland, and Canada shows that phased retirement allows older employees to work fewer
hours while mentoring younger colleagues, promoting knowledge continuity in sectors such as ICT
where tacit expertise and legacy-system skills are difficult to codify (OECD, 2024; Brown, 2025).
According to research from Japan and South Korea, flexible retirement plans improve organisational
resilience by retaining professionals during digital transition (Lee et al., 2020; Kim & Lee, 2023).
Contemporary scholarship emphasizes the shift from traditional, one-way mentorship to more reciprocal
and collaborative approaches. In these setups, senior professionals offer institutional and technical

knowledge, while younger colleagues contribute digital skills through reverse mentorship (Pfrombeck et
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al., 2024). Such hybrid approaches, according to Wikstrom et al. (2023), improve creativity, engagement,

and adaptation in technology-driven organizations.

International data emphasizes the benefits of phased retirement programs, which promote employee
well-being while also increasing organizational productivity. According to Scandinavian studies,
progressive retirement decreases stress, maintains professional identity, and facilitates smoother
succession planning, while avoiding the abrupt knowledge loss commonly associated with forced
retirement regimes (OECD, 2024). Overall, the literature suggests that organizations that combine
phased retirement with organized mentoring and succession planning are better positioned to conserve
institutional knowledge, ensure workforce continuity, and promote digital transformation in aging labor

markets.
The Organisational Cost of Knowledge Attrition

The economic and operational costs of knowledge erosion due to retirements are seriously being
considered in several empirical studies. Estimates imply that huge amounts of money drain from major
organisations due to knowledge erosion every year and that the problem is bound to worsen as
increasing multigenerational cohorts face retirement (APQC, 2025). The direct costs arise from searches
for replacements, hiring service charges, and doing training jobs for people identified as replacement
candidates. Indirect cost encompasses a few issues like damage to productivity during the transition-
related period, which leads to operational inefficiencies, and those hidden costs tying errors to work
done or repeated (lgoa Iraola et al., 2024; Phaladi, 2024). Phaladi (2025) proposed a framework that
offers three cores for knowledge risk mitigation in South African state-run corporations: knowledge
identification and mapping, knowledge capture and codification, and knowledge transfer and embedding
in alignment with the broad knowledge literature that treats knowledge as an organisational asset,
warranting a formalised governance and investment (Grant, 2021; APQC, 2025). Knowledge risk (KR)
is also a perceptual orientation that captures how people manage knowledge vulnerabilities, such as
the loss of knowledge through retirement, to create a frame for understanding organisational
vulnerabilities to knowledge loss (Ikeno et al., 2016). The ICT sector, in particular, bears this risk because
the sector’s performance — digital services, infrastructure stability, cybersecurity posture — is essentially
reliant upon the workforce's intellectual skills and reputations (ICASA, 2025; Shibambu, 2024).

Methods and Data

The research used a quantitative approach, which was based upon the positivist philosophical view, to
study the relationship between early mandatory retirement and organisational productivity amongst ICT
firms. Positivist methods were selected for their emphasis on objectivity, empirical measurement, and
hypothesis testing, which the researcher aims to achieve by applying statistical formulas to generalise

the final results (Ali, 2024). A cross-sectional design was adopted by using a structured self-administered
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questionnaire as the primary data collection instrument. The questionnaire comprised two sections:
Section 1 contained demographic questions pertaining to age, organisational role, and tenure; Section
2 consisted of Likert scale items representing attitude and perceptions around five different constructs:
Early Mandatory Retirement (EMR), Training and Succession Planning (TSP), Skills and Knowledge
(SK), Productivity (P), and Service Delivery (SD). A five-point Likert scale, graded from Strongly
Disagree (1) through to Strongly Agree (5), was used to elicit respondents’ level of agreement with the
question. The study was carried out with an ICT agency that serves South African National and
Provincial Government departments. The population from which the sample was drawn was 3,400
employees, which included Junior Specialists and senior Management personnel. With the sample size
calculated using Raosoft sample size calculator to be 346, valid 109 responses were received from
Microsoft Forms questionnaire collections, rendering an average response rate of around 32 per cent.
The return rate was not up to the targeted size, but this is said to be acceptable for online surveys in
organisations (Burgard et al., 2021; Wu et al., 2022). However, the relatively low response rate may limit
the generalisability of the findings across the broader South African government context. There is also
a possibility of non-response bias, as employees who chose not to participate may hold different
perceptions regarding early mandatory retirement and organisational productivity. As a result, the
findings should be interpreted with caution, particularly when extending conclusions beyond the
participating organisation. Nevertheless, the responses obtained represented employees from different
organisational levels and functional areas, which helped to provide a balanced representation of views
within the organisation studied. Presenting the demographic profile of participants is important to
demonstrate the level of experience, organisational positioning, and age distribution of respondents who
contributed to the study findings. The demographic profile of participants, including age groups and

organisational roles, is presented in Table 1.

Age Groups

Category Frequency Percentage
21-30 years 12 11.0%
31-40 years 26 23.9%
41-50 years 35 32.1%
51-60 years 32 29.4%
61-65 years 3 2.8%

Prefer not to answer 1 0.9%
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Organisational Roles

Category Frequency Percentage
Specialist 27 24.8%
Senior Specialist 22 20.2%
Junior Specialist 20 18.3%
Senior Manager 18 16.5%
Technical Manager 8 7.3%

Head of Department 7 6.4%
Advanced Specialist 6 5.5%

Lead Consultant 1 0.9%

Table 1: Demographic Profile of Participants by Age Group and Organisational Role

Most participants (85.3%) were between 31 and 60 years old, with the largest groups being 41-50 years
(32.1%) and 51-60 years (29.4%). This indicates strong representation from employees likely to be
directly affected by retirement and succession planning policies. The sample was also largely composed
of specialist and managerial staff, including specialists (24.8%), senior specialists (20.2%), junior
specialists (18.3%), and senior managers (16.5%), together accounting for 79.8% of respondents. This
suggests that the majority of participants possessed substantial technical and operational experience
relevant to the study of early mandatory retirement, knowledge retention, productivity, and service

delivery in the ICT sector.

The statistical analysis was conducted using the SPSS program (version 26.0). The Exploratory Factor
Analysis (EFA) used psychometrics to validate the measurement construct and identify underlying
activities. It is important to note the Kaiser-Meyer-Olkin (KMO) Measure of Sampling Adequacy and
Bartlett’s Test of Sphericity, confirming the appropriateness of factor analysis. After Cronbach’s alpha
was assessed, internal consistency was considered with a cooperative level of Cronbach’s a = 0.70.
Descriptive statistics were calculated independently to provide a typical and unique account for each
construct. The Pearson correlation analysis was used to scrutinise the bivariate hard-wired relationships
between the variables, whereas the multiple regressions were used for testing the hypotheses to predict
the independent variables’ influence on the dependent variables. The Durbin-Watson statistic was used
to confirm the absence of autocorrelation in the regression residuals. Permission has been obtained
from the Ethics Committee of the College of Economic and Management Sciences of the University of

South Africa before conducting the study. All participants were informed in detail about the research,
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and they offered active consent; confidentiality, anonymity, and the right to withdraw at any moment

during the study were assured to them.
Results

Data Validity

The validity is tested under factorial analysis, with KMO and Bartlett's Sphericity test to ensure

appropriateness. Results are shown in Table 2.

Test Measure Value
KMO Sampling Adequacy 0.780
Bartlett’s Test Approx. Chi-Square 1842.637
df 465
Sig. <.001

Table 2: KMO and Bartlett’'s Test

The KMO statistic of 0.780 (>0.50), indicating the data is suitable for factor analysis and falls within the
‘meritorious’ range. Bartlett’s test is significant (x> = 1842.637, df = 465, p < 0.001), confirming strong
correlations and rejecting the null hypothesis of an identity matrix. PCA with Varimax rotation identified
six factors explaining approximately 62% of the total variance. This shows that the questionnaire items
were adequately connected and well-grouped into meaningful constructs, hence confirming the validity

of the study's measurement approach.

Data Reliability

Construct Items Cronbach’s Reliability
Alpha

Early Mandatory  Retirement |7 0.711 Acceptable

(EMR)

Training & Succession Planning | 6 0.690 Acceptable

(TSP)

Service Delivery (SD) 4 0.811 Good
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Skills & Knowledge (SK) 3 0.809 Good
Productivity (P) 6 0.686 Acceptable
Challenging EMR 5 0.702 Acceptable

Table 3: Summary of Cronbach’s Alpha Reliability Results

Cronbach’s alpha values ranged from .686 to .811, indicating acceptable to good internal consistency.
Service Delivery (0.811) and Skills and Knowledge (0.809) show good reliability, with all constructs
meeting or approaching the 0.70 threshold. (Nunnally, 1978) confirms that the measurement instrument
produces stable and consistent results. Lower values for Productivity (0.686) and TSP (0.690) remain
acceptable for exploratory research. SK and SD (both > 0.80) show high reliability and represent the
core outcome variables in the study’s conceptual model. Overall, the reliability results indicate that
respondents answered the questionnaire consistently, implying that the data may be trusted for
analyzing the relationship between early mandatory retirement and organizational productivity.

Descriptive Statistics

Construct N Min Max Mean Std. Deviation
Aging EMR 109 |2.00 5.00 3.740 0.548
Productivity (P) 109 | 2.00 5.00 3.890 0.612

Service Delivery (SD) 109 2.00 5.00 4.014 0.588

Skills & Knowledge (SK) 109 | 2.00 5.00 4.095 0.625

Training & Succession | 109 | 2.00 5.00 4.072 0.625

(TSP)

Challenges EMR 109 | 2.00 5.00 3.645 0.513

Table 4: Descriptive Statistics (N = 109)

Mean scores ranged from 3.645 to 4.095, with Skills and Knowledge (4.095) highest, followed by
Training and Succession Planning (4.072) and Service Delivery (4.014). SK (M = 4.095, SD = 0.625)
and TSP (M =4.072, SD = 0.625) indicate strong agreement and awareness, both scoring above 4.0 on
a 5-point scale. Ageing EMR recorded a more modest mean (M = 3.740, SD = 0.548), reflecting

comparatively lower emphasis. Challenges recorded the lowest mean (M = 3.645, SD = 0.513),
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indicating moderate-to-high awareness but less intensity. Standard deviations (0.513-0.625) show a
narrow spread of responses and consistency among participants. The respondents generally agreed
that skill retention, succession planning, and service delivery are critical considerations for the

organization, particularly as experienced ICT employees retire.

Correlation Analysis

EMR P SD SK TSP CEMR
EMR 1 223 347+ .408** .595** .586™*
P 223 1 .704** A197* .397** .386**
SD 347+ .704** 1 .322** 479 .466**
SK .408** 197 .322** 1 374** .376**
TSP .595** .397** 479 374** 1 .405**
CEMR .586** .386** .466** .376** .405** 1

Table 5: Pearson Correlation Matrix (N = 109)
*p <0.05;** p<0.01

Several significant correlations were observed across the variables. EMR shows a strong positive
relationship with TSP (r = 0.595, p < 0.01), indicating that higher awareness of early mandatory
retirement is closely associated with greater emphasis on training and succession planning. EMR also
shows a moderate correlation with SK (r = 0.408, p < 0.01) and a weaker but still significant relationship
with SD (r = 0.347, p < 0.01), suggesting meaningful links with workforce capability and service
outcomes. The strongest relationship in the matrix is between Productivity and Service Delivery (r =
0.704, p < 0.01), reflecting a large effect size. EMR has a weak correlation with Productivity (r = 0.223,
p < 0.05), implying a more indirect relationship. This means that organisations with stronger succession
planning and knowledge-sharing practices are more likely to maintain productivity and improve service

delivery when experienced employees retire.
Regression Analysis

Model 1: Predictors of Skills and Knowledge (SK)
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R R? Adj. R? F Sig. D-W

Model 1 0.439 0.193 0.178 12.672 <.001 2.091
Table 6: Model Summary for SK

Predictor B Std. Error | Beta t Sig.
(Constant) 2.042 0.412 4.959 <.001
Aging EMR 0.328 0.124 0.288 2.650 <.001
TSP 0.203 0.109 0.202 2.107 0.005
Challenges EMR 0.233 0.108 0.201 2.450 <.001

Table 7: Regression Coefficients for SK

The regression model predicting SK is statistically significant (F = 12.672, p < 0.001), explaining 19.3%
of variance (R? = 0.193). Ageing EMR is the strongest predictor (§ = 0.288, p < 0.001), followed by TSP
(B =0.202, p = 0.005) and Challenges EMR (B = 0.201, p < 0.001), all showing positive and significant
effects on skills and knowledge. Durbin-Watson = 2.091 confirms no autocorrelation in the residuals.

These findings show that organizations that prepare for employee retirement through succession
planning, mentorship, and skill development are more likely to preserve important knowledge and

experience.

Model 2 shows SK significantly predicts Productivity (F = 25.31, p < 0.001), with R = 0.193 (Adj. R =
0.178). SK has a positive and significant effect on Productivity (B = 0.197, p < 0.001), indicating that
higher workforce skills and knowledge lead to improved productivity outcomes. This suggests that

maintaining staff knowledge and experience leads directly to enhanced organisational performance.

Model 3 shows Productivity significantly predicts Service Delivery (F = 22.93, p < 0.001), explaining
9.7% of variance (R? = 0.097). Productivity has a positive effect on SD ( = 0.180, p = 0.004), confirming
its role as a key mechanism through which workforce capability translates into improved service delivery
outcomes. In simple terms, when employees remain productive and knowledgeable, the organisation is

better able to deliver effective ICT services to government departments and citizens.

Hypothesis Testing
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H Relationship Findings Supported?
H1(A) | Aging EMR — TSP B =0.288,p <0.05 Yes
H1(B) | Challenges EMR — TSP B =0.201,p<0.05 Yes
H2 TSP — SK B =0.202, p<0.05 Yes
H3 SK — Productivity B =0.180, p <0.05 Yes
H4 P — Service Delivery B=0.197,p<0.05 Yes
H5 Aging EMR - SK — P Indirect: Supported Yes
H6 Aging EMR — SK — P — SD | Indirect: Supported Yes
H7 CEMR - SK—- P Indirect: Supported Yes
H8 CEMR - SK—- P — SD Indirect: Supported Yes
H9 TSP -SK— P Indirect: Supported Yes
H10 TSP - SK— P — SD Indirect: Supported Yes

Table 8: Summary of Hypothesis Testing Results

All ten hypotheses were supported, providing evidence in line with the conceptual model as postulated.
The direct hypotheses (H1-H4) established an influence of EMR dynamics on TSP, which, in turn, predict
SK, resulting in increased P and eventually SD. The mediation hypotheses (H5-H10) confirmed these
indirect effects of EMR on Productivity and Service Delivery through Skills and Knowledge.

Discussion

The study found that early mandatory retirement (EMR) significantly affects organisational productivity
in the South African ICT sector through its influence on training, succession planning, skills retention,
productivity, and ultimately service delivery. The regression results showed that ageing EMR significantly
predicts Skills and Knowledge (B = 0.288, p < 0.001), supporting Human Capital Theory, which argues
that the loss of experienced employees reduces organisational capability and performance (Becker,
1964; Aman-Ullah et al., 2022). The findings also support the Knowledge-Based View, as the pathway
(EMR — TSP — SK — P — SD) demonstrates that disruptions in knowledge transfer negatively affect
productivity and service delivery (Grant, 2021; Phaladi, 2025).
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Further analysis showed that Skills and Knowledge significantly predict Productivity (8 = 0.197, p <
0.001), while Productivity predicts Service Delivery (B = 0.180, p < 0.010). The strong relationship
between productivity and service delivery (r = 0.704, p < 0.01) confirms that organisational effectiveness
in the ICT sector depends heavily on retaining experienced employees and maintaining workforce
capability (Nguyen, 2012; Virani, 2023). These findings provide empirical support for the proposed
conceptual model and highlight the importance of coordinated human resource management strategies
in addressing the effects of early retirement. This study contributes local evidence from the South African
ICT sector within the broader context of developing economies, where organisations often face resource
and skills constraints. The findings suggest that recruitment and training alone are insufficient to address
the challenges created by early retirement. Organisations therefore need structured knowledge transfer

systems supported by mentoring, succession planning, and phased retirement approaches.

Based on the findings of this study, managers can implement sustainable intergenerational mentoring

and knowledge transfer programmes through the following practical steps illustrated in Table 2:

. Practical Steps for
Action Area Expected Outcome
Managers

Conduct annual workforce and

retirement-risk evaluations to ]
) » i L Improved workforce planning
Identify  Critical Knowledge | identify important ICT roles, . o
and identification of knowledge

gaps.

Areas scarce skills, and high-risk
knowledge areas eligible for

retirement.

Identify experienced employees
nearing retirement and pair | Continuity of institutional
Select Mentors and Successors | them with junior employees or | knowledge and  smoother
successors in related functional | succession transitions.

areas.

Create formal mentorship plans i i
. ) ) ) Consistent transfer of tacit
Establish Formal Mentoring | that include defined targets, .
knowledge and  technical

Programmes dates, meeting schedules, and .
. expertise.
expected learning results.
Introduce Job-Shadowing | Allow junior employees to | Increased practical exposure
Opportunities observe and participate in the | and operational readiness.
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day-to-day activities of

experienced ICT specialists

Require retiring employees
document standard operating
Capture Institutional | procedures, that includes | Preservation of critical
Knowledge technical processes, | organisational knowledge.

troubleshooting manuals, and
lessons learned before leaving.

Table 9: Practical Steps for Implementing Intergenerational Mentoring and Knowledge Transfer
Programmes in Government ICT Organisations

Conclusion

This study explored the effects of early mandatory retirement (EMR) on skills retention, productivity, and
service delivery within South Africa’s ICT sector. The findings show that EMR undermines organisational
performance by disrupting training, succession planning, and the preservation of institutional knowledge.
Clear links were identified between EMR, workforce capability, productivity, and service delivery, were
shown to be clearly correlated, indicating that the departure of experienced employees diminishes
organisational effectiveness. Grounded in Human Capital Theory, the findings highlight the importance
of succession planning, mentoring, and knowledge transfer for sustaining productivity and service quality
in ICT organisations. The study also validates the pathway from EMR to training and succession
planning, through skills and knowledge retention, and ultimately to productivity and service delivery
outcomes. From a practical perspective, government ICT organisations should adopt structured
knowledge transfer initiatives. These should include identifying critical roles, mentoring junior staff,
documenting institutional knowledge, leveraging digital repositories, and introducing phased retirement
schemes. HR and line managers must oversee these processes to safeguard continuity of skills and
organisational performance. Limitations include the cross-sectional design, modest response rate, and
reliance on self-reported data. Future research should employ larger samples and longitudinal methods
to assess the long-term impact of EMR on productivity and service delivery.
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