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(60 min)
Valuing Experience Seminar - Course Resources 

Applying Strategies for Retaining Older Workers 
Session Four
Aim:  To increase knowledge in relation to applying older workers’ participation strategies in workplace.
Learning Outcomes:  Participants will be able to apply some employment and retention strategies at specific workplaces. 

Introduction
In this session we are going to begin applying some older workers employment and retention strategies at specific workplaces that you work.  To being we will explore the employers’ motivations for employing and retaining older workers.  We will then identify some workplaces and begin some planning work around implementing employment and retention options focused on old workers.  
Motivations for Employing and Retaining Older Workers
Statement:  When employers are experiencing or anticipate employment and retention issues, why should they look at the older labour market as part of the solution.  To start the conversation with these employers and your members, you will need to know the workplaces issues and what will motivate the parties to consider these strategies.  
Instructions:  This is Pair and Share exercise.  Divide the group into pairs.  Each group records responses to the question for five minutes.  Responses are then reported back to the facilitator, making sure each answer is only recorded once on the board.  The ‘Motivations for Employing and Retaining Older Workers’ handout (Resource Seven) is circulated and any additional motivations from the exercise are recorded.  

Question:  ‘What are the reasons for implementing older workers’ employment strategies?’  

(15 min)

Identification & Planning Worksheet – Applying Older Workers’ Employment and Retention Strategies 
Statement:  Now that we have identified some of the motivations or reasons for implementing these employment strategies, we will spend the remainder of this session starting some planning on how to go about implementing older workers employment and retention strategies at identified workplaces.  
Instructions: Give out ‘Putting in Place Older Worker’s Employment & Retention Strategies’ (Resource Eight) and ‘Identification & Planning Worksheet – Older Workers Employment & Retention Strategies’ (Resource Nine).  They will need the ‘Older Workers’ Employment and Retention Strategies’ handout (Resource Six) from the previous session.  Explain how to use resources and answer questions.  
Go around the group and identify that each participant has a workplace/organisation which they can work on.  Any participants that do not, match them up with others that do have a workplace/organisation.  Get them started on the worksheet.  
(45 min)

Summary
In this session we have identified the motivations for implementing employment strategies targeted at the older labour market.  We have also started to plan implementing older workers employment and retention strategies at identified workplaces.  
Resources

‘Motivations for Employing and Retaining Older Workers’ handout (Resource Seven)

‘Putting in Place Older Worker’s Employment & Retention Strategies’ (Resource Eight) 
‘Identification & Planning Worksheet – Older Workers Employment & Retention Strategies’ (Resource Nine)

Motivations for Employing and Retaining Older Workers

Resource Seven
There are a range are reasons for actively seeking to recruit and retain older workers.  From employers’ perspective these are influenced by the nature of their work and customers, the sector they operate in, their geographical location and ownership structures, their past employment practices and organisational history, as well as being socially responsible.  

These reasons below were gathered by Top Draw Consultants during their research with employers who have implemented older workers employment strategies.   
Coping with Skill Shortages

These are typically employers that have already encountered difficulties in employing people for specific roles or for specific locations.  They believe they can no longer ignore a potential skill source.  

Retaining Skills and Knowledge

Organisations want to keep the workers they had already invested in, particularly those that had demonstrated their loyalty and could do the job well.  

Managing Succession

Companies want to plan for, and as far as possible, manage the succession in key roles.  They stretch the process of people retiring from the workplace at the same time as they take deliberate steps to ensure knowledge transfer and develop the skills and confidence of new workers into these roles.

Encouraging Full Contribution

These employers recognise they need to get the best from their workers, regardless of age.  They know that the “one size fits all” approach does not always work well for older workers.

Preventing Physical or Emotional Burnt Out

These employers typically value the contribution and loyalty of their older workers and want to retain them.  They are also aware of the risk to their workers and to the company if they continue to work in a way that is either detrimental to their health.  It forces the company and the workers to rethink the way they work.

Understanding and Meeting the Needs of Customers 

Some organisations have a strong preference for having older workers well represented in their teams because of their customer’s needs.  For example, the New Zealand Racing Board has learnt to value the patience and rapport that older workers in their Call Centre have with their older customers. 
Ensuring Continuity and Sustained Results

For companies that have specialised positions where it takes a long time to develop expertise and to implement programmes, it can be very damaging to lose critical workers for any reason.  Organisations that are flexible about how older workers work lets them continue to tap into their expertise.

Maintaining Key Relationships

Some firms know that when key staff retire it a vulnerable time for losing clients.  Maintaining relationships with suppliers and partnership organisations is also relevant to other organisations.  Older workers continuing to work for the organisation, albeit in a different way, can help maintain these key relationships.

Maintaining Credibility

Having older workers who are known for their depth of experience, wisdom and ability to problem solve, can help maintain the organisation’s credibility with customers, workers and other stakeholders.

Organisations that are clear as to why they want to recruit and retain older workers are more likely to be successful.

(Source:  Top Draw Consultants.  ‘Valuing Experience:  

A Practical Guide to Recruiting and Retaining Older Workers’)


Putting in Place Older Worker’s Employment & Retention Strategies 
Resource Eight

A systematic approach is helpful when implementing older worker’s employment and retention strategies.  Below are a number of steps that have been identified as useful for organisations to apply.  
Assess the Options

Find out what is currently done or has worked in the past.  Identify any constraints on what may be possible, including collective agreements, work schedules and accommodation.  Companies that are administered using a strict head count system rather than using budgets or full-time equivalents to determine staff levels may find it difficult to implement some of the strategies. Identify any options that are not going to be possible.  

Decide the Operational Framework

Decisions need to made based on the following.  Will the strategies be offered to all workers, be open to all staff but promoted more strongly to older workers or just to specific areas of the organisation?  Or will the strategies just be for workers who have reached a specified age?  

Identify who are the Interested Workers
Check out which strategies would encourage workers to stay longer.  This can be done through surveys, focus groups or interviews.  Be careful at this stage to be clear that you are investigating possibilities, not making promises.

Seek the Buy-in of the Relevant Managers

Begin by asking the following questions.  What would help them?  What would they find difficult?  What would make it easier?

Learn from Experience

Use the experience of others.  Talk to managers, workers and others who have experience of implementing these strategies.  Talk with them about what worked, what was difficult and what is needed to make it successful.  Strategies can also be trialled first in a few places so as to learn from this experience.

Implement the Administrative Arrangements

The options may require some additional administration or different ways of handling them.  Check out what is going to be needed and enlist the support of the administration team.  
Develop Tools and Processes to Negotiate the Options

Workers need to actively consider which option would suit them personally, and also the impact they would have be on their work, customers, colleagues and manager.  Being able to assess the possibilities, constraints and possible solutions early, should make it easier to negotiate a successful outcome.
Equip Managers

Equip managers to negotiate, implement and manage the options successfully.  This may include putting in place guidelines, case studies, coaching and training.

Promote the Options to Workers
This will be an ongoing process.  Successful strategies for doing this include using stories of those who have used the options, including information about the options in career and/or life planning seminars and pamphlets that people can take away.  
Keep the Relationship Strong

The success of staff employed on non-permanent or non-regular basis, is dependent upon the company maintaining a relationship with them.  This might be through including them in training or social events, keeping them up to date with what is happening through newsletters, e-mail updates or inviting them to any briefing sessions, involving them in celebrations and farewells and ensuring they have the opportunity to participate in any consultation processes.

Use the Options to Help Staff Recruitment
Many of these options may be attractive to people who have not considered working for the company before.  Use them to the organisation’s advantage.  
(Source:  Adapted from Top Draw Consultants.  ‘Valuing Experience:  

A Practical Guide to Recruiting and Retaining Older Workers’)

Identification & Planning Worksheet – Older Workers Employment & Retention Strategies

Resource Nine
	Identification & Planning Aspects

	What is the workplace or employer?
	

	Which are the potential Strategies that can be used at the workplace or employer?  Why?
Refer ‘Older Workers’ Employment and Retention Strategies’ handout (Resource Six)

	Potential Strategy & Why



	
	Potential Strategy & Why



	
	Potential Strategy & Why



	What are the reasons for implementing these strategies at the workplace or employer?

Refer ‘Motivations for Employing and Retaining Older Workers’ handout (Resource Seven)


	Reasons


	Who needs to be brought into the process?  How do we do this?

Refer ‘Putting in Place Older Worker’s Employment & Retention Strategies’ (Resource Eight) 


	Employers/Managers
	Older Workers
	Delegates
	Members/Other Workers


The Next Stage is to Implement the Strategies at the Workplace or Employer
