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(45 min)

Valuing Experience Seminar - Course Resources 

Strategies for Employing and Retaining Older Workers Session Three 

Aim:  To increase knowledge in relation to the strategies for employing and retaining older workers in the workplace.

Learning Outcomes:  Participants will be able to identify the different strategies for employing and retaining older workers within workplaces. 

Introduction 

In this session we are going to review a range of strategies for employing and retaining older workers.  Our focus in the previous session on older workers’ contribution and potential participation barriers, is the basis of these workplace strategies implementation.  We will begin this session by reviewing a New Zealand survey about what older workers want in their paid employment.  We will then look more closely at some strategies for employing and retaining older workers.  
What Older Workers Want
Instructions:  Give out ‘Older Workers – What They Want in their Paid Employment’ handout and discuss.  
Statement:  As discussed in the previous session, sometimes older workers can not work the way they have in the past.  Sometimes they simply no longer want to work the same way.  This is reflected in the 2007 Equal Employment Opportunities Trust Survey.  
Question:  What needs clarifying?  What do you think?
When planning to implement employment strategies for older workers in our workplaces, it is important to base these on what older workers want within their paid employment as well as meeting the needs of the organisation/company.  
(15 min)

Older Workers’ Employment and Retention Strategies
Instruction:  Give out ‘Older Workers’ Employment and Retention Strategies’ handout.  Give the participant a bit of time to read the strategies.  Put the questions up on the board for participants to think about as they read.  
Discussion Activity Option

Depending on the group use either option below:

· Small Group Discussion first using the questions below and then debrief to large group.  

· Large Group Discussion using the questions below.  

Questions to facilitate discussion and clarify any strategies:  
· As you review these strategies, what strikes you?  Why?

· What needs clarifying about these strategies?  
· What are some of the strategies that could be used in the workplaces you work with?  

· What strategies are missing?  
(30 min)

Summary
In this session we have reviewed a range of strategies for employing and retaining older workers.  In the next session we will begin applying some employment and retention strategies for older workers at specific workplaces.  
Resources

‘Older Workers – What They Want in their Paid Employment’ handout (Resource Five)

‘Older Workers’ Employment and Retention Strategies’ handout (Resource Six)

What Older Workers Want in their Paid Employment

Resource Five

New Zealand workers, in an Equal Employment Opportunities Trust Survey, have identified the following paid employment aspects as important to them as they age.  The list runs in order of importance.  

· Quality part-time work and flexible working hours

· Ability to take extended leave and return

· Ability to work from home

· Higher pay

· Challenging, interesting and varied work

· The chance to make a difference

· Having their experience needed and wanted

· Less stress

(Source:  Equal Employment Opportunities Trust Survey, 2007)


Older Workers’ Employment and Retention Strategies Resource Six

The following strategies focus on the recruitment and selection of older workers, designing jobs that will work for older employees and ensuring the participation and contribution of older employees.

Recruitment and Selection Strategies
Removing Unnecessary Barriers

This is about making sure company policies, collective agreements and practices are legal.  Unnecessary barriers can arise in different areas.

Job Requirements

· Focus on the skills required rather than assuming where these skills may be found.  If staff needs to work effectively with young customers or clients, do not assume older workers will not.   

· Make sure that any physical requirements are directly relevant to the work.  

· Focus on what needs to be achieved, rather than how it has been done in the past.  Older workers may have learnt through experience different ways of doing things.

Recruitment Messages 

· Advertisements and job descriptions should not include explicit or implicit references to age.  

· Staff that handle enquiries and applications should talk about the role and the expectations in a way that does not discriminate against older workers.  

Selection Panels

· Make sure all people involved in the selection process understands their legal obligations and how intentional and unintentional discrimination can occur.

· Ensure that the interview questions do not suggest that the company is not interested in older employees.

· Include a prompt in the decision making process to check that the panel is focusing on skills to do the job, and not age.

Giving Older Workers a Fair Go

This is about ensuring that the people involved in the recruitment process are actively open to considering the employment of older workers.

Broaden your Recruitment Approach

· Companies advertise in places or ways that will also reach older employees.  
· Make sure that any pictures used in advertising or promotional materials also include older people.

· Be explicit in your recruitment that you are interested in people who can do the job, not their age. 

Consider Older Workers for Different Types of Work

· Consider older workers for seasonal or part-time work.

· Consider older workers who may appear to be overqualified for the role.   

Actively Tapping into the Older Labour Market

Some employers find it useful to actively tap into the older labour market.  This may be a general policy, particularly when there are skill shortages.  It may also be for specific roles or in specific locations, or it may be to complement an existing team.  Strategies for doing this are as follows.
· Working in partnership with community organisations.  

· Targeting specific media who focus on the older worker demographic.  
· Profile the achievements of older employees in local media.  

· Include older employees in frontline roles within the organisation or in any publicity or promotional materials.  

· Actively promote the company’s openness to working in alternative ways.

· Refer to employment conditions, such as medical insurance, superannuation contributions or the ability to negotiate additional leave, that may appeal to older workers.

Designing Work for Older Workers  

Sometimes older workers can not work the way they have in the past.  Sometimes they simply no longer want to.  This means strategies for employing and retaining older workers need to implemented.  
Managing the Physical Demands of Jobs for Older Workers 
Get smart by reducing or managing the physical demands of a job.  This will reduce the risk of injury and physical burnout but retain the experience.  Techniques used to manage the physical demands of some jobs are as follows.  
· Increased use of equipment

· More effective training on techniques for doing the work in a less physical way

· Increased safety measures

· Better pacing of work and use of breaks

· Planning work to spread the physical demands

· Giving workers longer periods to recuperate

· Using teams to carry out work so the load can be spread and the specific skills of individual team members better utilised

· Getting older workers to undertake more maintenance or planning work, where their experience and problem solving can be utilised with less physical demands

· Pairing older workers with younger workers so the younger workers can learn from the older worker’s experience, whilst shouldering a greater burden of the physical demands.

Physical Environment

Even where work is not physically strenuous, it can still place physical demands on people.  This can include working in noisy environments, sitting long hours at a computer or repetitive movements.  Strategies to manage this for older workers include the following.  

· Good ergonomic design will help prevent many problems that may restrict older workers from continuing in specific roles.  
· Technology, often at fairly minimal cost, can be used for addressing difficulties associated with hearing, sight, mobility or computer usage.  
· Creating a work environment where exercise and stretching is part of the work day.

Workloads  

Workloads and working hours can also discourage older workers.  This is about finding ways that older workers can, and want to, stay whilst maintaining their energy, enthusiasm and interest.  Approaches that can be used include:

· Reviewing the work demands.  How tasks need to be done.  When they need to be done.  Do they need to be done.  
· Using team work to spread the responsibility and allocate work to suit people’s individual strengths

· Adjusting working hours to avoid peak travel times, and hence shorten people’s working day

· Reorganising hours to give people greater recuperation time, such as nine day fortnights

· Finding opportunities for people to work from home 

· Providing people with greater choices in relation to shifts and rosters so workers find a work pattern they can sustain

· Making greater use of part-time work and job sharing

· Bringing in additional workers to relieve pressure and to plan for succession. 

Remember shifts and work patterns that have suited workers in the past, may no longer be as satisfactory as they get older.  

Stress and Emotional Pressures

Cumulative stress and emotional pressure can discourage some older workers from wanting to continue in roles.  They get tired of the pressure.  Those who have options may chose to do other things.  Others may not be able to sustain their enthusiasm or performance.  Either way the worker and their experience is lost.  Strategies that can be mutually beneficial solutions for the worker and employer include:

· Opportunities to step back from the pressures, either for a specified period of time or permanently.  Examples include undertaking key projects; relationship roles where the employee’s experience is valued, but the pressure is not as great; or trouble shooting or quality control roles where their experience is utilised, but the day to day pressure is reduced.

· Utilising experienced workers in coaching, mentoring or development roles.

Structuring Jobs for Older Workers

Part-time or Job Share

Part-time may involve reduced days, reduced hours or splitting customer bases or tasks.  Job sharing may involve splitting a job between part time workers.  
Reduced Hours

This might involve shorter days or shorter weeks.  For example, common patterns are five six-hour days, or four days a week.

Part Year or Seasonal

This is a useful strategy for matching staffing levels to busy parts of the year, or times when other staff are on leave.  For example, some older workers like to work through the summer and take the winter months off to travel or visit family.  Alternatively, some older workers know that there are certain parts of the year when they experience health issues and prefer not to work.  

Extended Leave

Workers are employed in conventional arrangements but with the option of ‘buying’ additional annual leave, usually as a trade for salary.  This means workers can negotiate to take leave at different times during the year, whilst maintaining a steady income level.

Casual or Relief

This type of arrangements work if the organisation actively works to build an ongoing relationship with the workers.  It is a good option for people who have been permanent employees but no longer want, or need, to work on a regular basis.  
Project

Rather than employing people on a permanent basis, the employment is project by project.  This is particularly suited to people with specialist skills.  Projects may involve working full-time for a period, or a fixed number of hours spread over several months.

Consultancy

This typically suits the experienced, skilled worker who knows the company well.  Workers are available on an occasional basis to provide advice or assistance.  Companies retain access to specialist knowledge that is not easily replaced.  
Phased Retirement Programmes

Some employers have pulled together elements of the above to make up a programme specifically designed to help people in the transition to retirement.  .

These strategies can be applied reactively when problems have arisen.  They are more likely to be effective and accepted when they are proactively implemented.  This means they are planned in advance, put in place early and not with the view that one strategy will work for everyone.

(Source:  Top Draw Consultants.  ‘Valuing Experience:  

A Practical Guide to Recruiting and Retaining Older Workers’)

