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The Argument for Age
Management
The challenge of population change is stark:
one in three workers will be over age 50 in 15
years time. Companies cannot afford to
disregard one-third of the workforce,
especially as in future there will be fewer
young people to fill jobs.  Companies
excluding older people from their recruitment
pools and failing to train older workers, will
therefore have limited choices of talent, yet
older people commonly feel neglected in the
job market.

Keeping older workers fit, skilled and in every
way able and willing to make an economic
contribution, is what age management is all
about.  That is why it is important for
businesses to understand its basic principles.

Maintaining the capability and willingness of
workers to remain in work beyond ages at
which they previously retired will be of central
importance in coping with population aging.
This will have to be accomplished while
ensuring organisations achieve their business
objectives.  The term age management has
been coined to describe the raft of
interventions and approaches devised for this
purpose.

Age management can take place at different
levels, targeting measures at the individual,
the enterprise or the labour market.
Sometimes age diversity is used as a label for
these kinds of interventions, but diversity is
only one aspect of the bigger picture which
age management encompasses.  Age
management at the enterprise level refers to
managing an age diverse, though increasingly
aging workforce.

Age management crosses a range of
disciplines, including demographics, learning

and development, occupational health, work
design, career planning among others.  But
the emphasis must be on prevention rather
than cure – the prevention of de-skilling
workers and avoidance of work-related health
problems, although remedial measures may be
needed as well, particularly where
preventative interventions have not already
been considered.

It is important to remember that age
management focuses on the whole working
life, not just on older workers.  It seeks to
achieve outcomes by applying a life-course
perspective.  It is therefore, inevitably, long-
term in nature and definitely not a quick fix.
Age management links individual
interventions into a holistic programme that
can be used to address business needs.

There is no right or wrong method of age
management, though with a variety of
approaches combinations may turn out to be
particularly successful and therefore become
accepted as best practice.  The role of the HR
professional will be to lead the drive for age
management and judge the relevance of
interventions.  The term age management
describes a developing sub-discipline of HR
management, much as reward management,
diversity management or employee relations
are accepted as specialist areas today.  For the
approach to flourish in any organisation,
leadership of committed HR professionals will
be crucial.

Age management is not purely and simply
about preventing age discrimination,
changing attitudes and promoting age
diversity, although it encompasses these
actions.  But age management implies
reaching beyond the conventional policy
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instruments of the HR department for practical
means whereby older workers may have a
greater and more sustained impact and value
to the organisation.

The following dimensions have been identified
as falling within the age management sphere
of interest.

• Job recruitment
• Learning, training and lifelong learning
• Career development
• Flexible working practices
• Health protection and promotion and

workplace   design
• Redeployment
• Employment exit and transition to

retirement
• Comprehensive approaches
• Changing attitudes
• Ergonomics and job design
• Reward policy

The need for a strong management
commitment to lead and sustain an age
management approach cannot be overstated –
if age management is to be sustained it needs
genuine commitment from the top and
capacity and enthusiasm needs to be built at
all levels of management.

A strong business case for age management
needs to underpin this commitment – no
organisation will embrace change unless there
is a convincing case to justify it.  Preparing a
business case will mean examining the age
profile of an organisation’s workforce and the
actual and potential candidate pools from
which it can expect to draw future workers.
This makes it possible to understand the risks
faced by the organisation as a result of
population change and will enable a plan to
be devised to eliminate or at least mitigate
these risks.

The key risks for an organisation will probably
fall under the following headings:

• Increased competition for labour
• Increased competition for younger people
• Growing skills shortages
• Increasing mis-match between the available

labour pool and the competence and
characteristics of those required

• Loss of operational knowledge caused by
exits and retirements

• Impaired productivity
• Falling or stagnating growth
• Declining health and well-being of workers
• Limited capacity amongst the organisation’s

managers and leaders to assess and respond
to the changed environment

(Rolland, Louise, 2004, The Age Chasm: Successfully
Managing Age in your Organisation, Drake White Paper
Volume 2 No 5, Australia)

Age management is a compellingly logical
business approach.  It deals with workforce
aging by adapting the tools, design and
arrangements of work.  It addresses the
working environment, worker skills and
knowledge, health and well-being, and it
seeks to integrate these elements into all
significant aspects of HR management – from
recruitment and selection to departure from
the organisation.  For HR professionals,
managers, union representatives and
employees, age management offers a
fascinating new dimension.

Age management can help businesses address
concerns about employee health, competence,
values, learning and development, knowledge
transfer, engagement, activity levels and much
more.  The unique contribution of age
management is to bring a wide spectrum of
understanding together, apply it to maintain
and enhance the human resources available to
the organisation, and set this within a context
of societal change that will demand extended
working lives of our citizens.

More information about joint events 
planned by IPA and TAEN from:- 
sarah.dawson@ipa-involve.com

continued from page 1

The IPA and TAEN will be facilitating a series of practical workshops designed to help
organisations develop an effective age management strategy.  For more information
please contact Sarah Dawson at IPA.  sarah.dawson@ipa-involve.com or check the IPA
website for event information www.ipa-involve.com.

The mission of TAEN is to promote an effective job market that works for people in
mid to later life, for employers and for the economy.  For more information:
www.taen.org.uk
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Top managers of large complex
organisations confront two of corporate
life’s great imponderables: how can we
make sure that the people we employ are
committed to what we want them to
achieve; and how can we make the most
from their talents and energies?

These conundrums are especially acute in
the public sector where many workers have
a sense of vocation independent of the
ephemera of imposed performance
standards and targets. 

The problem is compounded by the
pressures on managers to find a quick way
of “delivering” real or imagined “change”.
It is tempting then to set aside all that one
learned as a junior manager and to be
beguiled by experts claiming to have some
new quack remedy at their fingertips.  Sadly
these are all too often features of
government inspired innovation where the
instincts are typically to reinforce control
rather than to facilitate participation.

So what did one learn as a junior manager?
Clarity of direction, a willingness to seek
and apply views and advice, sensitivity to
individual needs, blending different abilities
and aptitudes to from a team, generosity
with credit and frugality with blame,
adaptability and flexibility were some of the
hallmarks of effective management.  Staff
surveys in large organisations often disclose
that most of the staff get on with and
respect their immediate managers.  It’s the
ones above them that people frequently
cannot abide.  Indeed the further up the
hierarchy the greater the rank and file’s
contempt is likely to be felt.  Senior
management are quite reasonably held to
be responsible for the myriad contradictory
and confusing rules that frustrate people’s
efforts to do a good job and appear to them
to be holding the organisation back from
achieving the very aims that senior
managers espouse.  The consequence is a
kind of mutuality of distrust in which staff

don’t trust senior management and the
management see the staff as a “problem”.

Staff engagement should be a genuine
attempt to restore to the organisation the
capacity for collaboration at least at a
tactical level and ideally more strategically.
To be fully effective this implies that top
managers need to set aside their suspicions
that the staff is working to some other
agenda.  It also means trusting junior
managers with more responsibility for
promoting a participative approach to
decision taking that allows them and their
teams to challenge the wisdom received
from on high.  The textbooks rightly
advocate that such arrangements should be
part of the everyday fabric of decision
taking.  But in reality too many programmes
are bolted on to existing systems and
processes, ancillary to the day-to-day work
and often introduced as a short-term
expedient.  Typically they do not last long.

That is in part because sufficient time is
rarely invested in the workplace in
discussing what is to be done and why.  All
the time invested at the early stages of a
new venture or a departure from
established routine is repaid when the
questions about “how” are being
considered later.  This discussion is best done
in small groups close to the front line.  Most
people want to be involved in talking about
their own work; only a minority are so keen
to be involved in the bigger picture.

In any case, there are limits to collaboration
at the most strategic level that flow
naturally from the legitimate divergence of
interests between staff and management
about conditions of employment, staff
reductions, restructuring and so on.
However, those limits do not preclude
discussion.  The more that self-interest can
be disentangled from the mutual desire to
improve the more likely an effective and
durable outcome.

VIEWPOINT

David Wechsler, former chief executive of Croydon Council examines why change management programmes
in large public sector organizations often fail and how to avoid the pitfalls.

Staff engagement in the public sector
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NEWS IN BRIEF
Employee engagement
necessary for corporate
success

Research by Towers Perrin
demonstrates that employee
engagement is essential for corporate
success and is essentially the product
of four factors:

• The perception of a fair reward
system

• The belief that ideas are listened to

• The experience of learning and
development

• The conviction that senior
management cares about staff

The research examined responses from
90,000 workers in 18 countries.  It
reveals that the majority of workers
are withholding the full range of their
abilities.  In the UK, only 14 per cent
are “fully engaged” with their work.
This has implications for the success of
UK businesses as the research
compared two groups of
organisations based on engagement
levels. Over 12 months, companies
with highly engaged staff
outperformed those with less
engaged staff by a considerable
margin.  Those with highly engaged
employees saw an average increase in
operating income of 19.2 per cent,
while those with below-average
employee engagement  saw it fall by
an average of 32.7 per cent.

More information from
www.towersperrin.com

Skills shortages a
challenge to UK
manufacturing
A survey by Russam GMS questioned 400
interim managers in manufacturing and
found that 86 per cent feel that a skills
shortage could hinder the progress of
the sector.

Head of manufacturing practice at
Russam GMS, John Wilson, said of the
skills crises: “It is an issue that needs
addressing now if UK manufacturing
companies want to retain their
competitive edge in the future”.  The
survey shows that the skills shortage
appears to be particularly pronounced at
managerial level.

More information from:
http://www.russam-
gms.co.uk/media_a.cfm

Many employers are
failing to tackle ageist
policies
Recent research released by Cranfield
School of Management in association
with Personnel Today magazine shows
that a quarter of the 582 senior
managers in the UK were aware of a
policy or practice in their organisation
which could be perceived as
discriminatory on the grounds of age.  

Of particular concern in the light of our
lead article this month (The Argument
for Age Management by Chris Ball of
TAEN) is that one in 10 respondents felt
that their board or senior management
were the cause of ageism in the
workplace.

The research also revealed that
stereotypical views of both older and
younger workers still prevail, with older
workers seen as being loyal, reliable,
better at time-keeping, and younger
staff as being ambitious and having new
ideas, but also as unskilled and less likely
to stay in a particular role.

Emma Parry, research fellow at Cranfield
School of Management, said: “The
research shows a lack of commitment at
senior management and board level to
stamp out ageism in the workplace.  The
message to business is clear: age
discrimination is illegal. HR professionals
need board and CEO-level support to
stamp out age discrimination for good.”

Flexible working set to
increase
The emergence of “virtual jobs” and
“virtual communities” is changing how
companies attract and retain skills staff.
Smarter organisations reduce costs by
adopting remote working as a regular
employment solution.

This is according to Ken Sheridan,
managing director of Remote
Employment, who also believes that the
“green agenda” will increase
homeworking, which will make it much
easier for families to combine work and
caring responsibilities.  Flexible working
at senior level is becoming more
acceptable, which will encourage more
men to ask for flexible arrangements,
enabling them to participate more fully
in family life without a cost to their
career ambitions.

More information from
www.remoteemployment.com

Over the past eight years the US based AARP has run an
award programme for companies in the United States with
the best HR policies for employees aged 50+.   

TAEN – the Age and Employment Network - is now linking
with the AARP to provide UK employers with the chance to
enter a new international version - the AARP International
Innovative Employer Award. It is intended to recognise
employers who have demonstrated innovative workforce or
human resources policies and practices that address issues
relevant to employees of all ages but in particular to those in
mid and later work life. 

The UK winner will receive an invitation to the prestigious
awards ceremony in Chicago on 6th October 2008.
International recognition and an increased public profile will
be just two of the hallmarks of achievement and the

programme of events will provide opportunities to network,
gain knowledge and contacts with a wide range of business
leaders in the US.

In this the first year of its new International Innovative
Employer Award, the AARP is linking with TAEN and other
similar organisations in Singapore, Germany and Japan, to
found a multinational award that allows age positive policies
to be show-cased in a genuinely global context.

The closing date for entries is the 30th April.

For more information please follow the link.
http://www.aarpinternational.org/conference/conference_sho
w.htm?doc_id=542056 

For information or advice from TAEN contact us on
info@taen.org.uk

New International Innovative Employers Award


