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a quarter (27%) of businesses reported that age was a consideration in recruitment and
selection, 24% said the same about career progression, 21% about training and development,
and 11% about redundancy.

Knowledge and Impact of Legislative Change

1.7 Business knowledge of the Age Discrimination Act is mixed. Three years on from its
introduction, just over half of the businesses surveyed (53%) were either aware of very aware
of its main contents. Levels of business knowledge were higher in 2006, although this may be
expected given that the pilot research was conducted around the same time as the
regulations were introduced.

1.8 Legislation was not found to be a key driver of business change. Fewer than one in
ten businesses had changed any aspect of their HR related policies or processes as a result
of the 2006 Act.

1.9 Employees echoed this finding – 89% had not noticed a change in company policy
since the introduction of the Act. However, many employers were already working to the
terms of the legislation through, for example, informal arrangements for flexibility, many of
which had been in place for several years.

Recruitment and Retention

1.10 Older workers rarely reported being disadvantaged in recruitment and retention. This
view was echoed by employers, only 7% of whom had experienced barriers to recruitment
and retention created by the attitudes of the older workers themselves. However, this
research has focused only on those in employment. Barriers may be more evident amongst
those looking for work.

Good Practice in Recruitment and Retention

1.11 Two fifths of employers (41%) and a similar proportion of employees (45%) identified
some degree of what they considered to be good practice within their organisation. All but two
of the businesses who thought they were demonstrating good practice also believed that it
could be applied to other businesses. Common areas of good practice, cited by both
employers and employees, included flexible working, training and promotion, and recruitment
and marketing.

1.12 Reflecting on the drivers for good practice two main themes emerged. Forty four
percent of employers highlighted that it was relatively commonplace in their sector and they
were therefore keeping pace with competitors rather than being especially innovative; whilst
other employers had implemented new initiatives or measures specifically to facilitate the
recruitment and retention of older workers.

Future Needs of Employers and Employees

1.13 Less than half of all businesses thought that the ageing population had implications
for their business, although over a third of all businesses said they would welcome more
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information on the law regarding the employment of older workers. Further, a third of
businesses will need to make more managerial time available should older workers be
increasingly recruited and retained within their organisation.

1.14 Whilst there may be some understandable resistance to increasing the proportion of
older workers in organisations (for example, older workers are seen to be less suited to
certain sectors than others), it seems unlikely that there will be financial barriers to doing so,
or a cost to the state in terms of business support (83% of businesses would not expect any
time or financial implications from increasing the proportion of older workers within their
business).

1.15 Employees said that their training needs were met by their employer, and highlighted
widespread equality of opportunity (98% agreed that training opportunities were available to
all staff, regardless of age). Just 4% of employees had experienced any age related barriers
in accessing training and development opportunities in the workplace, compared with 96%
who had not. Of those that had been offered training, 89% believed that it was relevant to
their current or future job role.

1.16 Two thirds of employees planned to work beyond the current state pension age whilst
a third planned to retire either at retirement age or before. The Government option to defer
state pension in return for an increased lump sum is not acting as an incentive for older
workers to work longer and understanding of it is not widespread (nearly half of the
employees consulted were not aware of it). Further awareness raising may therefore be
necessary.

Recommendations

1.17 The report makes the following recommendations to inform and drive the work of
multi-agency partners.

Improve Awareness of Legislative Change Amongst Employers

1. The implications of the Age Discrimination Act and the duty to consider process need
to be increasingly understood. In the short-term, it is recommended that the project
steering group follow up on all direct requests for older worker related information
from businesses.

2. In the medium-term it is recommended that the steering group discuss ways to
increasingly ensure that awareness is raised and clarity is provided on legislative
change to the business community. Given the breadth of their databases, the
Federation of Small Businesses and Business Link may be appropriate partners.

Communication of Findings

3. The widespread recognition of the benefits of an older workforce amongst businesses
is positive. As such, we recommend that the findings and good practice identified in
this report are disseminated to regional employers through conduits such as trade
bodies and events.
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Engagement of Partners for Phase 2

4. The NWDA have indicated that there will be a second phase of work following this
research that will incorporate action across the region, based upon agreed
recommendations. We recommend that early consideration be given to the
engagement of partners for Phase 2 by the project steering group.
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2.5 Between 2005 and 2008, the region witnessed a 5% growth in employment amongst
those aged 50+ and a corresponding decrease in economic activity rates. Employers in the
region have a significant opportunity to target older workers in recruitment, although
awareness of the barriers that they face, together with appropriate ways of addressing these
barriers, needs to be cascaded more widely if the region is to meet the target employment
rate of 80% by 2020.

Demographic Change

2.6 The working population is getting older. There are currently just under 21 million
people aged 50 and over in the UK which is set to rise to almost 27 million by 2031. Evidence
suggests that people are also working longer, spurred by increased life expectancy and
shortfalls in pension provision. Although this implies an increased workforce, the business
benefits of a diverse workforce are not fully understood and economic inactivity for those
aged 50+ in the UK rose in the last 10 years and stood at 12 million in 2004.

2.7 The demographic trend of natural ageing bears significant impact on the North West
region, as the baby boom generation reaches retirement age. The number of people aged
over 50 within the region is set to rise by 25% over the next two decades, with an estimated
40% increase in the number aged 60 and over2. Sub-regional variations will be evident, with
the more rural and coastal areas of Cumbria and Cheshire3 expected to see the most
pronounced increase.

Acknowledgements

2.8 Thanks are owed to everyone who has supported and participated in this research.
Whilst not an exhaustive list, they include Yvonne Herbert (NWDA), Jon Merrick (NWDA); Liz
North (5050vision), Heather Radley (PRIME), Suzanne Fenerty (Business Link) and members
of the project Steering Group. We are also extremely grateful to all of the employers who
responded to surveys, participated in consultations and hosted visits, and to the employees
who agreed to be interviewed.

Terminology

2.9 For the purposes of this report, ‘older workers’ refers to those aged 50+.

2 Cited in: 5050vision (2009) Everybody’s Future: The North West Regional Framework for Ageing (2009:4).
3 Cited in: Experian (2008) Demography, Migration and Diversity in the Northwest (2008:1).
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Exploring the Counterfactual

Timing: October 2009

Method: Consultations with employers who traditionally have not employed older workers

Scale: 5 businesses

3.11 The counterfactual position has been explored through consultations with businesses
that do not or have not traditionally employed older workers. The consultations sought to
identify why these businesses do not employ older workers, whether this is a sector or a
business specific issue, and what factors (if any) would encourage them to change their
approach.

Good Practice Case Studies

Timing: September-October 2009

Method: Face-to-face consultations with businesses that identified methods of good practice, and
focus groups with a small selection of employees.

Scale: 20 case studies

3.12 The aim of the case studies was to highlight examples of good practice and to
demonstrate how these may apply to a wider range of SMEs and micro-businesses. The case
study sample was chosen from those businesses whose survey responses indicated some
degree of good practice in the targeting, recruitment or retention of older workers.

3.13 The case studies followed a common format - a face-to-face consultation with a
member of the management team and an employee focus group.
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4 Policy Context

Introduction

4.1 Given that three years have passed between the pilot research (2006) and this
current research provides an opportunity to review the key policy changes and the extent to
which businesses have responded to and kept pace with developments relevant to older
workers. It is these issues which form the focus of this section of the report.

The Changing Policy Position

“The under-employment of older people is currently costing the UK at least £15 billion each year,
possibly as much as £30 billion. If more older people become economically active, the supply of
labour and older people's spending on goods and services will both increase”. Age Concern, 2005.

4.2 Over the last five years a range of policy initiatives have been introduced to address
the impact of the changing demographic profile in the UK. The Government’s White Paper
Opportunity Age (2005) encourages older people to increase their employability through
training and encourages employers to make work more attractive for older workers. The
Leitch Review of Skills (2006) outlined the challenge for the UK to become a world leader in
skills by 2020 in order to increase productivity and growth. To support this, the review
stressed the need to concentrate resource on adults given the overall shrinkage of the
workforce.

4.3 Further support for the employment needs of older workers was publicised through
the Employment Equality (Age) Regulations (2006) which governs against age discrimination
in employment and vocational training and makes it unlawful for employers to insist that staff
retire before the age of 65 should they not wish to. More recently, new rights for carers came
into effect in April 2007 which extends the right of employees to request time off, potentially
supporting and benefitting older workers (and others) who have caring responsibilities.

4.4 Figure 1 presents a timeline overview of some of the key elements of regional,
national and European legislation, policy and strategy relating to employment and age
introduced over the last 10 years. Further detail is provided at Appendix C.
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Figure 3

Employers Experience of Older Workers
Source: ekosgen, Employers Online Survey, 2009 (Base.683)
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5.4 Fewer than 10% of employers believe that older workers require more flexible
working arrangements than younger employees. Whilst this may reflect the notion that
workplaces and working arrangements are becoming more flexible generally, helped in part
by technological developments that support remote working, it may also suggest that the
relationship between increased age and the requirement for increased flexibility is not as
pronounced as previously thought.

5.5 Four out of five companies stated that they recognised the business benefits of an
older workforce. The follow-up consultations with businesses revealed that these benefits
predominantly related to the employee attributes of reliability, attitude to work, flexibility, and
knowledge and experience - see below.
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Company A, Cheshire

Company A is a science, engineering and manufacturing technical company specialising in welding and
fabrication, problem solving, machining and contract maintenance. The company currently employs 11
members of staff, all of whom are under 50 years of age. Company A is not in a position to take on new
staff and some current have recently had their hours reduced to a four day week.

Company A does not currently employ any older workers, although they attribute this solely to the
suitability of job applicants based on their ability to do the job and not in any way to age discrimination.
When the company looks to recruit in the future, jobs will be advertised to the widest possible range of
candidates and age will once again not feature in the decision making process.

The company recognises the benefits that an older workforce can bring, such as a strong level of
experience, a tendency not to rush tasks and their problem solving capacity.

“Older workers are more willing to do the job and to do it well”.

The only older worker related issue that the company has experienced is that some do not drive. The
implication of this has been that other staff members have had to accompany older workers on site
visits, which has cost implications (although these are not thought to be significant).

Company A is a member of Federation of Small Businesses (FSB) and has been made aware of recent
changes in legislation through both the FSB and Business Link. They recognise that they cannot
discriminate against any member of staff, current or potential, on the grounds of age, and added that
they see recent legislation as constituting a common sense approach that should apply without
exception.
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Company B, Cheshire

Company B is a retail company specialising in the sale of technical climbing equipment. They currently
employ 13 members of staff and with the exception of the director, all are under 50.

Although they do not have any older worker employees, Company B was very positive about the
benefits that they could potentially bring to the business. As a specialist retailer it was considered
important for all employees to have not only a practical understanding of the equipment on sale but also
to be (or have been) active climbers. In this regard, an older worker with many years of climbing
experience could potentially be a valuable addition to the business.

Despite recognising the benefits of older workers, Company B were less convinced about the availability
and quality of information available to SMEs regarding disciplinary procedures for older workers. When
faced with staff and customer complaints about a now former older worker employee (who for many
years had been highly regarded but whose attitude had latterly deteriorated), the company sought
advice on appropriate post-retirement age disciplinary procedures but felt this was rather lacking. In the
end they came to a mutual agreement with the employee that he would simply retire. With a more
comprehensive understanding of due process, Company B may have been able to keep the older
worker in employment and put in place formal procedures to address the attitudinal issues.

Notwithstanding this negative experience, Company B does not have any issues with employing older
workers again in the future.

Company C, Lancashire

Company C is a graphic design company employing five full time members of staff all aged between 27
and 35.

Although Company C has never employed an older worker, they have also never employed anyone
under 25. When recruiting for a new designer they advertise in an inclusive manner and appoint the
most appropriate person for the position available. They did however confirm that their recruitment
campaigns had never generated an application from anyone over the age of 50. When making a
decision on who to appoint Company C reviews criteria around who has the best skills for the post and
their familiarity with industry technologies.

Company C believes that an older workers may be more loyal than younger workers, who in their
experience are more likely to change employers on a more regular basis.

Company C are fully aware of the legislation around the employment of all workers through their
Chamber Membership and their Health & Safety Consultant who also keeps them informed on any
changes in employment law. As such, they do not consciously discriminate against older workers, but
highlight that due to the nature of their sector (in terms of its emphasis on technology and IT
proficiency), it is relatively rare for older workers to be employed in anything other than managerial
positions.
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Company D, Lancashire

Company D is a recruitment agency employing 16 members of staff, all of whom are under 50.
Company D has employed older workers in the past, most recently three men aged between 56 and 76
in roles that included Office Manager and Training Mentor. Company D highlight that their current staff
profile is due to previous older workers either moving on or retiring, and that recruitment to replace these
workers has led to the appointment of younger workers on the basis of skill rather than age.

Company D felt that a balance of older and younger workers brings strength to an organisation. Whilst
younger workers were considered to be fearless with some having what was described as a ‘cheeky
character’, when managed properly they can provide enthusiasm, energy and new ideas. Older workers
are seen to complement this by offering experience and maturity and, in some cases, the skills to act as
mentors to their younger colleagues.

Due to the nature of their business, Company D frequently engages with, and finds work for, older
workers. They currently have a client group of older workers who have previously been in high level
positions in industry, but who are now looking for roles with less stress and responsibility.

Although Company D does not presently employ any older workers, from a recruitment perspective it
recognises the value that older workers can bring to a business. However, they have experienced
problems trying to place older workers into jobs in other companies, frequently getting the feedback that
older workers are over skilled:

“Employers are missing a great opportunity in that they could be getting more than they are paying for”.

In recent months, however, Company D has seen an increase in the number of their 50+ clients that
have low levels of literacy and numeracy skills. This is particularly prevalent amongst those that have
been made redundant following a long period of employment with the same organisation. Some
members of this group also appear to have a fear of re-training, which is hindering their progress in
successfully finding new employment.
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Company E, Greater Manchester

Company E is a music recording studio employing five people, all in their late 30s. They would not be
against employing workers in the future and commented that some of the most renowned producers in
their industry are aged over 50.

When looking to recruit, Company E considers the experience, knowledge and technical skills of all
potential candidates. Age is not a factor.

The only concern that Company E would have in employing older workers would be their ability to meet
the physical demands of the job. For example, the recording equipment in the rehearsal room is very
heavy, although that is not to imply that older workers as a whole would not be suitable to work for the
company.

Company E offers a large number of work placements for Higher Education students. Whilst the
students are generally enthusiastic, Company E did note that they often do not pay as much attention to
detail as older workers, which is critical in music recording.
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Figure 5

Business Knowledge of Legislation
Source: ekosgen, Employer Online Survey, 2009 (Base.645)
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6.3 The analysis also cross-referenced knowledge of legislation with company size (in
terms of employee numbers). As show in Figure 6, larger companies tended to be more
aware of both the Age Discrimination Act and the Duty to Consider process, particularly when
compared with micro-businesses.

Figure 6

Knowledge of Legislation and Company Size
Source: ekosgen, Employer Online Survey, 2009
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8.8 In April 2005, the Government introduced an option to defer the state pension in
return for an increased rate or lump sum. Employee opinion was sought on this change
through the consultations, with the main finding being that although 59% were aware of it,
41% were not.

8.9 Relatively few (16%) of those employees that were planning to work longer were
motivated to do so by the option to defer state pension and it seems unlikely to change the
minds of others who are planning to retire at either 60 or 65 (87% of these employees said
that it would not entice them to work longer).
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9 Conclusions and Recommendations

Attitudes Towards Older Workers

9.1 The business benefits of older workers are widely recognised by employers.

They include reliability, attitude to work, flexibility, and knowledge and experience. Generally,
businesses do not experience differences in levels of productivity between older and younger
workers and the types of work undertaken by each.

9.2 Fewer employers now than in 2006 are influenced by the age of an employee or
prospective employee when making businesses decisions. However, despite this positive
direction of travel, there remains a minority of businesses for whom age continues to be a
factor behind some business decisions.

Knowledge of Legislative Change

9.3 Business knowledge of the Age Discrimination Act is mixed. Three years on
from its introduction, just over half of the businesses surveyed were either aware of very
aware of its main contents. Levels of business knowledge were higher in 2006, although this
may be expected given that the pilot research was conducted around the same time as the
regulations were implemented.

9.4 Legislation was not found to be a key driver of business change, with three
quarters of businesses having not changed any aspect of their operations as a result.
Employees echoed this finding, with 89% having not noticed a change in their company policy
since the introduction of the Act. However, the research also revealed that many employers
were already working to the terms of the legislation through, for example, informal
arrangements for flexibility, many of which had been in place prior to legislative change.

Recruitment and Retention

9.5 Nearly half of all employers and employees identified some degree of what they
considered to be good practice within their organisation, with common areas including
flexible working, training and promotion, and recruitment and marketing.

9.6 Few employers have experienced problems in the recruitment and retention of
older workers. Similarly, low levels of disadvantage in recruitment and retention have been
experienced by older workers themselves. However, this research has focused only on those
in employment. Barriers may be more evident amongst those looking for work.

Future Needs of Employers and Employees

9.7 Less than half of all businesses thought that the ageing population had
implications for their business, although over a third of all businesses require more
information on the law regarding the employment of older workers. Further, a third of
businesses will need to make more managerial time available should older workers be
increasingly recruited and retained within their organisation.
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9.8 Whilst there may be some understandable resistance to increasing the proportion of
older workers in organisations (for example, older workers are seen to be less suited to
certain sectors than others), it seems unlikely that there will be financial barriers to doing so,
or a cost to the state in terms of business support (83% of businesses would not expect
any time or financial implications from increasing the proportion of older workers
within their business).

9.9 Two thirds of employees planned to work beyond the current state pension
age, whilst a third planned to retire either at retirement age or before. The Government
option to defer state pension in return for an increased lump sum is not acting as an incentive
for older workers to work longer and understanding of it is not widespread (nearly half of the
employees consulted were not aware of it). Further awareness raising may therefore be
necessary with both employers and employees for this policy change to have its desired
impact.

Recommendations

Improve Awareness of Legislative Change Amongst Employers

5. The implications of the Age Discrimination Act and the duty to consider process need
to be increasingly understood. In the short-term, we recommend that the project
steering group follow-up on all direct requests for information from businesses,
highlighted by the online survey and follow-up interviews.

6. In the medium-term we recommend that the steering group discuss ways to
increasingly ensure that awareness is raised and clarity is provided on legislative
change to the business community. Given the breadth of their databases, the FSB
and Business Link may represent appropriate vehicles to support this.

Communication of Findings

7. The widespread recognition of the benefits of an older workforce amongst businesses
is positive. As such, we recommend that the findings and good practice identified in
this report are disseminated to regional employers through conduits such as trade
bodies and events.

Engagement of Partners for Phase 2

8. The NWDA have indicated that there will be a second phase of work following this
research that will incorporate action across the region, based upon agreed
recommendations. We recommend that early consideration be given to the
engagement of partners for Phase 2 by the project steering group.
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APPENDIX A. CONSULTATION LIST

Stakeholders consulted for the research

Name Organisation

Bill Badrock 5050vision

Matt Flynn Centre for Research into Older Workforce (CROW)

Bob Clark Cumbria Rural Enterprise Agency

Mirza Hamie Ethnic Minority Business Forum

Chris Burgess Federation of Small Businesses

Paula Parker Jobcentre Plus

Sara Thorpe Jobcentre Plus

Iqbal Patel Northwest Development Agency

Yvonne Herbert Northwest Development Agency

Heather Radley PRIME

Professor David Major and
Julia C. Evans

Time and Experience (University of Chester Centre for Labour
Market Development)
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APPENDIX B. TECHNICAL APPENDIX

Overview of Survey Respondents

Survey response: A total of 1239 businesses responded to the survey.

Table 1: Response/ Completion Rate and Consultation Numbers

Survey Response

Business Link 1012

Institute of Directors 5

Ethnic minority Business
Forum

4

Women's Enterprise 7

CREA 32

Age Concern 6

Cumbria sample 42

Merseyside sample 37

Lancashire sample 20

Cheshire sample 32

Greater Manchester sample 42

TOTAL 1239
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Profile of respondents: Of the 485 businesses respondents who provided details about their
gender, 60% were male and 40% female. The largest majority of business respondents to the
survey (37%) were older workers themselves, aged between 50 and 59. In terms of job title,
68% of respondents to the survey were Directors or Managing Directors.

Table 2. Gender of Survey Respondents

Survey Male Female

Business Link 240 156

Institute of Directors

Ethnic minority Business
Forum 1

Women's Enterprise 4

CREA 8 5

Age Concern 1

Cumbria sample 5 9

Merseyside sample 11 8

Lancashire sample 8 3

Cheshire sample 11 2

Greater Manchester sample 10 3

Total 294 191

Table 3. Age of Respondents

Age Total

Under 25 -

25 - 29 4

30 - 39 46

40 - 49 142

50 - 59 181

60 - 65 69

65+ 44

Total 486
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Organisation Type: 60% (461) of respondents to the business survey were Private
Companies and 15% were Public Limited Companies.

Figure 13

Respondents’ Organisation Type
Source: ekosgen, Employers Online Survey, 2009 (Base.768)
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Business Location: An analysis of the geographic spread of respondents displays a
relatively even distribution. The largest proportion of respondents was from Lancashire (25%)
and Cheshire (24%). Cumbria and Merseyside were less represented accounting for 16% and
15% of the sample respectively.

Figure 14

Respondents’ Location of Business
Source: ekosgen, Employers Online Survey, 2009 (Base.791)
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Industrial Sectors: Respondents to the survey represented a range of industrial sectors, and
as such the chart below presents just the top five sectors, according to the number of
respondents from that sector. The largest proportion of business respondents were from
financial and professional services (75 respondents) and process and manufacturing
organisations (73).

Other prominent regional sectors in the North West included Information Technology,
Telecommunications and Contact Centres (43); Health (42); Science, Engineering and
Manufacturing Technologies (37) and Food and Drink (36), and are displayed in Table 4.

Figure 15

Industrial Sector Business Operates Within
Source: ekosgen, Employers Online Survey, 2009 (Base.781)

44

51

54

74

75

0 10 20 30 40 50 60 70 80

Education and
Lifelong Learning

Construction

Retail

Process and
Manufacturing

Financial and
Professional Services

Number of Respondents

Table 4. Response from Wider Sectors

Sector Number of Responses

Biotechnology 1

Polymer and Nuclear 1

Justice 2

Land Based Industries 5

Passenger Transport 5

Maritime 6

Environmental Technology 8

Energy and Utilities 9

Logistics 10
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Sector Number of Responses

Automotive/Retail 11

Sport and Active Leisure 13

Apparel, Footwear and Textiles 14

Oil, Gas and Chemicals 14

Social Care 15

Building Services 26

Creative Industries 27

Tourism 27

Food and Drink 36

Science, Engineering and Manufacturing

Technologies 37

Health 42

Information Technology,

Telecommunications and Contact

Centres 43

Other 131
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Workforce Profile:

Approximately half of all respondents to the business survey provided information on their
company size. As displayed in Table 5, responding businesses were predominantly micro in
size (1-10 employees), with this group encompassing 50% of all business respondents.

Table 5. Business Size of Respondents to the Employer Survey

Business Size Frequency Percentage

1-10 324 50

11-50 260 40

51-100 46 7

101-200 15 2

201-250 4 1

Total 649 100

Collectively, responding businesses employed 24,237 staff between them, of which 55% of
employees were male and 45% were female. In terms of employees age profile, 33% of were
aged between 25-39; 24% were aged 40 to 49 and 19% were aged 50 to 59.

Figure 16

Age of Employees
Source: ekosgen, Employers Online Survey, 2009
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TITLE DOCUMENT OVERVIEW SIGNIFICANCE

Ready for Work:
Full Employment in
Our Generation
(Dec 2007)

The strategy focuses on the next phase of welfare reform and moving
towards providing people with active support for disadvantaged groups.
The approach will see people moving from ‘being passive recipients of
benefits to active jobseekers looming and preparing for work with access
to training and job-focused activity’. There will be an overhaul of existing
programmes to ensure they better meet the needs of recipients.

The strategy focuses on the initiatives in places as described under the ‘A
new deal for welfare: Empowering people to work’ summary.

The Pensions Act
(2008)

The Pensions Act contains a number of measures aimed at encouraging
greater private pension saving. From 2012 it is planned that all eligible
workers, who are not already in a good quality workplace scheme, will be
automatically enrolled into either their employers’ pension scheme or a
new savings vehicle, which is currently known as a personal account
scheme.

To encourage participation, employees’ pension contributions will be
supplemented by contributions from employers and tax relief.8

Carers at the Heart
of 21st Century
Families and
Communities (June
2008)

The carers' strategy sets out the Government's short-term agenda and
long-term vision for the future care and support of carers. It is
underpinned by £255 million to implement some immediate steps
alongside with medium and long-term plans.

New commitments in the carers’ strategy include: £150 million, of which
£38 million has been allocated towards supporting carers to enter or re-
enter the job market.

Enabling carers to combine their caring role with paid employment is a

There is a need for employers to not only recognise the importance of
flexible working but the wider access issues such as the use of a
telephone on the need to leave at very short notice for workers who also
provide a caring role.

8 http://www.thepensionservice.gov.uk/pensions-reform/act2008.asp
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APPENDIX D. CASE STUDIES OF GOOD PRACTICE

Introduction

Case study selection was based upon respondents to the employer survey who indicated
some element of good practice in the recruitment or retention of older workers.

Employers offered good practice through varying degrees of formality. Whilst some
embedded the element of good practice into their HR policies, others preferred to make
individual arrangements with staff through verbal agreement.

In some cases, the business definition of their good practice area differed from official
definitions outlined through legislation. For example, the law states that in order to have a
statutory right to request flexible working patterns an employee must have worked
continuously for 26 weeks before applying and either have or expect to have parental
responsibility of a child aged 16 or under; be the parent or guardian applying to care for the
child; or to be a carer9. However, many of the businesses consulted either offered or were
willing to offer flexible working options to a broader range of staff who didn’t necessarily meet
these criteria. Further, rather than encompassing officially recognised types of flexible working
such as annualised or compressed hours, some businesses perceived that allowing staff to
leave a few hours early to attend a doctors appointment, for example, represented a flexible
working offer.

Notwithstanding any discrepancies between official definitions of good practice and regional
business working definitions, the case studies all represent some form of practice that has
supported the recruitment and retention of older workers. The case studies also highlight
positive experiences in employing older workers and the associated business benefits of a
diverse workforce.

Table 6 provides an index of the good practice case studies included in this Appendix.

9 Directgov (2009) Flexible Working and Work-life Balance (www.direct.gov.uk)
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Table 6. Index of Good Practice Case Studies

Index Of Good Practice Case Studies

Area of Good Practice Organisation Case Study
Number

Cumbrian Heavy Horses 1

Hoshin 2

The Corona South Shore Hotel 3

Green Cat 4

Lamont Pridmore 5

Jigsaw Healthcare 6

Flexible Working Options

Sefton Opera 7

Phonetic 8Flexible Working Options and Retirement
Policy

Lancaster Chamber of Commerce 9

Flexible working options and Succession
Planning

Oxton Engineering 10

Flexible Working Options and Adapting to
Changing Employee Needs

April Training Executive 11

Unlimited Potential 12

Oakridge Training and Consulting 13

Cox and Allen 14

Cedar Manor 15

Policy Development

PAS Medical 16

Adapting to Employees Changing Needs Merseyside Play Action Council 17

Flexible Approaches to Retirement Cinpres Gas Injection 18

Enterprise for All (E4A) 19Recruitment

Helping Hand 20
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CASE STUDY 1: Cumbrian Heavy Horses

This case study focuses on good practice in relation
to flexible working options.

BACKGROUND

The Business: Cumbrian Heavy Horses is a riding centre that was established in 1997. Staff numbers
are subject to seasonal variation, but usually range between five and ten at any one time. The business
currently employs 6 core staff, supported by a team of volunteers that work on a self-employed basis.
There is only one member of staff over 50 and she is 55.

BUSINESS ATTITUDES TOWARD OLDER WORKERS

The benefits of an older workforce are well recognised. Due to the size of the horses, the centre tends to
attract a client base aged between 20 and 50, as opposed to children. Employing older workers was
perceived to have enhanced the quality of the client experience, resulting in increased volumes
of business and profitability.

“Our clients are usually more mature people, often well educated and intelligent. We want our older
workers to take these clients out as they tend to be better communicators, whereas our younger staff

can lack confidence. It works…. [older people] tend to be on an equal level to clients so the whole
experience is better. Clients have better customer care and they come back!”

GOOD PRACTICE – FLEXIBLE APPROACHES TO WORKING

The business demonstrates a flexible approach to working practice. Although informal in nature,
consideration is given to the personal circumstance of staff and job roles are adjusted, where
possible, to work to the strengths of individuals. The job can be physically demanding at times,
which can be challenging for all staff, especially those who are older workers. The owner of the business
makes attempts, where required, to review job roles to allow the continued retention of older
workers.

Practically, this means that older members of staff tend to lead the less physically demanding rides,
instead adopting a more managerial role. Younger members of staff are also increasingly asked to
undertake some of the more strenuous roles such as taking the stones out of horses’ hooves.

EMPLOYER VIEWS

There is a strong desire to nurture a happy workforce, which has led to a consideration of how roles
could be adapted, potentially within the context of business diversification, as employees become less
able to cope with the more physical aspects of the job.
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“We don’t have any concerns about the employment of older workers. We prefer working with more
mature people, although we are aware of the physical nature of the job. We employ a flexible working
practice which ensures that staff can, for example, access their healthcare [doctors etc.] effectively”.

EMPLOYEE VIEWS

Linda Pemberton is 55 years old and a Yard Manager. She initially started at the centre as a volunteer,
and went on to become a part-time and then a full-time employee. She has now worked at the centre for
almost three years:

“This job depends on getting on with people. When we’re looking for new staff it’s getting the right
person that’s important but age is an advantage here as clients like having an adult to take them out”.

THE FUTURE

The business would not be averse to employing older workers in the future, highlighting that ‘older
workers bring life skills to the job’:

“I think people are relieved that they are still employable. Prospective employees phone us up in their
forties and say, ‘you probably won’t want to employ me…’ Certainly, this job helps to keep people fit and

there are real health benefits”.

In the longer term, the centre is considering diversifying into Equine Assisted Therapy, which uses
interaction with horses to help people with psychological difficulties. This will require staff with excellent
people and horse skills, built through a number of years experience. It was felt that this compliment of
skills is more likely to be found in an older, as opposed to a younger worker.

SUMMARY AND TRANSFERABILITY

In summary, the business demonstrates a flexible, empathetic approach to recruitment and retention,
where older staff are highly valued within an age diverse team. Far from being driven purely from an
ethical perspective, the centre highlights a strong business rationale for an older workforce.

The benefit of a flexible approach to working is to ensure that the value and skills of older workers are
retained to benefit the business. Rather than employees becoming less productive as they become
older, flexible working practices in this instance have allowed the business to ensure that their
older workers remain productive, and that their accumulated expertise may be used to support
the business.
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CASE STUDY 2: Hoshin

This case study focuses on good practice in relation
to flexible working options.

BACKGROUND

The Business: Hoshin is a knowledge management consultancy serving the public sector. It provides a
range of research and software development services. The business has been established since 1999
and has seven employees of which two are over 50. Five additional people, all in their 50s and 60s,
work on a consultancy basis when needed.

BUSINESS ATTITUDES TOWARD OLDER WORKERS

The business acknowledges a range of business benefits associated with employing older workers. In
Hoshin’s experience, older workers are more likely to stay with the company and provide more
continuity and better value for money. Graduate ‘high fliers’ are particularly likely to move on, lured
by high salaries and perks that this business would struggle to compete with. As younger employees
take longer to gain experience and make money for the business, “the contribution of more
experienced workers is greater”.

The business has found that its older workers tend to be more flexible in terms of working hours and job
roles. They are also likely to have different priorities than younger staff, often looking for fulfilment and a
good work life balance above a high salary, leading to a positive financial impact for the business.

“They’ll be good, possibly better – they will have been a young high flier in their time but they’re not
necessarily chasing the money now…It’s bound to have an impact on how much money I make if I’m

paying them less and they’re more flexible.”

GOOD PRACTICE – FLEXIBLE APPROACHES TO WORKING AND POLICY

The business operates an innovative employment model which accommodates flexible working
and adapts to a range of lifestyles. Contracts do not specify working hours but are annualised;
employees are contracted to work 1840 hours per year and this can be worked on a flexible basis.
Contracts state that working hours will be determined by ‘the needs of the business, the
employees needs and their family’s needs.’

In practice this means that people can take long holidays on full pay as long as they make the
necessary contribution throughout the year. The contract can be scaled down as appropriate, for
example, a 50% contract would be for 920 hours per year10.

10 The approach is inspired by the work of Ricardo Semler (author of ‘Maverick: the success story behind the world's
most unusual workplace’, published 1993).
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EMPLOYER VIEWS

There has been a conscious effort to develop an alternative employment model which allows
people to work in a flexible way that suits individual lifestyles. There is a strong desire to have a
diverse workforce which includes a mix of ages and the business benefits of employing older, more
experienced staff are well recognised.

“I think [older people] are more flexible – I know they’re not supposed to be but they are! They
recognise what’s needed to get a job done and then go off and do it. I think that our approach does suit

older people better… Younger people tend to need more direction.”

The business’s flexibility has generated loyalty and commitment from its staff and allowed the
business to adapt to changing circumstances.

“I think that people won’t put the needs of the business as a priority if you haven’t recognised their
needs and the needs of their family as well… I do think that if we had not been as flexible as we are we

would have gone under many times.”

EMPLOYEE VIEWS

Sue is 52 and a graphic designer. She has worked for Hoshin for eight years.

“I will carry on working for ever! I have never thought that when I retire I will do all the things I want to - I
have tried to do them all while I have been working… flexibility is an absolute must…I think what works
well here is treating people as personalities and being interested in the diversity of people. There is an
attitude in a lot of places that young equals good but the prevailing attitude here is to value cumulative

knowledge.”

THE FUTURE

Changes in the business sector, compounded by the economic climate are having an impact.
The contribution of older workers, who themselves can offer flexibility, will help it to adapt and
survive.

“We bring semi-retired people in to help out on projects. They’ve got the experience and they’re
available. When we were bigger we rarely employed people outside the business but now the industry
has changed and the business has fewer staff. If we get a large contract I can’t do it all myself and this

gives me the flexibility.”

SUMMARY AND TRANSFERABILITY

Since its inception the business has sought to be “different and more fluid” in terms of the way that it
employs people. An annualised contract provides staff with flexibility and has generated employee
satisfaction with surprisingly few abuses. Older people work most effectively within this
environment and are more committed with the resulting continuity providing bottom line benefits
for the business.
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CASE STUDY 3: The Corona South Shore Hotel

This case study focuses on good practice in relation
to flexible working options.

BACKGROUND

The Business: The Corona is a small hotel in Blackpool run by owners Paul and Richard who bought
the business nine years ago. They employ eight staff, of which five are part time workers.

BUSINESS ATTITUDES TOWARD OLDER WORKERS

The seasonal nature of the business means that the Corona Hotel needs to adopt flexible approaches to
staff working, although it was perceived that other hoteliers in the area do not necessarily have the
same attitude and as a result had experienced problems with staff retention.

Older workers were considered to bring loyalty and reliability to the business that younger staff often do
not. Mavis is 74 years old and employed on a part-time basis. She worked for the previous owners
of The Corona for two years before the current owners took over. Despite her age, retaining Mavis in
post was perceived to represent an excellent business decision due to both her knowledge of the hotel
itself and her general experiences of the hospitality sector. Mavis has been instrumental in helping The
Corona Hotel to establish themselves in the competitive hospitality market in Blackpool and the
businesses flexible approach to working options has meant that they have been able to retain a
valuable asset:

“Mavis brings so much value to the business, both in terms of her flexibility and productivity but also her
experience and attitude to work. You couldn’t buy that experience that she’s passing onto the others”.

GOOD PRACTICE – FLEXIBLE APPROACHES TO WORKING

The Corona are open to making specific amendments to the job description, working hours and
holiday entitlement of staff to match their changing needs and circumstances. For example,
Mavis’ deteriorating hearing means she’s no longer comfortable in a ‘front of house’ position with lots of
guests. To accommodate her changing needs, the owners have reshuffled their staff structure to allow
her to do more work in the kitchen and have retained her housekeeping duties.

EMPLOYER VIEWS

One of the main advantages of employing an older worker in the hospitality sector is that even though
young people are available during school and college holidays, these periods do not necessarily cover
the hotel’s peak times in terms of the number of guests. In Blackpool the busy season can run from
April right through to the illuminations in November and having an older worker, means that there is
always someone available to cover hours that the young staff may not be able to. In addition to a
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greater period of seasonal availability, it was perceived that older workers have a better attitude toward
work, when compared to younger staff.

“Older workers have a different moral code to some younger members of staff. They are less likely to
take advantage of a small business and someone like Mavis brings with her a lifetime of experience and

skills which we can not put a price on.”

EMPLOYEE VIEWS

Mavis has worked in the hospitality sector almost all her life and has employed older workers herself
and so has a very positive view on what they (and subsequently she) can bring to a business. She
agrees with Paul, one of the owners of The Corona, that older people are often more consistent and
reliable. In particular, she feels that older people can often be better at cleaning and housekeeping than
young people, which is particularly valuable in the hospitality sector. In Mavis’ experience, younger
people, particularly of school and college age, will not usually stay in a hospitality job for long because
they go onto further education.

Mavis’ main motivation for continuing to work is that she enjoys the work and enjoys being busy. She
appreciates how physical the job is and maintains that this keeps her fit and active. The least motivating
factor for Mavis appears to be money and she says that;

“Friends ask, why do I come into work, and I say it’s because I enjoy it!”

THE FUTURE

Mavis is unsure how long she will work for and insists that money is not a motivating factor in this. She
feels she will continue working as long as she is able. Paul and Richard will continue to be flexible with
Mavis’ needs as long as she is still keen to work, as they feel she is such a valuable asset to the
business.

“We will definitely employ another older worker again after Mavis has left us, due to our good
experiences with her”.

SUMMARY AND TRANSFERABILITY

Whilst The Corona offers a flexible working approach that is transferrable to other similar businesses, it
was felt that this is unusual amongst other Blackpool hoteliers who are less flexible with their staff,
young or old. The Corona feels that their flexible approach means that in turn, their staff are flexible in
their attitude towards them, going that extra mile for the business.
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CASE STUDY 4: Green Cat Co Ltd

This case study focuses on good practice in relation
to flexible working options.

BACKGROUND

The Business: Green Cat Co Ltd was established in 1991 as a specialist remanufacturer of laser and

photocopier toner cartridges. The business employs four people, two of which are aged over 50. The
oldest employee is 82 and the proprietor is aged 67.

BUSINESS ATTITUDES TOWARD OLDER WORKERS

The business identifies a range of benefits associated with employing older workers, which lead
to positive impacts on its financial performance. These include a more mature attitude, reliability
and flexibility, both in terms of the work they are prepared to do and their working hours, when
compared to younger staff. Bob (aged 57) works a three day week but “will quite often come in and do a
full week if we’re a bit stuck… [older workers] realise a job’s got to be done and if we’re under pressure
they get the job done.”

In Green Cat’s experience, older workers also provide very good customer service, work hard on quality
control to minimise faults with cartridges and deal with customers in a friendly, polite and reassuring
manner. If problems arise older workers are found to draw on life experience to find solutions
and to ensure that these are cost effective. This is in comparison to younger workers who tend
to be less able to troubleshoot.

“If something goes wrong they can cope much more easily, more placidly, steadily than young people
who will say we’ve got to have brand new machinery - we’ve got to have the latest of everything”

GOOD PRACTICE – FLEXIBLE APPROACHES TO WORKING

The age profile of the business demonstrates its commitment to employing older people. There are no
formal age related or retirement policies in place in the business. That said, Green Cat have made a
conscious decision to employ older workers, where required, based upon previous positive experiences
and an appreciation of the life skills and positive experiences and attributes that an older worker may
bring to the role. In the absence of a retirement policy the business makes decisions “very much by
agreement” and is keen to keep the older workers that it currently employs. Staff are encouraged to
continue working for as long as they are able to do their job effectively. The business takes a flexible
approach to working hours and roles and adjusts these to the needs and abilities of individuals.

“Dennis [aged 82] was full time when he started [at 65] but has slowly brought his hours down because
he knows his limitations… things are getting difficult for him now and he can’t do the biggest cartridges

but he does the smaller ones really well so we just work round it.”
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EMPLOYER VIEWS

The business has demonstrated a positive attitude to employing older workers and continues to value
the contribution that they make to the business.

“When I first employed Dennis [then aged 65] I wanted someone who was very little work – I wanted
someone that I could train and trust. I was able to leave him and knew precisely what he would do.”

“Both the [older workers] here have a mature attitude and just get on with job…and they are really
excellent with customers. The younger ones have not tended to have that patience.”

EMPLOYEE VIEWS

Bob Rickards is a print media technician, aged 57. He was previously a primary school Head Teacher
and started working for Green Cat six years ago after a five year career break. Bob currently works
three days a week.

“I was looking for something with no pressure. It’s a nice balance at present. It doesn’t feel like coming
to work and if I wasn’t enjoying it I wouldn’t do it. Money isn’t the priority now - we’re not loaded but we

don’t need a vast amount of money to live our life style.”

“It’s give and take here, if you need the time off work – you get the time off and being able to work part
time is important because there are other things I want to do now.”

THE FUTURE

The business would be happy to continue employing its older workers for as long as they want to carry
on working.

“I would really like [both older workers] to stay because what this business needs is time and patience
and that’s what I have with them…but you do have to accept that there will be a time when they don’t

want to work anymore and once people want to stop – that’s when their effectiveness drops off.”

SUMMARY AND TRANSFERABILITY

The business demonstrates a flexible approach to employment and attaches significant value to its older
workforce. Within a small team, the quality of work and customer service provided by its older
members provides a strong business rationale for their further retention.

The benefit of introducing flexible working options to the business is that valuable staff can be retained
when they would otherwise choose to stop working. Although some tasks can become physically
challenging, the effective allocation of work means that even staff at the upper end of the 50+ age
spectrum can continue to make an effective contribution well beyond pensionable age.
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CASE STUDY 5: Lamont Pridmore

This case study focuses on good practice in relation
to flexible working options.

BACKGROUND

The Business: Lamont Pridmore is an accountancy firm that was established in Workington in 1879.
The business has now expanded to include four other offices across Cumbria and currently has a total
of 50 employees. Thirteen members of staff are aged 50+ and the oldest member of staff is aged 68.

BUSINESS ATTITUDES TOWARD OLDER WORKERS

This long established business has traditionally employed a flexible approach to employment and has
worked hard to generate loyalty and a ‘family’ ethos among its staff. Staff turnover is low and there is a
high proportion of long serving employees, one of whom is currently working beyond retirement age.
The business benefits brought by the retention of long serving staff, who typically tend to be
older staff members, are keenly recognised and include client retention and reduced recruitment
costs.

“A lot of our staff have been here as long as most of our clients. Clients relate to people and they
appreciate the continuity. If we are keeping the clients we are keeping the business and that has an

impact on profits”

“Recruitment costs us a lot in time. If we’re recruiting for a post I’ll spend a day just going through CVs.”

GOOD PRACTICE – FLEXIBLE APPROACHES TO WORKING

Lamont Pridmore has long implemented flexible working options for its staff. This takes place on
an informal basis and is an important element of the firm’s approach to maintaining job
satisfaction and well-being amongst its employees. The businesses flexibility extends to working
hours and an informal flexible approach to retirement. In practice this means that there is no fixed
retirement age and staff can continue working if they choose to do so. One employee who is close to
retirement age has reduced her hours from full time to 25 hours per week. The oldest employee is
currently 68 and a previous employee worked up to the age of 72.

More generally, the flexible working practice implemented by the business allows staff to work
annualised hours. This isn’t frequently utilised but staff have the option to take extended holidays and
make up the time during the remainder of the year. Examples of part time working include one employee
(aged 50) who works a two day week to accommodate other business interests. Twice yearly
appraisals provide an opportunity to ensure that both the needs of the employee and the needs
of the business are being met.
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EMPLOYER VIEWS

Flexible working and a positive attitude to older workers is part of Lamont Pridmore’s traditional
ethos. Although the approach is progressive it also reflects the business’s long standing employment
practices which work from the viewpoint of the business and its staff.

“Our approach hasn’t really changed – it’s the way I was treated when I started here at 29 and it works.
You get out what you put in. We are accountants and we know the numbers add up… and it’s much

nicer being in charge when you can be that flexible”.

EMPLOYEE VIEWS

David Taylor is a chartered accountant and registered auditor and joined Lamont Pridmore in 2009. He
is aged 50 and works for two days per week.

“Being able to work the hours that I do is really important because I have other business interests
including a B&B…[Lamont Pridmore] were very flexible here when it came to agreeing which days I

would work.”

THE FUTURE

The business is open to both continued recruitment of staff over the age of 50 and continued
employment beyond pensionable age. Senior staff acknowledge that the workforce is likely to age
naturally, as staff turnover is low and there are already quite a high proportion of older workers within
the business. No particular changes are thought necessary to accommodate this continued recruitment
and retention as the requisite culture and processes are already in place. Training for staff of all ages
to promote continued career development is encouraged.

“If someone wants to be trained it’s a very positive indicator [of staff commitment] – I did a Diploma in
Management at 52 years of age!”

The business also recognises that some older staff who may not want to develop their career
significantly or undertake training can continue to be effective staff members.

“Our 68 year old employee does a payroll job and does it manually – she doesn’t want to learn to use a
computer but she actually does it very quickly and accurately and so that’s fine with us.”

SUMMARY AND TRANSFERABILITY

In summary, the business has a positive attitude to employing older workers and offers flexible working
options but these are not recent developments. The business has a long held, and proven, belief
that its approach to the continued recruitment and retention of older workers and the provision
of flexible working practices delivers business benefits.

Client relationships are critical to success in this type of business and staff retention provides clients
with continuity. Reduced recruitment costs also have a positive impact on profit margins. As an
accountancy business, Lamont Pridmore is keenly aware of the business benefits of retaining
long serving staff and is prepared for its workforce to ‘age naturally’ in the future. Flexibility is a
key component of the approach and is easy to implement as work can be undertaken out of core
office hours and many staff have a similar skill set which allows for a flexible allocation of
workload.
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CASE STUDY 6: Jigsaw Healthcare

This case study focuses on good practice in relation
to flexible working options.

BACKGROUND

The Business: Jigsaw Healthcare is an independent intermediary of healthcare insurance dealing
mainly with small businesses and individuals. The business was established in 1992 and employs
seven people. Two employees are aged over 50, the oldest of which is 60.

BUSINESS ATTITUDES TOWARD OLDER WORKERS

Jigsaw Healthcare identifies a strong business rationale for employing older workers linked to
customer service, lower rates of absence and recruitment costs. The business finds that older
workers have a stronger service ethic and better honed soft skills highlighting that “with older people
their soft skills are better honed. It’s very difficult to quantify that in bottom line terms but I’m absolutely
confident that it makes a difference.”

“This business is about retention of clients because policies renew every year…People will sometimes
choose someone else over us on price but will come back because they didn’t get the service that they

do from us.”

The business has traditionally experienced low-levels of staff turnover, leading to tangible bottom line
gains. Low staff turnover is identified as being an important benefit of an older workforce. Jigsaw
highlight the high costs associated with recruitment in its sector estimating the combined costs
of recruitment, training and reduced productivity as between £12,000 and £15,000 per new
member of staff.

GOOD PRACTICE – FLEXIBLE APPROACHES TO WORKING

Jigsaw offer a range of informal working options that are designed to support the recruitment and
retention of staff. A strong rationale for this is to reduce recruitment and its associated costs. The range
of flexible working options, including flexible working week, annualised hours and reduced
hours with salary adjustment, provide the basis for flexible working for older workers.

“The polices weren’t developed for [older workers] but it’s the same principle. You have to be flexible to
get and keep the best workforce... If Dorothy [aged 60] came and said to me I want to work four days a

week or three days a week I would say that is absolutely fine.”
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EMPLOYER VIEWS

The business has a strong awareness of the benefits of employing older workers. In their experience,
older workers tend to be more settled in their careers and have a higher level of commitment to their
employers and sense of personal responsibility to clients, when compared to younger workers.

Without discriminating I would almost say I have a policy of employing older people – younger people
work but only if they are settled, and they are less likely to be.

EMPLOYEE VIEWS

Dorothy Wardle is a senior healthcare insurance advisor and has worked for Jigsaw Healthcare for 17
years. She is aged 60 and works full time.

“I don’t want to retire yet – as long as you remain healthy why shouldn’t you keep working? At the
moment I think I’ll probably finish completely within the next five years but I don’t know - you don’t
actually know how long you will live so it’s very difficult to establish much you will need financially.”

“[the managing director] is very flexible It’s give and take and we are very flexible and [the business]
recognises that. I think it wasn’t so long ago that she said that if I ever wanted to work one day a week I

could.”

THE FUTURE

The business’s positive attitude towards older workers, and its flexible working options make it
desirable and practical to continue to recruit and retain older staff in the future.

The business is considering the possibility of introducing a retirement policy, with the motivation being to
increase certainty about employees’ plans for retirement / continued working. There is currently no
formal process for Jigsaw Healthcare to establish whether employees intend to continue
working beyond pensionable age, which makes forward resource planning difficult.

“I am happy to keep [older workers] on. With my 60 year old employee I have no doubt that she can do
the job but I’m not sure what her plans are and that makes things difficult… I will soon be 60 and I need

to be able to make my own plans.”

SUMMARY AND TRANSFERABILITY

In summary, the business has a flexible approach to employment which would enable its older
employees to reduce their working hours to phased retirement if they chose. The financial benefits of
older workers are well recognised and the business is keen to retain them beyond pensionable
age. Jigsaw Healthcare would be happy to continue employing older people in the future
highlighting the value of their excellent customer service skills in securing new and repeat
business.

As the workforce ages, consideration is being given to succession planning and how best to
accommodate the needs of employees while securing some certainty for the business.
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BACKGROUND

The Business: Sefton Older Persons Enabling Resource & Action (OPERA) is a voluntary organisation
that works in Sefton, North Merseyside. Their volunteers deliver a variety of services to benefit the
health & well being of older people. These activities include massage, reiki (a relaxation and healing
technique) and music therapies, which help to address the problem of depression in later years. In
addition, OPERA also run an intergenerational programme which partners young people with their older
volunteers to deliver therapies.

OPERA currently employ five members of staff, two of which are aged over 50. The Development
Manager at OPERA, Margy Robinson, is also aged over 50. OPERA have 129 volunteers associated
with the business, of which approximately 80% are aged over 60. The charity has been running for ten
years.

BUSINESS ATTITUDES TOWARD OLDER WORKERS

Whilst Opera do not have a specific HR policy in place to ensure the recruitment of older workers, the
core concept of OPERA is based upon using older volunteers who can relate to and engage with their
client group. In using older volunteers, they feel that this puts their clients at ease and are
therefore more likely to benefit from the therapies that they deliver. Margy feels that:

“older workers are usually able to fit in more quickly into a team environment than some
younger new recruits.”

GOOD PRACTICE – FLEXIBLE APPROACHES TO WORKING

OPERA advertise for both paid and unpaid posts at a localised level using advertising methods
which are inclusive to older people such as notices in local shops and services such as the
Health & Social Care Forum. The business is also extremely flexible when it comes to honouring the
existing commitments of all their staff and volunteers such as family commitments and medical
appointments.

OPERA place a lot of emphasis on pastoral care for each of their volunteers and meet with them
regularly to ensure that their needs are being met and that they are still able and happy to continue as
volunteers. OPERA accept that their business model in using older volunteers requires them to be very
flexible in their approach. More specifically, the business has had to build in contingency in activity
resourcing and programming to allow for any issues which arise from their volunteers not being able to
attend sessions: “We appreciate everything that our older volunteers can give rather than worrying
about anything that they can’t”.

CASE STUDY 7: Sefton Opera

This case study focuses on good practice in relation
to flexible working options.
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EMPLOYER VIEWS

OPERA appreciate that older workers have a greater understanding of the needs of their client
group and feel that they bring with them experience from previous employment which is an asset
to the organisation. The business is aware that their volunteers should get a fulfilment out of their
work, especially as many of them are working on a voluntary basis, and make great effort to ensure this.
It is this attitude which enables them to retain volunteers.

“We’re a people focussed organisation, it’s important that our volunteers have experience of working
with people and we feel older people are in a better position to deliver this.”

Their oldest volunteers are Eric who is 86 and George who is 84. George is part of a trio who play
music each week for their clients. Margy explains that the appeal of working for OPERA for volunteers
such as George and Eric is that it keeps them young and makes them feel like they’re making a
worthwhile difference: “OPERA are like a family to them.”

EMPLOYEE VIEWS

Jeff is 55 and is currently employed as a Development Worker. He is involved in OPERA’s
intergenerational work with local schools. Jeff explains that everyone comes to the organisation with
some abilities and some baggage as well, but feels that older workers bring a lot of transferable skills
that are valuable to OPERA. Older workers are perceived to act as a lifeline to the volunteers as much
as for the clients themselves. There have been three weddings between couples who met whilst
volunteering at OPERA which demonstrates that there are also a lot of social benefits to volunteering!
Jeff feels that OPERA’s flexible approach helps to retain their paid workers and volunteers. They value
the fact that they are able to maintain a work-life balance as well being part of a very worthwhile
organisation: “We get out of the organisation as much as we put in”.

THE FUTURE

OPERA have an age-diverse approach to recruitment. Despite trying to actively recruit older volunteers
OPERA recognise that they need to consider a mix of ages to ensure that their workforce remains
sustainable. The business currently works with about 8500 clients a year but is undertaking some pilot
work to look at how they can access more clients in the community.

SUMMARY AND TRANSFERABILITY

In setting up their objectives, OPERA followed the Age Concern Active Ageing Programme to
train their peer mentors who would in turn train their volunteers. Their approach is definitely
transferable to other organisations and Margy feels that employers need to look more closely at the
experience and skills that older workers can bring. Smaller businesses need to take the lead from larger
organisations such as Tesco and B&Q who (like OPERA) appear to be more proactive about flexible
working options and the recruitment of older workers.

“OPERA feel it’s about appreciating what people can do and what they can deliver rather than what their
limitations are.”
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CASE STUDY 8: Phonetic

This case study focuses on good practice in relation
to flexible working options and retirement policy.

BACKGROUND

The Business: Phonetic is a contact (call) centre which undertakes telemarketing, principally within the
financial services sector, and was established in 1998. The business has 80 employees, typically with
between 7 and 10 of these over the age of 50. The oldest member of staff is 69 and has been with the
company for five years.

BUSINESS ATTITUDES TOWARD OLDER WORKERS

Phonetic recognises the benefits of an older workforce to their business as including reliability and
punctuality, lower levels of absence and lower staff turnover. The business perceives that older workers
also have considerable experience from previous careers and valuable life experience that may be
applied within the business environment. Older workers are often used for the higher value
campaigns which produce the most profit for the business. Overall, lower rates of absence and
staff turnover positively affect profit levels.

“Lower turnover means that we are more confident of delivering forecast campaigns to our clients,
especially on our higher level campaigns…We make more money from those campaigns … The fact

that we have our more consistent people on them is a benefit – it works”

“Absence is a lot less and when older people are absent they are at pains to get back quickly, to make it
up and to explain. If they are off work we can’t charge for a day of work.”

When Phonetic are briefing recruitment agencies they make it clear that the company is:

“very open to more mature workers.”

GOOD PRACTICE – FLEXIBLE APPROACHES TO WORKING and RETIREMENT

Phonetic demonstrates a flexible approach to working practice and has adopted a retirement policy
designed to enable continued working beyond the default retirement age. The retirement age
remains 65 but now includes a clause to consider requests for continued working subject to annual
review. The revised policy allows the retention of highly skilled individuals whilst also allowing the
company to retain a reasonable level of control.

In practice, Phonetic has found that as some people get older they need– or prefer– to reduce their
working hours. The business ensures that it can resource its workload through regular meetings to plan
delivery of existing and new business.
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EMPLOYER VIEWS

Phonetic have become more aware of the benefits of employing older workers as a result of the
company’s positive experiences. What matters is whether a person can do the job and in practice
an older person can often do the job better.

“It doesn’t matter about people’s ages it’s about whether they can communicate on the phone… You
have to be a very confident 18 to 25 year old in order to hold your own and set an appointment with an
MD of a £4 to 5 million turnover company. We have people here that have been through a number of

careers already and have worked in the type of companies that we are calling and know how to
approach people.”

EMPLOYEE VIEWS

Jude is 60 and has worked for the company for two years. She currently works half days to achieve a
better work life balance.

“You won’t get any age discrimination here. Ann who owns the company is very aware of people’s
talents and that’s the important factor.”

Hal is 69 years old and came to work at Phonetic five years ago when he had to retire from his previous
job.

“There are certain campaigns…where I come across better because of the maturity. It helps us to get to
where we want to be… Now I work fewer hours because I was getting so tired out but quite honestly I

have proved that I can still do the same amount of work in the morning as I could in a full day.”

THE FUTURE

The business is happy to continue employing older people in the future and is confident that the
company’s revised retirement policy will help to ensure that the interests of the company and its older
employees are met.

“We have a formal process each year to say ‘we think now that this might be your time and this is
why’… or just to say how’s everything going - we’re happy with it you’re happy with it, great let’s carry
on. In reality it tends to happen more often that once a year because [people will tend to] come to you

and say if they need to cut their hours down.”

SUMMARY AND TRANSFERABILITY

In summary, the business has a positive attitude to employing older people based on the business
benefits that they bring. There is a keen awareness that in many cases older people are able to do the
job better and more reliably with a positive impact on profits. Recognition of the benefits that older
workers bring has this led to revision of the company’s retirement policy to enable people to
work beyond retirement age. Balancing the need to deliver the necessary business with the
needs of individual staff is achieved through effective resource planning and this pays off.


