














nclusion
cording to the Government Accountability
 (GAO, 2005), most organizations in the
ed States have not yer made hiring and retain-
der workers a priority. According to AARP’s
“Best Employers for Workers Over 50,” some
e exceptions include Cornell University, First
on National Corporation, National Institures
calth, S. C. Johnson & Son, and Massachusctts
te of Technology (AARP, 2010). These
s engage in a variery of pracrices, some of
we described in this chaprer, to attrace, retain,
“motivare older workers. However, their prac-
 are not identical. Rather, these organizations
recruitment, training and career develop-
nt, workplace accommodarions, alternative work
ns such as flexible scheduling, job sharing and
retirement, employee health, pension, and
iree benehis that are consistent with their overall
L p . .
ess strategy. The facr that they give such careful
ition to the impacr of their policies and prac-
on older workers sets them apart from most
her employers.,
From our review of the literature, we can derive
al reasons why most employers have yet to fully
op policies and practices pertaining to retire-
. First, many employers have not yer felt the
of retirements that has been forecasted for
years. While their workforces are aging,
iployees are choosing to work longer for a variety
cial and economic reasons. While these organi-
s may be feeling some of the effects, such as
motivation, difficultics with training, and/or
cased physical health problems, the effects are
I relacively subde. Undil the problems become
Cute or there is 4 wave of retirements that creates
crisis of knowledge within the organization, other
s are likely 1o continue to take priority.
Second, many organizations are new to the con-
of straregic HR planning. As such, HR contin-
to strive to be perceived as a strategic business
tner chat can add value to an organization. As
departments increase in sophistication and
omie strategic business partners, we would expect
to expand their straregic planning efforts and
hﬁ‘lcc become more aware of, and prepared for,
8sues related 0 management of an older and retir-
ing workforce,
Third, given the complexity of the issues regard-
ing retirement, organizations may simply be con-
fused as 1o how to manage the problems they are
Experiencing. Motivation is a good case in point.
- While managers struggle with how to motivate older

workers or those nearing retirement, they often con-
tinue to rely on the same methods of morivation
that worked when these individuals were younger.
They may, for example, offer carrots in the form
of higher pay or sticks in the form of disciplinary
action. However, as we have seen, older workers'
values, needs, and expecrations are different from
younger workers', and these tools are not likely to
be cffective. Hence, what is required is for HR to
step back from what has worked in the past, edu-
cate themselves on the unique features of an older
workforce, and evaluate their current policies and
practices against what is needed to support the busi-
ness strategy.

Fourth, employers cite several barriers to offer-
ing more opportunities to older workers. According
to the GAO's study (GAO, 2005), these barriers
include federal pension regulations prohibiting
the distribution of DB pension benefits while an
employee is still employed with the organization,
older workers’ resistance to change and/or new
technology, difficulties in rehiring retired workers
who are trying to maintain income levels that would
still allow them to collect their Social Security and/
or Medicare bencefits, and socictal norms thar con-
dition workers to expecet retirement by age 65 (or
younger).

Finally, we cannot ignore the fact thar older
workers are still subjected 1o stereotyping and dis-
crimination. In their review of the age discrimina-
tion literature, Wood, Wilkinson, and Harcourt
(2008) noted thar older workers are underrepre-
sented in the labor marker, find it more difficult to
re-enter the workforce once they have left it, take
significantly longer to find alternative employment,
and are less likely o secure a job interview than
younger workers. Older workers are stereotyped as
being less Hexible, resistant to change, less willing 1o
accept new technology, less alert, less reliable (due
to health issues), less “trainable,” and less produc-
tive (Wood er al., 2008). Further, studies on older
workers in many countries find that high numbers
of them perceive that they are discriminated against
(e.g., McMullin & Marshall, 2001; Ginn & Arber,
1996).

This list illustrates the challenges associated with
bringing retirement into the strategic planning pro-
cess. To help organizations prepare for the work-
force of the future, rescarchers and educators must
wurlc o fai.‘ic AwWarcness, cncouragc slral:gic p}a—
nning, bring the existing rescarch to bear on older
worker issues, and resolve some of the unanswered
questions affecting the intersection of HR and older
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workers. As to this latter poing, we offer several sug-
gestions for future rescarch.

Future Directions

To improve the degree to which organizations
engage in strategic planning, it would be helpful o
identify more clearly (and empirically) the advan-
tages to organizations of engaging in HR planning
and succession planning. Rescarch that can estab-
lish the extent to which HR planning and succes-
sion planning improve HR's strategic value 1o the
organization, as proposed by Ulrich and Beauy
(2001), would help to lend these practices credibil-
ity and much-needed top management support. In
addition, we know that HR planning and succes-
sion planning processes can be improved. Research
aimed at helping organizations do a bewer job
of both will address the lack of confidence many
managers feel with their current planning practices
(Barnett & Davis, 2008).

Given the lack of preparedness for retirement by
so many workers, there is a great need for research
addressing the psychology behind retirement pla-
nning and preparation. Adams and Rau (in press)
called for additional research exploring why certain
demographic groups plan better than others, the
role of personality traits in financial planning, and/
or psychological barriers to financial planning. This
work would allow HR managers to design policies
that help 1o prepare their workforce and/or design
interventions (e.g., training) aimed at encouraging
financial preparedness.

In the area of motivation, there is a need for more
rescarch addressing the relationship between age and
motivation, a meta-analysis to estimarte age-relared
effects and identify moderating variables, and, per-
haps most imporantly, conceprual work that can
offer a comprehensive theoretical framework that
can incorporate the various perspectives presented/
offered by researchers.

In this chapter, we have atempted to highlight
some of the key strategic HR decisions thar bring the
worlds of strategic HR and psychology together. We
would be remiss, however, if we failed to mention
that there are many other decisions made by orga-
nizations regarding the management of older and
retirement-age workers that we did not address pres-
ently. Each functional area of HR must be consid-
ered. In addirtion to staffing planning, recruitment,
benefits, and motivation/performance management,
organizations must design training and development
programs, compensation structures, employee rela-
tions programs, and occupational safety and health

programs that meet the needs of an aging workforce.
It should be clear by now that the needs of an aging
workforce will need to permeate the very culture of
the organization.

This cannot be achieved without careful strare-
gic planning. Faced with an aging workforce, moy
organizations will need to examine their HR policics
and practices to ensure that the trearment of older
workers is both ethical and legal. Bur beyond the
demands of ethics and legal compliance, anticipared
skilled labor shortages mean that organizations
need o think more strategically abour how they
are utilizing the potential of their older workforce,
For some organizations, it may mean a focus on
retention and secking labor in unusual places (e.g.,
among the retired population). For others it may
mean rerrenchment and downsizing in ways that
allow the organization to maintain its knowledge
base and manage its key resources more effectively.
Today’s organizations must resist the tempration
to follow the crowd and instead think scrategically
abour which policies and practices make the most
sense in their unique competitive situation. In any
case, it is clear that HR policies relared to retirement
will play a key role in meeting the business needs of
the future.
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