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KEN DYCHTWALD
Company: Age Wave

Title: CEQ

Age: 55

Background: Dychtwald earned a
doctorate in psychology from Union
Graduate School, a consortium of 30
universities that allowed him to cre-
ate his own study program with pro-
rious institutes. In 1982

fessors at va

e was asked to join a panel assem-
bled by the Office of Technology As-
sessment to study the aging popula-
tion of America. Dychtwald contin-
ued his career researching the aging
workforce until 1986, when he found-
ed Age Wave, a firm that helps For-
tune 500 companies and government
groups develop preducts and serv-
ices for baby boomers and mature
adults. Dychtwald has written 12
books on aging-related issues, in-

cluding Workforce Crisis, The Power

Years and Age Power.
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“The general myth is that young people

are productive, older people are less so;

young people are healthy, old people are

less so; and that young people are a more

worthy investment because they are

younger and will be around for longer.

INENce

The ranks of workers 55 and older are swelling, yet few employers have adjusted to meet the needs of

this strategically important segment of the workforce. Researcher and author KEN DYCHTWALD

says companies might want to start thinking about flexible schedules, ergonomics and

enhanced opportunities for older workers before they lose vital expertise.

OST EMPLOYLRS ARE AWARL
that the baby boom generation is get-
ting older and inching closer to re-
tirernent, but few have implemented
strategies to cffcctively handle the
impending trans{ormation. That’s the
assessment from Ken Dychtwald, au-
thor and CEO of Age Wave, a San
Francisco company that focuses on
the mature workloree.

By 20153, the number of workers 55
and older will hover around 30 million,
or 20 pereent of the total labor force.
Today, this group constitutes just 12
percent of all workers, according to the
Burcau of Labor Statistics. Uhis strate-
gically important seginent will undouht-
cdly develop a host of specific needs

By Gina Ruiz

along the way, including more schedule
{lexibility, enhanced opportunities [or
newer challenges and improved work-
place crgonomics. And if employers
wunt to l\ccp husiness running sinooth-
v and profits strong, they will have to
adjust wecordingly.

Mature workers wiceld a lot of lever-

age, not only because they are among of

the most expericneed and well-trained
cmplovees in the workloree, but also
because there aren’t bountiful numbers
of younger workers waiting in the wings
to pick up the slack.

The pood news is that persuading
this group of workers to remain pro-
fessionally active may not be too difti-
cult, A Mcrrill Lynch survey reports

that about 76 percent of baby boomers
sav they want to continuc \'.'()r]-;i_ng in
some capacity alter they reach retire-
ment age—but it will have to be on
their terms. Those most likely to con-
tinuc working are the ones who have
experienced a high degree of profes-
sional success in physically unde-
manding jobs, such as professors, at-
torneys and exceutives.

In his lorthcoming book Workforce
Crisis, Dychiwald gives specific exam-
ples of companics and best practices to
manage the changes. e also dispels
antiquated nations and myths aboul the
mature worker. Dychiwald recently
spoke to Workforee Management stafl
writer Ging Ruiz.

MARON 27

1ol

wwwowarkforce.com | Workforee managemenT

33



coitinued

WORKFORCE MANAGEMENT: Ex-
pearts warn of an impending shortage
of workers caused, in part, by the ag-
ing of baby boomers. Should compa-
nies be worrieg?

KEN DYCHTWALD: It is difficult to
pinpoint how severe the shortage will
be. Estimates range from 4 million to
10 million, depending on the source. |
think that 5 million is a reasonable
number. But the shortage is going to
be just as much about a loss of talent

“When you only look at speed or physi-

cal strength as measures of productivily,

then you could probably conclude that

older workers are less valuable than

younger ones. But if you widen the

equation Lo include experience,

loyalty and being responsible,

older workers fare very well.”

and skills as it is about numbers. Work-
er shortage simply implies the number
of warm bodies that can get up and go
to work.

What is happening is that the people
who are going to be retiring—assum-
ing that large numbers of the boomers
migrate out—are some of the most
gifted, brightest, skilleo and well-edu-
cated group of men and women in the
history of this country. Some industries
are already feeling the pinch, like nurs-
ing and engineering.

Whi: What will an aging workforce
mean for productivity fevels?

BYCHTWALD: The general myth is
that young people are productive, old-
er people are less so; young people are
healthy, olo people are less so; and that
young people are a more worthy invest-
ment cecause they are younger and will
be around for longer. Now let me re-
spond to ail three of these notions:

First of all, younger people tend to
work more quickly, but they also make
more mistakes than older people. In as-
signments that have to do with thought-
ful conclusions and smart solutions, old-
er people outperform younger people
in almost every situation.
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Secondly, it is true that older bodies
are more inclined to have health prob-
lems, but younger people actually hurt
themselves more on the job and miss
more cays of work due to illness than
their elder counterparts. They are also
more likely to show up to work intoxicat-
ed and are more likely to be distracted.

Third, young peeple may have more
longevity ahead of them, but they hop
jobs frequently. So (if) you invest in a
23-year-old, you are basically training
them up for their next job. The aver-
age 20- to 30-year-old worker changas
jobs every three years. The average
40-plus worker changes jobs up to
about every 15 years. It sounds ironic,
but you will get more years back by re-
training and investing in a 45-year-cld
than a 25-year-old.

When you only look at speed or
physical strength as measures of pro-
ductivity, then you could prabably con-
clude that older workers are less valu-
able than younger ones. But if you
widen the equatian to include experi-
ence, loyalty and being responsible,
older workers fare very well.

Wit What are some of the most
common health concerns affecting ma-
ture workers?

DYCHTWALD: Clearly, the body is
inclined to certain kinds of chronic
problems in larger percentages among
older people—cardiovascular condi-
tions, hypertension and high choles-
terol. Osteoarthritis is also an issue.
But many times these conditions don’t
have any negative effect on one’s abili-
ty to produce because they can be
managed through diet, exercise and
medcication.

In terms of physical capacity, 60-
year-olds and 40-years-olds are not too
drastically different. Employers should
not focus on older workers as their
only liability. There are a lot of 30-year-
olds who are overweight or out of
shape, which poses its own set of risks.

WV Health care costs present a sig-
nificant problem for employers. How
can they manage this critical issue?

DYCHTWALD: Companies are go-
ing to have to be mare proactive by
encouraging informed decision-mak-
ing among employees, launching weli-
ness programs and promoting usage
of generic drugs and mail-order refills.
There are structures, like health sav-
ings accounts and retiree health ac-

counts, that are flexible and promote
consumerism.

Helping employees understand their
health-related needs and expenses is
crucial.

Big employers, like Ford Motor Co.,
have other options. They can work
with health services providers to bring
down costs. Ford, tor example, re-
quires performance metrics from ven-
dors, like hospitals, to ensure that its
employees are getting the best price
for quality care.

Wi Should companies try to usher
employees into early retirement to re-
duce the cost of health care benefits?

DYCHTWALD: Early retirement is
not the solution because, in many cas-
es, it will create a shift in expenses
from employee health care accounts to
retiree health care accounts. If we were
to evaluate the situation carefully,
companies should really be trying to
hire people over 45 because they al-
ready have health coverage—only itis
provideo by the government or, per-
haps, by a former employer. This av-
enue has warked well for the Vita Nee-
dle Co., which actually lowered its cost
structure by hiring mature employees.

Besides, we are not talking about
hiring an 85-year-old. Most of the ill-
nesses that we associate with older
men and women tend to rise up in the
mid- to late 70s and early 80s. The
truth is, there is quite a number of 50-,
60- and even 70-year-olds who are still
employable, talented and gifted. They
may turn out to be some of your most
valued workers.

If you look at the obesity and the
drug dependency and the anxiety lev-
els of young people, it is not easy to
make the case that they are that much
more physically fit than an elder work-
er, There are some additional health
costs with older workers, but when you
look at the equation in terms of their
reliability, missed days at work, enargy
and capacity to make a contribution, it
pretty much balances the scale.

WH: What can companies do to ad-
dress the special physical needs of ma-
ture workers?

DYCHTWALD: This is an area where
the Americans With Disabilities Act has
led to enormous strides. Many em-
ployers have already modified public
environments and won’t have to make
too many drastic changes to meet the
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needs of mature workers. Some com-
mon-sense measures include turning
doorknobs into door levers, building
walkways which offer ramps as alterna-
tives and improving lighting.

Certain companies give workers spe-
cial keyboards tc prevent carpal tunnel
syndrome or larger screens that are
easier on the eyes. The world of office
design and public environment has

“Oftentimes the wording of job listings

—high-energy, fast-paced, fresh-think-

ing—could be interpreted as being

geared for younger employees. ... The

words that are music to the

mature workers® ears are rmore

along the lines of loyalty,

maturity and experience.”
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been impacted by a movement toward
universal design, which is not making
things more orthopedic looking, but
rather designing environments that
people of different capacities can use.

WHM: How can companies enhance
their success in recruiting mature work-
ers?

DYCHTWALD: CVS is strong when it
comeas to recruiting older workers.
Some 17 percent of the company’s
workforce is 50 or older, a figure that
has more than doubled in the past 13
years. There are some common-sense
measures that companies can adopt to
be successful. For instance, they can be
more sensitive when placing job want-
ed ads. Oftentimes the wording of job
listings—high-energy, fast-paced, fresh-
thinking—could be interpreted as be-
ing geared for younger employees.
Companies need to be more aware.
The words that are music to the mature
workers' ears are more along the lines
of loyalty, maturity and experience.

Targeting mature workers can also
be made easier by recruiting at places
that draw this audience, such as senior
centers or through the AARP. Other or-
ganizatians that employ large numbers
of mature workers are Home Depot
and Wal-Mart.
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WM: What will companies need to
do to retain mature workers?

DYCHTWALD: Baby boemers like
the idea of working after retirement.
But they don’t want to work as many
hours and they may not even want to
be doing the same thing. This is where
a new model—flexible retirement—
comes into play. Scafing down to work-
ing four, three, maybe even two days
per week could be a possikility. Anoth-
er option is to allow workers to cycle
back and forth between work and
leisure. Maybe being on for six months,
then off for six months.

Companies could also allow mature
workers to switch positions. Maybe
somebody has been in the bookkeep-
ing department and now would like to
try a hand in the training department.
There are many configurations of flexi-
ble retirement.

WM: Is flexible retirement a feasible
option considering that it is vastly dif-
ferent from the current mode! and
could be considered too disruptive?

DYCHTWALD: Back in the 1970s,
women began ta migrate into the work-
force. Eventually, they began asking
companies for accommodations to
cope with having chiidren. Back then,
employers said that this would be im-
possible because it was too disruptive.
There was a standoff for a while. But
eventually the value of these women
became very apparent, and company
after company began to change the
game. Before you knew it, companies
were offering child-care programs and
even child-care centars on their cam-
puses in some cases. Now it has be-
come quite normal for companies to of-
fer {parental leave) benefits for women
and even men. When that transforma-
tion began everybody thought it was
going to be very disruptive, but compa-
nies adjusted. | think we

are about to see a similar
transformation of work
for older workers.

IBM, HP, CVS and Ap-

» Workforce.com
Companies that excel at
keeping older workers
workforce,com/older

revolution. Ten years from now, what
we consider radical and innovative will
become standard.

WM: Aren’t there regulatory restric-
tions that hinder flexible retirement?
What are these legal hurdles and how
can companies navigate arcund them?

DYCHTWALD: There are rules from
the Employee Retirement Income Secu-
rity Act, the Internal Revenue Code and
the Age Discrimination in Employment
Act that make true flexible retirement
impossible {or most employees. But
there are legal ways to get around
these norms. Companies can introduce
retiree-return programs, in which work-
ers retire {or a specified limit of time, a
month or so, and then return to the
company. Retirees can come back as
contractors, but the glitch is that they
can only work 2 maximum of 1,000
hours per year. To get around this re-
striction, comoanies can bring back re-
tirees as independent consultants.
There are ways to implement flexible re-
tirement, but companies just need to
be imaginative. Mitre and Monsanto
have vibrant programs for their retirees.

WH: It seems that employers will be
making a lot of concessions te accom-
modate the aging workforce. Will ma-
ture workers have to compromise on
anything?

DYCHTWALD: Yes. Mature workers
are going to have to struggle with the
issue of compensation. One of the rea-
sons that companies want to get rid of
mature workers is because they cost
more. Oftentimes, the more years a
person has worked for a company, the
higher their pay scale—especially for
union workers. Companies are trying to
keep their eye on the bottom line. Old-
er workers may have to learn that they
are in a compaetitive job marketplace
where they will more like-
ly be paid based on mer-
it—what they do—versus
tenure, how long they

ple Computer are already creating the
next generatian of flexible retirement
programs. They are figuring out how
to reconfigure their benefits and pen-
sion programs to accommodate the
aging segment of the workforce. The
response from these older men and
women has been tremendous—turn-
aver rates are dropping and productiv-
ity is rising. This is the beginning of a

have been doing it. This is
going to ke a tough bullet to bite for a
lot of older people who have gotten
used to the idea that just by being
around longer they deserve mere mon-
2y and entitlements. | think that that is
going to be washed away. wfim

Ginva Rurz is ¢ Workforce Management
staff writer hased in Los Angeles. To

comment, e-mail edilors@ workforce.com.
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