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Abstract 

  

Population ageing is a global phenomenon that has become prominent in international 

discourse over the past few decades. This discussion is often coupled with the economic 

implications of population ageing through reduced workforce participation of the older 

age group, increased government spending on health and pensions and reduced 

government income from taxes. A means of mitigating the economic costs of ageing is 

to lift the proportion of older individuals in the workforce and prolong working lives. 

This brings to the forefront an important point regarding the need for organisations to 

undertake changes so as to better enable the employment of older individuals and to 

cater for an ageing workforce. This study investigates older workers’ perceptions of an 

age-friendly organisational culture, in order for strategies and practices directed at older 

workers to be effective. Both interpretive and functionalist perspectives were adopted in 

the examination of an age-friendly work culture. The study was conducted across three 

organisations in Australia, using both qualitative and quantitative methods. Within the 

qualitative phase of the study, 32 people across the three organisations were interviewed 

in order to construe older workers perceptions of an age-friendly organisation. Four 

main themes emerged from these interviews relating to organisational policies, 

organisational culture, leadership and job design. A survey was also constructed from 

the qualitative data and disseminated to the three organisations, yielding 155 useable 

responses. Exploratory factor analysis extracted eight factors from the survey data that 

represented a shared view of an age-friendly organisational culture, according to the 

older workers. These eight factors were labelled as fairness and equality, ease in 

accessing flexibility, enjoyment of work, managing older workers, access to training 

and development, job design, health and wellbeing and recognising older workers. 

Differences in perceptions of these eight factors based on age, gender, employment 

level, and sector were also explored and reported on in the study. Finally, both 

qualitative and quantitative data were integrated into a conceptual model of an age-

friendly organisational culture from within the functionalist perspective that may help to 

assist with culture change initiatives. Policy and practice implications suggested by the 

findings are discussed. Study limitations and possible directions for future research are 

also addressed.  
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Chapter 1: Introduction 

Research focus 

The aim of this research is to provide an enhanced understanding of how organisations can 

better enable the recruitment and retention of older workers, through organisational culture. 

More specifically, the research explores the factors that older workers perceive can promote 

and maintain an age-friendly organisational culture, using two theoretical perspectives of 

functionalism and interpretivism. In integrating these two perspectives, it provides a more 

comprehensive understanding of the topic at hand. The research sought to answer the 

following questions: How do older workers construe an organisation that is age-friendly? 

What age-friendly organisational factors emerge from self-reported data collected from older 

workers? How are the age-friendly organisational factors affected by age, gender, 

employment level, and sector? How can older workers’ understanding of an age-friendly 

organisation be integrated into a model of organisational culture?  

The research questions are answered within the study by examining older employees’ 

responses to a semi-structured interview and a questionnaire, on perceptions of an age-

friendly organisational culture. The study constructs meaning around an age-friendly 

organisation using the perceptions of older workers, generates empirical factors of an age-

friendly organisation based on self-reported data, breaks down the ‘older worker’ category 

into subgroups when analysing ‘age-friendliness’ and uses a conceptual model to portray a 

shared view of an age-friendly organisational culture. Through a detailed understanding of 

the makings of an age-friendly organisational culture, the findings of this research can assist 

organisations to implement change so as to better accommodate their older employees.  

 

Inquiry focus 

It is a well-known and documented fact that the world’s population is ageing and there are a 

number of repercussions to this phenomenon. These repercussions can be economic, social 

and cultural. Economic consequences are the increased state costs towards healthcare and 

pensions, reduced economic productivity and reduced income to the government from taxes 

(Productive Ageing Centre, 2010). The social and cultural consequences are wide ranging but 

also encompass adapting environments to suit that of an ageing demographic. Recent focus 

based on a framework developed by the World Health Organisation (2002) has been on 

building age-friendly cities and urban environments that enables the social inclusion and 
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participation of older individuals, however the notion of age-friendly organisations has 

remained largely underdeveloped. Tied to an economic argument is the need for 

organisations to also adapt age-friendly initiatives to enable the participation and inclusion of 

older workers in the workforce. This will enable workers to stay in the workforce for longer 

by changing organisations to suit and include an older demographic. Yet, the small emerging 

literature on age-friendly organisations, is often spread across disciplines and is either 

descriptive or conceptual, including few empirical studies to draw on that demonstrate the 

makings of an age-friendly workplace, particularly from the perspectives of older workers 

themselves (Žnidaršič and Dimovski, 2011; Broughan, 2013; Silverstein, 2007). 

The existing discourse on age-friendly organisations has referred to strategies in building 

workplaces suitable for older workers such as: the need to match the physical and mental 

requirements of a job to the capacities of older workers (Reed, 2011); to consider the full 

range of needs of mature age workers (including flexible options, work-life balance, access to 

training and development and support) (Broughan, 2013); to ensure that age-friendly 

modifications are made to the work environment (e.g. job design and ergonomics) (Ciampa 

and Chernesky, 2013); to promote health and wellbeing in the organisation (De Cieri et al., 

2008); to provide supportive and inclusive environments for older workers (Armstrong-

Stassen, 2008, White and Mackenzie-Davey, 2003); and to maximise the effects of strategic 

initiatives geared towards older workers through examining organisational culture (Seike et 

al., 2012).   

Indeed, it has been suggested in the literature that there is a need for organisations to develop 

age-friendly organisational cultures in order for strategies aimed at the older workforce (such 

as flexibility, access to training and development, building inclusive environments, etc.) to be 

successful (Ilmarinen, 1995; Seike et al, 2012). Anderson et al., (2002) advise that without 

age-friendly cultures, policies and initiatives in organisations directed at assisting older 

workers may not be translated into practice by employees and managers. For instance 

organisational policies on access to flexibility for older workers may not be supported by 

managers. Similarly, attitudes for valuing mature aged workers may not be apparent across 

the organisation without a culture that reinforces these attitudes (Armstrong-Stassen, 2008).  

Based on this understanding that organisational culture can maximise the process by which 

organisations support and integrate older workers, research into assessing and creating age-

friendly organisational cultures is necessary given the context of our ageing population 

demographic. This study therefore seeks to understand the factors perceived to contribute to 
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an age-friendly organisational culture, through an examination of perceptions of older 

workers. This research integrates both interpretivist and functionalist perspectives of 

organisational culture, and in keeping with these theoretical frameworks, both qualitative and 

quantitative methodologies are used to describe, explain, and understand culture and to 

generate factors representing a shared view of an age-friendly organisational culture, in order 

to assist with change.    

The study was conducted within three organisations across three different sectors (not-for 

profit, government organisations and the private sector) and collected data from older 

workers, characterised as workers aged 45 years and over, who were working fulltime or part 

time. The study was conducted in four main phases. The first phase of the project consisted of 

in-depth qualitative interviews with the older workers. The qualitative interviews were used 

to construct a preliminary model of age-friendly organisations and provide key information 

regarding perceptions of work-related factors that are important for their recruitment and 

retention. The data gained from the qualitative interviews were also used to inform the 

quantitative aspect of the study. Responses were thematically analysed and coded using a 

process consistent with grounded theory.  

In phase two of the study, a survey was constructed and distributed across organisations to 

older workers, in order to identify a shared view of factors relating to an age-friendly 

organisational culture. In the third phase, the factors identified were explored according to 

sub groups of age, gender, employment level, and sector, so as to identify the differences in 

perceptions of these factors. Finally, in the fourth phase of the study, the data was integrated 

into a conceptual model of an age-friendly organisational culture in order to portray a 

framework of this kind of work culture from within the functionalist perspective that may 

help to assist with culture change initiatives.     

This study acknowledges the lack of research specifically investigating age-friendly cultures, 

and a need to develop a more coherent understanding of the factors that constitute an 

organisational culture geared towards the older demographic. Developing a framework for an 

age-friendly work culture that can be shared across organisations will be useful to 

practitioners and can provide a basis for culture change initiatives. The findings from this 

study will add to the literature on enabling older workers to be recruited and retained in the 

workforce. Not only can this increase the economic health of the country, but as a result it 

can also reduce poverty, increase living standards and enhance quality of life among older 

Australians. 
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Chapter 2: Review of the literature 

The context of the ageing population 

Population ageing is a global phenomenon that has become prominent in international 

discourse over the last few decades. According to the United Nations (UN) World 

Populations Prospects estimations, the proportion of people aged over 60 by 2050 will be 

34.2% in Europe, 27.4% in the United States, 44.2% in Japan, and 31.1% in China (United 

Nations, 2009). A reason for this ageing demographic is the post-world war II baby boom and 

low birth rates in subsequent generations. This along with healthier lifestyles, advances in 

medical science and increase in longevity, means that these trends are bound to continue for 

several decades (Argy, 2005).  

Australia has also encountered this ageing trend, with research findings forecasting the 

demographic transition and demonstrating matters in need of consideration as a result of 

population ageing. Statistics indicate that 3.3 million Australians were aged 65 years and over 

in 2013 (Australian Bureau of Statistics, 2013) and by 2054-55 the number of Australians 

aged over 65 is projected to more than double (Intergenerational report, 2015). Moreover, life 

expectancy is also increasing so that by 2055, life expectancy at birth will be 95.1 years for 

men and 96.6 years for women (Intergenerational report, 2015) and therefore the report 

emphasises a greater pressure for people to stay in the workforce for longer, without mention 

of how this is to happen.    

These statistics are coupled with data on how this ageing trend might impact the economy. 

For example, it has been estimated that government spending in Australia will exceed tax 

revenue by 5% of GDP by just 2040 if these population demographic trends continue 

(Australian Bureau of Statistics, 2011). Indeed due to increased numbers of workers leaving 

the workforce through retirement, there will be decreased participation of workers, which will 

result in a decline in real economic growth due to reduced GDP per capita, reduced 

government income from taxes and increased government spending on health care and social 

benefits. For example, the Treasury’s Intergenerational Report (2010), estimates that 

approximately $60 billion will be added to government spending by 2049–50. Two thirds of 

this amount is attributed to an ageing population, with predicted increases in age pension 

costs, healthcare, and aged care.  
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A critical means of mitigating the economic costs of ageing is to lift the proportion of older 

people in the workforce. This is particularly relevant to Australia where participation rates for 

older Australians are low (i.e. one out of three Australians over 55 participate in the labour 

force; Australian Bureau of Statistics, 2010). Increasing the employment rates of the over-50s 

carries important economic potential, by increasing taxable capacity and reducing the 

dependence of older people on the state. Despite this, a report by Abhayaratna and Lattimore 

(2006) indicated that there is a high proportion of individuals aged over 45 years who did not 

work but would have liked to work in 2005 (unemployed and discouraged workers), and 

individuals who worked but did not work as many hours as they would have liked 

(underemployed workers). In fact, according to their report, the underemployed accounted for 

the majority of underutilised labour in Australia. 

In 2012, the ABS reported the underutilisation rate of males between 55 to 64 years old to be 

at 8.8% and at 7.4% for the 45 to 54-year old age group (Australian Bureau of Statistics, 

2011). Women in the 45 to 54-year old age group whose aspirations for work are not being 

met is particularly high, with the underutilisation rate for this group standing at 12.2% in 

2010-2011 compared with a 7% underutilisation rate of men from the same age category 

(ABS, 2011). Furthermore, in 2010-2011 the ABS (2011) estimated the underemployment 

rate to be at 4.9% for men, and almost double this rate at 8.2% for women. These high 

underutilisation and underemployment rates of individuals aged over 45 years exists despite 

the recognition that population ageing will continue and there is a need to extend working 

lives to mitigate costs of ageing.  

The federal government has responded to this predicament by introducing legislative and 

policy changes aimed at boosting participation of older workers in the workforce. An 

example of this is the 2014 Coalition Government’s commitment to start increasing the 

pension age from July 2017 to reach 70 by 2035 (Massola, 2014). The Australian government 

has also introduced a ‘Restart Program’ (Australian Government Department of Employment, 

2017) that provides $10,000 over six months to employers who hire people over the age of 

50.  If this incentive works, organisations will need to make changes to accommodate older 

employees.  

While government initiatives around this issue are present, more needs to be done by 

organisations to confront this matter. MacDermott (2014) iterates the point that while 

legislation and social policy can assist with age-based benefits and financial incentives, it is 

the maintenance of and commitment to genuine employment opportunities for older workers 
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that is not tainted by negative perceptions of age that must be part of the broader solution for 

increasing workforce participation of the older age group. In line with this, research has 

demonstrated that older individuals who wish to work are unable to due to barriers (including 

organisational barriers) that are preventing them from doing so (National Seniors Productive 

Ageing Centre, 2012).  

In a study by Taylor et al (2014) conducted in Australia, a large number of baby boomers 

indicated that they would be happy to work part-time or never retire, demonstrating that there 

is a desire for older workers to remain in employment, which may be impeded by an 

entrenched nature of age discrimination in organisations. Other barriers to employment for 

older individuals is demonstrated in a report by Bowman and Kimberley (2011) which 

examined the perspectives of 10 baby boomers on their employment trajectories and current 

circumstances. The report indicated that while all those interviewed wanted to work, they 

were not able to work as many hours as they would have liked to due to the nature and 

conditions of their jobs. This was especially the case for women who faced particular 

hardship in finding stable employment. Similarly, a report by Tilly et al. (2013) from the 

Australian Human Rights Commission, found that women aged between 55-64 years had 

significantly low workforce participation rates, by as much as 17 points lower than their male 

counterparts. The report urges Australian businesses to implement initiatives in order to 

recruit, retain and develop the talent of older women in particular.  

Organisations also can play a pivotal role in allowing older workers to keep working for 

longer while easing into retirement. A longitudinal study by Warren (2015) using data from 

the Household, Income and Labour Dynamics (HILDA) survey showed that while older 

workers preferred to change from fulltime work to part time work gradually before retiring, 

few had done so, likely due to organisational restraints. Recent changes to the taxation of 

superannuation payments (Treasury, 2017) may also decrease incentives for older workers to 

work for longer. While the government will continue to introduce new policy that may 

motivate workers to stay in the workforce for longer, organisations can play a pivotal role for 

allowing this to happen. This can be particularly through diminishing age discrimination in 

the workplace. 

A study by Hahn and Wilkins (2013) using data from the Household, Income and Labour 

Dynamics (HILDA) survey also found that discrimination is prevalent in Australian 

organisations, with discrimination based on age being by far the most commonly reported. 

This is supported by findings from the Australian Human Rights Commission (2015) where it 
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was found that over a quarter (27%) of Australians aged over 50 years indicated that they had 

experienced some form of age discrimination on at least one occasion in the workplace in the 

last two years (i.e. 2013 to 2014).  

The existence of organisational barriers for the employment of older individuals brings to the 

forefront an important point regarding the need for organisations to undertake changes so as 

to better enable their recruitment and assist them to work for longer. Research has 

consistently indicated a paradox in the workplace, whereby employers do recognise the 

implications of population ageing but do not expect their organisation to have anything to do 

with it, or do not do more than taking temporary “non-strategic” action (Burgmann, 2013). 

This is despite the fact that there is a strong business case for lifting the proportion of mature-

aged individuals in the workforce.  

As our population ages, organisations will be need to adapt to this ageing workforce, and 

implement policies and strategies to increase their shrinking talent pool as experienced older 

workers retire and there are fewer younger workers to fill the void (Armstrong-Stassen and 

Ursel, 2009). There will be a need for organisations to initiate changes within the work 

environment to cater for an ageing workforce. A means of doing this is to examine the 

organisational factors that can facilitate the integration and participation of older workers in 

the workforce, so as to retain current workers and entice retirees back to work. Creating age-

friendly organisations that engage in enabling, supporting, and utilising the capabilities of 

older workers, is important in boosting workforce participation of the ageing population. 

The older worker 

An awareness of population ageing and its economic implications was brought into the 

spotlight in the 1980’s with economists publishing reports and articles on ageing population 

trends and its economic challenges (Wells and Freer, 1988, De Jouvenel, 1989). In later 

years, the focus of the literature has broadened to health, care, and the workforce amongst 

other aspects of ageing. Rhebergen and Wognum (1997) conducted one of the first studies of 

age-appropriate organisational policies in a multinational chemical company, where they 

found that organisational policies targeted towards the older worker were few. Since then, 

literary works on the ‘older worker’ have become abundant as the effort and emphasis on 

recruiting older workers and prolonging working life has increased.  

Studies investigating ageing workers have used various definitions of what actually 

constitutes an ‘older worker’. This is because there is no absolute agreement about what age 
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separates older workers from others. Ageing is a multidimensional process that is difficult to 

adequately reflect in a single definition and perceptions of what is an older worker can also 

differ based on age. For example, a report by the Productive Ageing Centre (2010) indicated 

that workers were perceived as being old at a younger age by younger workers than by older 

workers. Similarly, workers that fit the category of being ‘old at work’ may not think of 

themselves as being an older worker simply because they do not feel ‘old’.   

Since ageing is such a multidimensional process dependent on various contextual factors such 

as psychological wellbeing, psycho-social support, health, exercise and nutrition, the very 

definition of ageing or being old is riddled with ambiguity. This is to the extent that even 

research on career development and career-relevant behaviour has found both differences and 

similarities between people aged between 40-49 years and individuals older than 50 years 

(Inder and Bryson, 2007). Therefore, a person aged 50 years may be in better health or be in 

the same career phase as a person aged 40 years old. 

The notion of ‘Age Management’ as a human resource strategy takes into account the 

different stages of life and careers and provides different perspective of ‘what is old’. Age 

management considers chronological age (calendar years), functional age (number of years 

performing a job), organisational age (number of years working at an organisation), 

psychological age (the age that a person feels), and life span age (the stage that a person is at 

in life), since all of these categories of age has an impact on an individuals working life 

(Chandler Macleod, 2013). This shows that age and the definition of being “old” can depend 

on the perspective that is adopted, the purpose of the question and various contextual factors 

that surround the individual.             

Nonetheless, for the purpose of research and policy initiatives, a definition of an older worker 

can help with the study of this group and design policies and interventions for them. To this 

end, definitions of older workers are based on chronological age, and although there is little 

theoretical justification for the chosen age ranges, there is implicit justification based on the 

legal definition of age (Sterns and Miklos, 1995). For example, the Commonwealth Age 

Discrimination Commissioner classifies workers and job seekers as old at age 45, as do the, 

the United Nations (UN), and the World Health Organisation (WHO) (Australian Institute of 

Management, 2013). Up until 2016, the Australian Bureau of Statistics also classified their 

definition of an older worker as aged 45 years and over, and has now raised this classification 

to workers aged 50 years and over (ABS, 2016). The Organisation for Economic Corporation 

and Development (OECD) categorises mature workers as people aged 55 years and over 
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(Kossen & Pederson, 2008), while some of the international literature refers to older workers 

as those aged over 40 (Tepas & Monk, 1987). Nonetheless the general consensus, particularly 

within Australia, is 45 years and over as being older at work (AIM, 2013). This study will 

therefore base the definition of being an older worker to be consistent with the Australian 

literature and the ABS definition at the time that this research was conducted (i.e. 45 years 

and over).  

 

What is age-friendliness? 

The term age-friendly seemingly came about in the mid 2000s and is a relatively new 

expression in the ageing literature. Age-friendly has mostly been associated with 

communities and cities with few references made towards workplaces. With regard to age-

friendly cities, the concept is built on an ‘active ageing’ framework developed by the WHO 

(2002).  Active ageing is the process of optimising opportunities for health, participation, and 

security in order to enhance quality of life as people age (WHO, 2002). One of eight domains 

that have been identified by WHO that can influence the health and quality of life of older 

people is civic participation and employment. The term age-friendly in essence refers to 

practices, features or factors that reinforces the WHO’s active ageing framework to enable 

the social inclusion and participation of older individuals in a community or organisation. 

This involves the removal of barriers that may be hindering the social inclusion or 

participation of older individuals in a community, city, or organisation.   

In the age-friendly city literature, factors such as outdoor spaces and buildings, 

transportation, and housing with an emphasis on safety, personal mobility, security from 

crime, health behaviour, social participation, civic participation and employment (WHO, 

2002) are present. Both the British Columbia Ministry of Health and the New York City 

council have developed comprehensive guides on creating age-friendly communities based 

on the guidelines proposed by the WHO (New York City Council, 2012, British Columbia 

Ministry of Health, 2011). They advocate conducting an age-friendly assessment as a critical 

step in determining what needs to be changed and to form a baseline for measuring progress 

and setting priorities for action. This involves collecting data from the community on what is 

seen as important to enable an age-friendly neighbourhood. The Manitoban community in 

Canada proposes that an age-friendly community: 1) recognises diversity among older 

citizens; 2) encourages healthy, active ageing; 3) supports the contribution of older citizens; 

4) promotes the participation of older citizens; 5) creates an accessible and safe environment 
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for older adults; and 6) treats people of all ages with respect (Manitoba Council on Aging, 

2013). Likewise, in Australia, the Council of the Ageing (COTA) and the Municipal 

Association of Victoria (MAV) have also done some work on building age-friendly 

communities, through an action-focused approach involving older people themselves in 

auditing, consulting and reporting findings to their local community (COTA, 2016; MAV, 

2016). COTA claims that this approach comes from older people themselves, recognising that 

older people are critical contributors to society and the direct involvement of older people in 

deciding priorities and shaping actions can bring about relevant change in creating age-

friendly communities (COTA, 2016).       

The New York City Council (2012) has produced a resource on developing age-friendly 

businesses so as to encourage them to accommodate the older population. This involves 

strategies such as clear communication, lighting, sound, multi-media, customer service, and 

the physical environment. In fact, age-friendly audit tools that help tailor businesses and 

products to appeal to older consumers is fast growing, with a number of market research 

consultancies offering this service to businesses (Deloitte, 2014). Age-friendly audit tools for 

workforces on the other hand are scarce.  

Age-friendly organisations can reflect much of the strategies that have been identified in age-

friendly communities. As with age-friendly communities, age-friendly organisations should 

seek to encourage and promote diversity, encourage and support the participation of older 

workers, build safe working environments and treat people of all ages with respect. Similar to 

the literature on age-friendly cities, data needs to be collected on what is seen as important to 

older workers in order to establish what an age-friendly organisation is. Further, assessment 

of the age-friendliness of the organisation is important for determining what can be changed 

in order to make a workplace more accessible to older workers. The literature relevant to age-

friendly organisations has been mainly in the form of theoretical or discussion papers 

outlining age-friendly practices (Reed, 2011, Žnidaršič and Dimovski, 2011, Jones, 2003, 

Ziekemeyer, 2003, Broughan, 2013), qualitative research utilising case studies (Martens et 

al., 2006, Ciampa and Chernesky, 2013) and some empirical studies conducted with HR 

professionals and managers (De Cieri et al., 2008, Preissing and Loennies, 2011), and is 

discussed henceforward. 
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Age-friendly practices within organisations 

Studies have shown that older workers can be more productive than younger workers, 

provided that the organisational environment is modified to suit their needs and requirements 

(Steinberg et al., 1996). Nonetheless, while organisations are aware of the demographic shift 

in our ageing population and the possible effects this may have in terms of skill shortages and 

knowledge loss, most have not taken steps to prepare for this, nor for utilising the benefits 

that older workers can offer (Silverstein, 2007). 

Only a handful of studies have specifically investigated the antecedents of building age-

friendly organisations. Following Rhebergen and Wognum’s (1997) study on age-appropriate 

organisational policies, where they found a lack of perceived age-related policies, more 

recent studies have indicated that age-related HR practices are particularly important in 

influencing older worker’s decisions to continue working (Claes and Heymans, 2008). Not 

only do age-related policies have an influence on the retention of mature-aged workers, they 

also serve in attracting retirees back to the workforce (Armstrong‐Stassen, 2008).  

When considering the design of an age-friendly workplace, the literature specific to this area 

proposes a number of strategies relating to modification of the work environment, health 

promotion and disease prevention, and work arrangements. While this literature is rich in 

discussion around what needs to be implemented, there is however a lack of empirical studies 

that demonstrate the makings of an age-friendly workplace, particularly from the perspectives 

of older workers themselves. Discourse around age-friendly workplaces has mainly been 

descriptive, conceptual or quantitative in nature examining the needs and preferences of 

ageing workers and the need: to match the physical and mental requirements of a job to the 

capacities of older workers (De Cieri et al, 2008); to consider the full range of needs of 

mature age workers (including flexible options, work-life balance and support; Znidarsic and 

Dimovski, 2009)); to ensure that modifications are made to the work environment (e.g. job 

design and ergonomics; Reed, 2011); and to promote health and wellbeing in the organisation 

(Loeppke et al., 2013). An approach that directly asks older workers in an open format about 

their views and perceptions about age-friendly practices and environments has not been the 

norm in this area of research. It has been further suggested that addressing ageing when 

employees are young, rather than waiting till they are older will help ensure that workers 

maintain their physical and mental capacities as they age (Silverstein, 2007). A vital element 

to the success of age-friendly strategies is the existence of a culture that will support and 

encourage strategies that are targeted towards the older worker. A review of the literature has 
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identified factors that are relevant to creating an age-friendly workplace. These factors will be 

named and discussed henceforward.  

1. Flexible workplace 

Flexibility regardless of age is a preference by workers in today’s workforce. Within the age-

friendly literature, the topic of work-life balance and flexibility has exhibited much 

significance in managing and retaining ageing workers. Research overwhelmingly 

demonstrates that the availability of flexible work options in an organisation is a key aspect 

for attracting, engaging and retaining the older demographic. Older individuals who would 

like to remain employed are less inclined to favour traditional fulltime roles for a number of 

reasons including: 1) they have accumulated enough savings to retire but may still need a 

small income to sustain their standard of living; 2) they would like to continue to contribute 

to meaningful work, but not on a fulltime basis; 3) they may have the responsibility of caring 

for a family member with a disability or illness, but would still prefer to work on a more 

flexible schedule; 4) they would prefer to retire in phases rather than fully retire in one go; or 

5) physical disabilities prevent them from working fulltime or travelling to work (Eversole et 

al., 2012, COTA Australia, 2013, Johnson, 2011). Older workers therefore may prefer to 

work from home, have flexible start or finish times, may be interested in arranging significant 

periods of unpaid leave or simply would like to work less hours. Poor health is also a main 

reason for non-participation in the workforce by older individuals. but maybe counteracted 

with the ability to work flexibly (such as working part time and/or from home; Buckley et al., 

2013). 

A report on age-friendly organisations by the Government of Canada, with regard to 

flexibility has suggested employing strategies such as: 1) having a compressed work week 

(i.e. reducing the standard work week to working more hours over a smaller number of days); 

2) flexible hours; 3) job sharing (so that a typical fulltime role can be completed by two or 

more people); 4) the availability of part time work; 5) teleworking (so that individuals can 

work from home, while communicating online or over the telephone, rather than commuting 

into work everyday; 6) ability to take career breaks or unpaid short and long term leave 

(Federal/Provincial/Territorial Ministers Responsible for Seniors Forum, 2016). 

Another important aspect of flexibility to consider for the older worker is phased retirement. 

This is a program that can involve gradual reduced hours and responsibilities, which assists 

employees to extend their careers with the same employer, rather than moving to a different 

organisation or sector in order to fulfil their needs for reduced hours (Johnson, 2011). This is 
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also beneficial to employers who can retain specialised skills and knowledge within their 

organisation for longer and utilise this period as an opportunity for older workers to train and 

mentor younger employees while transferring knowledge capital.  

Research has provided evidence for a preference of flexible work options and its significance 

in attracting and retaining older workers. One such study is by Armstrong-Stassen et al. 

(2012) in Canada demonstrated that individuals aged 50 to 65 years who were in post-

retirement jobs after having retired from a variety of industries in both public and private 

sectors, were drawn to organisations that provide flexible work arrangements. In addition, a 

conference board survey in the United States indicated that one out of four older workers 

conveyed that they continue to work because their company provided them with needed 

flexibility, and nearly half said that more flexibility would prevent them from retiring 

(Christensen and Pitt-Catsouphes, 2005). Managers have also recognised this preference 

among older workers. This has been indicated in a qualitative study of managers within 

Australian subsidiaries of two large multinational companies, all managers emphasised the 

importance of flexibility for managing a diverse and ageing workforce (De Cieri et al., 2008).  

However, there are still factors in the workplace that may prevent employers from developing 

plans that would support the flexible employment of older workers. Christensen and Pitt-

Catsouphes (2005) suggest that the development of flexible policies may be inhibited by 1) 

the rigid design and structure of full-time jobs that reflect the priorities and needs of a 

younger workforce; 2) attitudes and stereotypes that stigmatise older workers; and 3) an 

overemphasis on the “bottom line” thinking, such as focusing on the costs of recruiting and 

retaining older workers, rather than the cost savings that they can provide.  

In addition to attitudinal and structural barriers to the access of flexibility, a presence of 

flexible workplace policies in an organisation may simply not be enough. Anecdotal evidence 

suggests that an unsupportive organisational culture may undermine the effectiveness of 

flexible policies in the workplace (Thompson et al., 1999). A culture of valuing and 

supporting older workers and providing the means to fulfil their requirements is necessary for 

the successful uptake of policies designed for them. This may require changing the mindsets 

of managers to be encouraging of negotiating flexible options for employees, so that using 

them is not discouraged nor does it result in negative career effects. Facilitating the 

development of flexible workplace policies needs to be accompanied by a full change of 

culture within organisations to support and value older workers.  
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2. Health promotion through job design 

Poor health and disability has been a main reason for a premature exit from the workforce. As 

the first of the baby-boomers reached retirement age in 2011, prolonging working life has 

become important in order to retain a skilled workforce and boost workforce participation of 

the older age group. Those who are forced to leave the workforce prematurely due to health 

reasons, often experience long-term unemployment and consequently upsets to their social 

and financial wellbeing (Robroek et al., 2013). Findings from a meta-analytical study 

conducted by Crawford et al. (2010), suggested that organisations that employed health 

promotion interventions were able to reduce health risks and improve productivity in the 

workplace. This was particularly for interventions that addressed both psychosocial and 

physical aspects of health.   

Some older workers see having health checks, health counselling and health condition tests as 

positive strategies for health promotion. The presence of exercise programs at work has also 

been linked to improved workability (a physical and mental capacity to work) among the 

older age group (Kuoppala et al., 2008). Other factors associated with health promotion are 

ensuring participation of older workers in physical activities, having a positive working 

environment, good relationships with supervisors and co-workers and developing skills 

through training (Crawford, 2010). These aspects are important for maintaining good health 

in the workplace, and have also been linked to other factors identified in the literature that 

constitute an age-friendly workplace, such as supervisor relationships and access to training 

and development (Crawford, 2010). This reinforces the idea that factors that are associated 

with an age-friendly workplace are linked, therefore when considering one aspect of age-

friendliness one must also take into account other factors that can impact on the facet under 

consideration. In essence, a reflection on organisational culture to achieve successful health 

promotion interventions in the organisation may be needed. 

Similar to flexible workplace conditions, modification to the design of jobs can assist with 

health promotion. Ergonomically engineering the workplace can assist with reducing work-

related injuries, absenteeism, stress and increase over all ability to work. Perry (2010) 

suggests thinking about task designs (e.g. repetition, complexity of jobs) workstation designs 

(e.g. sitting verses standing, reach zones, chairs) and environment designs (e.g. lighting, 

noise, office design) as components of job design for older workers.  

Physical re-design of the workplace is an important component of job re-design, however the 

literature relevant to ageing workers also examines the psychosocial characteristics of a job. 
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Research has indicated that older workers prefer low stress, low demand jobs since as they 

near retirement, career progression is not a priority (Harvey, 2005). In addition, Montenegro 

et al. (2002) found that older workers cited other element of work rather than career 

progression, such as “a desire to work for enjoyment” or “having something interesting to 

do” as reasons for not retiring. In addition, Groot and van den Brink (1999) found that job 

content was the most significant contributor to overall job satisfaction in their study of older 

workers in the Netherlands.  

On the other hand, work stress has been identified as a predictor of reduced workability 

(physical and mental capacity to work) (Wilson, 2000), reduced wellbeing (Herzog et al., 

1991) and early retirement (Reskin, 2000) among older workers. There are a number of job 

design related predictors of work stress including role overload, role conflict, role ambiguity, 

and a lack of control over work (Rosewarne, 2012, Rottier and Jackson, 2003). In a study 

examining the effects of role overload and role conflict on workability, role overload was 

found to be associated with reduced workability among premature medically retired subjects 

and role conflict resulted in reduced workability among active workers (Blackburn, 2012). 

Furthermore, poor job control and high job demands increased the likelihood of early 

retirement thoughts among Finnish social and healthcare employees (Coole, 2011). This may 

be because the combination of high demands at work and low control can provoke distress 

and activate a negative evaluation of coping at work until retirement. 

These studies provide evidence that job design and characteristics can have an impact on 

older worker’s health and retirement intentions. Yet, much of the research in this area has 

utilised cross sectional designs, and therefore it is difficult to make causal inferences since 

they do not investigate the long term effects. To create long-term change in the work place 

that may reduce stress, improve workability and have an impact on health promotion, 

strategies to change work environment cannot encompass superficial initiatives that focus on 

one aspect of the organisation. Changes must drive deeper, to gain organisation-wide 

acceptance and to reach all levels within an organisation. Work design changes may need to 

be accompanied by cultural changes to ensure modifications are not temporary, and to 

enhance the effectiveness of desired outcomes.  

3. Age stereotypes and age discrimination in the workplace 

An abundance of Australian studies have indicated that ageism within Australian 

organisations is rife and presents a significant yet scarcely acknowledged barrier to the 

recruitment and continued employment of older individuals (National Seniors Productive 
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Ageing Centre, 2012, Nelson et al., 2010, Bowman and Kimberley, 2011, Hahn and Wilkins, 

2013, Tilly et al., 2013). This is particularly the case for women who face both age and sex 

discrimination (Handy and Davy, 2007, Ainsworth and Hardy, 2007). Ageism in the 

workplace can impede on the implementation and effectiveness of age-friendly HR practices 

in organisations, and must be challenged in order for age-friendly practices to succeed. 

Ageism can serve as a significant barrier to the recruitment of older individuals, and can 

facilitate the early exit of employees from the workforce, into retirement (Markos, 2005, 

Žnidaršič and Dimovski, 2011).       

Ageism is usually a result of age stereotypes that exist in the workplace. These stereotypes 

are based on ageist attitudes and assumptions about older workers’ motivations, experiences, 

abilities, skills, or knowledge (Taylor, 2011). These ageist attitudes may also be embedded in 

the culture of the organisation or transmitted via human resource management policies, 

company ethos and marketing (Taylor, 2011). 

Stereotypes have been defined as an “exaggerated belief associated with a category that is 

used to justify behaviour toward the target” (Allport, 1954) and as a cognitive category used 

by a social perceiver in information processing (Hamilton and Troiler, 1986). Stereotypes 

form important cognitive tools that facilitate the processing of complex information, which as 

a result can influence behavioural response (Karpinska et al., 2011). Stereotyping can 

therefore be used in recruitment as a cognitive shortcut (either consciously or unconsciously) 

by managers to cut through the volume of applicants for a role. In fact, a number of studies 

have shown that ageist stereotypes do indeed influence employment outcomes, whereby older 

interviewees received lower interviewer ratings than their younger counterparts who had the 

same or similar qualifications or attributes (Avolio and Barrett, 1987, Finkelstein et al., 1995, 

Levin, 1988). However, these studies were conducted in simulated interviews with university 

students or volunteers therefore cannot be fully generalised to a real life interview situation. 

Nevertheless, a review of the literature by Posthuma and Campion (2009) has confirmed that 

there is a general preference for younger workers as compared to older ones. 

Much of the research conducted on ageism and discrimination within an organisational 

context has examined the existence of different types of age-related stereotypes (Hassell and 

Perrewe, 2006, Poulston and Jenkins, 2013, Posthuma and Campion, 2009, DeArmond et al., 

2006, McGregor and Gray, 2002), stereotypes that are in fact true to older workers (Ng and 

Feldman, 2012), the influence of age stereotypes on employment practices (Conen et al., 

2011, Karpinska et al., 2011, Avolio and Barrett, 1987, Weiss and Maurer, 2006, Cheung et 
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al., 2010) and the moderators of age stereotypes; such as: 1) age of employees (Weiss and 

Lang, 2011);  2) the presence of job related information during recruitment (Finkelstein and 

Burke, 1998); 3) type of industry; and 4) type of work (Poulston and Jenkins, 2013).  

A common finding is that age stereotypes can limit opportunities for older workers in terms 

of career progression, and access to training and development as well as deprive them of 

gaining rightful rewards for performance (National Seniors Productive Ageing Centre, 2012, 

Žnidaršič and Dimovski, 2011). This lack of training and opportunities reduces the 

employability of older workers, eventually pushing them out of the workforce altogether and 

into unemployment or early retirement. To demonstrate this, a study conducted in the UK in a 

local government authority, found that those older workers who perceived that they had been 

discriminated against had stronger intentions to retire early (Snape and Redman, 2003). It 

appears that perceptions of being discriminated against causes people to adjust their feelings 

of continued commitment to work and the organisation.  

Ageism within an organisation can arguably result from social and cultural influences, yet 

studies are often limited in their conceptual understanding of ageism by concentrating on the 

incidence of stereotyping rather than the social and cultural enactments. Traditional 

approaches within organisations to eliminate discrimination have typically focused on 

recruiting non-traditional employees in minority groups, but neglected addressing subtle 

forms of discrimination in the organisations values, assumptions or culture (Gelfand et al., 

2007). Aaltio-Marjosola (1994) state that age stereotypes could be cultural artefacts, existing 

within the cultural boundaries of individual organisations. Organisational culture is useful for 

antidiscrimination discourse, as it is understood as a process for developing shared meanings 

of experience through ongoing, day-to-day social interaction (Green, 2005). It is a relational 

process involving cognitive and normative biases that go along with social interaction and is 

influenced by the environment in which it operates.  

Culture may also be influenced, changed, and manipulated, and in turn may influence, change 

and manipulate members and features of an organisation (Wilson, 2000). It can set 

behavioural expectations within an organisation and also set the framework for the 

construction of identity and assumptions related to a particular subgroup (Green, 2005). 

Discriminatory cultural beliefs among key members of an organisation may be manifested in 

cultural artefacts such as behavioural norms, HR practices, and physical arrangements, and 

may be communicated through derogatory language, backlash attitudes towards diversity-

related programs or business justifications for discriminating (Gelfand et al., 2007). Through 
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this work culture can play a prominent role in the creation of attitudinal, behavioural and 

physical barriers for the hiring of older job applicants (Schur et al., 2005).  

An eminent theme in the literature of pushing back against age discrimination is the need to 

foster a culture that values the ageing worker. Choi et al. (2011) suggest that in order to 

successfully manage older employees, employers need to change the culture and environment 

of the workplace to alleviate some of the hardships that older workers might face (Choi et al., 

2011). Work culture can set behavioural expectations within an organisation and set the 

framework for the construction of assumptions related to a particular subgroup (Green, 2005). 

Changing mental models and attitudes within organisations is essential in building an age-

friendly organisation.  

Žnidaršič and Dimonski (2011) suggest that taking a positive approach to combating ageism 

is important and may include presenting evidence to line managers and supervisory staff 

about the benefits that older workers can bring. This comes from the realisation that although 

senior management may have intentions of introducing policies targeted towards the older 

worker, line managers may hinder efforts to do so. Therefore, age awareness is essential for 

reducing stereotypical beliefs that often result in age discrimination.  

 An age awareness strategy can include training for line managers and supervisors about the 

existing stereotypes regarding mature aged workers and why managers should not fall into 

the trap of having these misconstrued assumptions. Training might also include facts about 

the benefits that older workers can bring to an organisation and raising awareness about the 

need for good practice in the recruitment, training and reward of mature aged workers 

(Žnidaršič and Dimovski, 2011).  

Becoming an age-friendly organisation requires challenging assumptions and stereotypes 

about mature workers. A culture of inclusion needs to be encouraged, where perceptions of 

performance are not attached to age. As culture itself can be changed and manipulated to 

influence attitudes and policies within an organisation, creating a more inclusive culture 

would be useful in challenging existing age stereotypes within organisations. 

4. Including and valuing older workers 

Inclusion and diversity are emerging concepts in the organisational development literature, 

aimed at including groups such as women, culturally and linguistically diverse (CALD) 

groups, and those with disabilities. Recently, and as a result of population ageing, studies on 

age diversity and the inclusion of older workers have been making an appearance within the 
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inclusion and diversity area, yet they are still not as widely discussed as other groups. Shore 

et al., (2011) define inclusion as the degree to which an employee feels that he or she is an 

esteemed member of a work group through experiencing treatment that satisfies his or her 

needs for belongingness or uniqueness. This definition is an extension of that proposed by 

Barak (2000) which states that employee perception of inclusion-exclusion is conceptualised 

as the degree to which they feel part of critical organisation processes, such as access to 

information, connectedness to supervisors and colleagues and the ability to participate in 

decision-making.  

This culture of inclusion is based on highlighting and seeking out the potential benefits of 

individual differences and generally enriching the set of experiences that comprise the work 

environment (Spataro, 2005). In a culture of inclusion differences are valued and the 

organisation listens to the views of employees and communicates with them on issues that are 

relevant to them (White and Mackenzie-Davey, 2003). Perceptions of inclusion in an 

organisation have been associated with increased job satisfaction, wellbeing, task 

effectiveness and organisational commitment (Barak, 2000). Furthermore, implementing 

inclusive practices that can enhance older worker’s sense of empowerment and autonomy can 

assist in their retention within an organisation (Productive Ageing Centre, 2010). This can be 

attributed to the contributions of an inclusive culture in terms of its ability to promote 

fairness, build trust and ultimately create a sense of belonging, satisfaction and commitment 

among employees (Findler et al., 2007). 

Inclusive cultures also encourage perceptions of being valued, which have been associated as 

an important characteristic for the integration of older workers in an organisation 

(Armstrong‐Stassen, 2008, White and Mackenzie-Davey, 2003). For example, a quantitative 

study by Armstrong-Stassen (2008) demonstrated the importance of being valued at work to 

older individuals. The study, conducted among individuals aged 60-65 years who were either 

retirees, individuals who returned to work from retirement or individuals who remained in the 

workforce, demonstrated that all three groups rated recognition and respect as the most 

important HR practice in influencing decisions to remain in, or return to the workforce. 

Another quantitative study of older workers (aged 55 to 75 years) across a variety of roles 

within community organisations, found that “goodness-of-fit” between the workers and their 

work environment was enhanced through feelings of being valued, useful and respected in the 

organisation (Arsenault, 2004).   

White and Mackenzie-Davey (2003), conducted a qualitative study to identify the factors that 
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influence feelings of being valued in an organisation. They grouped their findings into themes 

of fairness, environment, and inclusion. Their findings revealed that fairness emerged as a 

key underpinning to feeling valued. Themes of fairness were attributed to: 1) pay and 

recognition; 2) personal development; 3) trust and support; and 4) organisational reputation 

and leadership. Treating older workers fairly, with respect and value could increase their 

motivation to remain in the workforce for longer. Employers will need to recognise this as 

they engage with an ageing workforce. 

Valuing older workers goes hand in hand with other age-friendly HR practices. An example 

is the provision of training to older workers, basing reward and promotion on performance 

rather than age, and modifying jobs to suit older workers demonstrates that they are valued 

within the organisation. A study conducted with 645 people aged between 50 to 65, indicated 

that workers felt that their contribution was meaningful and valued in an organisation when 

they had access to training and development (Armstrong‐Stassen and Ursel, 2009). However, 

in order for these practices to be successfully implemented, many organisations will need to 

undergo culture change initiatives to subdue the presence of age discrimination in the 

workplace, and ensure that age-friendly practices within the organisation are aligned with 

organisational values. Cultivating a culture of inclusion in an organisation is important for 

providing feelings of value, satisfaction, and commitment to work for an ageing worker and 

in building an age-friendly organisation.    

5. Supportive workplaces 

A European study conducted by Walker and Taylor (1999), listed four main “guidelines for 

good practice” in creating age-friendly organisations. Two of the four guidelines related to 

having a supportive workplace (i.e. support from senior management and having a supportive 

HR environment). Perceived organisational support indicates a general belief among 

employees that their organisation values their continued membership, is committed to them, 

and is concerned about their wellbeing (Green, 2005). It is based on a reciprocity norm, 

where one person is treated favourably by another and therefore reciprocates this positive 

treatment. The norm of reciprocity forms part of social exchange theory (Blau, 1964; 

Eisenberger et al., 1986) which proposes that social behaviour and relationships is a result of 

a subjective cost-benefit analysis to maximise benefits and minimise costs. For the 

organisation-employee relationship, perceived organisational support can promote worker 

satisfaction and motivation, hence resulting in enhanced employee wellbeing and retention. 

The culture of an organisation can be responsible for creating a workplace environment that 
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is either supportive and satisfying for older workers or is inhospitable and hostile for them 

(Ciampa and Chernesky, 2013).  

In a sample of older Canadian nurses, Armstrong-Stassen & Ursel (2009) found that 

respondents who felt that their organisation was providing its employees with training and 

development opportunities perceived their organisation to be more supportive than those not 

engaging in these practices and this was associated with their intention to remain with the 

organisation for longer (Armstrong‐Stassen and Ursel, 2009). A study by Vansolinge and 

Henkens (2007) identified a lack of social embeddedness (social relationships between 

colleagues and supervisors), an antecedent of perceived organisational support, as important 

for explaining perceptions of involuntary retirement. A lack of supervisor support has also 

been strongly associated with reduced workability (physical and mental capacity to work) in 

a nationally representative sample of 8000 individuals aged over 30 in Finland (Christensen 

and Shu, 1999) and the likelihood of early and involuntary retirement (Armstrong‐Stassen, 

1994, Van Solinge and Henkens, 2007). Taneva et al., (2016) identified mainly intrinsic 

factors and factors that are related to an organisation’s culture such as social integration and 

respect as types of organisational support perceived by older workers.  

These studies provide evidence of the importance of organisational support in creating age-

friendly organisations. Low levels of supervisor and co-worker support have consistently 

been shown to increase the likelihood of early and involuntary retirement (Armstrong‐

Stassen and Ursel, 2009, , Van Solinge and Henkens, 2007, Christensen and Shu, 1999, 

Armstrong‐Stassen, 2008). Positive supervisor attitude and support was associated with 

increased motivation to continue working in a qualitative study of Belgian HR professionals 

(Claes and Heymans, 2008). Support within the organisation assists with employee 

integration by enhancing feelings of satisfaction and wellbeing and hence providing 

employees with motivation to remain employed and incentive to be recruited into the 

workforce (Van Solinge and Henkens, 2007). Organisational support has also been linked to 

organisational commitment and work satisfaction in a study of 421 older nurses (Armstrong-

Stassen and Ursel, 2009). The idea that HR practices affect worker-related attitudes is 

supported by social exchange theory. Using this theory, it can be ascertained that HR 

practices have an effect on employees by supporting them, and that this support will result in 

greater attachment and a stronger feeling of obligation towards the organisation (Shore & 

Wayne, 1993).  
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Managers in supportive workplace environments recognise that positive conditions of work 

do indeed have a strong impact on an employee’s capacity to fulfil their work needs (such as 

gaining value and satisfaction from their job) and on their attitudes about colleagues, work 

and working longer (Ciampa and Chernesky, 2013). In order to create supportive 

environments for older workers, raising awareness of their needs and creating that basis for 

support in terms of changing attitudes towards older workers should be undertaken in 

organisations (Manshoven et al., 2006). This can be achieved by creating a culture that 

favours age-friendly practices. Improving perceived organisational support could 

consequently improve the workability, productivity, and health of ageing workers hence 

resulting in prolonging working life.   

6. Training and development 

Training is the planned effort by an organisation to facilitate the learning of job-related 

behaviour (Seike et al., 2012). Access to training and development is an important component 

of recruiting and retaining older workers. Studies have found that access to training and 

development for older workers improves self-efficacy, employability, and motivation to 

remain working (Rhebergen and Wognum, 1997, Claes and Heymans, 2008, Kooij et al., 

2008). However, the literature has consistently shown that older workers often miss out on 

opportunities for training and development. For example, a study by Ilmarinen et al. (1991) 

found that the organisations in their study were not aware of the aging workforce, were not 

engaging their older employees in training and developing activities, and did not customise 

training methods to suit older workers. In a study by Gray and McGregor (2003), 11.6% of 

participants cited age discrimination as a reason for which they were not endowed with 

training opportunities. Additionally, a study by van Dalen et al. (2014) conducted in 3,638 

organisations in six European countries (Denamark, Germany, Italy, the Netherlands, Poland 

and Sweden) demonstrated that age management strategies in organisations lean towards 

promoting early retirement packages for older workers over encouraging career development 

and training.  

Human capital theory within economics, predicts that older workers are less likely to be 

involved in on-the-job training, which can result in early retirement (Fouarge and Schils, 

2008). This is because organisations may see that investing in older workers will yield low 

net returns since there is not enough time remaining in the working life to recoup the net 

benefits of the investment. Older workers in turn feel that their skills are obsolete and not 

gaining access to training and development reduces their employability eventually resulting 
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in early retirement. A study by Fourage and Schils (2008) provides evidence for just that, 

whereby they demonstrate that older workers do indeed participate less in training than 

younger workers and that older workers who do participate in training are less likely to retire 

early than those who don't. Their study used data from the European Community Household 

Panel (ECHP). 

Another reason for which mature-aged workers are sometimes not provided with training and 

development opportunities is an assumption by employers that older workers feel that they 

are less able to learn than previously (Chiu et al, 2001). While in fact a study by Gray and 

McGregor (2003) conducted with 2137 workers aged over 55, found that the employees 

surveyed were actually quite supportive of training programmes being made available to 

them, yet the majority of older workers perceived discrimination with regard to access to 

training. This indicates a possible unconscious discrimination where employers may be 

overtly sympathetic to the plight of their older employees, thus not involving them 

considerably in their training programs.   

This low involvement of ageing workers in training exists despite the fact that training and 

development is important for older workers motivation to continue working (Kooij et al., 

2008) even after retirement. Women in particular cite training and development opportunities 

as important for their continued work. This is indicated in a study by Zemke et al., (2000) 

which demonstrates that compared to retired men, retired women were significantly more 

likely to believe that providing older adults with opportunities to update their skills would 

entice them out of retirement. They also strongly perceived that out-dated skills and 

experience were major barriers to gaining employment (Zeme et al., 2000). This may be 

because older women are less likely to have access to training and development opportunities 

than older men and therefore perceive themselves to be less employable. Providing access to 

training and development opportunities to older workers irrespective of gender is an 

important age-friendly HR practice for recruiting, engaging, and retaining older employees.  

However, several researchers contend that when training opportunities are offered to mature 

employees, training designs and methods need to be tailored to allow for the learning styles 

and experience of older employees (Ilmarinen et al., 1991, Pless and Maak, 2004). Lockwood 

(2007) argues that workplace training programmes are often discriminatory against older 

workers since they frequently emphasise abilities that are typically superior in younger 

workers, such as motor speed or the use of information communication technologies. 

Training practices for older employees may need to take a “hands-on” approach, be self-
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paced or take a practical learning approach. Therefore, not only engaging older workers in 

training and development activities, but tailoring the activities to be aligned with older 

workers needs and capabilities are important for creating an age-friendly organisation. 

Nonetheless myths that older workers have difficulty learning and are not motivated to learn  

continue to persist (Lockwood, 2007, Ranzijn et al., 2002, Gergenfurtner and Vauras, 2012), 

hence limiting their opportunities for training. Eradicating these misconstrued assumptions 

will allow for more training opportunities for older workers. Creating an age-friendly 

organisation may mean that opportunities for training and development will be based on 

performance, irrespective of age. It will also mean that ageing workers are valued in the 

organisation, and are therefore invested in by the organisation so as to keep them working for 

longer. A change in culture to reinforce positive rather than negative practices towards the 

older worker is important for recruiting and retaining older workers.   

7. Management of older workers    

Within the literature on age-friendly workplaces, managing older workers is not mentioned in 

great detail, yet a few noteworthy points have been raised in the age management discourse. 

These points focus on two aspects of management, the first one being leadership style from 

direct managers, and the second being the broader organisational influences coming from 

higher level management. Both of these aspects of leadership play important roles in the 

working lives of older individuals, and potentially could have an impact on their ability to 

work for longer. 

Under the leadership style of direct managers, there now exists a reversal of traditions where 

older workers are reporting to much younger supervisors, muddling the customs of managers 

being more experienced than their subordinates (Collins et al., 2009). As such, managing 

older workers becomes a sensitive topic where generational differences in leadership style 

can interplay with older workers’ experiences and satisfaction with work. There has been 

some research that examines generational leadership style and preferences, demonstrating 

differences between older workers and younger workers. Gursory et al., (2008) identify in a 

sample of hospitality workers that baby boomers respected authority and hierarchy more than 

those who belong to generation X or Y, and are willing to wait their turn for promotions and 

rewards. Similarly, Sessa et al., (2007) conducted two separate studies on 447 individuals in 

the United States, consisting of 34 matures, 209 Baby-Boomers, 153 Gen-Xers, and 51 

Millenials. They found that baby-boomers valued delegation more highly than other groups 
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and were more likely to exhibit delegation and other consensually based behaviours. On the 

other hand, Palermo et al., (2013) found that a more nurturing leadership style is associated 

with increased self-reported work ability amongst both younger and older workers in a 

sample of 306 employees. Oshagbemi (2008) also found in a sample of 400 UK managers 

that older managers valued a participative style of management more than their younger 

counterparts.  

Differences and similarities in leadership style preferences and behaviours between younger 

and older workers can have an impact on how satisfied older individuals are at work 

(Oshagbemi, 2008). Management strategies that are not in line with older workers’ 

preferences or expectations can have a negative impact on work relationships, experiences of 

work and well-being, potentially resulting in an early exit from the workforce (Nielson et al., 

2008). Therefore, training managers about age-related leadership styles may be of benefit to 

organisations. Yet, research on managerial preferences and the impact of leadership style 

from younger managers on the older age group is still relatively scarce, with this area being 

of potential for further research. 

Looking at the broader influence of higher level management, an important point raised in the 

organisational literature is the role of management in cultivating culture (Schein, 1992; Dyer, 

1985) and building age-friendly workplaces (De Cieri, 2008). De Cieri (2008) states how 

important it is for management to take an active role in the communication of age-friendly 

strategies to the rest of the organisation for, practices to be adopted. Broughan (2013) also 

mentions that in order for change to occur so that organisations can move towards an age-

friendly policy, this requires top-level planning, ownership, and support for age-friendly 

cultures to be cultivated. The literature therefore depicts an important role for senior 

management in creating age-friendly organisations and nurturing organisational culture, and 

is therefore a worthwhile factor to consider in enabling older workers to work for longer. The 

importance of managerial style and aligning this to older workers’ preferences are also 

discussed, with much potential for further research to be conducted in this area.  

Identifying the gaps: A critique of the literature 

This review of the literature has identified a number of age-friendly organisational 

practices/strategies that are relevant for the recruitment and retention of mature-aged 

individuals. However, as has been emphasised, an organisational culture that reinforces these 

practices is what is needed for their successful implementation. The literature reviewed has 

not revealed any thorough studies of age-friendly organisational culture. Instead, it offers a 
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range of age-friendly practices for consideration in thinking about culture. It is believed that 

these strategies will assist in increasing job satisfaction and the commitment of older workers 

to organisations, thus aiding in their retention (Kooij et al., 2010; De Cieri et al., 2008).  

 

The studies reviewed have also provided evidence of strategies that assist in recruiting and 

retaining older workers, such as flexibility, tailored training and development programs for 

older workers, modifications to job characteristics and the workplace design. However, these 

studies have mainly been in the form of cross sectional and self-report designs without due 

consideration to how these practices can be implemented in an organisation. Qualitative 

studies that openly ask older workers about their perceptions of age-friendly strategies, 

practices, and cultures are scarce. Many of these studies have also predominantly focused on 

employees with formal qualifications in white-collar jobs. Furthermore, from the literature 

reviewed, studies have tended to examine only a single age-friendly HR practice (such as 

flexibility or job design) without due consideration to a range of HR practices that assist and 

compliment each other.   

As evident within the reviewed literature, the existence or effectiveness of one age-friendly 

practice cannot be successful, without the existence of others. For example, as Thompson et 

al., (1999) point out, the existence of flexible workplace policies cannot in essence be utilised 

if there is no support from managers or supervisors in using them. Another example as found 

in the study by Armstrong-Stassen and Ursel (2009) is that older workers feel supported if 

they are provided with training and development, however training and development will not 

be provided to older workers if they are not valued in the organisation. Similarly, ageism in 

the workplace can inhibit the modification of jobs to better suit older workers, can prevent 

training and development from being provided to older workers (Lockwood, 2007), and can 

impact on perceived fairness, recognition and the inclusion of older workers (Pless & Maak, 

2004). Kooij et al., (2013; 2014) suggest that rather than considering singular HR practices 

for older workers, organisations should instead look at HR bundles that integrate a range of 

practices into a more meaningful package. This reiterates the need for organisations to take a 

comprehensive approach regarding age-friendly practices, such as one that incorporates 

organisational culture, by targeting a range of factors, rather than just individual factors.  

A key theme that is evident in the reviewed literature, but has not been explicitly examined, is 

the need for organisations to implement a culture that will enable age-friendly HR practices 

to exist and flourish. This culture should encourage practices that have been identified in the 
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literature as relevant to facilitating the recruitment of ageing workers and prolonging their 

working life. Therefore, a culture that fosters valuing, supporting and the inclusion of older 

workers, that promotes fairness in recognising and rewarding efforts regardless of age and in 

considering the needs and requirements of older workers when designing jobs and company 

policies, is relevant to the attainment of an age-friendly organisation.     

As Ilmarinen (1995) states, organisational culture is essential for the successful 

implementation and uptake of HR strategies geared towards an older workforce. Seike et al., 

(2012) also contend that a key to maximising the motivation and thus retention of older 

workers is through organisational culture. Markos (2005) additionally mentions that building 

an age-friendly organisational culture can assist in tackling the root of ageism in the 

workplace. She mentions that examining attitudes, beliefs, and assumptions is the starting 

point for untangling prejudices and the constructions that they underlie. She calls for 

facilitating an organisational culture that supports and embraces age-diversity. Similarly, 

Piktialis (2007) in an opinion piece raises the important point that many organisations try and 

fail to implement to policies directed towards older workers, simply because the 

organisation’s culture does not support these policies. Essentially, if organisations wish to 

enhance the value gained from older workers and maintain competitiveness in the future, they 

will have to undertake culture change initiatives to gear themselves towards an older 

population demographic. This will also aid in breaking down barriers that are currently 

preventing mature aged individuals from gaining and maintaining employment. 

Despite this, a review of the literature has produced no empirical results of studies that look 

to specifically identifying the dimensions underlying an age-friendly organisational culture. 

In addition, as women appear to be more prone to un and under employment through 

combined age and sex discrimination, age-friendly culture with respect to gender differences 

merits examination. Identifying the dimensions of an age-friendly culture, can help with 

providing a framework to guide organisational culture change. However, in order to develop 

such a framework, the concept of organisational culture must be explained, as methods of 

identifying the dimensions of culture are dependent on the aim of the study and the paradigm 

in which it is located. 

 

What is organisational culture? 

The concept of organisational culture which evolved out of the disciplines of anthropology 

and sociology, gained popularity within the business and psychology literature and 
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encompasses a number of definitions (Pettigrew, 1979, Schein, 1985). The definitions of 

culture are dependent on differing perspectives. Smircich (1983) drew attention to two basic 

perspectives on the meaning and application of culture in her influential paper. The first 

perspective presents culture as a root metaphor whereby symbols and images can be studied 

as a way of understanding organisations. The second perspective regards organisational 

culture as a variable in the form of an external constraint or an internal control mechanism, 

which can be manipulated by management. This culture-as-a-root-metaphor perspective is 

located within symbolism-interpretivism, whereas culture-as-a-variable is studied within 

functionalism (Schultz, 1995). A functionalist view of organisational culture has dominated 

the literature and presents an instrumental vision of culture, whereas interpretivism directs the 

attention away from the technical and instrumental aspects of culture and focuses on the 

social and symbolic dimensions (Demers, 2007). These differing views play an important role 

in how an organisation’s culture is understood, and the methodologies used in generating 

theory around the organisation’s culture. 

An interpretivist view of organisational culture  

Interpretivism which depicts culture as a root metaphor, originates from the social-

constructionist paradigm which views culture as the construction and re-construction of 

meaning, specific to the organisation and its context (Schultz, 1995). Within this perspective, 

the product of mind of an organisation’s employees constitutes the raw materials for the 

interpretation of an ordered system of meaning in terms of which social interaction takes 

place (Allaire and Firsirotu 1984). Interpretivism is concerned with shared meaning and the 

aim of the researcher is to understand these meanings (Wilson, 2000). According to this 

perspective, Frost (1985, p.17) proposes a definition of culture to be: 

 “talking about the importance for people of symbolism – of rituals, myths, stories and 

legends – and about the interpretation of events, ideas and experiences...” 

Geertz (1973) an influential theorist within this perspective regarded culture as a system of 

symbols that are instruments to create order and clarity out of chaos. Geertz although focused 

on a symbol-laden cultural realm, was also heavily influenced by Weber’s (1978) interpretive 

view of sociology which looks at meaning. As a result, Geertz conceives culture as 

“the  fabric of meaning in terms of which human beings interpret their experiences and guide 

their action” (1973: 145) 
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Burrell and Morgan (1979) who also adopt an interpretive perspective in understanding 

organisations, claim that organisations become figments of participants’ interpretation of 

their organisational experience. Therefore, cultural elements are seen as social constructions 

that emerge from organisational participants making sense of ongoing streams of action and 

interactions. Viewed from a symbolic interactive perspective, Brown (1978) says that 

organisational realities are unconscious and inter-subjective (neither subjective nor 

objective), and are construed through a process of symbolic interaction, re-iterating this view 

that culture is constructed meaning, arising from experiences.  

While symbols and interpretations form part of the interpretive paradigm, they are understood 

differently by functionalists. Functionalists view interpretations as ideas put forward by 

leaders and accepted by a group, while interpretivists on the other hand view meaning as 

continually created and re-created collectively so it becomes essential for the existence of 

organisations (Demers, 2007, Smircich, 1983). Interpretivism provides the possibility for 

local creation of meaning within different organisational units and contexts in the 

organisation, and hence, the existence of different, inconsistent patterns of meaning within 

organisational culture (Schultz, 1995). Therefore, interpretivism assumes that reality is 

subjective and multidimensional and the idea of sub-cultures emerges. Interpretivism rejects 

the idea of a single all-encompassing truth and instead believes in the existence of many 

small truths in organisations. Schultz (1995) states that understanding an organisation’s 

culture is a continuing and systematised creative process, which attempts to reconstruct the 

organisations’ members processes of creating meaning. 

The study of organisational culture from an interpretive perspective, is usually conducted 

using an ethnographic investigation and participant interviewing, and rather than a model 

being produced, a narrative text is developed that uniquely describes the organisation 

(Schultz, 1995). The aim of interpretivism is to achieve understanding of the organisation and 

of shared and non-shared webs of meaning – how things, events and interactions come to be 

meaningful (Wilson, 2000). In interpretivism, reality is subjective and dependent on one’s 

own interpretation. Cultural elements can therefore have different meanings depending on the 

individual and therefore can never be totally understood and explained. The goal of this 

theoretical framework is to build theory around culture, by the generation of descriptions, 

insights and explanations of events so as to reveal the structuring and organising of processes 

and to give meaning to behaviour within the organisation (Gioia and Pitre, 1990). This is in 
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contrast to functionalism, which seeks regularities in data in order to predict and control, 

building theory through a causal analysis (Gioia and Pitre, 1990). 

A functionalist view of organisational culture 

Looking at the concept of culture from a functionalist perspective, culture is seen as an 

instrument serving human biological and psychological needs (Malinowski, 1939), or an 

adaptive regulatory mechanism uniting individuals into social structures (Radcliffe-Brown, 

1952). Malinowski’s (1939) conception of culture is one of an instrumental apparatus by 

which manifestations of culture, such as institutions and myth, are explained for their 

functional necessity for the satisfaction of basic human needs. Radcliffe-Brown (1952) a 

structural functionalist sees culture as a component of a social system which has adaptation 

mechanisms to maintain society’s equilibrium with its physical environment. 

In integrating this with organisational theory, the focus of functionalism is in determining the 

function that culture plays in an organisation, in order for the organisation to adapt to its 

external environment (Schein, 1992). In functionalism, an organisation is seen as a natural 

system, with culture being necessary for its survival or “ongoing system” (Morgan, 1998). 

Culture is often viewed within this paradigm as shared values that are the glue that binds the 

organisation together and is a critical element in the management of change. One influential 

definition of organisational culture originating within this paradigm is by a key theorist 

(Schein, 1992, p.9) where he defines culture as:  

“a pattern of shared basic assumptions, invented, discovered, or developed by a given group 

as it learns to cope with its problems of external adaptation and internal integration that has 

worked well enough to be considered valid, and, therefore, is to be taught to new members of 

the group as the correct way to perceive, think, and feel in relation to those problems.” 

 

Functionalists within the organisational culture literature generally have a view of 

organisational culture as shared, consensual and aligned with management’s objectives to 

fulfil the organisation’s many functions (Demers, 2007). According to Schultz (1995), 

functionalism encompasses a universal framework for organisational culture, which depicts 

different levels of culture and is applicable to all organisations. Cultural elements are thereby 

grouped according to the categories/levels within which they fall, and the researcher's task is 

to find the relations between them. This perspective has been developed from systems theory, 

which offers a holistic approach to an organisation, while emphasising interdependencies and 
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interactions between the sub-systems or levels. Systems theory suggests that there exists a 

complex interaction between levels which involves individuals, groups and the external 

environment and which ultimately drives behaviour (Martins and Terblanche, 2003). The 

functionalist approach is primarily diagnostic, and the results produced between organisations 

are potentially generalisable as they are using the same theoretical framework (Schultz, 1995, 

Wilson, 2000) 

Most theorists within this perspective of culture delineate layered or process models of 

culture. Consistent with the theoretical existence of different layers or levels of systems 

within an organisation, Schein (1985) proposed a three-layered model of organisational 

culture, within the functionalist paradigm. This model is layered from the most visible or 

superficial to the most intangible or profound. Artefacts (technology, symbols and rituals, 

visible and audible shared behaviour patterns) make up the first layer. Values (discussable 

beliefs about why things are the way they are) form the second layer and are the observable 

manifestations of the inner most layer, which is underlying assumptions. Values are testable 

in a physical environment and members of the organisation hold a greater level of awareness 

of them (Demers, 2007). Underlying assumptions (implicit taken-for-granted ideas about the 

nature of reality and truth of human nature, activity and relationships) form what makes up 

the organisation’s paradigm and deepest structure (Schein, 1992, Demers, 2007). They are 

preconscious, invisible values that have dropped out of awareness over time and now form 

taken-for-granted assumptions in the organisation.  

Lundberg (1985), Dyer (1985) and Schein (1985) all consider that culture must be understood 

at several different levels, in order to ascertain how the elements of culture within the 

different layers work together and support each other. Lundberg (1985) viewed culture as 

primarily shared artefacts manifested in observables such as language, behaviour and things 

to which are attributed meanings, is socially learned, and transmitted by members. He 

postulated that at the centre of this layer of artefacts, culture comprised of deeply buried 

values and assumptions, modifiable but not easily so. Similarly, Dyer (1985) refers to culture 

as consisting of four levels; artefacts, perspectives (rules and norms), values, and assumptions 

shared by members of an organisation. Dyer (1985) acknowledges that leadership is critical 

for cultivating and changing culture, by bringing and embedding new artefacts, perspectives, 

values, and assumptions into the organisation. 

Hatch (1992) proposed a process rather than layered model of organisational culture where 

she saw culture as a dynamic model of values, artefacts, symbols, and assumptions. She bases 
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her model on Schein’s (1985) framework of organisational culture, adding a new element of 

symbols (from an interpretivist perspective) and making the elements of assumptions, values, 

artefacts and symbols less central, so that the relationships linking them become focal. By 

doing this, she moves the focus from static to dynamic conceptions of culture, concentrating 

on describing relationships between cultural elements as processes of realisation, 

symbolisation, interpretation and manifestation (Hatch, 1992).  

Hatch’s (1992) model offers a complex conception of organisational culture, that is focussed 

on the processes between the stable elements of artefacts, symbols, values and assumptions 

therefore is more useful for studying how culture can develop and change overtime and as a 

process. It is less useful for considering what constitutes the actual elements of a particular 

kind of culture. Therefore, this study uses Schein’s (1985) model as a basis for understanding 

an age-friendly organisational culture for its simplicity in capturing the complexity of 

organisational culture, and its constituents. Furthermore, Schein’s model remains especially 

influential in the organisational culture literature because he, more than other theorists (both 

functionalists and interpretivists), articulated a conceptual framework for analysing and 

understanding organisational culture. Although arguments against conceptual models of 

culture have been made on the grounds that they oversimplify a complex phenomenon, 

models such as Schein’s serve an important role in guiding empirical research and generating 

theory, through attempting to conceptualise culture so as to better understand it. When it 

comes to building theory around culture, and with regard to this study, building theory around 

age-friendly organisational cultures, interpretivism and functionalism offers entirely differing 

perspectives. 

 

Integrating interpretivism and functionalism to understand age-friendly cultures 

The interpretive and functionalist theoretical frameworks are dominant yet contrasting 

perspectives within the organisational culture literature. The interpretivist perspective of 

culture is concerned with describing and explaining culture in order to diagnose and 

understand. Its theoretical base is the social construction of reality through code analysis 

(Gioia and Pitre, 1990). Functionalism on the other hand searches for uniformities in culture 

in order to test, predict and control. It is therefore concerned with relationships in data, 

causation and generalisation, and its approach to theory building is refinement through causal 

analysis (Gioia and Pitre, 1990).  
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Geertz (1973, p.145) nicely differentiates functionalism and interpretivism with regard to 

symbols and shared meaning. He says: 

“The one considers social action in respect to its meaning for those who carry it out, the 

other considers it in terms of its contribution to the functioning of some social system.”  

The interpretive perspective is characterised by a subjective view of organisational culture 

and is based on the outlook that people socially and symbolically construct and sustain their 

own organisational realities (Rhoades and Eisenberger, 2002). For this reason, research using 

this theoretical framework generates descriptions and texts that delve into insights, 

interpretations and meanings of the organisation and organisational processes. This 

perspective is inductive in nature and theory generation around organisational culture occurs 

parallel to data analysis, using coding procedures to discern patterns in the data (Allen et al., 

2003).  

The interpretive perspective is useful for describing, explaining, and understanding 

perceptions of an age-friendly organisational culture so as to understand the factors that 

contribute to it. This theoretical framework can harness information on thoughts, beliefs and 

values which form the core of organisational culture. Data collected through this perspective 

is rich and meaningful, and is inclusive of important contextual factors that may be missed 

using solely a functionalist approach. However, research located within this theoretical 

framework generates information that can differ in interpretation, is less structured and more 

difficult to measure (Williamson, 2002). Research adopting this perspective is useful for 

constructing theory around the factors of an age-friendly organisational culture. However, as 

Schein (1992) argues, findings using this theoretical framework cannot be generalised or 

standardised across organisations, are more difficult to conceptualise and can be arduous for 

managers to understand and use. This is because information collected within this perspective 

is focused on interpretations, symbols and other factors that are more difficult to quantify and 

change. In the case of changing organisational cultures to be more accommodating towards 

an ageing workforce, situating the study within a functionalist perspective is arguably more 

beneficial.  

In functionalism, organisational culture is taken as an objective phenomenon that is external 

to and independent of organisational members (Allen et al., 2003). It carries an orientation 

towards a managerial perspective and is concentrated on measurable and controllable 

variables that comprise an organisational culture. Data collected within this perspective is 
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largely quantitative in nature, collecting information on values, beliefs, norms and the 

physical and social space (Thomas et al., 1990). Shared thoughts, behaviours and beliefs can 

be identified by asking individuals to comment on the norms and behavioural expectations in 

their specific organisation. This perspective is appealing for practitioners as it views culture 

as a facet that can moulded, shaped and changed.    

Functionalism however has been battered with criticisms regarding its unitary framework, its 

superficial view of culture and its ignorance of culture as diverse and rich (Kooij et al., 2008, 

Ogbonna and Harris, 2000). This is indeed true; as culture is more than just a controllable 

variable that functionalism purports it to be. In addition, though functionalism allows for the 

standardisation of a unitary model across organisations, other contextual variables (such as 

employee level, industries, personal values and other social and physical factors) are needed 

to be included in the model to get a full picture of an age-friendly organisational culture.  

Nonetheless, from a functionalist perspective, quantification of culture has opened up what is 

otherwise a black box of cultural factors (Williamson, 2002). Approaching culture from the 

functionalist paradigm provides objectivity and the precision of nomothetic methods to 

organisational studies. It provides a quick, easy, and psychometrically valid method of 

diagnosing a culture and identifying aspects of culture in need of change. It allows for 

organisational comparisons and the credibility of large studies focusing on a few controlled 

variables (Williamson, 2002). Finally, it is of most use to practitioners who wish to diagnose 

and implement an age-friendly organisational culture. Quantification within functionalism 

allows practitioners to measure and change variables within an organisation so as to construct 

a culture that is more age-friendly. Age-friendly organisational cultures are essential given 

the context of our ageing population and current organisational barriers that are preventing 

mature job-seekers from gaining work. Providing a means for organisations to easily assess 

the measurable and controllable factors can enable cultural change initiatives in favour of 

older workers and job seekers. 

Nevertheless, the weaknesses of a pure functionalist approach cannot be ignored. 

Approaching the research question from an integrated perspective allows for the benefits of 

both the interpretive and functionalist views. An integrative perspective will provide depth to 

our understanding of age-friendly organisational cultures and allow for construction of a 

better understanding around the dimensions of this kind of culture. It will also allow for the 

consideration of factors that may be otherwise neglected using a pure functionalist paradigm. 

The inclusion of a functionalist approach will allow for quantification, standardisation, and 
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validation and provide a means for practitioners to understand and use findings for culture 

change.   

A number of authors advocate the benefits of using multiparadigms particularly for the study 

of organisational culture (Yauch and Steudel, 2003, Schultz and Hatch, 1996). Schultz and 

Hatch (1996) propose a perspective labelled interplay, which is built on the simultaneous 

appreciation of the two contrasting theoretical frameworks of the interpretive and 

functionalist perspectives. They further state that by recognising the strengths and 

interdependence of the two perspectives it enables the researcher to reach a more subtle and 

complex appreciation of the topic at hand.  

The multiparadigm stance on organisational culture is preferred since it is believed it will be 

more useful for theory building by providing a more comprehensive stemming of the truth 

from different worldviews. Gioia and Pitre (1990) argue that interdisciplinary panels 

representing multiple paradigms can unveil links in approaches to theory construction and 

can bring alternative perspectives to bear. They further state that it can be useful to study 

events within organisations with different types of data that differ by paradigm, to see what 

similar or different views result. Finally, a study by Yauch and Steudel (2003) who utilised 

an integration perspective in their study of organisational culture, presents a strong case for 

this paradigm. They argued that using qualitative and quantitative data allowed for 1) 

triangulation, to corroborate data and obtain convergent validity; 2) to more fully explain the 

results of the study; and 3) to guide further data collection and sampling.  

It is therefore anticipated that using both interpretivism and functionalism in building theory 

around the factors that constitute an age-friendly culture will be more beneficial than simply 

adopting one theoretical framework. This use of both interpretivism and functionlism can 

lead to a deeper understanding of organisational culture, enabling analysis of artefacts, values 

and assumptions that drive behaviour within organisations. Further, the use of the two 

perspectives can assist with gaining a comprehensive view of what exactly is an “age-friendly 

organisational culture” and therefore creates the opportunity to change a culture to be more 

age-friendly. These two contrasting perspectives of organisational culture have implications 

for changing culture to be more age-friendly. 
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Changing to an age-friendly organisational culture 

There is an expectation that the development of age-friendly organisational cultures will 

assist in attracting and retaining older workers and in lifting the proportion of unemployed or 

underemployed mature-aged individuals. One of the main barriers to the recruitment and 

retention of these individuals is ageism within organisations. At the root of ageism lie 

stereotypes, attitudes and prejudices which are generalised into erroneous beliefs (Markos, 

2005). As these attitudes, stereotypes and beliefs are normally embedded within an 

organisation’s culture; examining and changing organisational culture can be used as a 

starting point to untangle these prejudices.  

Culture change occurs in organisations usually when there is a need for change (Sessa et al., 

2007). With regard to changing to an age-friendly organisational culture, a need for change 

can be easily identified from an organisational perspective. This is because the baby boomer 

generation currently makes up a large percentage of the Australian workforce (i.e. 27.85% of 

the Australian population and 41.8% of the Australian workforce in 2006; Hugo, 2012). In 

2011, the first of the baby boomers reached retirement age (65 years old), meaning that over 

the next 15 years a large number of baby boomers are set to leave the workforce. 

Consequently for organisations, this may result in labour shortages (with only an 11% growth 

of labour supply being predicted from 2024 to 2044, the same as what was experienced 

between 2004 to 2010), a loss of knowledge capital as older workers retire, a lack of skilled 

workers or talent, increased costs associated with recruitment and training and reduced 

productivity (Australian Bureau of Statistics, 2011).  

Changing to an age-friendly organisational culture can be beneficial for organisations 

particularly with regard to retaining their ageing employees. Studies have shown that older 

workers have lower absenteeism, fewer accidents and are more loyal to an organisation 

compared to younger workers (Maurer et al., 2008, Billett et al., 2011). In fact, a study by 

Brooke (2003) found that the total net benefit of employing an older worker was $1,956 per 

year per older worker through savings on recruitment and training costs. This is because older 

workers tend to stay with an organisation for longer and therefore confer fewer costs to the 

organisation for recruitment and training. Companies are starting to acknowledge a need to 

adapt to an ageing workforce in order to retain key skills and talent. For example, BMW has 

changed its production line in Dingolfing, Germany to one that is more ergonomic and 

suitable for its older workers acknowledging that its workers aged over 50 will rise from 25 

per cent in 2011 to 45 per cent by 2020. 
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Changing corporate culture will require strategies to be reflected across all levels of 

organisational culture (artefacts, values and assumptions) (Sessa et al., 2007). The different 

levels of organisational culture often work together and reinforce each other. However, there 

may be instances where inconsistencies can exist between the different levels. There may be 

for example, a commitment by management to hire older workers as part of the second level 

of organisational culture (values). This commitment may however not be reflected in the first 

level (underlying assumptions) which as a result is not reflected in the third level (artefacts) 

(Schur et al., 2005). Neville and Dalmau (2010) state tensions can be produced in the 

organisation through inconsistencies between the layers of culture, therefore the 

organisation’s basic assumptions need to be expressed in its vision, beliefs, and way of 

operating. It is for this reason that when implementing a culture change initiative, all levels of 

culture must be consistent with each other.  

Changing an organisation’s culture to be more age-friendly requires identifying dimensions 

for guidance of the culture, so as to have a framework to aspire towards. An understanding of 

what constitutes an age-friendly culture can assist with engendering change and can provide a 

framework for organisations to utilise in the transition. The functionalist perspective of 

culture acknowledges the possibility of cultural change and the importance of leadership in 

managing this change (Demers, 2007). Culture change within the interpretive perspective on 

the other hand is uncommon, with very few authors developing conceptions of change. Those 

authors within the interpretive paradigm who do acknowledge the possibility of change (e.g. 

Hedberg and Jönsson, 1978 and Berg, 1985) tend to have an integrative view of 

organisational culture with a managerial focus. Berg (1985) an advocate of the interpretive 

perspective, mentions that management cannot change culture but rather it is developed by 

making people aware of certain aspects of culture in which they exist. This is accomplished 

by bringing values and principles to the surface and by providing people with a framework 

with which they can interpret what they see. 

Similarly in functionalism, a framework of culture is used to measure and drive change. Most 

models of culture change derive from the functionalist paradigm, since it allows for the idea 

of controlled and planned change. From this perspective, a great emphasis is placed on the 

importance of leadership in developing shared values, that overtime become the basic 

assumptions guiding organisational action (Demers, 2007). For example, Schein (1992) from 

a functionalist perspective purports that every organisation has a culture, but many 

management teams deliberately cultivate it. According to Dyer (1985) leaders assist in 



 

 

38 

embedding new artefacts, values and strategies in order to cultivate change in the 

organisation. This intentional cultivation of culture is aligned with the company’s goals and 

philosophies to achieve organisational outcomes. Changing an organisation’s culture is 

always difficult, including changing to a culture that values age diversity. Carnevale and 

Stone (1995), p.93 state “in most organisations, valuing and managing diversity requires 

nothing less than a cultural transformation”, so that the organisation’s culture is accepting on 

employees of all ages.    

A prominent model of organisational change, Kurt Lewin’s (1943) three-step model of 

change, is one that originated from the functionalist perspective. Although this model has 

been criticised for its difficulty in application to modern day scenarios because the model 

assumes a stability of environment during the change process, many modern models of 

organisational change are based on Lewin’s model. Lewin (1943) states that in order for 

change to be stable, it has to penetrate all aspects of a nation, or in this case, an organisation. 

Schein (1992) also acknowledges Lewin’s work and its application to his three layered model 

of organisational culture, stating that he is “the intellectual father of contemporary theories of 

applied behavioural science, action research and planned change” (p 239).  

Lewin’s model is linked to planned change driven by management and purports that change 

happens in three steps. Step one is unfreezing, in which the equilibrium of human behaviour 

that is supported by a complex field of driving and restraining forces, needs to be destabilised 

(unfrozen) and old behaviours are unlearnt, before change can happen (Burnes, 2004). Schein 

(1996) argues that psychological safety is a key requirement for rejecting old behaviours and 

accepting new ones. Step two is about moving which is learning a new approach promoted by 

action research (a process consisting of a spiral of steps composed of planning, action and 

fact finding which assists with moving towards change; Lewin, 1943). It is this iterative 

approach of research, action, and more research, which enables groups and individuals to 

move from a less acceptable to a more acceptable set of behaviours (Burnes, 2004). Step 

three is refreezing which seeks to stabilise the new learned behaviours. Schein (1996) states 

that the main point of this stage is to ensure that the new behaviours are congruent with the 

environment, norms, routines, and behaviours of the rest of the organisation.    

 

In order to initiate planned change in culture, Cameron and Quin (2011) recommend 

diagnosing culture so as to initiate change, arising from a functionalist perspective. Culture 

change tools are typically used before the unfreezing stage or during the moving stage 
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(Cameron and Quin, 2011). A diagnosis of organisational culture enables organisations to 

understand where the organisation is and where it wants to be. In changing culture, 

instruments are typically used to diagnose an organisation’s culture, which is compared 

against a theoretical framework for understanding culture (Cameron and Quinn, 2011). 

Instruments can be used as part of a systemic process to specify what the measures of culture 

mean in terms of action. Examples of empirical instruments that have been designed and used 

for assessing organisational culture include 1) the Organizational Culture Inventory (Cooke 

and Szumal, 1993), which characterises three general culture types; 2) the innovation culture 

scale, measuring how innovative an organisation’s culture is (Dobni, 2008); 3) the Women’s 

Workplace Culture Questionnaire (Bergman and Hallberg, 2002) measuring a culture suitable 

for women, and 4) the School Quality Management Culture Survey (Detert et al., 2003), 

which includes nine dimensions of quality management culture. Additional examples of 

quantitative instruments assessing organisational culture can be found in a review paper by 

Jung et al., (2007). With regard to age friendly tools, a review of the literature has found only 

a few of such tools, which are discussed below. 

 

Tools to understand how age-friendly an organisation is 

An article by Streb et al., (2008), critically reviewed the Financial Times Top 40 publications 

to shed light on future directions for the issue of the ageing workforce. A key 

recommendation was that new tools designed to manage an ageing workforce should be 

developed as current tools were limited. While no age-friendly culture framework exists, a 

review of the literature has identified a few age-friendly audit tools for organisations. One of 

these tools devised by Coventry University (Broughan, 2013) works on a traffic light system 

of red, yellow and green, and indicates whether the attention to age-friendly resources within 

the organisation is ‘urgent’ (red), ‘available’ (yellow) or ‘fine’ (green). The tool assesses the 

existence of ageism in the organisation, the existence of policies for older workers, and the 

attitudes that workers hold for ageing workers. It is a diagnostic tool to help an organisation 

explore whether there are any age-related issues within a workplace, but does not assess what 

older workers themselves desire in an organisation and what they consider as age-friendly 

initiatives.  

 Another tool developed by the Age Partnership Group (2006) is an age audit guide designed 

for businesses to use to eliminate age discriminatory policies and practices and prepare for 

age discrimination legislation. This tool focuses on policies and documents that are available 
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within the organisation for older workers and the presence of positive and negative age 

stereotypes. It looks at the existence of policies on diversity, recruitment and selection, 

training and development, career progression, retirement, redundancy and rewards and 

packages. The purpose of the tool is to audit whether businesses have the required 

documentation for anti-discrimination legislation, rather than focusing on the culture of the 

organisation to accommodate such policies. 

The Productive Ageing Centre (2014) has also recently developed an age management tool 

kit for employers. The tool kit serves as a comprehensive and practical collation of 

information for employers, managers and HR professionals to use to initiate, implement and 

evaluate effective age management strategies. Its main goal is to assist with recruiting and 

retaining mature aged workers. It is structured under three headings: initiation (getting 

started), implementation and evaluation. The initiation and evaluation phases of the tool kit 

involves conducting workforce audits and analyses and mentions the use of surveys to gather 

organisational metrics and other data. Suggestions of relevant data to gather include 

information on staff characteristics (e.g. age structure, qualifications, training and 

development), business objectives (e.g. revenue growth, leadership accountability, financial 

return on investment), recruitment and retention (e.g. costs of hire, time to fill jobs, time to 

start jobs), and health and productivity (e.g. absence rate, employee’s health status and 

capacity to work). While this tool kit provides a well-structured and comprehensive guide of 

age management strategies for organisations, it does not provide a tool to assess perceptions 

of the organisation’s performance on being age-friendly. Its intention is to be used as more of 

a resource guide when considering age management, rather than as tool to cultivate an age-

friendly culture. 

These age-friendly or age management tools (Productive Ageing Centre, 2014; Broughan, 

2013; Manshoven et al., 2006) are useful to organisations for identifying areas of 

improvement so as to increase age-friendliness or as a resource to guide age-friendly 

initiatives. They do not however entail a comprehensive assessment as they omit key factors 

such as being valued at work, job design, flexibility in the workplace and support. They are 

not instruments that assess organisational culture in its entirety but rather review more 

tangible aspects of the organisation. They also assess specific HR practices and policies 

within an organisation but do not consider aspects of organisational culture such as values 

and norms, underlying assumptions, and the social environment.  
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Considering an organisation’s culture can better assist with creating change within the 

organisation. The measurement of organisational artefacts and values can be done by using 

metrics and surveys, much like those discussed yet the measurement of assumptions is more 

difficult and is subject to a researcher’s interpretation (Pedersen and Sorensen, 1989). 

Nonetheless, in consideration of the functionalist perspective, using tools to understand and 

measure layers of artefacts and values, can assist management to change these elements of 

culture in order to create a work environment that is age-friendly. Anchoring these age-

friendly strategies and philosophies into culture so that new behaviours are rooted into social 

norms and shared values, by linking these behaviours and norms to improved organisational 

performance, can over time assist in creating underlying assumptions that align with the 

values and artefacts that have been cultivated by the management (Kotter, 1995).  

However, in order to successfully engender change in organisational culture, an 

understanding of the collective thought processes informing behaviour is needed. Therefore, 

qualitative research within the interpretive paradigm can help produce a deeper understanding 

of organisational culture, by constructing meaning around what older workers perceive to 

assist them to work for longer. As such, this study seeks to utilise both qualitative (within the 

interpretive paradigm) and quantitative (within the functionalist paradigm) methods so as to 

gain a comprehensive understanding of the factors that constitute an age-friendly work 

culture from the older workers’ perspectives.   

 

Research questions and hypothetical framework  

This review of the literature has examined the context of the ageing population, the need for 

strategies to prolong working lives and break down barriers that are preventing older 

individuals from working. The review has further identified age-friendly practices within 

organisations that have an impact on the recruitment of older individuals and their motivation 

to continue working. The review identifies a gap in the literature pertaining to the lack of 

research specifically investigating age-friendly cultures, and contends that there is a need to 

develop an understanding of how older workers’ construct meaning around an age-friendly 

organisation and of the factors that constitute an organisational culture geared towards older 

workers. The review argues for the need to implement age-friendly organisational cultures in 

order for strategies and practices directed at older workers, to be effective. It further suggests 

that developing a framework for an age-friendly work culture that can be generalised across 
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organisations, will be of use to practitioners and can provide a basis for culture change 

initiatives.  

Based on an understanding that organisational culture can maximise the process by which 

organisations support and integrate older workers, it can be concluded that research into 

assessing and creating age-friendly organisational cultures is necessary given the context of 

our ageing population. However, in order to create or change cultures to be more age-

friendly, the dimensions of it must first be identified. Therefore, the aim of this research is to 

understand what is an age-friendly organisation according to older workers and to explore the 

factors that older workers perceive can promote and maintain an age-friendly organisational 

culture. This will be done by using an integrative approach to understanding culture by 

combining both functionalist and interpretive perspectives. 

Within this integrated approach, an adapted version of both interpretivism and functionalism 

will be used. Interpretivism will be used to describe and explain culture and in doing so this 

perspective will assist in building an understanding around an age-friendly organisational 

culture from the experiences and perspectives of older workers (Gioia and Pitre, 1990). The 

notion that culture is not a unitary embodiment but rather is a subjective phenomenon, which 

can be interpreted differently by differing groups will allow the research to examine 

perceptions of an age-friendly organisational culture, from the lens of age, gender, 

employment level and sector. This is also relevant as the heterogeneity of older workers and 

their heterogeneous needs have been increasingly recognised, and it has been argued that 

organisations should implement a more individualised approach to treating older workers 

(Bal and Jansen, 2015; Bal et al., 2012).  

As interpretivism can open up a ‘black box’ of cultural factors, the integration of a 

functionalist perspective as another phase of this research, will assist in providing more 

precision to the data by generating few but important factors of culture. From functionalism, 

the orientation of culture towards a managerial perspective will allow the study to also denote 

measurable variables that comprise an age-friendly organisational culture according to older 

workers, and as such provide practicality to the data to assist with culture change initiatives 

(Williamson, 2002).   

An integration of interpretivism and functionalism can also assist in addressing the 

shortcomings of taking a siloed approach. While interpretivism is useful for generating 

theory, and providing depth and meaning to the data, incorporating functionalism into the 
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study will provide more structure and applicability to data through the use of Schein’s (1991) 

standardised framework (incorporating artefacts, values and assumptions). Additionally, 

while a functionalist perspective will be useful for practitioners and leaders in organisations 

through its focus on measurable and therefore changeable elements of culture (Demers, 

2007), the inclusion of interpretivism will allow the study to go beyond a superficial view of 

culture (Kooij et al., 2008) through a broader, in-depth exploration of culture, and its 

acknowledgment of a local creation of meaning.      

The integration of interpretivism and functionalism will also allow for a qualitative phase of 

the research to inform a quantitative phase, hence providing an in-depth yet applied 

understanding of an age-friendly culture. Within this research, the use of qualitative methods 

driven by interpretivism will assist with constructing an understanding of age-friendly 

cultures and provide entrenched and profound information on culture. The quantitative 

aspects of the study driven by functionalism will assist with generating a standardised 

framework of factors that can be used across organisations to enable the initiation of culture 

change, so as to allow for the extension of age-friendly organisations.   

The following questions will form the basis of this research: 

 How do older workers construe an organisation that is age-friendly? 

 What age-friendly organisational factors emerge from self-reported data collected 

from older workers? 

 How are the age-friendly organisational factors affected by age, gender, employment 

level, and sector? 

 How can older workers’ understanding of an age-friendly organisation be integrated 

into a model of organisational culture? 

 

A hypothetical framework of an age-friendly organisational culture, located in the 

functionalist paradigm of Schein’s (1985) model of culture is proposed in figure 1. This 

hypothetical framework is used as a starting point, to organise the age-friendly practices 

identified from the literature review into a model of culture. This model was chosen as a basis 

for understanding organisational culture in this study, as it allows for the simple 

categorisation of data into clearly differentiated levels to conceptualise an age-friendly 

culture. Other models of culture on the other hand, either focus on processes rather than 

elements of culture (e.g. Hatch, 1992) or do not wholly articulate a conceptual framework to 
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understand culture (e.g. Lundberg, 1985; Dyer, 1985). It is for this reason that Schein’s 

model remains especially influential in the organisational culture literature since Schein’s 

model serves as important for guiding empirical research.  

Figure 1 summarises the literature on age-friendly practices into three layers of 1) artefacts; 

2) values; and 3) underlying assumptions in line with Schein’s model, in accordance with a 

functionalist view of organisational culture. Artefacts, which is the first level of culture, 

includes the visible and tangible aspects of an age friendly culture, such as ergonomics, 

furniture, and equipment. The second level of the model includes the discussable beliefs 

within the organisation that are directed towards its ageing workers (e.g. offering flexible 

work, designing jobs that are suitable for older workers, continued training and development 

opportunities for older workers, the inclusion of older workers in the organisation, etc.) The 

final level of the model refers to assumptions, which are the taken-for-granted behaviours 

within the organisation that are relevant to older workers (older workers are valued).  

This hypothetical framework summates the literature discussed and provides a framework for 

which to organise the data collected on perceptions of an age-friendly organisational culture. 

The framework originated from the functionalist perspective since it encapsulates a 

standardised illustration of an age-friendly culture. In this study, the layers of prime focus 

will be the layer of values and artefacts in accordance with functionalist theorists such as 

Demers (2007) and Dyers (1982) who mention the importance of leadership in developing 

shared values that overtime become basic assumptions, and in embedding new artefacts and 

values in organisations to cultivate change. Interpretivism will be used to inform this model 

by openly asking older workers about their perceptions of age-friendly organisations, and 

looking at local creations of meaning. The focus of this study will be in analysing older 

worker’s perceptions in order to understand what they believe constitutes an age-friendly 

organisation, and relating these perceptions to organisational culture. 
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Figure 1: A framework for an age-friendly organisational culture using Schein’s (1991) 

model   

 

Summary 

 

Figure 1: A framework for an age-friendly organisational culture using Schein’s (1991) 

model 

This review of the literature has put into perspective the context of the ageing population and 

the need for strategies to prolong working lives and break down barriers that are preventing 

older adults from working. The review identifies practices within organisations that can have 

an impact on the recruitment of older individuals and their motivation to continue working. 

These practices include: having a workplace that endorses flexibility; promoting health in the 

organisation through reducing stress; introducing health programs and monitoring the design 

of jobs to promote health; tackling age stereotypes and discrimination in the workplace; 

building a culture that values older workers and includes them in the company’s philosophy; 

creating supportive workplaces; including older workers in training and development 

programs and ensuring that training is tailored to age; and being sensitive to employee age in 

management and leadership practices.   
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 A gap in the literature is identified pertaining to the lack of research specifically 

investigating age-friendly work cultures. It is proposed that age-friendly work cultures will 

assist HR practices and policies to be successfully implemented and utilised in organisations. 

Building and changing cultures to be more age-friendly is discussed within both interpretive 

and functionalist paradigms, and it is ascertained that integrating both perspectives can help 

form a more comprehensive understanding of what this culture is. It is further suggested that 

developing a framework for an age-friendly work culture that can be generalised across 

organisations, will be of use to practitioners and can provide a basis for culture change 

initiatives. Based on an understanding that organisational culture can maximise the process 

by which organisations support and integrate older workers, it can be concluded that research 

into assessing and creating age-friendly organisational cultures is necessary given the context 

of our ageing population demographic. However, in order to create or change cultures to be 

more age-friendly, the dimensions of it must first be identified.  

From a critical review of the literature, four research questions were proposed. These were: 1) 

How do older workers construe an organisation that is age-friendly? 2) What age-friendly 

organisational factors emerge from self-reported data collected from older workers? 3) How 

are the age-friendly organisational factors affected by age, gender, employment level, and 

sector? 4) How can older workers’ understanding of an age-friendly organisation be 

integrated into a model of organisational culture? It is proposed that employing both 

qualitative and quantitative methodologies in order to answer these questions will help 

provide a more comprehensive understanding of an age-friendly organisational culture and 

hence better enable change. 
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Chapter 3:  Research Design 

Introduction 

The purpose of this study as explained in Chapter two is to understand what is an age-friendly 

organisational culture, from the perspectives of older workers themselves. Two perspectives 

(functionalism and interpretivism) will be adopted in order to provide a holistic view of 

culture, one that can be used by organisations to initiate change and move towards being 

more age-friendly. While previous studies have examined organisational policies and 

practices only, this research looks at organisational culture as a means for an effective 

transformation towards more age-friendly organisations. Organisational culture is a complex 

phenomenon involving the consideration of multiple layers and facets of an organisation. 

This includes a reflection on ingrained thoughts, policies, philosophies, attitudes behaviours, 

and tangible aspects of culture. Therefore, both qualitative and quantitative methodologies 

are often used to understand and measure culture. For this reason, this study will similarly 

employ a combined approach of qualitative and quantitative methods by integrating both the 

interpretive and functionalist perspectives. The qualitative data will also assist in examining 

individual and contextual elements with regard to age-friendly organisational factors, which 

the quantitative data does not capture. This chapter begins with a brief philosophical 

description of the overall approach of the study. Additionally, it provides information on 

ethical considerations and mentions some characteristics of the organisations and sample 

used for the project. Lastly, a brief description of the research design is stated and a flow 

diagram is displayed indicating the steps of the research. 

 

Overall approach and justification 

A multi-dimensional inquiry will be used to analyse the questions of: 1) How do older 

workers construe an organisation that is age-friendly? 2) What age-friendly organisational 

factors emerge from self-reported data collected from older workers? 3) How are the age-

friendly organisational factors affected by age, gender, employment level, and sector? 4) 

How can older workers’ understanding of an age-friendly organisation be integrated into a 

model of organisational culture? The study was conducted in four phases using both 

qualitative and quantitative methods to determine the theoretical dimensions that formulate 

age-friendly organisational cultures according to older workers, and to examine the 

contextual factors that can have an impact on perceptions of an age-friendly organisational 
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culture. The combined use of quantitative and qualitative methodologies is consistent with 

the integrative paradigm chosen based on the arguments described in chapter two.  

As previously indicated, research located within the interpretive framework is conducted 

using qualitative methodology in order to harness a profound understanding about what 

exactly constitutes an age-friendly organisational culture. Qualitative methods in the 

interpretive theoretical framework also allow for the construction of a substantive 

understanding around age-friendly work cultures (Gioia and Pitre, 1990). They can enable 

research not based on pre-existing hypotheses to create new theories and understandings of 

lived experiences. This approach is a form of social inquiry which allows the research to 

focus on the interpretation of an age-friendly organisational culture according to mature-aged 

workers (Patrickson and Ranzijn, 2005). Furthermore, it will allow for the finding of 

unanticipated knowledge and material relevant to the topic at hand to emerge. Morgan (1998) 

mentions that using qualitative methods to drive quantitative research, helps ensure the 

effectiveness of the exploratory quantitative work so that all the important topics are covered 

and are asked in an appropriate fashion. This method is particularly relevant for item 

generation in a larger quantitative study (Rowan and Wulff, 2007).  

Quantitative methods located in the functionalist theoretical framework were used to refine 

theory and identify the measureable aspects of work culture that represent a collection of 

factors capturing the values and artefacts of an age-friendly organisational culture, so as to 

enable change. Functionalism involves the testing of a hypothesis (Gioia and Pitre, 1990) and 

in the case of this study; the hypothetical framework shown in Figure One will form the basis 

of the model to be tested, for the layers of values and artefacts. Furthermore, quantitative 

methodologies can address some of the limitations of qualitative inquiries and vice versa. For 

example, while quantitative research does not produce the depth of information on intangible 

and unquantifiable elements of culture, it does provide scientific rigour in terms of reliability, 

validity, and objectivity (Williamson, 2002). It can allow for the generalisability of findings 

and the potential use of the identified dimensions across a number of organisations (Gioia and 

Pitre, 1990). It also allows for the ability to conduct large scaled studies and for comparisons 

between organisations by using a standardised and unitary framework (Gioia and Pitre, 

1990). Most importantly, it provides information on measurable and overt aspects of culture 

so as to identify and prioritise interventions to boost the age-friendliness of an organisation. 

With the interest of creating or changing cultures to be more age-friendly, the development of 
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an instrument that allows an efficient method to assess a culture and identify areas in need of 

change is relevant.  

The procedures used in this study followed those cited by Padgett (1998) and Morse (1991) 

who depict using qualitative inquiry to explore and validate concepts included in quantitative 

research. Data from the qualitative phase of the study assisted in providing descriptive 

information about the organisational practices that are important to recruit and retain older 

workers, what mature aged employees understand by an age-friendly workplace and helped 

to inform the larger quantitative study through item generation, and by contributing to a final 

model of an age-friendly culture. This provided a more comprehensive and valid model that 

summates the elements of an age-friendly organisational culture. Qualitative enquiry assisted 

in generating theory around age-friendly factors by examining how older workers construct 

their social realities in organisations (Gioia and Pitre, 1990). It also helped describe the 

meaning of the age-friendly organisational factors according to older workers, tap into some 

symbolic aspects of culture and help to construct an initial framework of factors to inform a 

model of culture (Smircich, 1983). It contributed to understanding the contextual elements 

that might influence factors of an age-friendly organisational culture. Therefore, the first 

research question was answered through qualitative enquiry. Quantitative enquiry helped 

refine the theory constructed through the qualitative analysis, and establish the factors of an 

age-friendly culture to assist in engendering change, serving to answer the second research 

question. Both the quantitative and qualitative data was integrated and interrogated to answer 

the third research question, whereby the contextual elements of culture will be explored. The 

perceptions of older worker’s was then organised into a model derived from the literature to 

answer the fourth research question. 

Ethical considerations 

Ethics approval was obtained from the University of Melbourne Human Research Ethics 

Committee (see Appendix A), prior to conducting the study. Ethics approval was also 

required for conducting the study within a government organisation, and was obtained 

through their internal ethics committee (Appendix B). Organisational approvals to conduct 

the study were also obtained from an NGO and corporate organisation (Appendix B). The 

research complied with guidelines in the National Statement on Ethical Conduct in Human 

Research (2007) produced by the National Health and Medical Research Council of 

Australia.  
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The key ethical considerations relevant to this research were to protect the privacy and 

anonymity of participants. This was important in the case that their participation in this 

research could have an impact on their employment status, or their treatment in their 

organisation by managers and other colleagues if their identity were to be known. Therefore, 

all efforts to maintain confidentiality, and anonymity were made. This included ensuring that 

participants were to contact the researcher directly if they wanted to be a part of the research, 

all communication was made directly with the participant, all identifying information was 

removed when reporting the results of this research, all data was password protected and only 

researchers had access to the data. The researcher also ensured that the survey data was 

unidentifiable and that participant names could not be linked to their responses in the 

interviews.  

 All participants were provided with a plain language statement and consent form prior to 

conducting the study (Appendix F). The plain language statement informed the participants 

of the nature and purpose of the study, that participation was voluntary and participants were 

free to withdraw at any time. They were further briefed on how their confidentiality would be 

protected including the use of pseudonyms in any publications arising from the research. 

They were also informed that interviews were audio recorded, and how the recordings would 

be stored, protected and eventually destroyed. Specifically, the data from the research would 

be stored at the Brotherhood of St Laurence (organisation where the research was conducted) 

for a period of five years before being destroyed. Furthermore, interviewees were made 

aware that the project formed part of the researcher’s Doctoral thesis. Finally, respondents 

were also informed that there was a chance that the respondent could be identified in the 

qualitative study due to the small sample size used.  

With regard to the survey data, respondents were made aware that all responses to the survey 

were anonymous and therefore unidentifiable. Therefore, once a survey was submitted to the 

research, responses could not be withdrawn. Data from the survey would also be stored for a 

period of five years before being permanently destroyed.   

 

Sample 

The study recruited from three large organisations (a public sector organisation, a corporate 

organisation and a not-for-profit firm) in Australia. The organisations’ locations were spread 

across four major cities in Australia. An attempt to include three organisations from the three 
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different sectors was undertaken so as to get a representative sample of the Australian 

workforce. Data from the three organisations will be first pooled for analysis to examine 

older workers views as a whole, and then analysed separately to ascertain whether responses 

differed according to the organisation/sector. Respondents were mainly white-collar workers 

and were classified across three levels of employment (senior management, middle 

management and general employees). All respondents were aged over 45 years. The sample 

consisted of both males and females. The criteria for participation were that employees 

needed to be aged 45 years or older and working fulltime or part time within the 

organisations. A brief description of each organisation is below. The description also entails 

policies, strategies, and philosophies of the organisation, which was collected via websites 

and publications of the organisation that can be applicable to mature age employees. 

Not-for-profit organisation 

The organisation within this sector is located in Melbourne, Australia but possesses a national 

profile. The organisation provides welfare services, undertakes research and development and 

retail activities. Respondents to the study were all based in Melbourne. The following 

policies were found in the organisation’s enterprise agreement: 

 Employment conditions: - The organisation states its commitment to providing fair, 

flexible, and safe work conditions. This includes providing flexible working hours, 

part time job sharing (all subject to operational availability and the requirements of 

the role), and phased retirement. 

 Equal opportunity policy: - This policy highlights actions the organisation will take to 

ensure that everyone has the right to an equitable, safe, positive and productive 

environment. It includes definitions and actions for discrimination (including age), 

harassment, vilification, and victimisation.  

 Learning and development: - The policy describes that learning and development is an 

individual’s responsibility but the organisation will encourage and support the pursuit 

of focused development, learning and education opportunities. Learning and 

development financial support will be funded by individual department budgets or by 

HR, including when an employee is directed to undertake a course of study. Study 

leave is also provided for learning and development activities. 

 Leave: - Relevant to mature age workers leave is provided for carer’s leave, career 

breaks, study leave, and purchased leave among other types of leave. The policy 

describes the process of accessing leave. 
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 Recruitment: - This policy states that the recruitment and selection process will be fair 

and equitable and conducted in a transparent, consistent, confidential and timely 

manner. Specific attention is paid to indigenous recruitment and people with 

disabilities.  

 Remuneration: - the objectives of the policy include attracting retaining and 

developing staff, ensuring equity and consistency, ensuring gender pay equity, 

appropriately rewarding performance, reducing unnecessary staff turnover and control 

salary costs.  

 Work-life balance: - This policy details the flexible work options available at the 

organisation, which requires approval from the general manager and a process in 

place to manage the worker. Flexible work options include flexible hours, home based 

work, part-time work, job sharing, purchased leave, accrued days off, leave discretion, 

time off in lieu, career breaks, phased retirement, and leave for work and family 

entitlements.  

Private sector organisation 

The organisation within this sector is a large telecommunications company in Australia. It has 

a presence Australia-wide. The study recruited from an operational division within the larger 

company. Respondents were mainly Melbourne based, but also included some individuals 

based in major cities (namely Brisbane and Sydney) around Australia. The following 

information about the company’s values, strategies and philosophies was found through the 

company’s website or other published documentation on the Internet. 

 Equal opportunity and diversity: - the company commits to ensuring diversity and 

equal employment and providing a workplace that is free of discrimination and 

harassment. 

 Flexibility: - the company strives for new ways of working and providing more choice 

in how employees work 

 Stimulating and challenging work: - the company assists in providing work that is 

varied and challenging 

 Growth opportunities: - the company aims to offer a variety and choice in career 

direction. The company provides choice to the employee and the employee defines 

their own course, having the support to reach their destination. 
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 Learning and development: - the company encourages career development and 

mentions that career development conversations are held with managers to map out a 

career path. Training forms a key component of career development within the 

organisation and is dependent on the employee’s initiative. 

 Rewards and benefits: - The company rewards and recognises staff efforts 

 Diversity and inclusion: - the company has a focus on diversity and inclusion relating 

to gender, age, ethnicity, race, cultural background, disability, religion and sexual 

orientation. 

Public Sector organisation  

The organisation within this sector is a government directorate based in Canberra, Australia. 

Study participants were all based in Canberra. With regard to the organisation’s policies, 

strategies and philosophies for employees, the following information was found on the 

organisation’s website: 

 A respect, equity, and diversity framework: - the framework highlights that the 

organisation values diversity and creating respectful and fair workplaces. The 

organisation strives to increase employee engagement and heighten levels of 

workplace participation.  

 Employment strategies for people with disability: - the organisation strives to create a 

culture of inclusion, develop a better understanding of how people with disability 

relate to the organisation, understand how to make changes to recruitment practices so 

that skilled and talented job seekers with disability can compete on a level playing 

field, and empower employees confidence in employing people with disability. 

 Workplace health and safety: - the organisation has a policy which outlines its 

commitment to the provision of a safe and healthy work environment for all its 

workers. It includes points relating to its commitment to achieving the highest 

standards of workplace health and safety, ensuring all workers are safe from injury 

and risk to their health, fosters an accountable and supportive leadership, develops the 

skills and capabilities of supervisors and managers in health related issues and 

provides rehabilitation for injured workers. 

 Graduate program: - contains no age limitations for being eligible or considered for 

the program 
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 Leadership development program: - the program is designed to assist senior 

executives in forming a strategic mindset towards their roles and to identify and 

develop key leadership capabilities.  

 Enterprise agreement on work life balance: -   

o Flexitime - the organisations has policies on flexitime, which allows the 

pattern of attendance at work to be varied according to the needs of the 

employee and requirements of the work.  

o Flexible working arrangements: - Flexible working hours are also available to 

senior officers of a certain grade, due to the nature of their responsibilities.  It 

is also available for employees whose request is related to the care of a child. 

o Flexible working and leave: - This is available to those with carer 

responsibilities (including for children, domestic partners, siblings, parents, 

grandparents and close relatives). 

o Part time employment: - This details the procedures required to shift to regular 

part time employment over a four week period, through an agreement with the 

head of service 

o Job sharing: - This details procedures for job-sharing arrangements through an 

agreement with head of service  

o Home based work: - This details that home-based work is a voluntary 

arrangement and requires agreement from the head of service. It details the 

procedures around accessing and facilitating home-based-work.  

 Enterprise agreement on mature age payment: - The organisation has policies where 

for employees who are seventy years or older, additional remuneration benefits 

instead of superannuation contributions can be given if the head of service considers 

that the employee has the knowledge, skills and experience that are essential for the 

organisation to retain. 

 Recruitment: -  

o Equity and diversity: - the organisation has principles on equal opportunity for 

recruitment 

o Fairness: - the organisation has principles on applicants being entitled to a fair 

process and unbiased assessment. 

While there was comprehensive information accessible via their websites on the policies and 

philosophies of the not-for-profit and public sector organisations, information on the private 
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sector organisation was accessed mainly via media publications online and with only some 

information gained through the company's website since the company’s frameworks, and HR 

policies were not available on their website. Nonetheless, enough information could be 

gathered to inform the research of the private sector company’s general philosophy and HR 

strategies.  

All three organisations have policies or philosophies on equity, diversity, and inclusion. They 

also have policies on flexibility acknowledging the importance of this for retaining a skilled 

workforce. Only the private sector company incorporated a philosophy of the inclusion of 

ageing workers into its philosophy. However, no specific policies or initiatives that the 

company employed to engage and retain mature age workers were found. The other 

organisations (public and not-for-profit) did not have any apparent policies or initiatives that 

specifically targeted the mature age group. Most policies and philosophies that were found 

for all organisations were applicable to a wide range of groups (e.g. parents, carers, people 

with disability, racial groups, and women). Therefore, it was deduced that the participating 

organisations were not actively recruiting, retaining, and engaging the older age group. 

 

Study design 

The study will be conducted in four phases, which are as follows: 

Phase 1: Qualitative data collection and analysis. This phase of the study utilises qualitative 

enquiry to explore the views and perceptions of workers aged over 45 on factors that are 

important to their recruitment and retention and that contribute towards an age-friendly 

organisational culture. The sample size depended on when saturation was achieved. Semi-

structured interviews were used as the data collection method. The data from this phase of the 

study was used to identify factors that play a role in recruiting and retaining older workers 

and to understand how older workers construe an organisation that is age-friendly, thus 

generating a better understanding of this topic.  

Phase 2: Survey building, dissemination, and analysis. This phase of the study involves item 

generation of an age-friendly organisational culture scale based on data gathered from the 

qualitative inquiry. The items developed from the qualitative data was disseminated to 

employees aged 45 years old and over within participating organisations. The data from this 

phase was subjected to exploratory factor analysis in order to determine the factors of an age-

friendly organisation. A sample size of at least 155 was used for analysis (Tabachnick and 
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Fidell, 2007). The identified dimensions of an age-friendly organisation within this phase of 

the study assisted in providing a generalisable framework of age-friendly factors based on 

perceptions from older workers themselves, and refine the theory generated from phase one 

of the study. 

Phase 3: Contextual models of an age-friendly organisational culture. Within this phase of 

the study, the variables of age, gender, employment level and industry was analysed to 

determine how the identified age-friendly factors discovered in the previous phase, adapted to 

group and sector differences. To do this, both the qualitative and quantitative data was re-

visited and re-analysed according to demographic and sector characteristics, to test for 

statistical differences and to identify emerging themes when analysing data through the 

different lenses of age, gender, employment level, and sector. While current age-friendly 

tools adopt a unitary approach to measurement (i.e. tools are generic across sectors and 

employee characteristics), this study attempts to go beyond this and examines whether the 

term “age-friendly” may vary by group characteristics. Again this phase adopted an 

integrative approach by providing recognition to a model of culture that rests within the 

functionalist perspective, but also giving due consideration to contextual factors of culture (a 

characteristic of the interpretivist perspective). 

Phase 4: Integrating older worker’s perceptions of an age-friendly organisation into a model 

of culture. This phase of the study integrated the perceptions of older workers regarding an 

age-friendly organisation into a model derived from the literature, and made use of both 

qualitative and quantitative data. Schein’s (1985) three-layered model of organisational 

culture was used as a template on which the model will be constructed. Quantitative data was 

used to inform the layers of values and qualitative data (looking at how older workers express 

the manifestations of values in their transcripts) was used to inform the layer of artefacts. A 

priori assumptions taken from the literature was also used in the model for the inner most 

layer of culture, given that cultural assumptions develop over time (Schein, 1992), and 

therefore could not be captured in the current study. A flow diagram that indicates the 

research design steps can be seen in Figure Two.  
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Figure 2: Flow diagram of the research design  
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Summary 

This chapter discusses the research design that was used in the study, incorporating both 

qualitative and quantitative methodologies to answer the research questions. The chapter 

highlights the benefits of employing a multi-paradigm approach to study organisational 

culture. Qualitative methodology assisted in developing theory around what is an age-friendly 

organisational, provided the subjective elements when understanding culture and allowed for 

new themes to occur. Quantitative methodology assisted in providing a framework for which 

to define an age-friendly organisational culture, provided an objective view of culture and, 

provided a means to a more standardised structure of culture that can be subsequently used 

for culture change initiatives.  

Three organisations from three different sectors (private, not for profit and public) 

participated in this research project. Policies and philosophies (taken from the media and 

websites) of each organisation was detailed, in order to later compare them with responses 

from the qualitative interviews. In general, all organisations did not actively possess 

strategies to recruit, retain, and engage mature aged workers. They all however included in 

their philosophy, the principles of respect, equity, and diversity indicating that the 

organisations valued diversity and creating fair and respectful workplaces. Policies on 

flexibility were also a notable inclusion in all organisations’ frameworks that will be later 

compared to responses from the interviews. 

A research design structure was proposed to occur in four phases. The first phase is a 

qualitative study to understand workers perceptions of an age-friendly organisational culture, 

and factors that assist with the retention of older workers. Within the second phase, items are 

generated to measure age-friendly factors in order to inform a framework of an age-friendly 

organisational culture. Factor analysis is undertaken in the second phase to generate age-

friendly factors. The third phase examines group and sector differences and relates these 

findings to the age-friendly organisational factors generated in phase three. The fourth phase 

of the study involves a discussion and proposition of a model of an age-friendly 

organisational culture, based on Schein’s (1985) framework. Together, these four phases will 

assist in providing an enhanced and comprehensive understanding of ‘what is an age-friendly 

organisational culture’ and how age-friendly programs and policies can be matched to 

individuals with varying characteristics. 
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Chapter 4: Qualitative study methodology 

Introduction 

This chapter describes the methodological approach used in this qualitative phase of the 

project. The first section details the type of inquiry used, and a rational of why this form of 

inquiry was chosen. A background of the research is provided and a description of the 

researcher’s motive for conducting this research. The sample characteristics in the qualitative 

study are then discussed in more depth, followed by a description of the instruments and 

procedure used in the study.    

A grounded theory approach 

Grounded theory is a commonly used qualitative research approach utilised by social, health 

and organisational researchers. It is a term employed by many researchers to describe a 

general method for developing constructs inductively from the data gathered as part of the 

qualitative research (Dillon, 2012). The method was coined by Glaser and Strauss (1967) 

where they present their viewpoint on the theoretical formulation of this subjective field 

methodology. It has origins in pragmatism and symbolic interactionism which views reality 

as practical and knowledge as being derived from observation of the interactions among a 

group of individuals (Saven-Baden and Howell Major, 2013). However (Strauss and Corbin, 

1990) have now opened up the possibility for grounded theory researchers to work from other 

paradigms. In this study, grounded theory was used an analytical tool to analyse the data 

gained from semi-structured interviews. 

The overt purpose of grounded theory is to generate theory from empirical data without a 

predefined hypothesis, by use of an inductive analysis called constant comparison of the data 

(Saven-Baden and Howell Major, 2013). This is done subjectively where both the researcher 

and participants are involved in constructing knowledge together about how a social world is 

experienced understood and produced. The approach posits meaning as negotiated and 

understood through interaction with others in social processes (Starks and Trinidad, 2007).  It 

uses human behaviour as its focus, thus grounding findings in participants’ lived experiences. 

It has the unique advantage of seeking to develop hypotheses and theories to explain what is 

happening in a given situation (Saven-Baden and Howell Major, 2013). This theory provides 

a full explanation of a process or scheme associated with a particular phenomenon (Dillon, 

2012). 
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This approach was chosen as a way to analyse the data, since an aim of the study is to provide 

a better understanding of what an age-friendly organisational culture is like, and to generate 

theory around this phenomenon. Goulding (1998) and Locke (2001) suggest that grounded 

theory lies close to an interpretive paradigm, of which Glaser also agrees. Glaser mentions 

that, with the influence of Strauss who has a strong background in symbolic interactionism, 

he began to learn the social construction of realities through attributing meaning to what is 

being said. Hence, the method is aligned with the purpose of this study, which is generating 

theory around age-friendly cultures through an interpretive perspective by constructing 

meaning about an age-friendly culture through the analysis of a collection of perceptions 

from older workers. 

Grounded theory can not only help generate theory around the factors that constitute an age-

friendly culture but also can assist in the description of older workers’ perceptions of what 

can assist in recruiting and retaining them. The approach can also be used to provide 

additional insight into age-friendly elements of organisational culture, through making sense 

of the voices captured in the study. Martin and Turner (1986) advocate for the use of 

grounded theory in organisational research as it not only provides a detailed account of the 

area under investigation, but it also provides a means of communicating findings to those in 

the area either as a basis for discussion or as a vehicle for implementing change. As this study 

seeks to take a step towards enabling culture change, grounded theory is a relevant 

methodology for the first phase of this project.    

Turner (1983) mentions that the use of grounded theory for analysis in investigating 

organisational culture is appropriate since it allows for extensive exploration of meanings, 

commonalities and shared behaviours or experiences when describing a workplace. Semi-

structured interviews with older workers can help to identify work factors that were important 

to them and to generate descriptions of an age-friendly workplace from the perspectives of 

these mature aged employees themselves. The use of semi-structured interviews will allow 

the researcher to ask the same questions to all participants utilising a flexible framework. By 

asking participants of their experiences and views through open-ended questions, the 

researcher will be able to construct knowledge, encourage depth and vitality, and allow new 

concepts to emerge. This epistemology is important for building theory around age-friendly 

cultures. It also allows the researcher to guide the interview process and extract key 

information of the topic at hand.  
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In using a grounded theory analysis, the aim of the research is to generate or discover theory 

to describe the process contributing to the phenomena under consideration and to do this 

inductively without a pre-given framework (Groenewald, 2004). Therefore, questions asked 

in the interview will be open-ended with the purpose of eliciting information on workers’ 

preferences, thoughts, needs and experiences of their organisation, work, working life and 

future orientations. Utilising grounded theory as an analytical tool for this study helps to 

provide an understanding of the experiences of older workers in the workforce, the impeding 

work-related factors on their ability to remain working with an organisation, and their 

perceptions of a workplace and culture that is geared towards an ageing workforce. Data was 

analysed through identifying themes associated with a workplace that is considered to be age-

friendly, and that was important for the recruitment and retention of workers aged over 45. 

This was done inductively, emphasising experiences and descriptions from older workers 

themselves.  

 

A social constructionist approach within grounded theory 

Social Constructionism originated some thirty years ago within the discipline of sociology by 

Kuhn (1962) and has been associated with the postmodern era in qualitative research. It is a 

theory of knowledge that examines the jointly constructed understanding of the world. The 

term ‘constructionism’ and ‘constructivism’ tend to be used interchangeably, however while 

constructivism is more focused on an individual construction of the world through cognitive 

processes, social constructionism examines a shared understanding of the world, where the 

researcher and participants are involved in constructing knowledge together.  

Within the social constructionist paradigm, knowledge is created rather than discovered and 

this socially defined reality refers to the subjective experience of life and how the world is 

understood, rather than an objective reality (Andrews, 2012). Knowledge is seen to be created 

by the interaction of people within society who subsequently construct their reality through 

shared meaning and understanding. Burger and Luckman (1966) propose that conversation 

and language is the most important means of forming a shared understanding and 

construction of subjective realities. Researchers who share this philosophy tend to explore the 

way in which people construct meaning through dialogue and the negotiation of meaning 

between researcher and participants (Saven-Baden and Howell Major, 2013). The social 

constructionist paradigm acknowledges that subjectivity applies to researchers, who bring 
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their own histories, theories, values and ideas to the process of generating theory and 

understanding from data (Charmaz and Belgrave, 2002). 

Charmaz (2014) also states that social constructionist approach within grounded theory helps 

to develop new understandings and novel theoretical interpretations of the phenomena under 

study. According to Charmaz (2014), constructionist grounded theory attends to what and 

how questions by emphasising an understanding of the empirical phenomena, while classical 

grounded theory which has an objective foundation, explicitly aims to understand why 

questions. Furthermore, classical grounded theory does not acknowledge the researcher’s role 

in the construction of knowledge. As this study aims to understand what is an age-friendly 

organisational culture, and how do older workers construe an organisation that is age-

friendly, the socialist constructionist framework within grounded theory was thought to be a 

preferred method to use.  

Approaching this study within social constructionism allowed the researcher to engage in 

dialogue with participants and negotiate the content and meaning of age-friendly within an 

organisational context. Through this dialogue, the researcher can attempt to understand how 

older workers construct the meaning of a culture that is deemed to be age-friendly and how 

this understanding is shared by other members of that age group. This knowledge can be 

derived through interpretation and understanding of meaning and through this, theory 

generation of ‘what is an age-friendly organisational culture’ can occur. The espousal of this 

methodology provided an interpretive nature to the study, whereby interpretations of the data 

will be used to build theory of organisational culture. It also conferred a subjective view of 

culture that complimented the quantitative approach used in the second phase of this study.  

 

The Researcher 

As society seeks to define and categorise, we have labelled generations and provided 

descriptions or assumptions of how someone who belongs to a certain generation will behave. 

I am a member of generation Y, a generation that is characterised as tech-savvy, achievement 

oriented, and some may say attention-seekers. Being two generations behind those 

participating in this study, one could say that I am able to take a less biased approach to this 

study, and truly construct the story of being an older worker without enforcing an influence 

that comes from a personal relationship with the subjects of study. However, I am conducting 

the study in times where we are bombarded with the looming ‘crisis’ of an ageing population 

and the repercussions that they will face as a result of this. Certainly, I realise that I myself 
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will be an ‘older worker’ in twenty years’ time when the last of the baby boomers approach 

our current definition of retirement age (i.e. 65 years).  I realise that when I am an older 

worker, we will be in times when our ageing population demographic will require for us to 

stay in the workforce for as long as we can, in order to sustain economic productivity. I 

believe that the government will not hold the burden of an ageing population by itself, and 

will attempt to shift responsibility to individuals. We can see this happening already with talk 

of the retirement age being raised to 70 years old, directly affecting my generation. 

Therefore, my interest in this study comes from this realisation that the structure of work, 

organisational practices and culture will have to change so as to allow us to work for as long 

as we can. Although the respondents in this study are from an entirely different generation to 

mine, with characteristics that strongly differ from my generation, I do have an interest in 

constructing their stories, listening to their perceptions and defining according to them what 

an age-friendly organisation is, and what can assist ageing workers as a whole to stay in the 

workforce for longer. As a result, I believe some of these findings will benefit the current 

generation of ‘older workers’ as well as future generations of ‘older workers’ to come.  

However, as the researcher, I acknowledge that I may have my own views and experiences of 

working with older people, and I may have my own perceptions of how I think organisations 

should adapt to an ageing workforce. I am aware that these views, experiences and potential 

biases could have an impact on my interpretation of what is being conveyed to me. By being 

aware of my own views on this topic, I will try to conduct this research and extract findings 

with as much impartiality as possible. I will approach what is being said by using reason and 

interpreting the stories from the perspectives of those older workers whom I am interviewing. 

Through this, I intend to produce as much impartiality, truth and objectivity, which can help 

change organisations in preparation for the future.         

 

Sample characteristics 

In total 32 participants were interviewed for the study who came from three organisations (11 

from the private sector, 11 from the public sector and 10 from the not-for-profit organisation. 

Within this sample 14 were male and 18 were female. In addition, the sample consisted of 

eight upper-level employees (i.e. senior managers and executives), 12 middle-level 

employees (i.e. line managers and team leaders) and 12 general employees (i.e. all other 

employees). Finally, 19 employees were aged 45 to 54, six were aged 55 to 59 and seven 
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were aged 60 plus. Table 1 presents a breakdown of the sample by the categories of age, 

employment level, gender, and contract status.  

 

 

Table 1: Sample characteristics for study one 

 Age Categories 

(years) 

Employment Level Gender 

Contract 

status 

45 to 

54 

55 to 

59 

60 

plus 

Senior Middle General Males Females 

Fulltime 

workers 

16 6 6 8 10 10 14 14 

Part time 

workers 

3 0 1 0 2 2 0 4 

Permanent 

contract 

15 4 6 8 10 7 11 14 

Fixed-term 

contract 

4 2 1 0 2 5 3 4 

Total 19 6 7 8 12 12 14 18 

 

 

Instruments 

Interview guide 

A semi-structured interview protocol was used to address perceptions of a workplace suitable 

for the ageing worker (Appendix C). Semi-structured interviewing is a commonly used 

technique in qualitative research studies and is suitable for analyses using grounded theory 

(Duffy et al., 2004). It was selected as the method for data collection since it suits the 

exploration of perceptions, experiences and opinions of respondents regarding complex 

issues. The use of semi-structured interviews provides the researcher with flexibility to probe 

for more information and clarify answers. Furthermore, it gives structure to the interview, 

allowing the same questions to be asked to all interviewees hence providing some 

standardisation and comparability of data. It is also more collaborative than other interview 

methods and can allow the interviewer to slowly build rapport as the interview progresses.  

Saven-Baden and Howell-Major (2013) mention that a strength of semi-structured 

interviewing is that it allows the researcher to decide how to best use the limited time 
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available and keeps the interview focused. This was particularly relevant as interviews were 

conducted during working hours, and therefore participants only had a limited time. This 

form of data collection was deemed to be useful for allowing the respondents to construct 

their views of what an age-friendly workplace was, voice their preferences and opinions and 

relay their current experiences of working-life. The interview guide was developed through 

consulting the literature so as to capture information on domains of interest. The key 

questions in the interview guide were specifically designed to be broad and generic questions 

so as to elicit insightful responses into the experiences of being a mature aged worker.  

VoIP Program and recording application  

The voice over-IP program Skype, version 6.14 was used to make the telephone calls to the 

interviewees on their landlines or mobile phones. Telephone interviews were preferred over 

face-to-face interviews as it was thought to be a more convenient way to get access to 

employees without causing too much disturbance to their work schedules. Employees could 

either find a quiet place at work to talk or take the call at their work desk. The conversations 

were recorded using the Quicktime Player audio recording function on a Macbook Air. 

 

Gathering the data 

Recruitment 

Initial contact with the organisations was made through a known person within the 

organisation or through a referred contact. These liaisons were the gatekeepers for gaining 

access to the organisation, and were usually human resource personnel or general managers 

in the organisation. The organisational contacts were sent a study flyer advertising the study, 

and a formal letter describing what the study entailed (Appendix D). Three organisations 

from three different sectors (public, private and not-for-profit) responded positively to being 

a part of the study. The liaison within participating organisations signed a consent form for 

allowing the research to be conducted within the company premises and for agreeing to assist 

the researcher with the requirements of the study (as seen in Appendix B). In one 

organisation (within the public sector), the researcher had to go through an internal ethics 

committee for permission to conduct the study within the organisation premises (Appendix 

B). 

Once approval was obtained, the liaisons were then asked to circulate an email throughout 

their organisation asking for volunteers aged 45 and over who were interested in discussing 
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their views about workplace factors that were important to recruit and retain workers of their 

age, and their perceptions of an age-friendly organisation (Appendix E). Volunteers were 

asked to contact the researcher directly to organise a convenient time to be interviewed. This 

allowed knowledge of their participation to be safeguarded from the rest of the organisation. 

Sampling in grounded theory is dependent on theoretical saturation (i.e. the point at which 

there are no new categories emerging). Sandelowski (1995) suggests that this point can be 

reached at around 30 cases. Therefore, the researcher aimed to interview approximately 10 to 

15 individuals from each of the three participating organisations.  

In all three organisations the number of people who contacted the researcher for the study 

were in excess of 10. The researcher therefore attempted to the best of her ability, to speak to 

an equal number of males and females, as well as a good distribution of senior managers, 

middle managers, and general employees. Speaking to an equal number of males and females 

was not possible since some organisations had a larger distribution of males than females, or 

vice versa. It was also dependent on the general characteristics of employees who contacted 

the researcher for participation. Employees were interviewed within two weeks from when 

the email invitation was sent out. Those employees who responded to the email invitation and 

were not selected for the interview, were sent an email advising them that the interview 

quotas had been met, but there would be still be opportunity to participate in a second survey 

study conducted at a later date.  

Conducting the interviews 

Respondents who met the study inclusion criteria and were selected for the interview were 

then communicated with via email about a time suitable for the interview. A copy of the plain 

language statement and consent form (Appendix F) was also forwarded to the interviewees 

via email, prior to conducting the interview. Interviews were conducted via the telephone for 

the convenience of participants and to be able to gain easier access to employees who were 

based in other cities within Australia. The researcher then contacted respondents on their 

nominated landlines or mobile phones at an agreed time. The researcher went through the 

participant’s rights for privacy as stated in the plain language statement that was sent to them 

and the consent form. Verbal consent for taking part in the interview was then granted, and 

was audio recorded. Respondents were given the opportunity to ask any questions and clarify 

things that they did not understand within the plain language statement. Respondents were 

assured that details of their participation would not be provided to the organisation, however 

a report would be generated for the organisation on the collective responses from the 
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interviews. They were also informed that although all identifiable information would be 

removed, there might be a chance that they could be identified in the qualitative study, due to 

the small sample size.  

An interview guide (Appendix C) was used and the interviews were conducted in a semi-

structured fashion. The interviews commenced by the interviewer asking questions related to 

participants’ age, education, and work characteristics. Interviewees were then asked about 

their workplace, aspects of work and the organisation that would assist in recruiting and 

retaining mature aged workers, and creating an age-friendly organisation. Interviewees were 

also probed for information relating to organisational policies, HR practices and other 

thoughts or comments about an age-friendly workplace. Demographic information was also 

collected in the interviews. Interviewees were generally pleased to be talking about the topic 

at hand, at did not depict any concerning behaviours or information. The interviews lasted 

approximately 20 to 30 minutes and were audio-recorded and later verbatim transcribed by 

the researcher.  

 

Managing the data 

Data was collected by audio-recording the Skype conversations as well as taking field notes 

during the interview process. This strategy ensured that there was no loss of data and that 

contextual factors within the interview were also captured (e.g. mood of participant, feelings 

towards the topic and the organisation, etc). Data recorded on tape from the interviews were 

verbatim transcribed as recommended (Werner et al., 1987) for ease of analysis. The 

interview recordings and transcripts were stored electronically and were password protected 

so only the student researcher and her supervisors were able to access these files. All files 

were labelled using a participant ID, and participant IDs and their full names were stored in 

two separate files so as to restrict the ability to piece this information together.  

Analysing the data 

All 33 interviews were verbatim transcribed resulting in over 200 pages of transcript. The 

process of coding and analysis began from the data collection phase, and involved the 

continuous shaping and comparison of data throughout the interview process. This assisted in 

the ongoing understanding of the data. The initial characterisation of the data was undertaken 

by noting down important points during the interviews. Furthermore, contextual information 

from the interviews was also noted during the interview process. Since the interviews were 

conducted over the phone, field notes on the contextual information was nonetheless limited 
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as the researcher was only able to take note of the participant’s tone of voice and enthusiasm 

towards the topic. Contextual information was also noted when transcribing the interviews 

(e.g. [laughs], [pauses], [um]).   

Interview transcripts were analysed using thematic analysis from a coding scheme developed 

from the data, consistent with the grounded theory approach (Glaser, 1967). Coding is 

described as attaching labels to segments of data that captures the meaning of the segment 

(Saven-Baden, 2013). Coding in grounded theory assists in separating, sorting, and 

synthesising the data, and this process allowed the researcher to move from the concrete 

statements in the data to analytical interpretations (Charmaz, 2002). In grounded theory, the 

theory evolves during actual research through continuous interplay between analysis and data 

collection (Strauss and Corbin, 1994). Consistent with this approach, there was ongoing 

analysis of the transcripts throughout the study. The data was analysed by the interviewer 

herself, resulting in a data analysis process that was analogous to the fieldwork undertaken.  

Once the interviews were transcribed, the researcher began to highlight meaningful chunks of 

data in the document so as to cut the data into relevant segments. The data was cut by both 

question and transcripts and results reported in this manner. This process helped the 

researcher to immerse herself in the data in order to pull out relevant and emerging themes. 

Coding categories were then developed and continuously modified as the researcher read and 

re-read interview transcripts. Transcripts were analysed both by question and by whole 

transcripts. Coding of the transcripts involved both open coding and axial coding, which is 

commonly used by grounded theorists (Charmaz, 2014). Open coding is the process of 

conceptualising the data line by line (Charmaz, 2014). Axial coding involves ‘a set of 

procedures in which data are put back together in new ways following open coding, by 

making connections between categories’. Examples of initial codes from the data were ‘more 

consultative or mentoring work’, ‘the importance of conditions’, and ‘age impacting on 

opportunities’. Once open coding concluded, axial coding, which was a more focussed 

coding, commenced in order to reorganise these initial codes.  

As codes were accumulated from the data, the researcher sought to develop categories and 

themes from these codes. Examples of categories were: policies, management/leadership, 

work culture and job design. Thematic analysis was a critical component of data analysis and 

assisted with the interpretation of the data by analysing and exploring relationships between 

the categories. Interviews were read, coded and compared several times and careful 

documentation was employed at each stage of analysis. Further to this, the researcher was in 
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constant discussion with her supervisors and also consulted the literature in order to provide 

further insight into the data. These comparisons and discussions led to the formation of new 

themes and further coding. One example of this is the emergence of themes related to the 

current experience of mature workers and future orientations of being a matured worker. In 

keeping with the grounded theory methodology, there was constant shaping and refining of 

the coding structure as the project progressed. Constant comparison of transcripts occurred 

until it became apparent that no new themes and categories were emerging from the data. 

Saturation point, the ‘point in data collection and analysis when new information produces 

little or no change to the codebook’ (Guest et al., 2006), was reached after 28 transcripts. A 

further four transcripts were coded to confirm saturation.   

The researcher was also involved in memo writing throughout the analysis process. Memos 

are free flowing ideas, notes, and reminders of the process that are aimed to keep track of and 

refine ideas about the continuously developing knowledge (Saven-Baden, 2013). Memos 

ensured that the researcher’s thoughts about the data were captured and ideas were explored 

and developed. Memo writing is a key component of the grounded theory methodology and 

contributed to the formulation of ideas and interpretation of the data. An example of a memo 

that was documented was, ‘interviewees appear to make a reference to their managers in 

relation to many aspects of the organisation that is discussed. Manager’s must therefore play 

a key role in influencing their perception of an age-friendly workplace.’ 

The researcher also used an interpretive figure to pull categories and themes together and 

further identify relationships within the data. This helped to structure the data and visualise 

interconnections, which added further depth to the data (see Appendix G). Once the 

researcher was able to construct a figure of the data including relevant categories and themes, 

she then used the qualitative analysis program, Nvivo for Mac to re-code the data and ensure 

that all codes, categories, and themes were fully captured. The program also assisted her to 

interrogate the data further and encapsulate relationships that might have been missed. This 

re-coding and interrogation of the data in Nvivo was the final step of the data analysis 

process. Figure 3 provides an illustration of the analysis process used in this study. 

The results were written up under two sections within Chapter Five, with one section 

providing a report of findings by main question and the next section providing an analysis of 

the aggregated data so as to identify how older workers construe an organisation that is age-

friendly. Following the social constructionist paradigm, stories are written as a social 

construction of realities under four main categories developed through the grounded theory 
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analysis process. The analyses by question and by transcript separately will assist in 

providing insight into individual questions relating to a workplace suitable to older workers 

as well as aggregating these questions and providing a holistic analysis to construct meaning 

around an age-friendly organisation according to older workers. These results are discussed 

comprehensively in the next chapter.
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Figure 3: Analysis of data by transcript using grounded theory
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Summary 

This section provides reasoning for the choice of qualitative methodology used in the study 

and describes the process in which data analysis occurred. Grounded theory analysis was 

chosen for the study since it suited the purpose of generating theory around age-friendly 

organisational cultures. This analytical methodology assumes that the theory is grounded in 

the data and allows the researcher to discover meaning as themes and concepts emerge. A 

social constructionist paradigm was adopted within grounded theory in order to allow the 

researcher to engage in dialogue with participants and negotiate the content and meaning of 

‘age-friendly’ within an organisational context. Semi-structured interviews using an interview 

guide was the instrument used to capture the voices of mature age workers. The interview 

guide was developed from the literature, yet the questions were broad and generic in order to 

elicit insightful responses into the experiences of being an older worker.  

Thirty-two participants across three organisations were interviewed for the study using a 

voice over-IP program, Skype. The data was collected by audio-recording the online 

conversations and taking field notes. The recordings were verbatim transcribed and stored 

electronically. The data analysis was conducted using a process consistent with grounded 

theory analysis, where analysis was also concurrent with data collection. Transcripts were 

read and re-read and identified themes were coded into a coding-scheme developed from the 

data. Data collection was dis-continued when no new themes were emerging from the data. 

The coding categories assisted in providing meaning to an age-friendly organisational culture 

based on the experiences and perceptions of mature age workers. These findings are 

presented in the subsequent chapter.  
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Chapter 5: Qualitative results – An analysis by question and of how older workers 

construe a workplace that is age-friendly 

Introduction 

This chapter reports the findings of the study relevant to the first research question; i.e. how 

do older workers construe an organisation that is age-friendly? The findings from this chapter 

assisted in generating theory around age-friendly organisational culture and was used to 

inform the development of a survey for the second research question. Results are reported 

first according to an analysis undertaken by question and then by analysing the aggregated 

transcripts as a whole. The results are reported on the pooled data from all three organisations 

in order to understand older worker’s perceptions of an age-friendly organisation as a whole. 

While an attempt has been made to recruit participants from different organisations, age 

groups, genders and employment levels to provide a representative view of an age-friendly 

organisation by mature aged workers, the findings cannot be generalised to all older workers. 

Nonetheless, an attempt has been made to portray comments from most of the participants 

recruited to the study. 

 With regard to the analysis by question findings are discussed relevant to the five main 

questions derived from the interview guide: 1) what do older workers enjoy about their job; 

2) what factors can assist with recruiting older workers; 3) what factors can assist with 

retaining older workers; 4) what policies/HR practices should organisations have for older 

workers; and 5) what is an age-friendly workplace? With regard to how older workers 

construe an organisation that is age-friendly, grounded theory was used as the analytical tool. 

The interviewees spoke about factors that revolved around four major themes: 1) 

organisational policies; 2) management/leadership; 3) the ethos of the organisation; and 4) 

job design. This chapter also discusses these themes separately and in detail, forming an 

interpretation of an age-friendly organisation according to the interview responses. The 

responses are then compared with existing policies in the organisations to determine whether 

there is a gap between perceptions and policies, or whether policies existed without older 

workers being aware of them. Differences between the three sectors are also highlighted, and 

the researcher then reflects on the experiences of older workers and an interpretation of the 

meaning of an age-friendly organisation according to older workers.  
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An analysis by question 

What do older workers enjoy about their job? 

The interviewees were asked to describe what they like about their job and what was 

important to them in their job. Workers spoke about the people in the organisation, their 

team, and colleagues as aspects of their work and workplace that they appreciated. They 

indicated that having contact with people in their job and interaction with others were 

features of their job that were enjoyable. This ties in with the connectedness and social 

interaction elements of an inclusive culture, that highlights sentiments of belongingness. It 

was mentioned that working with like-minded people and having a good relationship with 

their team and managers contributed to their satisfaction at work. For example, Nancy who 

works in a not-for-profit organisation said: 

“The most important thing about my job is the people that I work with because they’re a 

varied bunch. We have people from all ages coming into the shop, so it’s the people that I like 

the most that I work with” (Nancy, middle manager, NGO) 

Additionally, possessing a degree of autonomy in their work and “an amount of responsibility 

to make decisions” was also a characteristic that they looked for and valued in their job. 

Autonomy included managing the work itself as well as managing their own time and hours. 

One respondent mentioned that being too controlled in her work might eventually push her 

out of the workplace. For instance, Peter who is a middle manager in the NGO said “in other 

organisations that I have been at there’s been a little bit more autonomy and a less top-down 

approach that allows you to get on with your job and feel good about your job. Whereas 

here, and that’s also a decision about whether I would work longer or less, is whether that 

approach may reduce or lessen, change whatever, which would then make me happier at 

work to stay longer” (Peter, middle manager, NGO) 

Mature aged workers also spoke about enjoying their work because it had meaning and 

purpose and they were able to influence or initiate change. The research participants made 

reference to doing work that they felt was rewarding as being important to them. Rewarding 

work was associated with being challenged, stimulated and on some levels, making a 

difference in people’s lives. Workers appeared to look for variety in their job and doing 

different things at work made it more interesting. Some participants also spoke about being 

able to use their knowledge and experience to mentor workers or provide consultative 

advice/services as something that they enjoyed doing or would like to do in the future. 



 

 
75 

Therefore, satisfaction and enjoyment of work was portrayed as an element that would keep 

mature aged workers in the workforce for longer. Enjoyment of work was determined by the 

interaction and relationships with people in the organisation, having flexibility and autonomy 

at work, doing something that was meaningful and having an element of variety in their job.  

What factors can assist with recruiting older workers? 

In thinking about how to assist with the recruitment of older workers, barriers to employment 

were also brought up. Unsurprisingly, age discrimination was a topic that was touched on by 

many of the research participants. Although most had not experienced discrimination 

themselves in the recruitment process, participants appeared to be aware of its existence and 

its impact on other members of their age group. Some interviewees made reference to people 

they knew who had experienced discrimination during recruitment, emphasising the 

importance of bringing this topic to the forefront and having visible and open discussions 

about the biases that older workers can face. To demonstrate this, Rod from a large corporate 

organisation said: 

“…To visibly have an age, um discrimination is a strong word, an age policy, um maybe it is 

an age discrimination policy, though shalt not, if someone is 56 years old, you know similar 

to a gender policy. Maybe a policy and having the discussion or debate and making people 

aware that it is important.” (Rod, senior manager, private sector) 

Experiences of age discrimination were felt in relation to its impact on opportunities for 

training and development. There was some mention, particularly in the public sector 

organisation, that a focus on the younger generation had an impact on the availability of 

training and development for the older workers; “training for our age group is quite difficult; 

unless there is a change of legislation it is unusual”. Indeed, it was said that older workers 

tended to be ignored when it came to training and development whereby  “an older person 

they won’t look at their strengths and they won’t say oh okay this person has got really good 

life skills, they would be brilliant here and they would help us. Lets send them to school and 

teach them. But they do that with a younger person, a younger person is encouraged and they 

offer opportunities for younger people” (Sara, general employee, public sector) 

This lack of training and up-skilling of older workers was perceived to hinder opportunities 

for employment and further progression in their career. Some older workers stated that they 

have not "had opportunity to learn and diversify and develop my skills to suit a more modern 
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setting, I think that if I’m out there competing against younger people, I don’t think my 

chances are very good in getting more work” (Julia, general employee, NGO). 

Awareness of age discrimination and the consequential effect of age impacting on 

opportunities at work, also appeared to discourage older workers from actually applying for 

positions or signing up for training. There was a perception that their age would impact on 

their ability to get a job that they would have liked to apply for, or they would be scrutinised 

for wanting training, and therefore they did not even attempt to apply for some roles. This 

appeared to highlight a real self-consciousness about being an older worker, which 

unwittingly appeared to also have an impact on their motivation to progress in their careers. 

Therefore, these findings indicate that reduced access to training and career progression is not 

only a result of age discrimination, but also a reduced self-efficacy that seems to prevent 

workers from pursuing career opportunities themselves, hindering their recruitment.  

Another assumption about older workers which was seen as a barrier to their employment, 

was the belief that mature workers are more expensive to hire than younger workers and 

therefore given a choice, companies would lean towards a younger worker over an older 

worker. A comment from an employee portraying this is: 

“I must also mention money in this whole transaction here, I think that if you can get the skill 

to do the task, and you can get and pay somebody a little bit cheaper or at a lower rate, then 

it’s highly likely business will engage or employ the younger person for that skill regardless 

of how much knowledge he has other than that particular area.” (Peter, middle manager, 

NGO) 

These perceived assumptions, biases and attitudes about the older worker seemed to invoke a 

fear or anxiety about the ability to be re-hired if they were to lose their job or change careers 

with an apprehension that “as you get older you start to fear more or your ability to be re-

employed”. There was mention of the need to change careers due to the vulnerability brought 

about by ageing, and difficulties faced in finding a job if this happened. For example, a senior 

manager spoke about his wife who had to change careers since her ageing body could no 

longer handle the physical demands of her job. She has since been looking for a job in an 

alternate field, however is faced with the issue of age discrimination as a barrier to 

recruitment. The combination of being both inexperienced within a field and ageing has deep 

repercussions when it comes to recruitment, yet many older workers are potentially faced 

with this situation if they are forced to change careers. Furthermore, an older worker 
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indicated that changing qualification requirements within certain fields (particularly in the 

social work area) can diminish the chances of mature aged workers gaining employment, or 

from continuing to work in their field without further training. Situations such as these 

highlight the anxiety evident in the interviews about losing one’s job and finding another one. 

This was particularly visible in the NGO and government organisations, in the context of 

current labour market conditions and government agendas.     

 “So there in the back of mind is the fear of am I going to be stuck where I am forever 

working with people or am I going to have the opportunity one day to use the skills that I’ve 

got, will someone recognise that I have these skills and want it regardless of my age. And 

that’s a fear, if I was to lose my job, the fear of would I get another one?” (Sara, General 

employee, public sector) 

In order to assist with recruiting older workers, factors mentioned other than ageism, were the 

need for flexibility at work, good conditions, and possibly even training older workers in 

interviewing skills. One worker revealed that when her father got sick she had considered 

leaving her job for one that offered part time hours, in order to provide caring responsibilities 

to her father. Indeed, many baby boomers are faced with older parents who may be in need of 

care, and a flexible job would assist them in working while looking after sick parents. 

Interview training was also suggested since baby boomers who have been in the workforce 

for decades, may lack the experience of being interviewed.  

Therefore, in terms of assisting with the recruitment of older workers, ageism in the 

workplace presented as a core barrier through feelings of self-doubt resulting in missed 

opportunities, and an evident preference for younger workers. It was also suggested that 

offering flexible work options in organisations and providing interview training for older 

workers are strategies that could assist in the recruitment of older workers. Ensuring equal 

opportunities in terms of training and career progression, to ageing workers was said to be 

important.  

What factors can assist with retaining older workers? 

The research participants were asked about what would make them happier in their job or 

what the organisation could do to assist them to stay there for longer. In their responses to 

these questions, a number of factors were discussed. A highly visible theme was having 

flexibility at work, and the ability to reduce their days as they approached retirement. Many 
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interviewees indicated that the ability to work fewer days a week is something that they 

would like to have as they neared retirement and would keep them working longer in the 

organisation. However, some complexity around flexibility was conversed that could impact 

on employees’ abilities to receive this benefit. As an example, Amy, who is a manager in a 

government department spoke about flexibility being a benefit that was promoted for young 

parents rather than being directed across the board. Two other people who worked in the 

private sector also highlighted this.  

An alternate factor that positioned itself as a strong push factor into retirement was a lack of 

resources and high workload that contributed to work stress. It was stated that family 

becomes more important as one ages attributed to loss or dependency of older parents, the 

awareness of an ageing partner or the commitment to family, and “when work starts 

impacting on life at home it causes stress at home, and that’s not good.” 

Other characteristics of a job that were also said to contribute to a longer working life were 

having autonomy at work so that there was a reality of “not having someone breathing down 

my neck”, being stimulated and happy in their job, and being presented with variety and new 

challenges. In relation to this Lea who works in a not for profit organisation said:  

“You know you don’t want to get sidelined if you’ve been in an organisation for a while and 

you start to become part of the furniture, you know I never want that to ever happen. So just 

new challenges, switching portfolios perhaps, that sort of thing, keep changing it up in terms 

of the content of the work itself.” (Lea, general employee, NGO) 

This statement links to another relevant theme, which is being valued by the organisation. 

Some employees stated that an organisation could demonstrate that it values its mature aged 

employees by recognising their efforts, continuing to present them with opportunities to learn 

and develop and to be given opportunities in their career. Being valued, respected and 

recognised in the workforce was important to mature aged workers, and was accentuated in 

most of the interviews conducted. Feeling valued in some cases appeared to contribute to 

workers’ wanting to stay in the workforce for longer. One respondent mentioned, “I need to 

feel validated instead of thinking well they’re only waiting for me to retire.” This indicates 

that recognition of performance helps assure older workers that they are appreciated in the 

workforce and are not perceived to be “just in the waiting room for retirement”.   
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Being provided with opportunities for career progression and training and development was 

said to be a way of showing that older workers are valued, and would assist in retaining them 

within the organisation. Continuing to learn and develop was seen as necessary, particularly 

“because we are living longer and working longer” and opportunities for training and 

development could help in career progression or transition. Without this encouragement, 

there was reference made to the risk of older workers feeling dis-engaged at work, resulting 

in them falling out of work or leaving the workforce earlier than if training and development 

were encouraged. This was the case for Sam, who worked in the public sector, where he 

admitted that he had not once been encouraged to engage in training or seek advancement, 

and as a result he is now planning on retiring from the public service within the next year and 

starting his own business with a new career.   

“…well I’ve actually worked here for 10 years in [Organisation] and I’ve been in this 

position for around about eight and a half of those years. And not on one occasion have I 

been encouraged to go and do training and not once have I been encouraged to seek 

advancement.” (Sam, middle manager, public sector) 

Certainly, the interviewees emphasised that communication and meaningful discussion 

around their career paths and career planning would assist in keeping them working for 

longer. Without this, it was indicated that workers could feel “stuck” in a job for a number of 

years, hence contributing to feelings of dissatisfaction and disengagement. A comment 

relating to the importance of continuous communication with older workers regarding their 

current and continued contribution to the organisation are below: 

 “So the important thing is that two way conversation around where is the individual at? Is 

that aligned with what the organisation sees?” (Linda, senior manager, private sector) 

From the interviews conducted, it is apparent that there are a number of factors that can 

contribute to prolonging the working life of older workers. Flexibility at work, and 

particularly the ability to work part time was one of the most articulated reasons to stay in the 

workforce for longer, as a number of interviewees indicated that they would look for part 

time work to prolong their working life. This is because most mature age workers would like 

to transition down to fewer days a week rather than retiring completely. Job satisfaction 

through having autonomy, variety, opportunities for learning and development and good 

relationships with managers and colleagues also contributed to wanting to stay in the 

workforce for longer. Indeed, being involved in training and development and being 
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communicated with about career paths demonstrated that older workers were valued in the 

organisation, hence contributing to their job satisfaction and motivation to continue working 

for longer.  

What policies/HR practices should organisations have for older workers? 

The research participants put forward statements on policies and HR practices that they 

believed organisations should have for mature aged employees. Most commonly cited, was 

having policies and practices on flexibility, particularly the opportunity to transition down to 

a four-day week or other forms of part time work. Policies on accessing job share, flexible 

hours, and working from home were also mentioned. They were aspects of flexibility that 

were highly sought after by older workers. The need to look after elderly parents was one of 

the reasons provided together with not wanting to work full time to concentrate on other 

aspects of life. Therefore, having policies on transition to retirement and succession planning, 

particularly if workers were to cut down to part time work were deemed important, 

particularly as life circumstances may change as workers age.  

“… look maybe promote working from home, umm make that more accessible I guess... The 

other thing that might be useful is for older people, which is like in my case, you usually 

invariably have older parents or elderly parents, and it can be very difficult to manage the 

demands of elderly parents whilst you’re still holding down a career. So more flexible 

working arrangements around those situations might be helpful.” (Angelina, Senior 

manager, NGO) 

Another commonly cited theme was the request for policies relating to training and 

development for more mature aged workers which was thought to be not as available to older 

workers as it was to younger workers. It was deemed that having a policy that promoted 

training and development for the older age group might help circumvent some of the bias 

around this. Similarly, opportunities for career progression were also thought to be somewhat 

unfair, with privileges for progression favoured by younger rather than older workers. 

Policies that encouraged continued career development as an older worker were desired by 

many interviewees in order to ensure that these practices were achievable for mature aged 

workers. One senior manager in the private sector suggested that there should be policies 

around age-discrimination, in order to ensure that there was equality and fairness in the 

organisation. This demand for policies on equality so as to reduce the focus on the younger 

generation was also voiced by a number of interviewees in both private and public sectors.  
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 “…training and development, and those sorts of programs should not distinguish between 

young people and old people. And managers need to make sure that when they do select 

people to go on training and development type courses they don’t look at it in the sense that 

oh this guy now 56 odd years old, it’s better for us to train this 26 years old, because we 

might get more value from him in the future. I think that’s very wrong.” (Darren, middle 

manager, private sector) 

Policies around age discrimination relating to the recruitment of older workers were also 

considered to be relevant, as it was acknowledged by some that age discrimination was most 

felt in that area. Similarly having policies on retaining older workers was proposed, since 

there was mention (particularly in the public and not for profit sectors) of a fear of losing 

one’s job and the difficulties that could be faced in finding another job. This fear was based 

on the current economic situation, government agendas, and an awareness of older workers 

being the first to go during times of organisational restructure. Ryan, a middle manager in the 

public sector said  “I think there needs to be some recognition in writing that people aged 

over 45 are valued by the organisation, and actually we as an organisation invest in them” 

since this would help to curb discrimination and assist in the recruitment and retention of 

older workers. Another typical comment made in relation to organisations having policies on 

recruiting and retaining older workers is: 

“I think there probably should be umm a policy around how to assist retention and 

recruitment after a certain age, probably more after the age of 55, because I think I don’t see 

any policies to deal with people after 55, well I don’t see any policies in looking at umm 

helping the older people in their jobs or get the jobs. Yeah I think retention is a very possibly, 

a subject worth having a policy around retention of the older generation.” (Josephine, 

middle manager, public sector) 

Lastly, having policies on health and safety was also raised by a number of interviewees. 

Participants appreciated practices that encouraged health and wellbeing (such as the 

availability of stand-up desks), policies that promoted health awareness through wellbeing 

programs and an ergonomic design of their work environment. It was also stated that due to 

the vulnerabilities brought about by ageing, some physical aspects of a job might be 

challenging. Therefore, having a policy around the physical limitations that older workers 

have is important.  
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Overall, a number of key policy and HR practices were suggested by older workers. Policies 

that were suggested related to anti-discriminatory policies for recruiting mature-aged workers 

and giving them access to fair training, development and career progression opportunities. 

HR practices were also mentioned in relation to mature aged workers continuing to gain 

opportunities for training and career development, an aspect that tended to be lacking due to 

the tendency for organisations to focus on their younger workers, and hence neglect their 

older employees. Policies on flexibility were highlighted so as to facilitate a transition to part 

time work, job share, working from home or flexible hours. Without policies in writing, these 

benefits were deemed to be difficult to negotiate and access. Finally, practices around health 

and safety and a recognition that older workers were valued in the organisation were also put 

forward. 

What is an age-friendly workplace? 

When the interviewees were asked about their thoughts regarding what makes a workplace 

age-friendly, a few themes were apparent that were common to most participants. A lack of 

age discrimination was suggested as a main factor for having a workplace that is age-friendly. 

This was made in reference to access to training and development opportunities, career 

progression, and recruitment of older individuals into the organisation. It was stated that 

having no discrimination based on age would mean that there should be equal opportunities 

for employees for all age groups. There was a strong emphasis on equality and being “an 

anti-discriminatory place”, with mention of an age-friendly workplace being one where 

“there shouldn’t be a discrimination about age and I think there is a discrimination against 

age.”  

Participants also thought of an age-friendly workplace to be one that did not categorise 

according to age. Most interviewees preferred that age should not be a factor of identification 

at work, and people should not be regarded as a particular age, but instead be valued for their 

skills, experience and abilities. This further highlighted that age-friendly meant equality 

regardless of age in the workplace. An example of a typical comment relating to this theme is 

below: 

“I don’t think of me as a category, you know I’m just an employee like anyone else at 

[organisation] and any other organisation. Yeah everyone should be treated equally.” 

(Darren, middle manager, private sector) 



 

 
83 

A workplace that valued its older workers was also thought to be key to being age-friendly. 

Most interviewees indicated that being valued, respected and treated fairly was what they 

perceived to be an age-friendly environment. Many interviewees wanted to have their skills 

and experience recognised, to have continuous opportunities to progress through the 

organisations because of their abilities. A number of interviewees indicated that giving them 

benefits such as flexibility and autonomy demonstrated that they were valued, as well as 

giving them training and having discussions about what they want from their career. For 

example, a general employee from the private sector said, “I think age-friendly means 

flexibility to me”. Furthermore, a middle manager employed within the private sector 

mentioned that providing awards for service demonstrated a recognition of the contributions 

of older workers, and further indicated that they were valued in the company. This was 

reaffirmed by a senior manager in the not-for-profit sector who said that celebrating the 

contributions of ageing workers can demonstrate to the other ageing workers that they are 

valued.  

 “The other critical thing that I think is important that makes the workplace age-friendly and 

makes you feel valuable as an older worker is actually to validate your experience and to 

show trust and respect that you have that experience. I think some of that is missing in this 

workplace that I work in. So it’s one thing to employ older people because it looks good, but 

you also need to actually be valuing their work, valuing their expertise and valuing all that 

they have learnt around their work and the years of experience that they actually have.” 

(Angelina, senior manager, NGO) 

To some participants in the study, age-friendly also meant having a diverse and broad mix of 

ages in an organisation. Reference was made to the immense benefits of mixing older 

workers together with younger workers, through an understanding of the strengths of the 

different age groups. Age-diversity was also declared to mean the acceptance of people from 

different age groups and bridging the generation gap in order to work harmoniously and 

productively together. In order to attain age-diversity, employees suggested the possibility of 

having policies around the target number of people within certain age brackets that the 

organisation should aim to employ. Furthermore, having an age-friendly workplace meant 

that the organisation should incorporate employees with a diverse range of ages.   
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 “I just think that any diverse organization with a nice range of ages and backgrounds is 

going to be a good workplace, a particularly friendly workplace for older workers or a 

particularly friendly workplace for anyone.” (Lea, general employee, NGO) 

Therefore, in the minds of those interviewed, an age-friendly organisation was one that did 

not discriminate based on age for recruitment, training, and career progression, and 

encouraged anti-discrimination policies. It was also an organisation that did not view 

employees as a particularly age, but rather saw them for their skills and abilities that they 

possessed. Being age-friendly also meant that older workers were valued in the organisation, 

and demonstrated this by recognising achievements, celebrating performance, and providing 

age-friendly benefits such as flexibility. Finally, age-diversity within the organisation was a 

major component of being an age-friendly organisation, with workers recognising the 

benefits that the different age groups can bring.  

Summary of findings from analyses by question 

This section considered factors that were perceived to contribute to the recruitment and 

retention of older workers in an organisation, the human resource practices and policies that 

were thought to be important to mature aged employees and perceptions of what makes a 

workplace age-friendly. Enjoyment of work was said to be something that would keep older 

workers in the workforce for longer. However, there were many factors that were out of the 

hands of the workers that contributed to work satisfaction. For instance, workers spoke about 

wanting autonomy and flexibility in their job, which was largely determined by their 

managers. It was stated that a lack of flexibility and autonomy could ultimately impact on 

one’s job satisfaction and act as a push factor out of the workforce.  

Age discrimination was a core factor that presented as a barrier to both the recruitment and 

retention of older workers. Age discrimination has often been referred to as “an elephant in 

the room” in academic and policy discourse, which rang true in the current study. Although 

older workers themselves seemed to refer to the topic of age discrimination quite easily, it 

was stated that organisations as a whole tended to ignore this pressing issue, with suggestions 

of an “age debate” or “discussion” needing to be held to raise awareness of this.   

The impact of age discrimination on employees appeared to work in two ways. The first was 

its impact on older workers themselves where it invoked feelings of self-consciousness or 

self-doubt that appeared to prevent workers from applying for new opportunities in the form 
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of jobs, training, and career progression. The other was workers were not being given 

opportunities for recruitment, training, and career progression. As opportunities for training 

and development were not made as available to older workers as they were to their younger 

colleagues, this meant that older workers were missing out on skill development 

opportunities that could make them more employable. Therefore, in addition to the direct 

impact of age discrimination on the recruitment of older workers, it could also have an 

indirect impact on their future recruitment through a loss of training and development 

opportunities. 

Similarly, age discrimination appeared to impede on the retention of older workers also 

through a loss of training and development opportunities. A lack of opportunities for training 

and development and career progression tended to keep workers in the same job for an 

amount of time, without prospects to progress to another role. Therefore, there was some 

reportage of feeling stuck in a job, dissatisfied and not valued which would eventually push 

them out of the workforce. Indeed, an organisational focus on the younger generation seemed 

to have a powerful influence on feelings of dissatisfaction and disengagement with work. 

Reducing the presence of ageism and its consequences would be a worthy step towards 

enabling the recruitment and retention of ageing workers.  

Nonetheless, age discrimination and related aspects were not the only factors that presented 

as barriers to recruiting and retaining older workers. Mature aged workers in the study cited 

that a lack of flexibility and autonomy could also prevent both their recruitment and 

retention. Furthermore, a number of employees, particularly those in a senior position, valued 

transition to retirement programs that enabled them to continue working on a part time basis. 

This was a strategy that seemingly facilitated the retention of ageing workers as it enabled 

them to continue working hours that suited them rather than having to give up work all 

together.  

Being valued by the organisation also appeared to be a major contributor to prolonging 

working life. Feelings of being valued were characterised by demonstrating recognition of the 

contributions of mature aged workers, respect from managers and work colleagues, being 

heard and communicated with, and having initiatives in the organisation that kept older 

workers engaged and happy (e.g. continued training and development and career progression 

opportunities). Evidently, continuing to present mature aged workers with opportunities to 
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develop their skills and progress in the organisation was necessary for their retention and 

possibly even ability to gain new jobs. 

Responses to the question regarding which HR practices and policies that were desired by 

mature aged workers were consistent with responses to questions about enabling the 

recruitment and retention of mature aged workers. Workers asked for policies that allowed 

for flexibility and transition to retirement, policies that encouraged equal access to training 

and development opportunities, and continued career progression. There were also mixed 

feelings about having an anti-age discrimination policy, with some in favour of this and 

others fearing that this may result in the organisation being too focused on age, hence 

singling out older workers. 

Similarly, when asked about an age-friendly workplace, equality was a key theme indicating 

that older workers just wanted to be treated the same as all other workers, with the same 

access to opportunities and jobs as their younger counterparts. Age-friendly also meant 

valuing the contributions of older workers and having a broad mix of ages. Therefore, in 

enabling the recruitment and retention of the older age group, the removal of ageism is key. 

Removing ageism in the organisation will allow training and development opportunities to be 

offered fairly to maturing workers as well as continued progression to different roles within 

the organisation. On-going development and progression demonstrates that these workers are 

valued in the organisation and contributes to their satisfaction at work, hence possibly their 

retention. Removing age discrimination will create a fairer, happier, and more diverse 

organisation and is the most fundamental aspect of enabling the recruitment and retention of 

ageing workers. In looking at how these responses can assist in understanding what an age-

friendly organisation is, the next section analyses interviewee transcripts as a whole.  

 

How older workers construe an organisation that is age-friendly  

An analysis of the data revealed four core categories that responses from the interviews 

revolved around. These four categories were: 1) organisational policies; 2) management and 

leadership; 3) organisational ethos; and 4) job design. These four categories, although quite 

separate from each other were interdependent in the way interviewees spoke about them. This 

was because of an apparent interconnectedness of themes where the success of one factor 

(e.g. flexible policies) was dependent on the presence of another factor (e.g. an ethos of 

support). These themes are elaborated in more detail below. 
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Policies 

A number of policies were identified that were beneficial to ageing workers. However, 

discussion was not limited to written policies, but also their workable nature. As mentioned 

previously, many interviewees indicated that flexibility was a main factor that would keep 

them in the workforce for longer, and policies on flexibility were particularly sought after. A 

number of people said that they would work longer than their planned retirement age if they 

had the option of working fewer days a week as they headed towards retirement.  

Workers sought a range of flexible options. These included: 1) working from home; 2) 

having flexible start and finish times; 3) job sharing; 4) part time work; and 5) the 

opportunity to work from home. Flexibility was desired for a number of reasons such as: 

“carer’s leave for my elderly parent”; “just being able to work from home if the kid’s sick”; 

“I have a full and happy life outside of work, and that’s why I’d like to cut down to four days 

a week so I can spend three days with my family and on my private political activities”; “I 

think over time, I would want to reduce my number of hours”. 

Yet, flexibility for the older worker was sometimes unclear or unsupported by the 

organisation. An example being Margaret, a senior manager from the public sector whi 

mentioned “if you’re a mother with a young child, if you're a parent, you seem to have some 

clear support in being able to take some time off and it being acknowledged.” She adds “As 

you become a matured worker, those guidelines are not there and you have to advocate for 

yourself.” If workers did want to reduce their working days to four days a week, a respondent 

indicated that those who are working part time may not be seen as a valued member of a 

team. Therefore the availability of policies is not enough, a culture that encourages the uptake 

and acceptance of policies is needed, without the presence of age discrimination.  

“… I know the option is there, but it’s more the changing of the attitudes, because just 

because you might want to reduce to three or four days a week, doesn’t make you less 

important in the team and what you are contributing and delivering, and I think some of the 

mindset needs to be changed around that. You are still contributing, you’re still delivering, 

you’re still part of the team, the workforce. It shouldn’t matter that you are only three or four 

days a week.” (Linda, senior manager, private sector) 

Support for policies on flexibility was also requested in the form of the ease in accessing 

these policies. Some interviewees, particularly in the public and not for profit sector indicated 
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that policies on flexibility exist but the logistics of making it happen can be quite difficult. 

Amy, a general employee in the public sector emphasised the difficulty she experienced in 

switching to part time work, where she felt she had no support or clear guidelines from the 

organisation on how to do this. She felt that it was more of an individual effort to make a 

transition to part time work. She says “It shouldn’t be an individual responsibility; it should 

be something that the organisation has in place”. Reference to theory needing to be reflected 

in practice was made in both public and NGO organisations: “in theory the organisation is 

open to job sharing and family commitments and all of that stuff, but in practice it doesn’t 

always happen” (Julia, general employee, NGO).  

Many of the interviewees in all three organisations also highlighted the lack of protocols and 

procedures in place to arrange job share, although policies for this did exist. They pointed out 

that there were no formalised processes to undertake if employees did want to job share, 

despite job sharing being mentioned as something that the older age group looked for.   

“...our organisation doesn’t have any protocols or procedures in terms of job sharing either. 

I mean there’s been a couple of jobs that me and a friend thought we could do that together 

and we would work really well together, but whenever um there’s a job been advertised and 

we ask the sponsoring officer whether job share would be considered, you’re kind of met with 

some [laughs] no one knows how you quite go about that.” (Amy, general employee, public 

sector) 

The lack of clarity of policies directed towards mature aged workers was also an emerging 

theme that sits within this category. There was a perception that policies that applied to the 

older age group needed to be clearer or better communicated so that there is more awareness 

of their existence. This theme was evident across all three organisations in the study. Some 

participants, made reference to hearing or believing that certain policies existed, but not being 

able to find those policies in writing. Therefore, comments relating to “some building of 

awareness of what programs are in existence for people of that age” were made, so that the 

policies can be known and used by employees. Indeed, being communicated with was seen as 

important to older workers and a method of confirming that they were valued in the 

organisation. Yet, communication was mentioned as something that was lacking, particularly 

in the not-for-profit organisation. This lack of communication seemingly contributed to 

dissatisfaction at work due to a lack of clarity and transparency with regard to career 

direction, and not feeling valued. 
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Policies on training and development that were age-specific were also mentioned by many, as 

a way of showing that older workers were valued in the organisation. The workers 

interviewed were keen on continuing to learn and develop and sought policies that 

encouraged this. It was stated that there would be benefits in having age-specific training that 

was aligned with people’s level of experience and point in career, particularly since the older 

age-group are likely to be more experienced compared to younger workers. A number of 

interviewees said that having age-specific training would also help older workers keep up 

with new technological tools in the workplace, since this was something that some workers 

struggled with.  

Nonetheless, it was stated that training and development for the older age group was not 

particularly encouraged since there was more of a focus on the younger generation in 

organisations. Many participants stressed the need for training and development to be non-

discriminatory, with a necessity for having policies in the organisation that helped to achieve 

this. This inequality of age groups when it came to training and development was more 

visible in the public organisation. There was mention of an assumption in the workplace that 

mature aged workers weren’t interested in training and development, an assumption which 

needed to be challenged, when in reality older workers were “keen to learn new things, 

experience new things but we just aren’t given that opportunity.”  

Having policies of equality across the board, anti-discriminatory policies when it came to 

recruiting older workers, career development, and access to training opportunities were 

highlighted. One interviewee said: 

“...to start visibly having the discussion is one. Maybe a policy and having the discussion or 

debate and making people aware of it [age discrimination] is kind of important.” (Rod, 

senior manager, private organisation) 

Other themes that emerged relating to policy were having health promotion and awareness 

programs, and policies that encouraged the organisation and teams to be age-diverse so as to 

take advantage of the skills and abilities that the different age groups can bring. Therefore, 

policies that the older age group asked for were policies related to flexibility, training and 

development, health promotion and non-discriminatory policies for recruitment, and career 

progression. The participants also stressed for the need for these policies to be equal across 

all ages (i.e. not to be directed to a certain age group only), and to have support from 

management and peers for the uptake of policies related to flexibility and training and 
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development. Furthermore, policies needed to be clearly communicated, so that there was 

awareness of what was available and what steps were required in order to access these 

policies. The formalisation of policies with protocols and procedures in implementing them 

was an important point raised. While, the availability of policies for older workers is a step 

towards building an age-friendly organisation, these policies needed to be communicated, 

accessible, supported, fair and equal.    

Management/leadership  

Incidentally, while no question was designed to directly elicit information on management 

and leadership, this topic was one that was frequently discussed, indicating that managing 

older workers is an important feature in the construction of an age-friendly organisation. 

While this topic hasn’t been explored deeply in the literature, findings from this study 

provide grounding for the topic of managing older workers to be further investigated due to 

the relevance that it plays in the working lives of older employees. Relationships with 

managers appeared to contribute significantly to their satisfaction at work and motivation to 

continue working as long as they can. When the interviewees spoke of what they enjoyed at 

work “having a great boss” was a topic that came up a number of times. Similarly, not 

having a good relationship or not feeling valued by managers appeared to contribute to 

workers being dissatisfied with their working life and a desire to retire earlier. For example, 

in response to a question relating to working longer and retiring later, one interviewee said: 

“Oh look I really think it’s got to do with how an individual feels valued in what they’re 

doing and I don’t particularly feel valued by the Director that I work for” (Sam, middle 

manager, public sector) 

This sentiment of not being valued by managers and hence dissatisfied at work was relayed a 

few times, and distinctly intersected with age. As example of this was Sara, the general 

employee in the public sector also talked about not feeling valued by her manager, believing 

her skills and strengths hadn’t been recognised and she hadn’t been encouraged to undertake 

training and development as a result of her age. She said: 

“And so they talk to young people about promotional opportunities and things like that while 

that same discussion isn’t held with me, and I know it’s not held with [Reanne], or 

[Barbara], or [Tracy] my other friends. So yeah its really seriously if you want a work place 
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that welcomes mature people, they just need the same opportunities” (Sara, general 

employee, public sector) 

She talks about her previous manager who treated everybody the same regardless of age, 

encouraged training and development and was not intently focused on the younger 

generation. Indeed, the development of older workers did not appear to be particularly 

encouraged in the participating organisations, which was a concerning fact. A comment that 

particularly resonated with the researcher was made by Jared, a middle manager in the private 

sector: 

“So in terms of where do I move next in the organisation, I mean I’m hitting a brick wall, or 

I’m hitting a glass ceiling to a certain degree in terms of what [organisation] can do for me 

as someone who has been in the organisation for a while. Now where do I go from here?” 

(Jared, middle manager, private sector) 

Statements such as this give relevance to an important point, which is the need for managers 

to consider the continual development of workers no matter at what age. As ageing workers 

will have had years of experience in the workforce, there could potentially be a danger for 

them to have progressed to a certain point in their career with no clear direction of where to 

go next, particularly without further training or consultation from managers. As a result, 

mature workers could feel stuck in their role yet still have another ten to fifteen years left in 

the workforce. The danger is most managers do not seem to invest much in their older 

workers as they do in their younger workers, a danger which needs to be addressed. Without 

relevant training, encouragement or discussions around career planning with managers, the 

worker can end up feeling “stuck” or as Jared says like “I’m hitting a brick wall” or “I’m 

hitting a glass ceiling”. Yet, as indicated by Sara previously, younger employees seem to 

have the benefit of training and discussion around career progression, whereas older workers 

appear to not have the same opportunities. In citing the importance of having open, 

meaningful, and honest conversations with mature age workers about where they are and 

where they want to be in the future, it was stressed that these conversations need to be “two 

way conversations around where the individual is at, that are aligned with what the 

organisation sees” (Linda, senior manager, private sector).  

Communication again was key in developing good relationships and effectively managing 

mature aged employees. Communication contributed to nurturing and developing older 

workers, and to their feeling valued and being effective members of the organisation.  
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 “but one of the things I would like to see happening within the organisation would be better 

communication with managers” (Albert, general employee, NGO) 

“...it’s about better communication and transparency with the decision makers at the 

[department] of the [organisation]... but I believe clear communication on how people are 

valued is important” (Nancy, middle manager, NGO) 

A shift towards younger managers in organisations also seemed to have a bearing on mature 

aged workers. This was expressed in terms of the larger focus on younger workers as a result 

of this shift, the different style of management by younger managers that were not favoured 

by older workers, and a possible generation gap or lack of understanding resulting in friction 

between the younger manager and the older worker. In relation to this, an interviewee 

emphasised that ageist assumptions or attitudes should not get in the way of managing older 

employees.  

“...if you’re the manager and he reports to you, and you’re 10 years younger than him. How 

do you think you can motivate him? What is it that you can do to get the best out of him? Isn’t 

it your responsibility as a manger to tap his talents, to sit down, rather than whinging about 

it? (Peter, middle manager, NGO) 

One interviewee mentioned that her relationship with her younger manager was so damaged 

that she would be forced to leave the organisation if it did not improve. Another senior 

manager conveyed a more positive way to managing her older workers, where she had built a 

strong relationship with them that allowed her to have direct and honest conversations about 

where they are at in their career and their aspiration for the future. She said: 

“I’ve got a relationship with my people now to say, you know where’s your motivation at 

now? I actually get them to write down what does your next three to five years look like? 

Because unless you’ve told me that, I don’t know how we’re going to work together or what 

sort of work do I give you, what kind of development do you need? Otherwise you end up with 

people who were just going through the motions, and they are not engaged, you’re not 

getting the maximum out of them” (Linda, senior manager, private sector). 

In addition to having a good relationship with managers, when it came to managing older 

workers, there was also mention that workers preferred a leadership style that gave them 

autonomy and flexibility. Mature aged workers were not appreciative of a top-down approach 

to management. The wealth of experience that comes with age elicited a desire for freedom in 
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how they conducted their work. A lack of autonomy appeared to be a significant contributor 

to dissatisfaction with their job, and an element that would push some out of the workforce 

earlier.  

Support from managers was another aspect of a leadership style desired by older workers, 

particularly when it came to the uptake of policies. This was particularly in relation to 

accessing policies on flexibility and training and development. Training and development has 

been touched on previously, where it was stated that for older workers, in order to access 

training and development, encouragement and support is needed from managers. Some 

workers mentioned that access to flexible options (e.g. part time work, flexible hours, 

working from home) was very much dependent on one’s manager. For example, Julia who is 

the general employee at the NGO indicated that she would very much like to work part time 

currently if she could. When asked whether she had tried to arrange this with her manager, 

she responded, “Look, this is something that I did talk about to my manager, but she wasn’t 

very open to it. She was under the impression that managing part time staff was a little too 

difficult.” 

Ryan, a middle manager in the public sector declared that he was reluctant to ask for 

flexibility from his boss because there wasn’t a culture or acceptance of flexible work in his 

department. Similarly, Linda in the private sector claimed that policies of flexibility existed 

in the organisation, however attitudes of some managers needed to change in order for the 

company to fully embrace these initiatives. The availability of policies in organisations are 

therefore not enough, and support from managers in the uptake of policies are needed to truly 

be an age-friendly organisation.  

A culture of support, equality, and non-discriminatory behaviour was said to be influenced by 

examples set by managers. Employees attributed a good culture that encourages age-diversity 

as reflective of the leaders in the organisation. However, there was also indication that 

although top leadership in an organisation may be trying to implement an age-friendly culture 

that encourages equality, support and non-discriminatory behaviour, it was an employee’s 

direct manager who dictated whether this was translated to the team. Therefore, age-friendly 

initiatives are highly dependent on managers, and line managers in particular have a large 

influence on this.  

“I think it’s also about leading by example that really actually filters down and creates like 

any organisation in society, it becomes quite trivial. If you’ve got somebody at the top that is 
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happily engaging with all ages and valuing them then it becomes part of the culture. (Nancy, 

middle manager, NGO) 

“You know it all comes from the top and if everyone has got the same agenda and there’s no 

in-fighting going on, and everyone’s working towards the same objective and everyone’s 

inspired, then I find that inspiring” (Lea, general employee, NGO) 

Management and leadership style emerged to be important elements in the construction of an 

age-friendly organisation. Characteristics of a management style that contribute to age-

friendly workplaces was a laissez faire style of management, that provided older workers 

with autonomy in their tasks, and a flexibility in the way they wanted to work (such as 

flexible hours and work from home options). Another characteristic was having a nurturing 

style of management, where career development is encouraged, supported, and actioned. 

With a nurturing style of management, communication was said to be essential, so that older 

workers were aware of a career path, including having mutual and participatory discussions 

about transitions to retirement when required. Managers had a large influence on the ability 

for older workers to access policies within the organisation that were important to them and 

relationships between manager and older subordinates significantly contributed to the 

satisfaction felt towards their job. Yet, due to the large focus on younger workers, managers 

(particularly middle managers) are getting younger as older managers move into retirement. 

This shift towards a younger demographic of managers can affect the management of older 

workers and professional relationships, as a result of their leadership style that is not in line 

with how older workers want to be managed. Furthermore, it can accentuate assumptions and 

biases towards the older age group through a preference for younger workers, and further 

contribute to a loss of training and progression opportunities for the older workers. In order to 

be an age-friendly organisation, managers need to ensure that they are developing their older 

workers as much as their young workers, supporting them in accessing flexibility and 

training, maintaining good relationships, communicating effectively with them and providing 

them with autonomy in the work that they do.  

Ethos 

The organisation’s ethos and values plays a large role in influencing attitudes, behaviours, 

strategies, and policies within an organisation. The organisation’s ethos emerged as a 

fundamental construct in creating age-friendly organisations. Most prominent was the desire 

for an organisation that encouraged equality regardless of age, so as to be treated no 
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differently than those classified into a younger age group. This non-differential treatment was 

favoured for both positive and negative strategies, where older workers did not want 

preferential treatment nor did they want to be discriminated against. In fact, a “positive 

discrimination” was spoken of where Julia at the NGO said: 

“I guess it’s almost like positive discrimination, at my age I don’t think that I would like to be 

treated any differently” (Julia, general employee, NGO) 

Similarly, a middle manager from the private sector said: 

“We do recruit some older people too and recognising that they do have knowledge and 

experience without pigeon holing them into different categories.” (Darren, middle 

manager, private sector) 

Darren talks about not wanting to be singled out and categorised, a concept that has been 

mentioned by other interviewees as well, instead saying that organisations should target 

ageing workers “indirectly somehow, get people to think that way without really running a 

program, saying hey lets celebrate the age thing [laughs]”. Participants were wary of being 

“tagged as a worn out worker” and stressed that tackling discriminatory behaviours needs to 

be done indirectly, possibly through tackling ingrained attitudes and behaviours through 

changing work culture. Older workers acknowledged a desire for equality in the organisation, 

and a current bias towards younger workers and discriminatory behaviours. There is 

particular mention of a focus on the younger generation that can bar opportunities for training 

and development and even deter older workers themselves from signing up for training or 

applying for jobs, as indicated by Josephine, when she gives reasoning to why she doesn’t 

apply for more managerial roles in her organisation: 

“I suppose it’s because I see the younger generation having, getting the jobs, maybe it's the 

self-consciousness that, which maybe has made me reflect on now, a self consciousness that 

they’re looking for younger managers.” (Josephine, middle manager, public sector) 

Discriminatory attitudes and assumptions about older workers were cited as present by 

interviewees in all three organisations. Reference to noticing changes in attitudes of people in 

the organisation as they aged and the association with ‘slowing down’ or having ‘Alzheimer’s 

disease’ was made. An organisational assumption that older workers did not want to learn, or 

were losing capacity was also said to be held about this age group.  
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 “I think there’s a risk when people get older, there’s an assumption that they won’t need to 

learn anything or not there’s not much point in putting training in” (Veronica, middle 

manager, public sector) 

“I started with that organisation around about 13 years ago and I have watched over the 

years how things have changed and the way people’s reaction to me have changed. And I feel 

like saying look, I’m the same person I was 10 years ago, I’m just older… people are not 

respecting our ability and we start getting treated like we’ve got Alzheimer’s” (Sara, general 

employee, public sector) 

There was a perceived view that attitudes towards older workers of the younger generation in 

particular, need to change since they felt there was a tendency of being seen as slowing down 

due to age, and not being valued for having that wealth of knowledge and experience that 

comes with tenure. This may be attributed to a lack of understanding between generations, 

rather than ageist beliefs per se. More interaction between generations and an organisational 

ethos that fosters age diversity can help overcome such attitudes and assumptions within a 

workplace.  

“And it becomes that when you have older people in the workforce, the majority of people 

generation X and Y don’t want to be told anything. They don’t want to be told anything or 

shown anything by older people. And that’s what I find coming through more this year in my 

role than previously, the younger people that work with me they don’t want me to tell them 

anything. What would I know? I’m old. So that comes across too, that’s a culture thing, and 

that’s a generation thing, particularly X and Y.” (Darren, middle manager, private sector) 

Whether or not these attitudes exist in organisations, an organisation that values employees of 

all ages, looks past demographic differences and treats all employees equally was desired. 

Certainly valuing mature aged workers was a topic that was most commonly cited in the 

interviews. Having an organisational philosophy that values ageing workers, appeared to 

contribute to satisfaction at work and a desire to work longer and delay retirement. Feeling 

valued was characterised by being respected for their skills and abilities that older workers 

bring, and being recognised for what they bring to the organisation. Many interviewees 

indicated that they wanted their organisations to “show older people that they are valued”, 

and continue to feel valued. This is nicely captured in a comment from a senior manager in 

the not for profit sector: 
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“I think implementing what I was just describing, a culture of investing in older workers with 

the same vigour and the same expenditure and the same transparency so that everyone can 

see that older workers are valued as a long term contributor, not quietly easing them out of 

the door” (Angelina, senior manager, NGO) 

Some interviewees confided that they did not feel valued or respected in their organisation. In 

fact, there was reference to the danger of older workers being invisible in the workplace, 

particularly for older females at the general employee level of employment. This was raised a 

few times by women who appeared conscious of ageism in the workplace, not necessarily in 

their organisation but across the workforce in general. This invisibility of the older female 

worker was attributed to a lack of recognition, and not valuing what they have to offer so they 

just become “part of the furniture” or get “written off”.  

“You become invisible. This is generally about females that I’m talking about not just in 

[organisations] but in the workforce in general, once you get over 50, 55 particularly 55, as 

a female, you become invisible. You do, you start to get, and whether that’s the case but it’s 

how we feel.” (Tracy, general employee, private sector) 

Indeed, the encouragement of an organisational ethos that values age-diversity was seen as 

beneficial to the organisation since they saw advantages in putting both younger and older 

people to work together due to the different strengths that both could bring. It was viewed 

that each group does bring something different (e.g. the experience of older workers and the 

technological skills of younger workers) and having that blend of diverse ages is 

advantageous, keeping in mind that they should probably be more than one older person or 

one younger person in a team, so that the person does not feel isolated.  

“Because what an 18-year old and a twenty year old bring to work compared to a 30 year 

old, forty year old and a fifty year old, they are all quite diverse in what they bring and I 

think we need that blend, umm and we shouldn’t have a whole lot of aged people in one 

group, and we shouldn’t have a whole lot of young people in one group.” (Roselyn, general 

employee, private sector) 

This philosophy of treating everybody the same regardless of age, valuing and recognising 

older workers and encouraging age-diversity in the organisation, was said to be cultivated by 

leaders in the organisation. The term of “leading by example”, was raised a few times where 

leaders had to portray age-friendly behaviours and values in order for the organisation as a 
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whole to adopt a culture that embraced these values. It was stated that this ‘leading by 

example’ needed to be portrayed by both senior and middle management for it to be 

successful. However, currently attitudes particularly from middle management prevented this 

from happening. Therefore, in order for discriminatory attitudes to be eradicated from the 

organisation, and a fair unbiased approach to be provided to older workers, this kind of ethos 

needs to be established driven by leaders and managers in the organisation.    

Job design 

Aspects of job design and their work environment emerged as an important contributor to 

satisfaction, health, and longevity at work. The most significant theme that arose within this 

category was that of autonomy and flexibility within their work. Flexibility was associated 

with managing workers’ own time. This freedom and independence gave them control over 

their job, a sense of responsibility to make decisions, and therefore a feeling of purpose at 

work. Feeling too controlled, or having “people breathing down my neck” and a top down 

approach to management that stifled autonomy was revealed as push factor out of the 

workforce. This was because the older workers interviewed had generally been with the 

organisation for some time, were experienced and tenured and therefore did not need or want 

someone to be telling them what to do. A few comments that highlighted this desire for 

autonomy and flexibility are listed below: 

“If I fell into a workplace where I was being micromanaged and I wasn’t given flexibility, I 

would find that very difficult… and I think once you are over 45, and I’ve been with the 

organisation twenty years, and I know my way around and if I was suddenly sort of being 

controlled, I would buck against that and that would make me unhappy” (Linda, senior 

manager, private sector) 

“So I feel at my age, I wouldn’t want to be run as in shown all the time what to do, I mean 

when you are learning then you have to be, that’s fair enough” (Tracy, general employee, 

private sector) 

“that I have autonomy in the work that I do, and an amount of responsibility and that I can 

make decisions, so that’s important for me that I can do that” (Grace, middle manager, 

NGO)  

Some interviewees also indicated that as they age, pay is not as important as having 

rewarding and meaningful work that is linked to a sense of purpose. Indeed, there was avid 
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mention of a need to feel that their work was rewarding, purposeful, and was “contributing to 

the world somehow”. It is therefore important to keep work interesting and meaningful for 

the older worker.  

“For me, the main thing for me, I’m not that ambitious but rewarding work is the key thing 

for me. Doing a job that you feel is rewarding.” (James, senior manager, private sector) 

Having variety at work was also seen as an element of the job that workers enjoyed and that 

helped to keep them engaged and motivated. Having variety at work, kept things interesting 

and allowed workers to use their skills and experience across a wide range of tasks and 

situations. Variety also presented employees with new challenges, learning and stimulation at 

work. Indeed being challenged at work was mentioned to keep things interesting, and was a 

contributor to feeling satisfied with one’s job.  

 “Umm it’s diverse, I get the opportunity to do different roles or different projects which I 

like, I like to change, I’m not a person that likes doing day to day things all the time, as in the 

same thing everyday… (Tracy, general employee, private sector) 

Older workers also valued jobs that enabled them to use the skills that they had developed 

throughout their working life. Workers highlighted the maturity and wisdom that their wealth 

of experience has given them, and how this gives them an edge over younger workers. They 

spoke about the advantages of using their “life skills” for the organisation, and appreciated 

when they were given opportunity to put these skills to use.     

“I think there is much greater potential in the Australian workforce to value and take 

advantage of the skills and knowledge and wisdom of older workers” (Roselyn, general 

employee, private sector) 

Social interaction at work was also something that mature aged worked seemed to appreciate. 

They spoke about the interaction with people, including clients, teammates, colleagues, and 

stakeholders, as an aspect of their work that they enjoyed.   

“Certainly what I like about my job is interaction with other people” (Rod, senior manager, 

private organisation) 

“I love the people, the people factor, the fact that I get to meet and talk to a lot of people” 

(Paul, middle manager, private sector) 
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Having a stressful role and a lack of resources in the organisation was an element of the job 

that could push people out of the workforce earlier. Too much pressure at work impacts on 

life at home and can lead to a tipping point, where one will not be able to stand the pressure 

anymore. Therefore, the adequate resourcing of people so that one’s work life does not 

interfere with home life was an element of the job that older workers appreciated.  

“I like being busy, but there is a point where it gets to that stage where you are just so busy, 

that you just cannot get what you need to be done in your own personal life. That’s a tipping 

point.” (Rod, senior manager, private organisation) 

Finally, interviewees also spoke of the design of jobs to assist in health and wellbeing. Many 

interviewees wanted the design of jobs to be ergonomic, and to take into account health 

issues such as back problems, arthritis, disability, etc. In addition, interviewees mentioned 

that organisations should encourage staff to adopt healthy behaviours such as taking regular 

walks, have facilities or benefits that help to keep workers active such as shower facilities or 

gyms, and have health and wellbeing programs to bring about awareness in this area. 

When it comes to designing jobs to be age-friendly for the ageing workforce, autonomy and 

flexibility are key factors that should be kept in mind because older workers have experience 

and knowledge that comes with tenure and would not like to be micro managed in their role. 

As mentioned in the interviews, they prefer to have more control and responsibility in their 

job with less of a top down approach from management. Furthermore, the provision of 

variety in a role emerged as a factor that would help engage and motivate older workers, 

particularly since they have been in the workforce for a lengthy time already. Having a job 

that takes advantage of the skills that workers have accumulated throughout their working life 

was also revealed to be an element of their job that would be particularly appreciated. Finally, 

designing jobs to be ergonomic and considering facilities for employees to keep active was 

also of importance. Hence, in the construction of an age-friendly organisation, the job design 

elements should be kept in mind as they contribute to the satisfaction and longevity of 

working lives for older workers. A main push factor evident was a lack of resources in one’s 

job contributing to job stress.  
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A comparison of responses with existing policies in the organisations 

‘Organisational policies’ emerged as a relevant theme in constructing an age-friendly 

organisation, therefore comparing available information on the organisations’ policies, 

strategies, and philosophies was thought to be worthwhile. This comparison may help to 

determine how well written policies are being translated into practice, and what needs to be 

done to ensure that age-friendly policies in organisations are being utilised. The information 

on policies and philosophies were taken from the organisations’ websites or published 

information from online. The relevant information on the policies and philosophies of the 

companies’ is described within chapter three. Some noteworthy points on the organisations’ 

policies in comparison with responses from the interviews are discussed below.  

Equity and diversity 

Within chapter three, the policies and philosophies of the participating organisations were 

reviewed and documented through inspecting available information on the organisations’ 

websites or other online material. While all three organisations had a philosophy about 

diversity, inclusion and equity of the different age, gender, and ethnic groups, there were no 

specific initiatives in any of the organisations that targeted mature age workers directly. The 

values, strategies and philosophies of each organisation that were noted in chapter three will 

now be compared with responses of their employees from the interviews 

The public sector organisation holds a framework of respect, equity, and diversity, which 

highlights its investment in creating respectful and fair workplaces. While most participants 

spoke positively about the organisation in this light, there was nonetheless a sense of not 

being valued as an older worker, or respected for the skills and experiences that mature age 

workers can bring.  

There was also a feeling that older workers were not fully engaged within the organisation 

since there were no direct initiatives to keep them motivated and stimulated at work. 

Interviewees indicated that more could be done to focus on older workers. To illustrate this, 

there was mention of a young leadership development program for younger workers which 

existed in the organisation, while there was nothing as such that was directed towards mature 

age workers. Similarly, an interviewee had mentioned that younger workers were moving 

towards more senior roles and being encouraged to develop their skills, yet the same was not 

being applied to older workers. 
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“I think that this organisation is focussing very much on the younger generation, inspiring 

leaders and putting a lot into that area and a lot of people in their 40s certainly feel that they 

have missed the boat for getting opportunities” (Josephine, middle manager, public sector) 

The private sector company also displayed an equal opportunity and diversity policy on its 

website. However, again no direct initiatives to recruit and retain older workers were 

reported. Nonetheless, mature age workers within this company reported an equitable 

environment in the organisation, with no statements of a noticeable bias towards younger 

workers. Still, it was stated that gender diversity was a large initiative within the organisation, 

yet age diversity was a topic that still required traction in order to develop awareness of this 

subject for managers in particular.  

“you know we try to get more women in the workforce, which is fine…and that’s a good thing 

to do. I just don’t think we spend enough time on the non-trendy kinds of, I wouldn’t call it 

discrimination, but bias. I think there’s not enough said yet, although that will shift, if we are 

all going to retire when we are 70 then we’ve got to look a little bit more positively on people 

who are over 50.” (Tony, senior manager, private sector). 

The not-for-profit organisation too has an equal opportunity policy with regard to having an 

equitable and safe environment that does not discriminate based on individual characteristics 

(including age). Most interviewees did indeed report a fair and equitable workplace that 

adhered to its policy. Interviewees indicated that they did not feel that older workers were 

treated any differently to younger workers, and were presented with similar opportunities. 

The organisation appeared to promote a culture of equity and fairness, which was evident in 

interviewee responses.  

“Well I do think my workplace is sensitive to the needs of mature aged workers. They don’t 

delineate between mature aged and younger as far as I can see in any real way” (Nancy, 

middle manager, NGO) 

Although the three organisations do have an equity and diversity framework, there did not 

appear to be direct initiatives to apply this framework to the older age group. Older workers 

can still tend to be an ignored group in the workforce despite raised government and media 

attention towards the predicament of the ageing population. This is particularly concerning 

recruitment, training, and development and career progression. The existence of equity and 

diversity policies or frameworks is a step forward in organisations, yet more needs to be done 
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in order to ensure that these frameworks are being applied not only to different genders, 

ethnic backgrounds and those with disability, but also to the older age group.  

Flexibility 

Work-life balance is an integral practice for healthy and happy employees, and expectedly all 

organisations had policies on work-life balance and flexible working schemes. Nonetheless, 

there appeared to be a gap between policy and practice in all three organisations with regard 

to flexibility. Within the public sector organisation, accessing flexibility was said to be 

tedious since, although the policies did exist in the organisation, there were no clear protocols 

for switching to part time work or job sharing. Managers did not appear to be aware of the 

processes for job sharing and switching to part-time work, and their lack of knowledge 

appeared to make them weary about supporting policies on job share in particular. Although 

procedures were available in the enterprise agreement, making these procedures clearer and 

more known in the organisation is warranted. Policies on flexibility that are directed toward 

mature age workers, such as phased retirement or four-day weeks was said to be beneficial to 

include in the organisation. 

“I know a lot of people that are older than me, that have hit that 60 mark, and they want to 

do a four day week, and they cannot... But if the organisation could just recognise the 

benefits in giving those people a four day week” (Ryan, middle manager, public sector) 

Within the not-for-profit organisation, flexible policies were available and known by 

employees such as the availability of phased retirement. Nonetheless, interviewees stated that 

flexible policies were not accessible if managers did not support their uptake. For example, 

an interviewee mentioned that transitioning down to four days a week would assist in 

enabling her to work for longer in the organisation, and although policies were available in 

the organisation, she was not able to do this because her manager was not in support of 

managing part-time workers.  

Ideally I would like to work a four-day week, it would just be easier for me… Look this is 

something that I did talk to my previous manager, but she wasn’t very open to it (Julia, 

general employee, NGO) 

This reinforces the notion that the availability of policies is simply not enough, but their 

awareness, promotion, and most importantly support for their uptake is necessary in order for 

these policies to be successfully adopted.  
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Within the private sector organisation, flexibility was a philosophy visible on its employment 

page. Participants from this company spoke of a growing push towards a more flexible way 

of working within the organisation. Nevertheless, a number of interviewees said that the 

culture of the organisation did not yet support flexible work. There was indication on a 

number of occasions that part time work would be at the expense of career progression and of 

not being considered a valuable member of a team. Therefore, although the organisation was 

attempting to implement flexible workplace policies, ingrained cultural assumptions could be 

preventing these policies from being successfully adopted. Bridging gaps between policy and 

practice by tackling mindsets of management and colleagues within the organisation to 

support policies on flexibility is needed for existing policies to be utilised. 

Learning and development 

Both not-for-profit and private sector organisations had policies available on learning and 

development. Employees within both these organisations mentioned that they were satisfied 

with their level of development in the organisation. Employees within the private sector 

organisation were particularly happy with the training available but they did say that training 

was dependent on the employee’s own initiative of pursuing opportunities. However, 

reference was made to managers not necessarily having career development conversations 

with their older employees. This was partly blamed on an assumption that older workers were 

“on the glide to retirement”. Another worker had indicated that this lack of conversation with 

his manger had left him feeling stuck in his job and unsure of his career path again 

highlighting a gap between policy and practice. 

In the not-for-profit organisation, training and development was not a main theme that 

emerged, but reference to its importance for being stimulated at work was made. There was 

also some reference to being unsure whether the organisation contributed towards further 

learning in the organisation. This was despite the fact that learning and development was a 

clear policy documented within their enterprise agreement, with financial support and study 

leave also awarded to those accessing this benefit.  

“I’m not sure whether this organisation actually financially supports you to study. So if you 

go and take a course in the line of work that you do, whether they give you some money back 

to contribute to the study expenses and give you study leave. So I’m not sure whether they do 

that.” – (Helena, middle manager, NGO) 



 

 
105 

Since learning and development appears to be important for mature age workers in keeping 

them engaged and stimulated at work, and providing a career path within the organisation, 

promoting such policies in the organisation would be beneficial. Such vital organisational 

policies that would benefit employees of all age groups, can only be useful if employees are 

aware of their existence. More could be done within this organisation so that employees are 

aware of benefits that are available to them. 

In the public sector organisation, a number of employees stated that learning and 

development could be promoted more in the organisation, particularly for mature age 

workers. The public sector organisation did not appear to have learning and development 

within its policies and this lack of focus on this area was apparent from the interview 

responses. A number of interviewees did appear to want more learning and development for 

career advancement and for these initiatives to be not biased towards younger workers. This 

therefore highlights the importance of having learning and development policies within 

organisations, ensuring that they are promoted to increase awareness of their existence and 

that they are fairly and equitably offered without any bias towards younger workers. 

Recruitment 

The not-for-profit, private and public sector organisations all had policies on recruitment. 

These policies again highlighted having an equitable and fair recruitment process to 

encourage diversity within the organisations. Within the public sector organisation, 

interviewee responses seemed to imply that recruiting mature age workers was not a focus of 

the organisation and having recruitment and retention policies for the mature age group is 

warranted. 

“Sometimes I think that it’s not merit based, well it’s not supposed to be subjective but 

sometimes it is. I don’t think you can always have an objectiveness in recruitment, there’s 

always a bias of some sort. I think there probably should be umm a policy around how to 

assist retention and recruitment after a certain age (Josephine, middle manager, public 

sector) 

No specific reference to policies on the recruitment of mature age workers in the not-for-

profit and private sector organisations was evident. Their recruitment policies nonetheless 

implied an attempt to foster diversity within the organisation and a non-biased recruitment 
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method. Whether the policies assisted with age diversity in the organisations was not 

indicated through the interviews.  

Summary 

The policies and philosophies of all three participating organisations were generalised to 

employees of all ages, without specifically targeting mature aged workers. Policies on 

equitable and fair workplaces highlighted an attempt to foster an environment where there 

was no discrimination or bias in HR practices and strategies. However, they were not 

accompanied by specific initiatives in the workplace to ensure that employees were indeed 

part of an equitable environment. There were reports of inequity for training and development 

and career progression, particularly within the public sector organisation.  

Policies on work life balance were also present in all three organisations, and were intended 

to bring a more flexible way of working and help enable employees to manage their 

commitments outside of work. However, it was reported that flexible policies were not 

necessarily promoted and supported, with access to flexibility being dependent on managers, 

the existence of tedious protocols to achieve flexibility, or simply a lack of policy altogether 

(for four day weeks or work from home in particular). Some interviewees also said that 

mindsets needed to be changed within the private sector organisation in particular, in order 

for a flexible way of working to be embraced by colleagues and embedded within the culture 

of the organisation. 

Policies on learning and development were present in two of the three organisations. Within 

the public sector organisation, where learning and development was not noted in their 

enterprise agreement, there did appear to be a notable desire for fair and unbiased 

development opportunities for mature age employees. Within the not-for-profit organisation, 

policies on learning and development did not appear to be communicated to employees. 

Therefore, while policies existed, there appeared to be a gap between policy and practice 

where they weren’t necessarily being implemented in the organisation. Simply having 

policies in writing is not enough, they need to be visibly implemented in the organisation and 

promoted so that employees are aware of their existence and colleagues are in support of their 

uptake. There needs to be clear guidelines of how to access the policies and ensure that 

initiatives in support of the policy are present. In general, there did appear to be a lack of 

direct policies aimed towards ageing workers. As our workforce ages policies on recruiting 

and retaining mature age workers will become more relevant.   
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Organisational differences 

Findings from the qualitative data were relatively similar across all three organisations, where 

older workers constructed stories around an age-friendly workplace that did not differ in their 

core ideas. Some differences between the organisations were noted. These differences, 

although minor may point to cultural, strategic, or environmental factors either evident within 

the organisation or external to it. These differences will be discussed herein with an attempt 

to determine a root cause of the dissimilarity. 

With regard to motivation or satisfaction at work, those employed in the private organisation 

appeared to be motivated more by remuneration than those employed in the not for profit and 

public organisations. In the public or not-for-profit organisations, employees spoke about 

‘making a difference’ or ‘making a contribution to society’ that added to their enjoyment of 

work. This could come from the type of work that the organisation is involved in and 

therefore the kind of people that it attracts. In order to prolong working life, organisations 

therefore need to understand their employees, the factors that motivate them and contribute to 

their satisfaction at work.  

An awareness of an age bias was spoken of at all three organisations. However, a more 

pronounced focus on the younger generation was evident in the public sector as compared to 

the NGO and private company. In the public organisation, there was talk about a large 

emphasis placed on the younger generation when it came to development opportunities as 

compared to the older generation. In fact, a number of participants acknowledged the 

existence of a ‘young leadership’ program targeting the development of young employees, 

whereas no specific program as such existed for the organisation’s older employees. There 

was a noticeable sense of disapproval from the interviewees regarding this subject, since it 

implied a lack of value held for more mature workers in the organisation. Employees in this 

organisation, called for a larger emphasis to be placed on older workers and for a desire for 

older workers to be valued in the organisation.  

In the NGO and private sectors however, there was more of a request for equality rather than 

specific programs that targeted older workers. In fact, in both the not-for-profit and corporate 

organisations, being treated differently was discouraged since workers feared this might 

result in them being labelled or “pigeon-holed” as a “worn out worker”. This desire for a 

larger focus on the older workforce in the public organisation may come from a current 

emphasis placed on younger workers. A participant in that organisation did speak of a self-
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consciousness in applying for training programs or pursuing career progression opportunities, 

due to her age. This bias seems to stem more from an organisational issue rather than the 

sector itself.  

Within the NGO, workers spoke of theory not reflecting practice, particularly in terms of 

organisational policies for flexibility. It was mentioned that although there were policies that 

allowed for transitioning to part time work, working from home, and working flexible hours, 

this was not reflected in practice. Workers in the NGO also touched on a lack of resourcing in 

the organisation, which added to the workload and therefore a sense of stress. There was also 

mention of a top-down approach to management. As workers become more experienced, 

flexibility and autonomy may be warranted in their jobs, therefore managers should adapt 

their management style for the different age groups. Finally, the topic of job security came up 

quite strongly in the NGO, as some workers were employed on contracts and therefore were 

fearful of losing their job, and facing the difficulty in finding another job as an older worker. 

A want of clarity and security in this area was expressed quite strongly in the NGO. The issue 

of a lack of resourcing and insecure work within the NGO seems apparently related to 

funding in that sector.  

These minor differences among responses from the three organisations can be attributed to 

both organisational factors and industry factors. Some of the points discussed were apparent 

in all three organisations, however they appeared to be more pronounced in some 

organisations compared to others (e.g. the focus on the younger generation for training and 

career progression in the public sector). Nonetheless, themes from the qualitative interviews 

were generally common across all three organisations, indicating that the perceptions of an 

age-friendly workplace by older workers could be similar across the workforce. Although the 

findings from the study are not conclusive, they do provide us with a view of the current 

experiences of mature aged workers in the workforce and their aspirations for creating a 

workplace that is age-friendly, hence assisting with longevity.   

 

Reflection on findings 

This chapter considered how interviewees in the study constructed their stories around 

perceptions of an age-friendly workplace. In constructing an age-friendly workplace, 

interviewees spoke about aspects of the organisation and culture that revolved around four 

major themes. These themes were: 1) policies; 2) management/leadership; 3) organisational 
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ethos; and 4) job design. While these themes will be discussed in more detail within chapter 

nine, the current section will reflect on the experiences of being a mature worked, their future 

orientations and the meaning of age-friendly to older workers. 

Experiences of being a mature age workers 

The experiences of being a mature age worker comes from a sample of mainly white collar 

professionals, where most were women and in full time positions, and therefore cannot be 

applied to all older workers. In considering the responses from the interviews, one can see 

that the current experiences of being a mature aged worker are quite mixed and in some ways 

dependent on the organisation that the person is employed in. In the public organisation, 

employees spoke of not feeling valued, as older workers felt a tendency to be left out from 

opportunities that younger workers may get. They spoke of feelings of missed opportunities 

for career progression because of their age. Some workers also spoke of self-consciousness in 

asking for training and development or applying for more senior positions, attributing this to 

witnessing younger workers getting those positions rather than older workers. Furthermore, 

workers spoke of a bias against older workers getting access to training and development and 

career progression opportunities. Nonetheless, the experience of being a mature aged worker 

in the public organisation was not solely characterised by feelings of self-doubt and missed 

opportunities. Workers still spoke of a thorough enjoyment of their work, their colleagues 

and clients.  

In the not-for-profit organisation, the experience of being a mature aged worker appeared to 

be more equal to other workers as compared to experiences in the public sector organisation. 

Although the desire for continuously being valued as an older worker was spoken of, there 

was no direct indication in the interviews that they were directly discriminated against and 

not valued. Employees spoke of being treated equally and with respect and didn’t feel an 

obvious bias against them. However, some spoke of an uncertainty of continued employment 

due to contract work, and a fear (that was based on age) of losing their job and of the 

difficulty that they might face if required to seek alternate employment. They also spoke of 

work stress due to a high workload and of how stress would eventually push them out of the 

workforce. Nonetheless, like in the public sector, the work that they did was felt to be 

rewarding and meaningful, providing them with reasons to continue working for as long as 

they could. They also spoke well of their colleagues and clients and relished the social 

interaction that work provided them with. 
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In the private sector, there were also indications of the perils of being a mature aged worker. 

Some interviewees spoke about attitudes and assumptions that managers held about older 

workers which impacted on their ability to receive training and development, and therefore 

limited opportunities for progression in their career. There was mention of the danger of 

progressing to a career peak at age 50 with no further training or encouragement to progress 

further, yet still having another 15 to 20 years left in the workforce. This feeling of being 

‘stuck’ in their job or ‘hitting a brick wall’ was accentuated by the realisation that they would 

have to compete with colleagues who were 10 to 20 years younger in order to progress within 

the organisation. Nonetheless, work was important to them since they felt a sense of 

importance in being able to influence change and contribute to something. Feelings of not 

being valued as an older worker was somewhat evident, through their call more investment in 

them and a change of attitudes in the organisation.  

Overall, the experience of being a mature aged worker was generally a positive one, yet it 

was tainted by prejudices that may be preventing workers from working to their full potential. 

While no outright acts of injustice were reported, underlying behaviours within organisations 

did appear to contribute to ageing workers not feeling as valued or respected as they should. 

This feeling of not being valued was specifically about their lack of career development as 

compared to their younger colleagues. The participants were also cautious of revealing 

specific needs as an older worker, in order to avoid being pigeon holed as ‘worn out’. 

Nonetheless, work was important to them, giving them social interaction, an ability to 

influence change, an opportunity to make a difference and an avenue to feel rewarded in what 

they do.  

Older workers suggested future orientations and strategies in order to keep them happy at 

work, more engaged and able to work for longer. Some of the strategies were clearer and 

more developed in the minds of the older workers than other suggested strategies. For 

instance, employees were clear about the policies that they wanted in an organisation, their 

perception of what contributed to feeling valued, the leadership style that was most suitable, 

and the view of what constituted ageism in the workplace. This was apparent in their 

conversations about having policies on flexibility (that included working from home, job 

share, and part time work), policies on training and development (that included non-

discriminatory and age-specific training) and policies on health promotion. They called for 

clarity regarding policies, support from management in the uptake of policies, and a 

workplace that did not discriminate and instead encouraged equality regardless of age. Yet, 
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they did not discuss how clarity of policies could be achieved, what was needed to be done in 

order to bring about a culture of equality, and how mangers could support the uptake of 

policies. They also spoke of the benefits of having an age-diverse organisation, but did not 

quite develop the idea of how to achieve this.  

Intergenerational relationships between baby-boomers and other generations in the workplace 

were raised, specifically with regard to their inability to understand each other, their 

difference in working style and priorities at work. Again, while a generation gap was 

discussed, further exploration of why this gap existed, how it contributed to the experiences 

of mature aged workers, and how this gap could be overcome, was missing.   

This indicated clarity in some aspects of an age-friendly workplace that perhaps was 

commonly articulated in the work environment. Whereas other ideas were not as developed, 

not because they were of lesser importance, but possibly because they were more underlying 

themes that were probed through the interviewing process, or not clearly spoken of in the 

workplace. Such themes as ‘discussion around career planning with managers’ formed more 

from a reporting of feeling stuck in their job due to a lack of development, but did not seem 

as apparent to interviewees as having a policy on flexibility or age discrimination. It is these 

underlying themes that are not clearly expressed in a physical capacity and therefore cannot 

be easily referred to, which holds the underlying meaning of an age-friendly organisation. 

Interpreting meaning of an age-friendly organisation 

In interpreting the meaning of an age-friendly organisation, while four main themes emerged, 

the meaning of being an age-friendly organisation appeared to rest on the underlying belief 

system or philosophy of the organisation that esteemed older workers. Being an age-friendly 

organisation was less about the physical aspects of the organisation (such as changing the 

physical structure of work or the organisation to suit older workers), but more about the 

acceptance of older workers as being equal in the organisation, and therefore being valued, 

recognised and supported.  

Age-friendly is about how older workers are treated in the organisation, rather than 

introducing policies and practices that are specifically targeted for older workers. For 

example, when looking at the theme of Organisational Policies, the dialogue was about 

having fair and equal polices for older workers, being supported in the uptake of existing 

policies such as training and development and flexibility, and being made aware of policies. 
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For the theme of Management/Leadership it was again about being valued by managers, 

ensuring that there was management support for career development and flexible working, 

and that they were, respected for their skills and knowledge by managers. Looking at the 

theme of Organisational Ethos, older workers spoke about being treated fairly without 

discrimination, being viewed as equals without biased attitudes and assumptions and being 

valued as any other worker of a younger age would. Similarly, in the theme of Job design, 

intrinsic elements emerged such as being given autonomy and flexibility in their job, having a 

sense of responsibility and purpose and allowing them to use their skills that they had 

developed throughout their working life. Extrinsic elements such as changing the physical 

design of the workplace to suit older workers, and creating policies directly targeting older 

workers were not of focus. 

Age-friendly therefore appears to be an intrinsic element rather than extrinsic, whereby a 

philosophy of valuing older workers is introduced in the organisation and from that changes 

in the way older workers are managed, the policies introduced and the design of jobs follow. 

An example is, the ethos of valuing older workers would assist in managers supporting and 

developing older workers, ensure that roles for older workers are designed to encompass 

meaningful work that makes use of their skills and experiences, and ensure that policies to 

assist older workers are available in the organisation. For organisations, this means changing 

the organisation’s ethos to one that values older workers, which in turn influences how older 

workers are treated and supported in the organisation.  

Indeed, an interconnectedness of themes emerged in the analysis where organisational 

policies need to be supported by management and the general ethos of the organisation. 

Along similar lines, management helps drive and reinforce the ethos of the organisation, and 

the design of jobs is often dependent on management. Therefore, it is evident that one theme 

(e.g. policies) cannot exist without the presence of another theme (e.g. ethos). Leadership 

cannot focus solely on one aspect of the organisation. Due consideration needs to be given to 

the range of factors that relate to managing ageing workers, policies in the organisation, the 

company’s ethos and design of jobs and how these factors interact with each other and work 

together. Ultimately it is the ethos of the organisation is most important, and one where great 

consideration needs to be placed as it can influence policy, management, and the design of 

jobs.  
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This intrinsic nature of an age-friendly organisation is important for organisations to 

recognise in their quest to be more age-friendly. Changing to an age-friendly organisation 

may first require a change of philosophy to value and recognise older workers, while treating 

them fairly and with respect above the tangible and physical aspects of the organisation. This 

development of themes from the qualitative data has provided insight into how older workers 

construe an organisation that is age friendly, and has identified elements of culture that will 

help to inform the next phase of research. These key themes will be used to develop a 

standardised framework of factors that older workers perceive to contribute to an age-friendly 

organisation, through the construction of a survey. 
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Chapter 6: Generating factors of an age-friendly organisation through construction of a 

survey 

Introduction 

A review of the literature assisted with the development of a hypothetical framework of an 

age-friendly organisational culture. A qualitative study was conducted in three organisations, 

which explored mature aged workers’ subjective perceptions of an age-friendly workplace 

that assisted with the recruitment and retention of older workers. Findings from the study 

were analysed inductively to generate theory regarding what an age friendly organisation was 

through an analysis of the perceptions of older workers. This chapter discusses how the data 

from the qualitative study will be used to construct a survey in order to determine the 

dimensions of an age-friendly organisation in order to obtain a more standardised framework 

of factors, that can be used to assist with organisational change. It will explore the survey 

construction and dissemination process, and describe how the dimensions of an age-friendly 

organisation were extracted through factor analysis. 

The chapter will also provide an in-depth description of the type of analysis that will be used 

for identifying the dimensions of an age-friendly organisation, and will provide a rationale for 

the quantitative analytical methodology. The sample characteristics in the qualitative study 

are discussed in more detail, followed by a description of the instruments and procedure to be 

used in the study. The chapter then elaborates on the initial data diagnostics carried out before 

conducting the analyses. The process of factor analysis, using principal axis factoring is also 

described in detail. Finally, the results of the exploratory factor analysis are reported on and 

discussed within the context of this research.  

 

Survey Construction 

Organisational culture change has been reviewed in chapter two where it was stated that the 

development of a framework can provide assistance in engendering change. The literature 

that discusses culture change usually adopts a functionalist position since functionalism 

acknowledges the possibility of culture change by management, whereas interpretivism does 

not (Demers, 2007). For this reason, this thesis incorporates an adapted functionalist view of 

culture, in order to develop a framework that can assist with change. Measuring and 

diagnosing culture has typically been a method used in organisations to manage culture 

change, through the use of culture surveys and instruments. There are a number of existing 
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instruments that measure organisational culture, and these are usually empirically constructed 

and supported by a model or framework. Similarly, this chapter will also attempt to construct 

an age-friendly culture instrument in order to empirically determine the factors of an age-

friendly organisation that can be portrayed within a framework, such as the one displayed in 

Figure One.  

Content validity is an important consideration in scale development, and is sometimes viewed 

as the minimum psychometric requirement for measurement adequacy (Schriesheim et al., 

1993). As such, items generated during survey development should adequately capture the 

specific domain of interest. There are two basic approaches to item development. These are 

deductive (i.e. classification from above) and inductive (i.e. classification from below) 

approaches (Hinkin, 1995). In deductive scale development, a predetermined classification 

schema is used through thorough consultation with the literature or prior data. In inductive 

scale development, researchers develop scales by asking respondents to provide descriptions 

of their feelings about a certain topic and responses are then classified into a number of topics 

through content analysis (Hinkin, 1995). The item generation process in this study arose from 

an inductive rather deductive methodology. Inductive methods involved the inductive 

analysis of qualitative data in which respondents presented their views of factors of an age-

friendly organisation. Item generation was primarily based on the four main categories 

arising from the qualitative data (i.e. organisational policies, organisational culture, 

management/leadership and job design).  

 

Thematic analysis, a method used for identifying, analysing, and reporting patterns (themes) 

within data (Braun and Clarke, 2006), was used to organise the dataset into distinct categories 

for which items could be generated. The process of identifying themes in the data was an 

iterative, inductive, and reflexive process described in Chapter Four. From this process, four 

main categories were developed inductively from the data that older workers construed as 

age-friendly organisation: 1) organisational policies, 2) organisational ethos, 3) 

management/leadership, and 4) job design.  

The paradigm of item generation for scale development used, closely adhered to the 

psychometric literature and was based on Churchill’s (1979) general design involving 

pretesting, revision and development of a preliminary instrument. The items generated were 

based on the data from the interviews and the literature. Padgett (1998) describes a rationale 

for the use of qualitative data to prepare for quantitative survey research. She states that 
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collecting data from the qualitative interviews prior to the survey can enrich the quality of the 

survey research, because the qualitative study can be used to explore concepts to identify 

hypotheses and can enhance the validity of concepts analysed in the quantitative study. She 

recommends constructing items in the survey based on verbatim responses from the 

interviews. Roberson (2006) also followed this technique by using verbatim responses from 

qualitative data to develop an instrument that aimed to distinguish between the constructs of 

diversity and inclusion.  

In this study items were generated based on themes identified in the qualitative study 

(Schwartz-Barcott and Kim, 1986). Some items generated from the qualitative study were 

written to correspond with verbatim phrases used in the interviews. Care was taken to ensure 

that items tapped into the domain that they were designed to measure as closely as possible.  

 

Process of item generation 

Careful consideration was employed with regard to item content, negatively worded items 

and number of items per construct in the item generation process. Reverse-scored items have 

been utilised in the past for scale development so as to ease response pattern bias. However, 

some authors claim that they can reduce the validity of questionnaire responses and may 

introduce systemic error to the scale (Weng, 2004). This was evident in a study by Weng 

(2004) where item loading for reverse-scored items were often lower than positively worded 

items that loaded on the same factor. Therefore negatively worded items that required reverse 

scoring were avoided in the item generation process. 

 

In the first instance 97 items were generated from the qualitative data (see appendix H) and 

categorised under the broad headings of organisational policies, organisational ethos, 

management/leadership and job design, in order to capture the essence of older workers’ 

perceptions of an age friendly organisation. Under these broad headings, items were 

categorised according to the domain that they intended to measure. These domains were as 

follows: 1) Under Organisational policies –flexible workplace, training and development, 

health promotion, and support; 2) Under organisational ethos – age-diverse workplace, non 

discriminatory/equal opportunities, valuing older workers, and fairness; 3) Under 

management/leadership – management style, career development, and communication; and 4) 

Under job design- ergonomic workplace, social interaction and design of the job. 
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Once the 97 items were generated, the researcher meticulously examined the items to check 

wording, comprehension, and relevance to the domains of interest. The researcher also aimed 

to reduce the number of items to a more manageable level. Through this the wording of some 

items were modified and items that were thought not to be relevant or useful were deleted. A 

revised list of 85 items resulted. The pool of items were presented to the researcher’s two 

supervisors, who had extensive experience within ageing and employment research. 

Additional feedback was provided from them regarding wording, appropriateness, uniqueness 

and ability to convey the meaning to informants (Churchill, 1979). The feedback was 

implemented and the pool of items was reduced to 70. 

Purification of items 

Following psychometric guidelines set out by Churchill (1979) and in an effort to purify the 

instrument and enhance content validity, items were tested for clarity and appropriateness by 

presenting the items to a cross-section of five individuals who fitted the inclusion categories 

of the research project (i.e. employed and aged 45 years or over). The respondents were asked 

to provide feedback regarding the clarity of the items, representativeness, ease of 

comprehension and other suggestions for improving the wording of the items and the length 

of the survey. To assess the representativeness of the items, participants were asked to match 

each item to a construct from a list provided by the researcher. The researcher then met 

individually with each of the five respondents to receive feedback regarding the survey. This 

process resulted in several more items being eliminated and others re-stated to better reflect 

meaning. At the end of this phase, a further 10 items were eliminated and others were 

rephrased yielding a total of 50 items. Reducing items to a more manageable number, will 

assist is minimising respondent fatigue and response bias (Anastasi, 1976). With regard to the 

number of items per construct, Cook et al., (1993) found that adequate internal consistency 

reliabilities can be obtained with as few as three items and adding items makes progressively 

less impact on scale reliability. For this scale, there were at least three items per dimension.  

Preparation for fielding 

This final list of items was prepared for fielding. With regard to the scale chosen, results of a 

study by Weng (2004) indicated that scales with more response categories have a better 

chance of attaining higher reliability. Weng further indicates that having more than seven 

responses may result in respondents failing to distinguish reliably between adjacent 

categories. A seven-point Likert scale therefore was chosen since it was believed that seven 
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categories would provide more granularity to response categories and therefore better 

decision making by respondents, without having too many categories.    

 

Instructions were added to the items asking respondents to indicate how well they believed 

their organisation performed on each statement. The Likert scale indicated the degree to 

which the respondents believed their organisation was performing well or badly on each item. 

For performance, a score of 7 indicated that the organisation was performing extremely well, 

6 equalled very well, 5 equalled moderately well, 4 equalled neutral, 3 equalled slightly well, 

2 equalled not very well, and 1 equalled poorly. A meta-analysis by Churchill and Peter 

(1984) indicated that scales with response categories that were clearly defined yielded better 

test-retest reliabilities than response categories with only end points labelled, therefore 

categories were clearly labelled in the survey.  

 

The survey was then programmed into Survey Monkey (an online survey development 

platform) and piloted with two doctoral students to check that the survey presented well, was 

clearly laid out, and did not contain any errors. Items were randomised so that the order of 

items would not influence responses. Some minor amendments were made to the overall 

presentation following feedback from the pilot. The survey was then fielded as elaborated on 

within the next sections. The full survey is displayed in Appendix I. 

 

Study Methodology 

Sample Characteristics 

A total of 155 useable responses from participants were obtained for this phase of the study. 

The same organisations that participated in the qualitative phase of the project were again 

contacted for the survey phase through the liaison that was used in the qualitative phase of the 

study (refer to chapter three for details on the organisations). The liaisons were contacted via 

email, to inquire whether the organisation would be able to participate in the follow-up 

quantitative phase of the study. Only the public and NGO organisations responses were 

included in this second phase of the study, since not enough responses were received from the 

private sector organisation to meet sample size requirements for sufficient power in the 

analysis (i.e. a minimum of 50; Tabachnick & Fidell, 2007). Respondents were mainly white-

collared workers, all aged 45 years or over, classified across three levels of employment 

(senior management, middle management and general employees) and consisted of both 



 

 
119 

males and females. The organisations’ locations were spread across two major cities in 

Australia. A breakdown of the respondents’ demographic and work-related characteristics are 

displayed in table 2 below.  

Table 2: Sample Characteristics for Study two 

 Frequency Percentage 

Age (years)   

    45-54 82 52.9 

    55-64 63 40.6 

    65+ 10 6.5 

Gender   

    Male 54 34.8 

    Female 101 65.2 

Organisation Sector   

    Government  99 63.9 

    Not-for-profit 56 36.1 

Education   

  Did not complete secondary 4 2.6 

  Completed secondary 21 13.5 

  Tafe/Technical qualification 44 28.4 

  Bachelor degree 44 28.4 

  Postgraduate or higher degree 41 26.5 

Marital Status   

    Single 12 7.7 

    Married 95 61.3 

    Defacto/Living together 20 12.9 

    Divorced/Separated 26 16.8 

    Widow/Widower 1 1.3 

Fulltime or Part time Work   

    Fulltime 118 76.1 

    Part time 36 23.2 

Employment level   

    General employee 80 51.6 

    Team leader 35 22.6 

    Management/Executive 40 25.8 

 

Table two indicates that the majority of the respondents in this study were from the public 

sector (64%), female (65%) and aged between 45 and 54 years old (53%). Most were married 

(61%), working fulltime (76%) and classified themselves as general employees (51.6%). The 

majority of respondents had completed a TAFE/technical degree (28%) or a bachelor’s 
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degree (28%). A large percentage of respondents also had completed a postgraduate degree or 

higher (27%).  

Measures 

The survey (Appendix I) constructed for this study included the age-friendly survey, and 

validated measures of job satisfaction and organisational commitment. The survey 

commenced by displaying a plain language statement, followed by asking demographic 

questions such as age, gender, education, and marital status. Questions were then asked 

regarding the employee’s work situation and workplace, such as employment status (e.g. full 

time or part time), work contract (e.g. permanent, fixed-term or casual), level of employment 

(e.g. general employee, team leader of senior manager), type of organisation they worked for 

(e.g. private, public or NGO), occupation, average number of hours worked in week, and 

when they planned to retire (in years). The following measures were included in the survey:  

Age-friendly survey 

The newly constructed age-friendly survey consisting of 50 items measuring eleven domains 

(social interaction, flexible workplace, job design, non-discriminatory, leadership, career 

development, training, health promotion, fairness, age-diverse workplace and valuing older 

workers). Respondents were required to indicate how well they think their organisation 

performs on each item. A seven-point Likert scale was applied to each performance rating. 

Performance ratings were as follows: 7 = extremely well, 6 = very well, 5 = moderately well, 

4 = neutral, 3 = slightly well, 2 = not very well, and 1 = poorly. Performance scores were 

collected in order to determine the factor structure of an age-friendly organisation.  

Job satisfaction 

Six items for a global measure of job satisfaction were used taken from Brayfield and Rothe 

(1951). These items were selected as they have been used widely in other studies and have 

shown to have good validity and reliability (Agho et al., 1992). These items were “I find real 

enjoyment in my job”, “I like my job better than the average worker does”, “I am seldom 

bored with my job”, “I would not consider taking another kind of job”, “Most days I am 

enthusiastic about my job”, and “I feel fairly well satisfied with my job”. A five-point Likert 

scale applied to each item indicating the degree to which the respondent agreed with each 

statement. A score of 1 = strongly disagree, 2 = disagree, 3 = don’t know, 4 = agree, and 5 = 

strongly agree. Within this study Cronbach’s alpha for this scale was .87 indicating good 
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internal consistency. Internal consistency is a form of instrument reliability and assesses 

whether several items that propose to measure the same general construct produce similar 

scores. A Cronbach alpha of 0.70 to 0.90 demonstrates good internal consistency and a 

Cronbach alpha greater than 0.90 demonstrates excellent internal consistency (Tabachnick & 

Fidel, 2007).  

Organisational commitment 

Employees’ commitment to their organisation was measured by the Organisational 

Commitment Questionnaire (OCQ) (Mowday, Steers & Porter, 1979). Some sample items 

from the OCQ are: “I am willing to put in a great deal of effort beyond that normally 

expected in order to help this organisation be successful”; and “This organisation really 

inspires the very best in me in the way of job performance”. Respondents were asked to rate 

their agreement for each item on a 7-point Likert scale (1 = strongly disagree, 2 = disagree, 3 

= Somewhat disagree, 4 = Neither agree nor disagree, 5 = somewhat agree, 6 = agree and 7 = 

strongly agree). Five negatively worded items from the OCQ were re-coded. These were: I 

feel very little loyalty to this organisation, I could just as well be working for a different 

organisation as long as the type of work was similar, It would take very little change in my 

present circumstances to cause me to leave this organisation, There’s not too much to be 

gained by sticking with this organisation indefinitely, and Often I find it difficult to agree with 

this organisation’s policies on important matters.  

The OCQ was again chosen due to it psychometric properties. Mowday, et al., (1979) have 

demonstrated strong evidence of internal consistency (Cronbach alpha ranging from 0.82 to 

0.93) and test-retest reliability (r= 0.75 over a 4 month period) of the OCQ. Test-retest 

reliability assesses the variation in measurement of a construct by an instrument over time. 

Again a score of 0.70 or greater demonstrates good test-retest reliability (Tabachnick & Fidel, 

2007).  The internal consistency score achieved for this study was a Cronbach alpha of 0.88 

indicating good internal consistency. 

Mowday and colleagues (1979) also demonstrated acceptable levels of convergent, and 

predictive validity of the OCQ. Convergent validity is the degree to which two instruments 

that theoretically measure the same construct are related. Predictive validity is when the score 

of an instrument correctly predicts an outcome measure (Tabachnick & Fidel, 2007). 

Convergent validity was demonstrated by moderate correlations between organisational 

commitment and other measures of similar attitude constructs (e.g. organisational attachment) 
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(Mowday, Steers & Porter, 1979). Predictive validity was demonstrated by consistent 

relationships between organisational commitment and measures of employee turnover. The 

instrument therefore demonstrated good reliability and validity scores and was therefore 

chosen to be used in the current study.  

Procedure 

When the liaisons were first contacted about the study, they were informed about its two parts 

(qualitative and quantitative). The student researcher also stayed in contact with the liaisons 

during the process of data collection. Therefore, for this phase of the study the student 

researcher again contacted the liaisons via email, and informed them that the survey was 

ready to be circulated. In the public and not-for-profit organisations, the survey was 

circulated throughout the organisation. In the private sector organisation, the survey was 

circulated in one department only. This was because the liaison within this organisation had 

jurisdiction within this department only and the organisation was too large to circulate the 

survey organisation-wide. The researcher provided organisations with the email text that was 

to be circulated to employees. The email that was sent out to employees within all three 

organisations can be seen in Appendix J. 

Although the survey was sent organisation or department-wide, it only targeted employees 

aged 45 years and over. This was specified both in the email and the survey itself. A link to 

the survey (that was programmed in survey monkey) was embedded into the email, so that 

respondents could click on or copy and paste the link to access the survey. Employees were 

able to answer the survey at their own leisure. Three categories of employees were captured 

in the survey; executive/senior management, middle managers and general employees. The 

survey also captured responses from both males and females.  

The survey was kept open for a period of four weeks (from October to November 2014), 

since towards the end of this period of time there were no more responses coming in from the 

survey. Within the NGO, the survey was sent out to approximately 420 employees, and 

within the public sector organisation the survey was sent out to approximately 1320 

employees. Data on the number of employees within the department of the private sector 

company was not made available to the researcher. Details regarding the number of 

employees in the NGO that fit within the age category required for the study were either 

unknown or not made available to the researcher. Within the public sector organisation, the 
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researcher was able to obtain information that approximately 550 employees were aged 45 or 

over.  

A total of 185 people responded to the survey from all three organisations (59 from the NGO, 

114 from the public sector organisation and 12 from the private sector organisation). Due to 

the limited number of responses received from the private sector organisation, these 

responses were not included in the analyses for the study due to limited power that this small 

sample would carry (Tabachnik & Fidell, 2007). While the researcher was able to calculate a 

response rate of 21% for the public sector organisation, a response rate for the NGO 

organisation could not be calculated. This is because information on the number of 

employees that were aged 45 years and over within the organisation was not available. Once 

the survey had closed, the researcher imported all data into the statistical program IBM SPSS 

Statistics for Windows, 2014 Version 22.0. Once the data was imported into SPSS, the data 

was checked for missing values and incorrect information. A total of 18 surveys were 

discarded because of significant missing values in addition to the 12 surveys discarded from 

the private sector organisation. Items within the OCQ were recoded and total scores were 

calculated for the job satisfaction and organisational commitment measures. The data was 

then analysed using the IBM SPSS Statistics program version 22.0.   

 

Factor analysis as the analytical methodology 

Factor Analysis is a statistical procedure that examines inter-correlations that exist between a 

large number of items in a questionnaire. It has a number of uses including establishing 

underlying dimensions within a scale thereby allowing the formation or refinement of theory, 

providing construct validity to self-reporting scales, data reduction, classification and 

description of data (Williams, Brown & Onsman, 2012). There are two types of factor 

analysis: Exploratory Factor Analysis (EFA) and Confirmatory Factor Analysis (CFA). 

Advocates of CFA believe that it should be used when there is strong theory underlying a 

model before analysing the data (Hurley et al., 1997). It is more often used for analysis when 

there are expected causal connections between variables. EFA on the other hand is more 

often used for data reduction and scale development. There is no expectation of the number 

of factors in a variable and as the title suggests, it is exploratory in nature to allow for theory 

generation (Williams, Brown & Onsman, 2012).  
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Factor analysis was chosen for analysis since this phase of the study essentially aimed to 

validate the factors that constitute an age-friendly organisational culture through the 

development of a scale. Factor analysis is used when a researcher wants to determine whether 

a series of dimensions exists in the data and whether they are interpretable in a theoretical 

sense (Hooper, 2012), thus fitting well with the core aim of this phase of the research. The 

choice of using either EFA or CFA for this purpose is explored below. 

Factor analysis in general does have its criticisms, largely based on the subjectiveness of 

results, which are determined by the researcher as significance of results cannot be attained. 

This is specifically with regard to EFA. Nonetheless, factor analysis is invaluable when used 

for statistically generating and confirming theory and providing a mechanism through which 

constructs can be defined and measured. A debate captured by Hurley and colleagues (1997) 

where a panel of five experts provided their view on the use of CFA and EFA, generated 

insightful dialogue on the practicality of either form of factor analysis. All on the panel 

emphasised that EFA and CFA have their own strengths, restrictions and purposes. However, 

when making the decision of what technique to use, with CFA one must have an a priori 

hypothesis or clear theory for specification of the model. A panel member indicated that CFA 

is best utilised when there is a specific hypothesis to test (for example if testing whether 

factor loadings in an age-friendly organisational culture scale were equal for males and 

females). Researchers could fall into the trap of exploratory research using CFA by 

modifying their model until a good fit of the data is achieved. If this is the case, EFA should 

instead be used to explore the data. EFA is also better used for scale development, theory 

generation and evaluation, since it helps develop scales that show good internal consistency 

while minimising overlap with other scales (Hurley et al., 1997).   

Gerbing and Hamilton (1996) also emphasise the viability of using EFA as a precursor to 

CFA. This argument comes from the tendency to achieve a confirmation bias using CFA 

(modifying the model until results agree with theory). However, if the research proceeds with 

EFA, problems associated with a confirmation bias are less likely to manifest. Gerbing and 

Hamilton (1996) state that EFA is a useful tool to help researchers in recovering an 

underlying measurement model that can then be evaluated with CFA. A CFA model 

developed together with EFA is an effective strategy for theory development, however when 

using CFA following EFA, an entirely new data set should be used (Gerbing & Hamilton, 

1996).  
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On the basis of this discussion, EFA was deemed a more suitable method to use for the 

purpose of this research for the following reasons: 1) the purpose of the study is to generate 

factors that represent a shared meaning of an ‘age friendly organisational culture’ rather than 

confirm theory; 2) to allow for theory generation of an ‘age-friendly organisational culture’; 

3) to allow for initial scale construction so as to measure an age-friendly organisational 

culture; 4) as no previous theory exists on the dimensions of an age-friendly organisational 

culture and its relation to other measures such as job satisfaction, retention and engagement 

and therefore strong assumptions cannot be made; and 5) EFA has been recommended as a 

precursor to CFA when no strong theory exists. EFA is likely to be more desirable in these 

situations, because the number of plausible alternative models might be so large that it would 

be impractical to specify and test each one in CFA (Fabrigar et al., 1999). Also, while it 

would be optimal to follow EFA with CFA as suggested by Gerbing and Hamilton (1996), 

the ability of obtaining new data for this analysis is out of the scope of this research.  

 

 

Results 

Data diagnostics for factor analysis 

Prior to conducting exploratory factor analysis, the data was assessed for suitability of 

conducting this analysis. Performance scores from the age-friendly survey were used for the 

factor analysis because the instrument aspires to measure the performance of an 

organisation’s culture in terms of how age-friendly it is. Furthermore, other work culture 

instruments use scales that measure the performance of the organisation from the perspective 

of employees, rather than how important employees think a particular construct is (Cooke and 

Szumal, 1993; Bergman and Hallberg, 2002; Dertert et al., 2003). 

Sample size and the strength of the items are two elements to consider if the data is suitable 

for factor analysis (Pallant & Lae, 2002). Tabachnick and Fidell (2006) suggest that 150 

cases is sufficient for factor analysis and as few as 100 cases can be adequate in situations 

where there are a small number of variables. Stevens (1996) also suggests that sample size 

requirements advocated by researchers have been reducing over the years as more research is 

done on this topic. Since the sample size was larger than 150 cases, this was deemed to be 

suitable for factor analysis. 
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The other requirement to address is the strength of inter-correlations among variables. 

Tabachnick and Fidell (2007) recommend inspecting the correlation matrix for evidence of 

coefficients greater than 0.3. If few correlations above this level are found, they advise that 

factor analysis is not appropriate. A correlation matrix of all items can be seen in Appendix 

K. The correlation matrix indicates that more than 50% of items significantly correlated with 

each other at a level higher than 0.3 (0.5 alpha level). This further supports having a sample 

size of 150 cases for the factor analysis since there were strong correlations between items 

(Guadagnoli and Velicer, 1988). Furthermore, the Kaiser-Meyer-Oklin value was .91, 

exceeding the recommended value of .6 (Kaiser, 1970, 1974) and the Bartlett’s Test of 

Sphericity (Bartlett, 1954) reached statistical significance, supporting the factorability of the 

correlation matrix. Therefore, factor analysis was an appropriate statistical method to use for 

analysing the data. 

Each item was subjected to tests of normality to assess skewness and kurtosis of the items. 

Large positive skewness statistics indicate that the data is positively skewed and large 

negative statistics indicate that the data is negatively skewed. Similarly, large positive 

kurtosis statistics indicate that the data is too peaked, and large negative values indicate that 

the data is too flat (Pallant, 2002). Muthen and Kaplan (1992) suggest that skewness and 

kurtosis statistics should not be greater than an absolute value of 2.0 or less than -2.0 for 

factor analysis. They state that when skewness or kurtoses are larger than 2.0 and correlations 

are large, distortions of standard errors may occur. An inspection of these statistics revealed 

no violation of normality (see Appendix L). Tabachnick and Fidell (2007) also recommend 

eye-balling normality plots to assess for skewness and kurotisis.  A scan of these plots again 

revealed no violation of normality.  

Factor retention 

The 50 items from the age-friendly culture survey were subjected to principal axis factoring 

(PAF; Appendix M). PAF was chosen over principal component analysis, since much of the 

literature pertains to this methodology being superior to PCA. This is because it analyses 

common variance only, which is a key requirement for theory development (Hooper, 2012). 

Costello and Osborne (2005) also recommend using PAF as an extraction technique if data is 

normally distributed.  

Decisions on the number of factors to extract are important since specifying too few factors 

can result in the loss of important information by ignoring a factor or combining it with 
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another, hence resulting in falsely loading items (Hayton et al., 2004). Specifying too many 

factors can lead to focusing on minor factors at the expense of major ones (Hayton et al., 

2004). On deciding the number of factors to retain in factor analysis, there are a number of 

criteria that can be used. One of the most commonly used methods is the Kaiser criterion 

(Kaiser, 1960) which retains factors with eigenvalues greater than one. However, there is 

some consensus in the literature that this method can retain too many factors (Velicer & 

Jackson, 1990). 

An alternate criterion for factor retention is Catell’s (1966) scree test, which involves an 

examination of a plot generated by statistical software, to look for a natural point in the data, 

where the curve flattens out (Costello & Osbourne, 2005). The number of data points 

preceding where the curve flattens out is usually the number of factors to retain. The scree 

test does also suffer from subjectivity and ambiguity since it is up to the researcher to make a 

judgement on the number of factors to retain, and has also been criticised to retain too few 

factors (Hayton et al., 2004; Zwick & Velicer, 1986). It is therefore suggested that criteria 

should be chosen based on one that makes the best theoretical “sense” based on the data 

(Brown, 2009).  

For this study, PAF revealed the presence of eight factors with eigenvalues exceeding one, 

explaining a total of 65 per cent of the variance in the model (38 per cent, six per cent, five 

per cent, four per cent, three per cent, three per cent, three per cent, and two per cent 

respectively). An inspection of the scree plot revealed a break after the first factor, where the 

plot began to level off. This first factor explained most of the variance in the model. However 

due to the ambiguity of the scree plot, it’s likelihood of retaining too few factors (Zwick & 

Velicer, 1986) and as the literature and qualitative data dictated that there is more than one 

factor that makes up an age-friendly organisation, the eigenvalues were used to decide the 

number of factors to retain. As a result, eight factors were retained for further investigation. 

Results for principal axis factoring with varimax rotation 

To aid in the interpretation of these eight factors, Varimax rotation was performed. The goal 

of the rotation method is to simplify the data structure (Costello & Osbourne, 2005). Rotation 

methods can be either orthogonal or oblique. Oblique rotations assume that all data is 

correlated. An inspection of the correlation matrix revealed that not all items in the data set 

were correlated. Furthermore, although the items in the survey were intended to measure a 

common theme (i.e. age-friendliness), it was not assumed that all factors within the 
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instrument would be related. Therefore, an orthogonal rotation method, in the form of 

Varimax rotation was chosen for the factor analysis. Tabachnick and Fidell (2007) cite .32 as 

a good rule of thumb for the minimum loading on an item. Therefore, all loadings below .32 

were suppressed when running the analysis. 

The initial factor solution presented an adequate structure. One item failed to load on any of 

the factors and twelve other items cross-loaded on two or more factors. Items that cross-load 

on a number of factors can be problematic and decisions about whether these items should be 

kept or dropped depend on the loading strength of the item on the factors (Hooper, 2012; 

Costello & Osbourne, 2005). Ferguson and Cox (1993) state that if the difference of loading 

between the factors is small (≤0.2) then removal of the item is warranted since it is difficult to 

say which factor it represents. However, if the discrepancy is large (>0.2) then the item can 

be allowed to stay and assumed to load on the factor for which it has the highest loading. 

Based on this criterion nine items were discarded since one item did not load on any of the 

factors and eight other items cross-loaded on two or more factors with the difference between 

loadings on factors being ≤0.2 (Ferguson and Cox, 1993). Table 3 displays the nine items that 

were removed from analysis. 

Table 3. Items removed from analysis 

Items discarded from survey 

1. You do not feel that your age prevents you from moving into another area or position 

in your organisation. 

2. There is training available on the use of new technologies in your organisation. 

3. You feel respected for the knowledge and experience that you bring to the 

organisation. 

4. Your organisation has a break area at work so you can rest and talk to colleagues. 

5. There is a broad mix of ages within your workplace. 

6. Your organisation encourages workers of different generations to work together.  

7. You are not starting to lose respect at work as you age. 

8.  You do not feel stuck in your job with no other role to progress to within the 

organisation. 

9. The furniture and equipment at work suits your health needs. 

 

The PAF was re-run with the 42 remaining items. The factor rotated solution revealed the 

presence of a simple structure (Thurstone, 1947), with all eight factors showing a number of 

strong loadings (loadings of over 0.4; Hair et al., 2009). The factors were then examined and 

given a descriptive title that represented characteristics of each construct. Fortunately, there 
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appeared to be no logical inconsistencies in the way the statements loaded on to the 

components. Table 4 displays the retained items, their descriptive categories, and their factor 

loadings.  

Table 4: Retained items, descriptive categories and factor loadings 

Factor Items Factor 

Loadings 

Factor 1: Fairness & Equality  

Your organisation does not discriminate based on age. .703 

Your organisation treats all workers fairly regardless of their age. .699 

Decisions regarding the promotion of employees are fair. .698 

 Everybody is treated equally in your organisation no matter what age you 

are. 

.687 

Your organisation recognises the strengths of older workers. .664 

Your organisation demonstrates that it values employees that are within 

your age group. 

.651 

You do not feel judged by your age within your organisation. .627 

You feel that you are able to apply for other positions in your 

organisation without being judged as being too old. 

.600 

There is a recognised effort by your organisation to ensure that the 

workplace is age-diverse. 

.577 

 All employees are given opportunities to develop their skills regardless 

of age. 

.562 

Factor 2: Ease in accessing flexibility  

You can easily transition down to part time work if you wanted to. .723 

It is simple and straightforward to access flexibility at work. .708 

Your manager supports flexible working conditions (e.g. working from 

home). 

.609 

Your organisation has protocols in place that allow you to job-share if 

you wanted to (i.e. share a full time role with another person). 

.565 

You are able to work from home if you need to. .551 

Your manager would support you to transition to part time work if you 

wanted to. 

.540 

Your organisation offers phased retirement. .422 

Factor 3: Enjoyment of Work  

Your role has variety. .717 

The work that you do is stimulating. .702 

You have opportunities to bond with colleagues at work. .472 

Your organisation provides you with the opportunity to meet and interact 

with people. 

.467 

The work that you do is meaningful. .433 

You do not feel overwhelmed with work in your role. .403 
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Factor 4: Managing older workers  

You are happy with the level of communication there is between you and 

your manager. 

.639 

Your manager holds regular discussions with you about your career 

development. 

.597 

You are clearly communicated with about a career path in your 

organisation. 

.497 

You do not have a controlling manager. .473 

Factor 5: Training and development of older workers  

Younger workers and older workers have the same access to training and 

development opportunities in your organisation. 

.687 

Workers aged 45 and over are included in training and development 

activities. 

.599 

Younger workers and older workers have the same access to career 

progression opportunities in your organisation. 

.497 

You are able to participate in training in your organisation without feeling 

insecure about your age. 

.473 

Factor 6: Job Design   

Jobs are designed to allow flexible start and finish times. .634 

Your job is structured so that you have autonomy. .585 

You are provided with adequate pay in your job. .401 

Factor 7: Health and wellbeing  

Health and wellbeing programs are offered at work. .849 

There are programs at work that increase employee awareness about 

health and wellbeing. 

.667 

There are facilities at work that allow you to keep active (e.g. gym 

facilities, gym membership, showering facilities). 

.479 

Factor 8: Recognising older workers   

Your organisation has strategies in place to recruit people from different 

age groups. 

.592 

Your organisation recognises the achievements of older workers 

(employees aged 45 and over). 

.512 

Training programs in your organisation take into account the age of 

employees in the way training is delivered. 

.449 

Older workers are encouraged to progress to other roles in the 

organisation. 

.425 

 

Nunnally (1978) developed a widely adopted method that evaluates the assignment of items 

to scales by considering the correlation of each item with the factor that it belongs to. This 

approach is useful to consider whether the item belongs to the dimension that it was assigned 

to in factor analysis, and whether the item should remain in the scale or be dropped based on 
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its contribution to the scales reliability. The purpose of this method was to discard items that 

reduced the reliability of the factor. Nunnally (1978) recommends deleting factors with a 

Cronbach’s alpha of less than 0.70. While other studies (e.g. Katabe, 1990) have used alpha 

thresholds of between 0.50 and 0.70 for exploratory factor analysis, it was decided to 

maintain the threshold for factor deletion at 0.70 to obtain the highest level of internal 

consistency (i.e. how well a group of items measure the same construct based on item 

correlations).  

The internal consistency method was chosen as the reliability analysis since it requires only 

one instrument and one administration (Dobni, 2008). Furthermore, Cronbach’s alpha 

coefficient (Cronbach, 1979) has become the most universally adopted approach for single 

instrument, single administration methods (Dobni, 2008). The reliability analysis for each of 

the eight factors revealed that all eight factors had a Cronbach’s alpha coefficient of greater 

than 0.70, indicating good internal consistency reliability of the factors. Moreover, no item 

reduced the reliability of the factor. Table 5 displays the Cronbach alpha coefficient of each 

factor.  

Table 5: Reliability of the eight factors 

Factor Cronbach alpha 

coefficient 

Factor 1: Fairness and equality .943 

Factor 2: Ease in accessing flexibility .839 

Factor 3: Enjoyment of work .820 

Factor 4: Managing older workers .805 

Factor 5: Training and development of older workers .859 

Factor 6: Job design  .708 

Factor 7: Health and wellbeing .752 

Factor 8: Recognising older workers .776 

 

Relationship between age-friendly factors, job satisfaction and organisational 

commitment 

The relationship between the age-friendly dimensions (fairness and equality, flexibility, 

enjoyment of work, managing older workers, training and development, job design, health 

and wellbeing and recognising older workers), measures of employee commitment to the 

organisation and job satisfaction were examined, in order to assess the convergent validity of 

the sub-scales. Convergent validity is the extent to which two constructs that should be 
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theoretically related are indeed related (Hinkin, 1995). As indicated within the literature 

review, social exchange theory proposes that HR practices have an effect on employees by 

supporting them, and that this support will result in greater affective attachment through job 

satisfaction and a stronger feeling of commitment towards the organisation (Blau, 1964; 

Eisenberger et al., 1986). Therefore, relationships between the eight age-friendly dimensions 

with measures of job satisfaction and organisational commitment were examined, in order to 

determine whether these concepts were related, for convergent validity (Tabachnick and 

Fidell, 2007).  

A correlation matrix was generated to examine relationships between the age-friendly 

dimensions and outcomes variables (organisational commitment and job satisfaction). The 

variables ‘organisational commitment’, and ‘job satisfaction’ were first examined for the 

assumptions of normality, linearity and homoscedasticity. No violations of these assumptions 

were found. The correlation matrix, with Pearson’s coefficient is displayed in table six. The 

correlation matrix indicated that significant positive relationships existed between most 

predictor variables (age-friendly dimensions) and outcome variables (job satisfaction and 

organisational commitment) at p≤.01, (2- tailed), with the exception of flexibility which 

correlated with job satisfaction at p≤.05, (2- tailed). Health and wellbeing however did not 

correlate with job satisfaction. This may be the case since health is not theoretically related to 

job satisfaction. Enjoyment of work explained most of the variance in job satisfaction (34%) 

while fairness and equality explained most of the variance in organisational commitment 

(36%). These findings gave an indication of convergent validity for most age-friendly 

domains.  
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Table 6. Correlations of age-friendly dimensions and job satisfaction, intention to remain with organisation and organisational commitment 

**.Correlation is significant at p≤.01, (2- tailed) 

*. Correlation is significant at p≤.05, (2- tailed) 

 Job 

satisfaction 

Org 

Commitment 

Fairness 

& 

Equality 

Flexibility Enjoyment 

of work 

Managing 

older 

workers 

Training & 

Development 

Job 

design 

Health & 

Wellbeing 

Recognising 

older 

workers 

Job 

satisfaction 

1          

Org 

Commitment 

.612** 1         

Fairness & 

Equality 

.419** .603** 1        

Flexibility .191* .409** .562** 1       

Enjoyment 

of work 

.574** .586** .658** .428** 1      

Managing 

older 

workers 

.412** .528** .621** .538** .609** 1     

Training & 

Development 

.322** .488** .754** .411** .636** .513** 1    

Job design .242** .453** .516** .526** .574** .546** .501** 1   

Health & 

Wellbeing 

    .067 .242** .384** .378** .318** .422** .259** .398** 1  

Recognising 

older 

workers 

.202* .426** .705** .476** .452** .594** .589** .369** .425** 1 
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Summary  

This chapter discusses the development of the age-friendly survey, outlines the methodology 

for the quantitative study, including the analysis chosen, the sample characteristics, the 

measures used in the study and the study procedure. The chapter also reports on the retention 

of factors from a factor analysis. Survey development followed the psychometric guidelines 

set out by Churchhill (1979), which involved item generation, item purification, and item 

testing/fielding. Items were generated from responses derived from the qualitative study on 

perceptions of an age-friendly organisation. Item domains were based on themes from the 

qualitative study (i.e. organisational policies, organisational ethos, management/leadership, 

and job design). First the items were generated from the data (97 items), the items then went 

through a meticulous item purification process where items were removed or modified based 

on feedback from experts in the field, and a small representative study sample group of 

workers aged 45 years and over. Through this process, the items were reduced to a more 

manageable number of 50 items in total.  

Following this, a seven point Likert scale was applied to the items. The scale was based on 

consultation with best practice methods identified in the literature on presentation of items, 

category labelling and number of categories (Weng, 2004; Chuchill & Peter, 1984). The 

survey was programmed in Survey Monkey and tested with two doctoral students for any 

errors in programming. The survey was then fielded in order to validate the model of an age-

friendly organisational culture.  

Exploratory factor analysis was chosen as the analytical method since it served the study’s 

purpose of generating theory around a shared understanding of an age-friendly organisation 

and allowed for initial scale construction to measure how age-friendly an organisation is on a 

number of dimensions. In total, 155 responses were used for this study (99 from the 

government organisation and 56 from the NGO). Organisations that had participated in the 

first phase of the study were re-contacted and the survey was sent out via the organisational 

liaison. The survey was kept open for four weeks. A total of 185 people responded to the 

survey from all three organisations (59 from the NGO, 114 from the public sector 

organisation and 12 from the private sector organisation). The data was imported into SPSS 

once the survey had closed and a total of 18 surveys were discarded because of significant 

missing values. This was in addition to the 12 surveys discarded from the private sector 

organisation. The data set was then prepared for analysis in IBM SPSS Statistics program 

version 22.0. 
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In order to attain the factors of an age-friendly organisation so as to assist with organisational 

change initiatives, the data from the survey was subjected to exploratory factor analysis with 

varimax rotation. The process of factor analysing the data resulted in another nine items 

being discarded due to their inability to load cleanly on a factor or not loading on any factor 

at all. Eight factors with strong loadings were extracted from the analysis. The reliability of 

these eight factors was tested using the Cronbach’s alpha coefficient (Cronbach, 1979) to 

analyse internal consistency of the dimensions. All factors had a Cronbach’s alpha coefficient 

greater than 0.70, hence indicating good internal consistency reliability.  

Descriptive labels were finally attached to each of the eight factors. The first factor grouped 

items that relate to a work environment that does not discriminate based on age and treats all 

employees fairly and equally. The factor was hence labelled ‘Fairness and Equality’ and 

accounted for most of the variance in the survey (38 percent). This factor is therefore the 

most essential construct of an age-friendly organisation and considers non-discrimination, 

equality, and fairness initiatives in recruitment, promotion, recognition, reward, and the 

development of ageing workers.  

The second factor contained items that related to flexibility and the ‘Ease in Accessing 

Flexibility’, and was hence labelled as such. This factor accounted for seven per cent of the 

variance in the survey. This factor contained items that related to having flexible options 

available at work (e.g. part time work, ability to work from home, job share, phased 

retirement), the ease in up-take of flexible initiatives in the organisation, having support for 

flexible working conditions from managers, and having protocols in place for accessing 

flexibility in the organisation.   

Items that loaded onto the third factor (which accounted for five per cent of the variance) 

related to engaging older workers by providing variety, stimulating, and meaningful work as 

well as opportunities to interact and bond with colleagues and others. ‘You do not feel 

overwhelmed with work in your role’ was also an item that loaded onto this factor, and is 

associated with being stimulated at work but not to the extent of being overwhelmed with too 

much work. Since this factor encompassed items that were associated with being stimulated, 

engaged, and social at work, it was labelled ‘Enjoyment of Work’.   

The fourth factor was labelled ‘Managing Older Workers’ since items within this factor 

assessed their satisfaction with the level of communication that the older workers had with 

their managers, discussions they had with managers about their career development, and that 
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they are not being too controlled by their manager. This factor particularly focused on the 

leadership style that managers had with their older team members where their openness, 

communication, nurturing and democratic style of management was an important component. 

This factor accounted for four per cent of the variance in the survey. 

The fifth factor was made up of items that measured aspects of training and development of 

older workers. The factor accounted for three per cent of the variance in the survey. Items 

within this factor tapped into having equal access to training, development, and career 

progression for both younger and older workers, being included in training programs and not 

feeling insecure about age to participate in training programs. This factor was hence labelled 

‘Training and Development of Older Workers’.  

While ‘Job Design’ emerged as the sixth factor, items within this factor did not focus on the 

physical design of jobs, instead focusing more on the structure and monetary components of 

the job. These were specifically having flexible start and finish times, having autonomy and 

being paid what they are worth for the job. This may be because as workers get older, they 

have the experience and capability to be autonomous in their jobs and work flexible hours. 

Furthermore, some ageing workers may feel that they are not recognised for their experience 

and knowledge and therefore not rewarded well with pay or promotion. This factor also 

accounted for three per cent of the variance in the survey. 

‘Health and Wellbeing’ was identified as the seventh factor of an age-friendly organisation 

culture. Items within this factor measured the presence of health and wellbeing programs at 

work, the presence of programs that increased awareness about health and wellbeing and the 

presence of facilities at work to keep active. The eighth factor was labelled as ‘Recognising 

older workers’ since items within this factor were about having strategies and initiatives that 

were directed towards older workers. For example: having strategies to recruit workers of 

different age groups, recognising achievements of older workers, taking age into account for 

training programs and encouraging older workers to progress in the organisation. Both factors 

accounted for three per cent of the variance in the survey.  

All factors demonstrated good internal consistency reliability, indicated by Cronbach’s alpha 

of over 0.70. Furthermore, in examining convergent validity all eight factors correlated with 

measures of job satisfaction and organisational commitment, with the exception of the 

correlation between health and wellbeing and job satisfaction. This may be the case since 

health is not theoretically related to job satisfaction. While this scale contained eight factors 
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measuring age-friendly organisational culture, it does still require further validating and 

standardisation before it can be used as a culture change instrument. Nonetheless, this work 

provides a starting point for the development of an instrument that can be used to assess the 

performance of organisations on eight ‘age-friendly’ organisational factors, derived from 

older workers’ perceptions of HR practices that effect their satisfaction and commitment at 

work.  

This chapter adds to the previous qualitative analysis as it presents the measurable 

components of culture that can be used by leadership to change to an age-friendly 

organisation. Rather than having a myriad of factors from the qualitative data that are 

difficult to measure, assess and change, this chapter presents a standardised framework of 

factors that can be used across organisations. This phase of the research also provides 

structure to the data by identifying a few but relevant factors of an age-friendly organisation, 

on which further analyses can be conducted. As such, the subsequent chapter uses the factors 

identified in this chapter, as a basis to assess whether differences in perceptions, experiences 

and priorities exist among smaller groups of older workers, specifically older workers of 

different genders, ages and employment levels.      
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Chapter 7: Age friendly factors through lenses of age, gender, employment level and 

sector  

Introduction 

In the previous chapter, empirically generated factors of an age-friendly organisation were 

derived. These factors were extracted from data on the perceptions and experiences of older 

workers regarding organisational strategies that can assist with their recruitment and 

retention. The previous chapter rests within a functionalist paradigm, where the factors 

represent a unitary framework of perceptions that can be applied across organisations (Shultz, 

1995). The generation of factors provides objectivity to age-friendly organisational culture 

and the use of nomothetic methods to empirically derive factors that can be measured in 

organisations and therefore changed. However, it does not consider how these factors may 

vary in interpretation depending on individual and sector characteristics. Therefore, it does 

not portray a comprehensive and complete account of how the factors of an age-friendly 

organisation are perceived by older workers. 

Interpretivism on the other hand sees culture as subjective and susceptible to the contextual 

elements of individuals and organisations. It looks at the meaning of what is being said about 

the topic at hand in order to interpret thoughts and perceptions and provides a deeper 

understanding of the data. It allows for the point of view that interpretations of the age-

friendly factors generated in the previous chapter may vary depending on characteristics of 

the individual and organisation. However, used by itself, it does not provide a shared 

understanding of culture, the ability to generate a few but relevant factors that organisations 

can use to change, and it is less structured and more difficult to measure and use. Integrating 

both functionalist and interpretivist paradigms can provide a more robust understanding of 

what an age-friendly organisational culture is, by acknowledging the usefulness of 

empirically generated factors of an age-friendly organisation but also interpreting these 

factors on a contextual level, in order to explain how these factors apply to different groups. 

 This chapter therefore reflects on how groups and sectors might differ in their perceptions 

and experiences of an age-friendly organisational culture by peering through lenses of age, 

gender, employment level, and sector. In this chapter, both quantitative and qualitative 

methods are used to analyse group differences. Firstly, differences in the way the groups 

perceive the performance of their organisation on the age-friendly factors are examined 

quantitatively to determine whether any statistically significant differences in perceptions of 
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organisational performance exist. Next, the subjective elements arising from the qualitative 

data in relation to age, gender, employment level, and sector are examined based on the eight 

factors derived in the previous chapter. While the quantitative data analysed the perceptions 

of how the organisation is performing on the age-friendly factors, the qualitative examination 

of group differences helped in describing the different experiences and priorities of the 

groups in relation to the identified age-friendly factors. A comprehensive analysis of both the 

qualitative and quantitative data with respect to individual and sector characteristics is 

presented within this chapter and accordingly findings from the quantitative data and the 

various interpretations arising from the qualitative data of the age-friendly factors are 

discussed.   

 

Quantitative differences in perceptions by age, gender, employment level and sector 

groups 

This section looks at whether the perceptions of how their organisation is performing on all 

age-friendly dimensions derived from the factor analysis, differ according to age, gender, 

level of employment and sector. For this, t-tests and an analysis of variance (ANOVA) were 

conducted to look at whether significant mean differences existed between the groups for the 

dimensions of fairness and equality, flexibility, enjoyment of work, managing older workers, 

training and development, health and wellbeing and recognising older workers. T-tests were 

conducted when the independent variable had two levels (age, gender and sector) and a one-

way ANOVA was conducted when the independent variable had three levels (employment 

level; see Appendix N). Effect sizes were also calculated for significant findings to determine 

how large these differences in perceptions are, using an online calculator from a reputable 

university (University of Colorado, 2015). The findings are reported for each analysis and a 

discussion of the results follows. 

Age differences 

Within the survey, age was divided into three categories: 45-54 years old, 55 to 64 years old 

and 65 plus. However, only 10 respondents fit into the 65 plus age category. According to 

Tabachnick and Fidell (2006) a sample of n = 20 is required in each cell in order for there to 

be enough power to conduct an ANOVA analysis. Therefore, the 65 plus age category was 

collapsed into the 55 to 64-year old category. The final sample used in the analysis was n=81 

and n=74 for the 45-54 years old and the 55 plus years old age groups, respectively.   
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Table 7 display the means and standard deviation for all eight independent variables. The 

table shows that mean differences between the 45 to 54-year old age group and the 55 plus 

age group were small, usually a difference in one single score. Based on mean scores, 

employees aged 55 years and over viewed their organisation’s performance on fairness and 

equality, enjoyment of work, training and development and the recognition of older workers 

as performing slightly better than workers aged 45 to 54 years old. Furthermore, they saw the 

organisation’s performance on flexibility, the management of older workers and health and 

wellbeing initiatives as slightly worse than workers aged 45 to 54. To test whether these 

differences were significant, the variables were subjected to independent samples t-tests. 

 

Table 7: Means and standard deviations for eight age-friendly dimensions based on age 

Variable Mean Standard deviation 

Fairness and Equality    

       45-54 years  58.0 10.6 

       55 plus years  58.1 10.5 

Flexibility   

       45-54 years 37.1 8.9 

       55 plus years 35.9 9.1 

Enjoyment of work   

       45-54 years 35.3 5.3 

       55 plus years 35.9 4.9 

Managing older workers   

       45-54 years 22.3 4.1 

       55 plus years 21.4 4.8 

Training and development   

       45-54 years 23.6 3.9 

       55 plus years 23.8 3.3 

Job design   

       45-54 years 17.4 3.1 

       55 plus years 17.1 3.5 

Health and wellbeing   

       45-54 years 15.1 4.2 

       55 plus years 14.1 4.6 

Recognising older workers   

       45-54 years 20.4 5.6 

       55 plus years 20.9 5.1 

Note: Sample sizes were n=81 for 45-54 year olds and n=74 for 55 plus year olds. 
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Independent samples t-tests were used to compare the mean differences on performance 

scores for the variables of interest. Eight t-tests were conducted for each of the following 

dependent variables: Fairness and equality, flexibility, enjoyment of work, managing older 

workers, training and development, job design, health and wellbeing and recognising older 

workers. Employee age with two categories (45 to 54 years old and 55 plus years old) was 

used as the independent variable.  

Not all t-tests violated the assumption of homogeneity of variance since equal variances were 

assumed (Pallant, 2002). There were no significant differences in performance scores for 45 

to 54 years olds and 55 plus year olds for fairness and equality [t(153)=.11, p>.05], flexibility 

[t(153)=.84, p>.05], enjoyment of work [t(153)=.69, p>.05], managing older workers 

[t(153)=1.27, p>.05], training and development [t(153)=.35, p>.05], job design [t(153)=.57, 

p>.05], health and wellbeing [t(153)=138, p>.05] and recognising older workers [t(153)=.59, 

p>.05]. This therefore indicated that employees’ age did not make a difference in their view 

of their organisation’s performance on each of the age-friendly dimensions.  

Gender differences 

Mean and standard deviations were calculated for performance scores of all eight dimensions 

for both males and females, and are displayed in table 8. The sample size for males was n=54 

and females was n=101. Once again, mean performance scores were relatively similar 

between males and females, with the exception of flexibility. Based on mean scores, females 

viewed the organisation’s performance on fairness and equality, flexibility, managing older 

workers, training and development, job design and health and wellbeing as slightly worse 

than males did, whereas as males viewed performance on enjoyment of work and recognising 

older workers as slightly worse than females did.    
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Table 8: Means and standard deviations for eight age-friendly dimensions based on gender 

Variable Mean Standard deviation 

Fairness and Equality    

       Males  58.7 10.0 

       Females  56.9 11.4 

Flexibility   

       Males 37.7 8.1 

       Females 34.4 10.3 

Enjoyment of work   

       Males 35.0 5.7 

       Females 35.9 4.7 

Managing older workers   

       Males 22.0 4.6 

       Females 21.6 4.3 

Training and development   

       Males 23.9 3.6 

       Females 23.3 3.7 

Job design   

       Males 17.4 3.4 

       Females 17.2 3.2 

Health and wellbeing   

       Males 14.8 4.5 

       Females 14.6 4.4 

Recognising older workers   

       Males 20.2 5.5 

       Females 20.8 5.3 

Note: Sample sizes were n=54 for males and n=101 for females. 

To test whether any significant differences existed in performance scores between males and 

females, the variables were subjected to independent samples t-tests. Eight t-tests were 

conducted for each of the following dependent variables: Fairness and equality, flexibility, 

enjoyment of work, managing older workers, training and development, job design, health 

and wellbeing and recognising older workers. Employee gender with two categories (males 

and females) was used as the independent variable.  

Not all t-tests violated the assumption of homogeneity of variance since equal variances were 

assumed (Pallant, 2002). No significant differences in performance scores between males and 

females were found for fairness and equality [t(153)=1.00, p>.05], enjoyment of work 

[t(153)=1.09, p>.05], managing older workers [t(153)=.56, p>.05], training and development 

[t(153)=.90, p>.05], job design [t(153)=.49, p>.05], health and wellbeing [t(153)=.32, p>.05] 
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and recognising older workers [t(153)=.72, p>.05]. However a significant difference was 

found between males and females for performance scores on flexibility [t(153)=2.20, p<.05]. 

The effect size (Cohen’s d) for this difference was calculated based on guidelines proposed 

by Cohen (1988). The effect size calculated was d=0.3 indicating a small to medium effect 

size (University of Colorado, 2015). Therefore, while males and females did not differ on 

their perception of the organisation’s performance on most aspects of the age-friendly 

dimensions, females viewed flexibility as performing significantly worse than did males in 

their organisation.  

Employment level differences 

Mean and standard deviations were calculated for performance scores on all eight dimensions 

(fairness and equality, flexibility, enjoyment of work, managing older workers, training and 

development, job design, health and wellbeing, and recognising older workers) based on 

employment level (general employees, team leaders, management/executives). These 

statistics are displayed in table 9. The sample sizes were n=81 for general employees, n=34 

for team leaders and n=40 for management/executives.  
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Table 9: Means and standard deviations for eight age-friendly dimensions based on 

employment level 

Variable Mean Standard deviation 

Fairness and Equality    

       General employee  55.8 10.6 

       Team leader  59.9 8.0 

       Management/Executive 61.2 7.5 

Flexibility   

       General employee  38.4 8.5 

       Team leader  38.1 8.0 

       Management/Executive 35.0 8.6 

Enjoyment of work   

       General employee  34.8 5.5 

       Team leader  36.0 5.0 

       Management/Executive 36.8 3.9 

Managing older workers   

       General employee  21.0 4.9 

       Team leader  22.8 3.6 

       Management/Executive 23.0 3.8 

Training and development   

       General employee  23.0 4.0 

       Team leader  24.4 2.8 

       Management/Executive 24.5 3.1 

Job design   

       General employee  16.9 3.6 

       Team leader  17.5 2.7 

       Management/Executive 17.8 2.7 

Health and wellbeing   

       General employee  15.6 3.5 

       Team leader  15.4 4.1 

       Management/Executive 13.9 4.8 

Recognising older workers   

       General employee  19.7 5.6 

       Team leader  21.3 4.7 

       Management/Executive 21.7 5.1 

Note: Sample sizes were n=81 for general employees, n=34 for team leaders and n=40 for 

management/executives. 

Based on mean scores, fairness and equality, enjoyment of work, managing older workers, 

training and development, job design and recognising older worker was viewed as 

performing slightly worse by general employees than managers/executives and team leaders. 
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Flexibility and health and wellbeing was seen as performing slightly worse by 

managers/executives than by general employees and team leaders. 

One-way between groups ANOVAs were conducted to analyse whether perceptions of 

organisational performance differed significantly by employment levels on fairness and 

equality, flexibility, enjoyment of work, managing older workers, training and development, 

job design, health and wellbeing and recognising older workers, which were the dependent 

variables. The independent variable used was employment level (general employees, team 

leaders, and management/executives). A statistically significant difference was found at the 

p<.05 level in fairness and equality scores [F(2, 152)=4.39, p<.05], and managing older 

workers [F(2, 152)=4.03, p<.05]. The factor of training and development was also 

approaching significance [F(2, 152)=3.1, p=.05]. All other ANOVA tests were not significant 

for flexibility [F(2, 152)=2.6, p>05], enjoyment of work [F(2, 152)=2.1, p>.05], job design 

[F(2, 152)=1.4, p>.05], health and wellbeing [F(2, 152)=2.8, p>.05], and recognising older 

workers [F(2, 152)=2.2, p>.05]. 

An inspection of the post hoc test matrix revealed that Tukey’s HSD was significant for the 

comparison between management/executives and general employees on fairness and equality 

and managing older workers at an alpha level of p≤.05. Mean difference scores indicated that 

management/executives viewed the organisation’s performance on fairness and equality, 

managing older workers and training and development as significantly better than general 

employees (i.e. mean score difference of 5.5, 2.1 and 1.5 for fairness and equality, managing 

older workers and training and development respectively). The effect size calculated using 

Cohen’s d, was d=0.6, d=0.5 and d=0.4 for fairness and equality, managing older workers 

and training and development respectively, indicating moderate effect sizes for all variables. 

Sector Differences 

Mean and standard deviations were calculated for performance scores of all eight dimensions 

for government and NGO organisations. As mentioned previously, responses from the 

corporate organisation were not used due to the limited sample size. The mean and standard 

deviation statistics are displayed in table 10. The sample size for the government organisation 

was n=99 and the NGO was n=56. Again, there were minor differences in mean performance 

scores for employees in the NGO compared with those working for the public sector. Based 

on mean scores, the NGO employees viewed fairness and equality, flexibility, enjoyment of 

work, and job design as performing slightly better than employees in the public sector. 
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Performance on the factors of managing older workers, training and development, health and 

wellbeing and recognising older workers was seen as slightly better in the public sector 

organisation than the NGO.   

Table 10: Means and standard deviations for eight age-friendly dimensions based on sector 

Variable Mean Standard deviation 

Fairness and Equality    

       NGO  58.8 8.5 

       Public sector  57.6 11.5 

Flexibility   

       NGO  37.4 8.5 

       Public sector 36.0 9.2 

Enjoyment of work 

       NGO 36.1 4.0 

       Public sector 35.3 5.6 

Managing older workers   

       NGO  21.6 4.3 

       Public sector 22.0 4.6 

Training and development   

       NGO  23.5 3.7 

       Public sector 23.8 3.6 

Job design   

       NGO  17.4 3.0 

       Public sector 17.2 3.4 

Health and wellbeing   

       NGO  14.1 4.8 

       Public sector 15.0 4.1 

Recognising older workers   

       NGO  20.4 5.3 

       Public sector 20.7 5.4 

Note: Sample sizes were n=56 for the NGO and n=99 for the government organisation. 

To test whether any significant differences existed in performance scores between the NGO 

and public sector organisations, the variables were subjected to independent samples t-tests. 

Eight t-tests were conducted for each of the following dependent variables: Fairness and 

equality, flexibility, enjoyment of work, managing older workers, training and development, 

job design, health and wellbeing and recognising older workers. The organisation sector with 

two categories (NGO and government) was used as the independent variable.  
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Only one t-test (with health and wellbeing as the dependent variable) violated the assumption 

of homogeneity of variance (Pallant, 2002), therefore the statistic for equal variances not 

assumed is reported for this test. There were no significant differences in performance scores 

between employees from the NGO and those from the government organisation on all of the 

eight dimension; fairness and equality [t(153)=.68, p>.05], flexibility [t(153)=.93, p>.05], 

enjoyment of work [t(153)=.87, p>.05], managing older workers [t(153)=.62, p>.05], 

training and development [t(153)=.49, p>.05], job design [t(153)=.41, p>.05], health and 

wellbeing [t(153)=1.20, p>.05] and recognising older workers [t(153)=.41, p>.05]. Therefore, 

employees from the NGO and public sector organisation did not significantly differ on their 

perception of performance of the age-friendly dimensions identified in the survey. 

 

Summary of quantitative findings on group differences 

This section assessed whether significant mean differences in performance scores existed 

between different individual and sector characteristics for each of the eight age-friendly 

factors (fairness and equality, flexibility, enjoyment of work, managing older workers, 

training and development, job design, health and wellbeing, and recognising older workers). 

T-tests and analysis of variance methods were used in order to assess these significant mean 

differences. T-tests were conducted for the different age groups, genders, and sectors. A one-

way analysis of variance was conducted to assess mean differences for employment levels.  

Overall, four significant or approaching significance differences on performance scores were 

found, out of all analyses conducted. Women viewed their organisation’s performance on 

flexibility as significantly worse than men did, and general employees viewed their 

organisation’s performance on fairness and equality, managing older workers and training 

and development as significantly worse than managers/executives did. The effect sizes 

calculated for these differences were moderate. The finding that women viewed their 

organisations as performing significantly worse on flexibility than men did, may come from 

the carer roles that women are more likely to be involved in either through parenting, looking 

after grandchildren or elderly parents, and therefore they require a more flexible way of 

working than men did, which was potentially not met by their organisation. The finding that 

general employees viewed fairness and equality and managing older workers as of 

significantly lesser performance than managers/executives, may come from the fact that 
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general employees are impacted more by managerial biases, career development and 

progression decisions that are deemed to be unfair, than managers and executives are.  

Overall, these analyses show that older workers of all age, gender employment level and 

sector categories view the performance of their organisation on the eight age-friendly factors 

as relatively the same. This was indicated by the mainly non-significant findings of the 

quantitative analyses, with exceptions of a few factors that achieved significance or were 

approaching significant for some categories. These factors were namely fairness and 

equality, flexibility, managing older workers and training and development. In order to 

explore these four factors more deeply to provide an understanding of why these factors were 

viewed as performing differently by one category compared to another, an analysis of the 

qualitative data will be conducted.  

Qualitative differences in experiences by age, gender, employment level and sector 

groups 

In order to delve into the experiences of older workers in the organisation based on their age, 

gender, employment level, and organisation, the qualitative data was re-analysed in light of 

the four age-friendly factors that approached or achieved significance (namely fairness and 

equality, ease in accessing flexibility, managing older workers and training and 

development), using them as new themes. All categories (i.e. gender, age, employment level 

and sector) are included in the analyses to explore why some categories achieved significance 

while others did not. The qualitative analysis also assisted in understanding how older 

workers’ individual characteristics affected their experiences of working life, on these four 

salient factors. The data was approached with these pre-conceived categories in mind, and 

therefore a deductive methodology of analysis was used. The process of analysis and findings 

are described in this section.  

Process of analysis 

The process of analysis was guided by the third research question; i.e. ‘how are the age-

friendly organisational factors affected by individual and sector characteristics?’ The goal 

was to conceptually extend the age-friendly factors generated in the previous chapter by 

considering circumstantial elements of age, gender, employment level, and sector. A strategy 

for coding was adopted from Hsieh and Shannon, (2005) whereby coding used pre-

determined codes taken from the age-friendly factors (i.e. flexibility, training and 

development, career progression, job design, fairness and equality, recognising older 
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workers, health and wellbeing, and supportive management). As the researcher was already 

familiar with the data from the grounded theory analysis, immersion in the data was not 

necessary.  

 

All coding was conducted in Nvivo for Mac. Coding was conducted by first sorting the 

transcripts into relevant categories of age, gender, employment level, and sector. For age, 

interview transcripts were sorted into age categories of 45 to 54 years, 55 to 59 years and a 60 

plus age groups. For gender, interview transcripts were sorted into categories of males and 

females. Interview transcripts were sorted into categories of general employees, middle-level 

managers/team leaders, and senior managers. Finally, sector interview transcripts were sorted 

into the sectors of private/corporate organisation, not-for-profit organisation, and government 

organisation. 

 

Each category of age, gender, employment-level, and sector was analysed separately. When 

transcripts were sorted into relevant categories of age, gender and employment-level, the 

researcher would read transcripts in each category separately then highlight and code text that 

belonged to a relevant age-friendly factor (e.g. training and development). This was done for 

all the interview transcripts. Once transcript text was sorted into the predetermined 

categories, the researcher re-read the coded text to describe the experiences of older workers 

according to the relevant category. Texts within the pre-determined codes (e.g. training and 

development) were also collapsed into sub-categories within a category if relevant. The 

purpose of creating categories is to provide a means of describing the phenomenon, to 

increase understanding and to generate knowledge (Cavanagh 1997).  

 

In conducting these analyses, it was apparent that there were different experiences in the age, 

gender, and employment level, categories on the four salient factors of fairness and equality, 

ease in accessing flexibility, managing older workers and training and development. The 

differences within the subgroups are reported descriptively within this section (Hsieh and 

Shannon, 2005) in relation to the four salient age-friendly factors.  

 

Peering through the lens of age 

A worker is defined as being an ‘older worker’ at age 45 and over by the Commonwealth 

Age Discrimination Commissioner, the ABS, the UN and the WHO. Most research 
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conducted on older workers also uses this definition to identify their sample and separate 

older workers from younger ones. Theories and findings from ageing research in relation to 

the workforce, are often applied to workers that fit into this broad age group of being 45 years 

old or over. As a result, similar conclusions are applied to a worker aged 45 years and a 

worker aged 65 years since they are both defined by relevant organisations as an ‘older 

worker’. Within this section, we will separate the ‘older worker’ age group of 45 years and 

over into smaller age categories, and examine the experiences and priorities of these smaller 

age groups in relation to work and their interpretation of the age-friendly organisational 

factors. There were 19 respondents aged 45 to 54 years, six aged 55 to 59 years and seven 

respondents aged 60 years plus. 

Age revealed a progression of priorities with regard to the age-friendly factors, where the 

importance of some factors were common across the broad age-group that categorised older 

workers (e.g. flexibility and being valued), and the importance of other factors were more 

pronounced for workers of a certain age group (e.g. 45-54 years old). On examining, coding 

and interpreting the interview text for the three age categories (i.e. 45-54, 55-59 and 60 plus), 

marked differences were noted specifically between the age categories of 45 to 54 years old 

and 60 years plus, in relation to the four salient age-friendly factors. This is possibly due to 

the fact that while workers aged 45 to 54 years were considered as ‘older workers’, they still 

had another 10 to 20 years left in the workforce and therefore perceived and experienced 

work differently to a worker who was over 60 years old, and instead were preparing for 

retirement. On the other hand, workers who were aged between 55 to 59 years old were in an 

intermediate age group, and more or less favoured all age-friendly friendly factors. The 

notable differences that lay between the three age groups are analysed and interpreted 

according to each coding category below. 

Fairness and equality 

Fairness and equality was a factor that resonated strongly with older workers (defined as 

being 45 years and older) in general. However, upon a more in-depth analysis of the 

transcripts donning a lens of age, it was apparent that the younger ‘older workers’ (aged 45 to 

54 years) articulated this factor more frequently than the older ‘older workers’ (aged 60 plus 

years) did. For example, eleven of 19 people aged 45 to 54 years made comments relating to 

fairness and equality. This enunciation of fairness and equality was closely linked to 
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recruitment, career progression, and training and development opportunities for older 

workers. 

There was mention of a more pronounced tension between being considered an ‘older 

worker’ and getting fair access to training and development from the 45 to 54 years of age 

group. This was because this group still desired career development yet were met with the 

impediment of a large focus on younger workers in organisations, as well as age biases and 

age discrimination when it came to career development, and could hence explain the more 

pronounced emphasis on this theme in comparison with the other age groups. These injustices 

are possibly the reason that workers aged 45 to 54 emphasised fairness and equality more 

than the other age groups. In fact, many of the comments coming from the younger age group 

pointed to a desire for less discriminatory attitudes and prejudices against older workers with 

regard to professional development opportunities. Some typical comments relating to this 

theme are depicted below: 

“I think be an anti-discriminatory place. It’s about age, it’s about a whole lot of things. 

There shouldn’t be a discrimination about age and I think there is a discrimination against 

age, particularly for getting jobs.” (Roselyn, general employee, private sector, aged 45 to 

54) 

“I guess an older worker needs to be not prejudiced against and not sidelined with regards to 

professional development and all of that.” (Lea, general employee, not-for-profit sector, 

aged 45 to 54) 

 “With the policies that they have, they do try very hard to have it equal across the board but 

I think you can still see that difference between that younger generation and the older 

generation and I think policies should be changed to match this inequality.” (Sara, general 

employee, public sector, aged 45 to 54) 

Therefore, while fairness and equality was voiced often as an important factor for ageing 

workers generally, it was slightly more prominent for the older workers who fit within a 

younger age cohort (i.e. 45 to 54 years). This 45 to 54 year age group also appeared to hold 

training and career development at a higher standing than those workers who were older (i.e. 

the 55 to 59 and 60 plus age groups), due to the fact that they were in an earlier stage in their 

career and still had time and aspirations to develop their careers further. For this reason, they 

were more susceptible to age discrimination, age biases, and unequal treatment, having to 
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compete against younger workers. Being an ‘older worker’ in this context may be more 

apparent and more difficult for the younger ‘older workers’ than the older ‘older workers’ 

and therefore fairness and equality becomes understandably more pronounced for them.   

Access to flexibility 

Flexibility was a factor that took up a central role in the minds of older workers. Older 

workers of all age categories (i.e. 45 to 54 year olds, 55 to 59 year olds and 60 plus year olds) 

repeatedly mentioned flexibility as something that they strongly favoured in their 

organisation and that would assist them to work for longer. Yet, flexibility took on differing 

interpretations for the older workers of the different age groups. Flexibility for the older 

‘older workers’ was communicated as a means to transition into retirement, whereas 

flexibility for the younger ‘older workers’ was spoken of as an HR aspect that was valued and 

that was looked for in a job, to balance other commitments in their life. It was a benefit that 

the organisation offered, and something that was appreciated in their role by the younger 

‘older workers’, yet did not hold as high importance for them as it did for those closer to 

retirement.  

For older ‘older workers’, flexibility represented a necessity to allow them to slowly 

transition into retirement, and therefore could assist in prolonging their working lives. They 

spoke of flexibility as a means to work for longer and implied that flexible initiatives within 

organisations should take reducing days and work hours into account. Some examples of 

comments relating to flexibility by the 60 plus age group are below. 

 “So I’ve got another three years to look at whether I need to reduce hours or whether I need 

to umm retire. I think I would look at the idea of reduced hours and see if that has actually 

been given to us.” (Josephine, middle manager, public sector, aged 60 years plus) 

“I tried working a four-day week and it just didn’t go well with my colleagues. It was more 

like we miss you, you need to be here and I was thinking but I also need to do a few things 

personally and I need time during the week to do those things. Umm so there is no for me a 

proper transition, there is no encouragement of what will you do with your free time, so it’s 

either you work or you don’t work or they could help you reduce your hours.” (Margaret, 

senior manager, public sector, aged 60 years plus) 

The 45 to 54-year old age group spoke about flexibility as a way to assist them to manage 

their work and life. Their comments on flexibility related more to being able to work from 
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home, or work flexible hours rather than reduce their days of work. Having more years left in 

the workforce than the 60 plus years age group, the younger ‘older’ workers saw flexible 

working as a means to manage their work together with the rest of their lives. Some example 

comments are shown below: 

“Well for me it’s you know a reasonable amount of flexibility around just being able to work 

perhaps from home if the kid’s sick…” (Lea, general employee, not-for-profit sector, aged 

45 to 54 year) 

“What I like about my job and my role in particular is flexibility. The ability to work from 

home or to work from anywhere really around Australia” (Roselyn, general employee, 

private sector, aged 45 to 54 year) 

Reference to flexibility by the middle age group was inclined towards a transition out of 

work, and related to an awareness of the approaching prospects of retirement. Some 

mentioned that this was the point where a conversation about transition could start to happen. 

However, they emphasised that this should be about mutual commitment between the 

organisation and the individual and not “a slide out the door.”  

In summary, though flexibility was important for older workers of all age groups, the types of 

flexible working options that were desired are different for those workers who had a longer 

time left in the workforce, and those who are closer to retirement. The 45 to 54-year old age 

group spoke more about flexible work options that gave them greater work-life balance while 

the 55 to 59 and 60 plus age group referred to flexible work options as allowing them to 

reduce their days and ease into retirement. The older ‘older worker’ also spoke of flexibility 

as a means to work for longer, while the younger ‘older workers’ spoke of flexibility more as 

a means to manage work and life better.  

 

Managing older workers 

On examining the theme of supportive and participative management through a lens of age, 

one can see a more focused depiction of how the different age groups within the category of 

‘older workers’, perceive this age-friendly factor. The lens of age once more magnifies the 

importance of supportive and participative management for one group more than the others. 

Like the other two age-friendly factors discussed, the younger ‘older workers’ placed greater 

weight on a communication with managers about their career path and career development in 
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the organisation. They emphasised the role of management in their career life, and the 

involvement that managers have in enabling career development and progression to occur.  

As mentioned previously, the younger ‘older worker’ group expressed a strong desire to 

maintain professional development and career progression, particularly since ageist beliefs 

could prevent their access to this. Among interviewees, there was a belief present that 

managers do play a key role in access to career progression and development, by allowing or 

preventing opportunities to occur and by demonstrating support and having conversations 

about career paths in the organisation. As Sara said,  

“I had a really good boss once and he sort of put me off my current boss because, he was 

very very good, he treated everybody the same… he would pitch in and he would help, he 

would recognise ability, he was one person who recognised how good I was with young 

people, so he sent me on a training course. The next manager stopped me going to that 

training course” (Sara, general employee, public sector, aged 45 to 54) 

Therefore, again coming from the desire to be developed further, so as not to be stuck in a 

role or ‘become part of the furniture’, and to maintain competitiveness in order to compete 

with younger workers, training and development becomes highly pertinent for the ‘younger’ 

older workers given their length of time still remaining in the workforce. Since managers are 

important ‘gateways’ so to speak for encouraging or hindering the career development of 

workers, the lens of age demonstrates the importance that this younger cohort places on 

having a nurturing and supportive manager.  

On the other hand, while the older ‘older workers’ did mention management in their 

conversations, this was more in relation to still feeling valued by their managers and 

supervisors (two comments), and also having guidance from managers regarding their 

eventual transition to retirement (one comment). An example is, one worker who was 

planning to retire in the next year mentioned that not being valued by his manager was one of 

the reasons that he wouldn’t stay working in the organisation for longer. 

“Oh look I think really it’s got to do with how an individual feels valued in what they’re 

doing and I don’t particularly feel valued by the Director that I work for. It’s not just me; it’s 

the other staff here too. But it’s one of the reasons why I wouldn’t stay.” (Sam, middle 

manager, public sector, aged 60 years plus) 
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The middle “older worker” age group spoke about managerial style and its contribution to 

their enjoyment of work. Being closer to the retirement age than the younger age group, they 

appeared to be less invested in career development, yet were still committed to a productive 

work life. They therefore emphasised having autonomy in their role and preferred a manager 

with a more laissez faire rather than controlling style of management who allowed them to 

use their years of experience to work autonomously in their job.  

On the whole, while there was some reference made about managers by the older ‘older 

workers’, and the middle ‘older workers’, the younger ‘older workers’ instead were much 

more vocal about their current or previous managers. In many cases managers held the key 

for career progression and development, and opportunities for training were either 

encouraged or discouraged by immediate supervisors. As such, the importance of managerial 

attitudes toward older team members becomes relevant for this group who do desire continual 

investment in them. 

Training and development of older workers 

Workers aged 45 to 54 years old, though considered as ‘older workers’, were nonetheless 

highly career oriented, and rightly so given their mention of retirement in another 10 to 20 

years time. There were a number of comments made relating to career development and the 

barriers faced, stemming from age biases, or discrimination. A strong emphasis on training 

emerged within this age group, where respondents pushed back on stereotypes pertaining to 

the notion that older workers do not want to be trained. Instead, they highlighted the 

continued importance of training and development for workers of their age group and their 

strong desire for continual investment in them. Nine of the sixteen employees sitting within 

the 45 to 54 years age group made reference to the importance of training and development. 

Some of these references are quoted below: 

“Also, I think there should be training and opportunities still available because we are living 

longer and working longer. So if you have people who are sort of like 45 plus in the 

workforce, they still should be encouraged to earn more, to achieve, to progress to even 

further if they wish to, and to have that encouragement for people to do so rather than just 

focusing on young people” (Roselyn, general employee, private sector, aged 45 to 54) 

“The possibility of learning more umm. People think that as you get older you don’t want to 

learn. And that’s simply not true. A lot of people are keen to learn new things, experience 
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new things but we just aren’t given that opportunity.” (Sara, general employee, public 

sector, aged 45 to 54) 

Participants who belonged to both the 55 to 59 and 60 plus age groups, saw training and 

development as only of some importance to them, with limited reference made to the topic. 

Those who did mention training in this age group, expressed it as relevant for older workers, 

but did not emphasise their involvement in training and development with as much feeling of 

rightfulness as the 45 to 54 year olds did. While reference to training of the 45 to 54 year olds 

was linked to the necessity of training in order to develop in their careers, reference to 

training by the 60 plus group was more concerning technological training or learning a new 

skill. 

Indeed, the 60 plus age group did not appear to place as much importance on their career 

development as the 45 to 54 year olds did. For instance, five respondents aged 60 years and 

over, indicated that they did not want a more senior role, stating that more responsibility was 

not desired. Their focus was on reaching the end of their careers, and how this was to happen.  

“…you know obviously as I am getting closer to retirement I am not interested in career 

progression or promotion. I am at a place as a team leader where I am very happy at, I do 

not want to progress past that level.” (Lidia, middle manager, public sector, aged over 60) 

“Yes and for me it isn’t, but I think for the average person in their late 40s or 50s it is 

difficult if they haven’t got into that management role of that kind. But for me I do not want to 

hold that more senior position than I do.” (Margaret, senior manager, public sector, aged 

over 60) 

On the other hand, workers aged 45 to 54 years old spoke about career development being a 

natural progression. Workers in this age group still thirsted after reaching new levels in their 

careers and spoke about their aspirations to continue to be developed, the difficulties 

experienced in getting access to career development, and the reality of being considered older 

and having to compete with younger workers for the next career step.  

A case in this point is when Grace, a middle manager in the not-for-profit sector, who has 

aspirations of being in an executive role in five years time and a CEO role in ten years, was 

asked what HR practice is important to her, she responds by saying “definitely professional 

development and review, and having a rigorous structure around that. And making sure I am 

competing fairly with younger workers for a management role”.   
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Along similar lines, Jared, a middle manager in the private sector says the following about 

training and career development when asked about what HR practice was important to him: 

“I guess for me it's the training… I’m at the point now where I have another 15 years to go, 

whereas the guy sitting next to me who’s in his mid twenties, who’s quite capable. Umm you 

know I’m up against people who are quite younger than me, and I’m more expensive because 

I’ve been around longer. It's a bit of a young man’s game sometimes, and at some point I will 

have to move up the value chain, I would like greater responsibilities, but I do have to 

compete with the younger ones.” (Jared, middle manager, public sector, aged 45 to 54) 

In summary, ‘older workers’ of the different age groups expressed differing opinions when it 

came to training and development. While those in the younger cohort maintained a sturdy 

desire to gain access to training and to continue to progress in their careers, those in the 55 to 

59 and 60 plus age groups conveyed a different point of view. Reaching closer to the end of 

their careers, they did not wish for further career development and mentioned contentment in 

staying within their current role.  

The fact that career development was not emphasised with as much vigour by the older age 

groups may be because of a shifting of priorities from work to other aspects of life. Training 

also did not appear to have the same magnitude of importance to them as it did to their 

younger counterparts in the ‘older worker’ category. Rather than a means to develop their 

career (as was seen by the younger age group), training was more of an opportunity to learn 

new skills.  

The 45 to 54 year olds’ instead portrayed an emphasis on career development, and the 

quandary of competing with younger workers for the next position up the ladder. Indeed, the 

tension of career development and being an older worker was more pronounced within the 

younger age group. Therefore, while the factor of training and development was of 

importance for older workers in general, it was of considerably more importance to those 

older workers who still had a decade or more left in the workforce, compared to those were 

reaching the end of their careers.  

Summary 

It is evident from the above analyses that differences in interpretations and experiences of 

working life lies between workers of the different age groups. Workers in the younger age 

bracket (45 to 54 years) who had a decade or more left in the workforce were compared to 
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workers who were aged 60 years and over, and were moving closer to retirement. Although 

these two groups of workers are normally clumped together and labelled as ‘older workers’ in 

the academic literature, policy, and by organisations and relevant bodies, this analysis shows 

that the needs and perceptions of a 45-year old worker for example could be much different 

from a 61 year old worker. 

While similarities existed within the broader category of ‘older workers’, such as the 

importance of managerial relations, the value they placed on continued training, the necessity 

of flexibility for balancing work and life and the importance of not favouring younger 

workers on decisions of career progression and training, differences on these factors were 

also noted. Those in the 45 to 54-year old age group prioritised training and career 

development, spoke more about the disparities between younger workers and older workers 

in getting access to training and career development and therefore emphasised fairness and 

equality and having supportive and participative management that nurtures and develops their 

older workers. Workers aged 55 years and over, instead expressed less of a desire for training 

and career progression, appearing to be content with the level of responsibility in their current 

roles. Instead, they prioritised flexibility, having options to work part time and transition to 

retirement. They also highlighted the importance of designing jobs to accommodate part time 

workers, to reduce responsibility, and make use of their skills and experiences (through 

consultative roles) as they slowly move towards retirement. By peering through the lens of 

age, one can identify the elements of an organisation that become more relevant to the 

different age groups, and therefore can be taken into consideration to better accommodate 

older workers and help prolong their working lives.  

Peering through the lens of gender 

In this section, the perceptions of males and females are analysed separately to identify 

whether both genders experience working life in the same ways, particularly with regard to 

the age friendly factors identified in the previous chapter. The use of a gendered lens provides 

additional insight into differences that lie within the ‘older worker’ group. Females in 

particular appeared to be more vulnerable to age discrimination and therefore spoke more 

ardently about certain topics of age-friendliness than men did. Females also had different 

needs when it came to flexibility due to their carer responsibilities than men did. These 

differences again highlight the need for drilling into individual and contextual factors when 
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looking at how age-friendly the organisation is. Within this sample there were 18 females and 

14 males. These topics will be discussed in more detail henceforward. 

Fairness and equality 

The topic of age discrimination is a delicate one, often scarcely spoken about in organisations 

and arduous to study. Connected to age discrimination are age stereotypes and biases that 

may be preventing older workers gaining career opportunities. An analysis of the transcripts 

of women and men with regard to fairness and equality showed that age discrimination 

penetrates deeper for women than it does for men. Connotations and stereotypes relating to 

being an older female in particular were brought up, through phrases such as “grumpy old 

woman” and “an invisibility of the older woman”. Interestingly, these were brought up by the 

women themselves indicating a shrewd awareness of the presence of a gendered ageism for 

women.    

For example, Margaret, a senior manager in the public sector says in relation to her 

advocating for herself to attain more flexibility: 

“And I don’t want to become the grumpy old woman or the wingy pom” 

Two other women who are general employees in the private sector firm also spoke about the 

invisibility of older women, as depicted by Cassandra below: 

“And if the study does anything and I guess that’s why I was really happy to participate 

because I think once you get to a certain age you become a little bit invisible and you don’t 

have a voice so, and that’s not necessarily in [organisation], I think that’s in society.” 

(Cassandra, general employee, private sector) 

Being older does bring on certain hardships in the workforce, but being female and older can 

possibly induce an even more strenuous effect for these kinds of workers. Although the 

women in this study reported no actual occurrences of age or gendered-age discrimination, 

through their conversations there appeared to be an awareness of the repercussions that they 

could face in the workplace (e.g. reference made to the invisibility of older women). Fairness 

and equality initiatives in organisations should therefore take into consideration the 

intersectionality of being female and older in the workplace, and how this could influence 

employment, career progression, and professional development opportunities. 
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Indeed, females did appear to stress more on the notion of fairness and equality in the 

workplace than men did, with 12 of 18 females relaying comments relating to the importance 

of treating older workers justly and equally in organisations, compared to just four of 14 

comments from men.  

 “I don’t see recognition of in that kind of formal way, of people who are over 45, but I can 

see that would be important to have that kind of discussion or the opportunity to have that 

kind of recognition of the older age group” (Melissa, middle manager, public sector) 

“It’s about age, it’s about a whole lot of things. There shouldn’t be a discrimination about 

age and I think there is a discrimination against age.” (Roselyn, general employee, private 

sector) 

While men also spoke about fairness and equality, their comments on this topic were 

associated with equal opportunities for training and career progression. They commented on a 

larger focus on younger workers in organisations, and the importance of broadening this 

focus to also include the organisation’s more senior employees who continue to value 

professional development.  

“It doesn’t matter at what level you are in your career, you still want to grow, to develop 

further. Training should be for everybody.” (Jared, middle manager, private sector)   

Women also tended to emphasise being valued, recognised and respected for the skills and 

experiences that they bring to an organisation (13 comments from women compared to six 

from men). This emphasis on fairness, equality and being valued in an organisation by 

women in particular may originate from the reality of being somewhat subdued in the 

workplace compared to men. The mention of being invisible in the workplace as an older 

female worker suggests that there may be a tendency for them to feel under-valued and not 

recognised in the workplace. It should be noted that reference to gendered hardships in the 

workplace by interviewees (four comments), came from women who were at a general 

employment level. This indicates an interacting effect between gender, age, and employment 

level where older women in lower levels of employment may suffer more from biases and 

inequalities in the workplace. Though not conclusively confirmed within this research due to 

the small sample size limiting the ability to draw inferences on intersections of gender with 

employment level or age, these interactions warrant further study. 
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In summary, fairness and equality were age-friendly factors that appeared to have more 

weight in the minds of women than it did in the minds of men. This was possibly due to the 

intersectionality of gendered ageism that women face. Connotations relating to the invisibility 

of older women were raised in the interviews, where it was said that older women “don't have 

a voice”, and as a result this may augment their desire for wanting to be valued, recognised in 

the workplace, and treated fairly and equally with respect to opportunities in the organisation. 

Analysing the interview transcripts through a lens of gender, assisted in identifying the 

vulnerabilities that older women can face and the need to focus on gendered ageism, when 

considering the age-friendly factor of ‘fairness and equality’ in organisations.   

 

Access to flexibility 

Flexibility was a factor that was raised by a large number of the respondents in the study as 

an aspect that was highly important to them, would keep them happier at work and assist 

them to work for longer. Those who had carer responsibilities (such as either for elderly 

parents or children) spoke of flexibility as a necessity in order to allow them to participate in 

work. Within this study, those who spoke of having the main responsibility of looking after 

elderly parents or children were all women (eight respondents). They viewed flexibility as 

being essential, and an age-friendly factor within the organisation that was prioritised over 

other factors. 

Women with carer responsibilities not only highlighted the need for flexibility, but also spoke 

about the access to this flexibility in terms of support from managers and the organisation, 

and the guidelines, protocols and procedures for this access. Women more often called to 

attention the support and guidelines required to access flexibility, possibly because of a 

current need to work part time, rather than a future need for transitioning to retirement.  

A comment relating to support for flexibility was made by Amy, a mother having to work 

part time in order to look after her child: 

“I think that there’s a lot of support to formalise and I think that that’s the first step, working 

part time as an option, and I think the second step will now have to be how the organisation 

gets its act together around supporting that. It shouldn’t be individual responsibility, it 

should be something that the organisation has in place.” (Amy, general employee, public 

sector) 
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Indeed, women did place a large emphasis on the support needed for being able to work part 

time by managers, since accessing part time work often depended on one’s manager. It was 

also stated that career progression becomes unattainable when working part time, and since 

some workers still had a large amount of time left in the workforce there was a desire to 

continue to progress in one’s career even though workers could only commit to part time 

work. Again, Amy says with regard to career progression when working part time: 

“Yeah I don’t think there’s much thought given to career progression if you wanted to stay 

working part time. I think if you work part time then that’s being a, that's where your 

stopping now [laughs]. There’s nothing up from here, once you start working part time it’s 

like you’ve given up, and I don’t think that’s the case at all.”  

Similarly, part time workers seemed to feel that in some instances, they were not thought of 

as a valuable member of a team, particularly when part time work was not culturally accepted 

by the organisation. As Linda a senior manager in the private sector firm said with regard to 

part time work: 

“So you know the policies are there but culturally it’s kind of frowned upon.” (Linda, senior 

manager, private sector)       

While flexibility was also important to men, they referred to this as a future rather than 

current need for when they would start to make the transition to retirement. They therefore 

neglected to mention the intricate details of being able to access flexibility and the support 

that was needed in order to do so, unlike women in the study who due to a current need 

emphasised the ‘how’ of accessing flexibility. They spoke of flexibility mostly as a means to 

work for longer, while slowly transitioning into retirement. They also pointed to a common 

assumption that flexible policies in organisations were directed towards women rather than 

men. They therefore called for workplaces to recognise and reform the gendered nature of 

policy and practice concerning flexible work policies.   

Overall, it was the women in the study, rather than men, who had carer role responsibilities in 

looking after elderly parents or children. While men did mention the importance of flexibility 

to them and the need for organisations to recognise this, women prioritised flexibility more as 

a current need in order to continue working on a part time basis while caring for their family. 

They thus spoke of flexibility as a necessity rather than an attractive benefit, and touched on 

the protocols needed in organisations in order to support working part time. This included 
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having support from managers and colleagues in working part time and having policies and 

guidelines in the organisation to arrange for part time work. The level of detail on flexibility 

raised by the women in this study as opposed to men, may come from a current need to work 

flexibly (due to carer responsibilities) rather than a future need as they approach retirement. 

Older women were also able to shed light on the difficulties of being a part time worker, 

including having to forego career progression and not being considered a valuable member of 

a team. These issues should be dealt with in organisations so that a culture of acceptance with 

regard to part time work is cultivated, and that those workers who are working part time are 

still able to progress in their careers. This becomes more relevant for women who assume 

caring responsibilities more than men. As a result of these caring responsibilities, they are 

required to work part time and experience slower career growth and less training investment 

in them than men do, due to the part time nature of their work. This could make them more 

vulnerable to layoffs.  

Managing older workers 

Both older men and women spoke about the importance of having nurturing and supportive 

managers. However, while men referred to the need for recognising training needs and their 

participation in professional development activities, women’s comments again related to 

managerial support for accessing flexibility. These differences in themes from both groups 

may again come from the fact that women take on more carer-related roles and therefore 

flexibility and supervisor support in accessing this, is essential for their continued 

participation in the workforce.  

On-the-other-hand men, who are faced with the impediment of a larger focus on younger 

workers when attempting to pursue career development activities, stressed on a need for 

nurturing and support in this area. It was mentioned that managerial support in particular, 

becomes highly important as they represent the gatekeepers of career development 

opportunities for older workers. The attitudes of managers that either encouraged or 

discouraged career development dictated whether career progression was made available to 

older workers. 

“And this is my point of view, I think it’s not as encouraged, umm the opportunities I think 

are possibly there, but it's the attitudes of the management to encourage the older people who 

wish to progress further to be available.” (Albert, general employee, NGO) 
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When it came to managerial/leadership matters for older workers, older women spoke more 

of the impact direct managers had on being able to work flexibly. Men on the other hand 

spoke of the impact that managers had on access to training and development and career 

progression. As both the ability to work flexibly and access training and career development 

are important for longevity at work, the lens of gender demonstrates that managers should 

consider the different needs of their older team members in order to keep them satisfied and 

enable them to work for longer. 

Training and development of older workers 

The ‘invisibility of the older woman’ was an emerging theme from the interviews, when 

analysed through a lens of gender. This theme illustrates the gendered adversities that older 

women can face in the workforce. Older women demonstrated a self-consciousness or self-

doubt about pursuing career progression or training and development activities. One woman, 

in a senior management role spoke about not registering for a training program because of 

what people would think of her, being an older worker. She says: 

“I nearly applied for a skills presentation course the other day, but I knew someone would 

say, but why do you want to do that? Whereas if I was 10 years younger I don’t think that 

question would be asked.” (Margaret, senior manager, public sector) 

Another woman, in a middle management role spoke about not applying for more senior roles 

since she felt self-conscious in doing so, given that she mostly sees younger people being 

appointed to more senior roles. Three women also spoke about feelings of uncertainty about 

their jobs, and the lack of possibility of further developing their careers, given their age. This 

again demonstrates a lack of confidence and self-esteem when it comes to career 

development for women. 

“I’m not saying that but I think that if I’m out there competing against younger people, and 

I’m talking about people in their twenties or thirties or forties or whatever, I don’t think my 

chances are very good in getting more work.” (Julia, general employee, not-for-profit 

sector) 

Therefore, some older women in this study demonstrated a self-consciousness about their 

age, when it came to developing their careers. Whether this is linked to the ‘invisibility of the 

older woman’, it nonetheless shows that older women are reluctant to take the steps to 

develop their careers, and are attributing this reluctance to society’s misconception of age and 
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its relation to work. Older men on the other hand, appeared to want to take steps to develop 

their career but were met with a greater focus on younger employees in the organisation. 

They emphasised that older workers should “not be sidelined when it comes to professional 

development”, and stressed the need for a shift towards a more age-inclusive culture in 

organisations in this respect.  

Both men and women were impacted by age when it came to training and development, in 

different ways. While women blamed a lack of initiative for pursuing training and career 

development on themselves, men attributed this externally to a greater focus on younger 

workers in organisations. It is unclear whether the self-consciousness about pursuing training 

exhibited by women is related to them being more vulnerable to negative assumptions about 

age, or whether they were in fact affected by a gendered age discrimination. Further research 

on gendered age discrimination is warranted, and how this can affect the career development 

of older workers.  

Summary 

An analysis of the data through a lens of gender sheds light on the vulnerabilities of older 

women in the workplace, and the priorities that they place on certain age-friendly 

organisational factors. The connotations of older women in the workplace go deeper than that 

of men, as they are impacted by the susceptibility of being both female and older. At the 

same time, being an older woman brings its own attitudinal preconceptions, one of them 

being ‘invisible’ in society and ‘not having a voice’. This was noted by women at a general 

employee level, perhaps indicating that the invisibility of the older woman is particularly 

noticeable for older women in lower levels of employment. 

Perhaps owing to the vulnerabilities that they can be faced with, women emphasised the need 

for a fair and equal workplace more than men did. Although in saying this, men too 

emphasised that fairness and equality was important, particularly when it came to training 

and development. Both older men and women spoke about the importance of having 

nurturing and supportive managers. While men also did mention the importance of flexibility 

to them, reference was made mainly to how flexibility could assist them to work for longer, 

and the need for organisations to recognise that flexibility is also preferred by men. Women 

tended to articulate the importance of being valued as an older worker more than men did, 

again potentially coming from the lack of recognition and visibility that they receive. On the 

same line of thought, women also spoke of a self-consciousness in pursuing training and 
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development and career progression opportunities, possibly arising from being more 

vulnerable to or experiencing more age discrimination than men. Given that women are more 

likely to assume carer responsibilities and therefore work part time, they spoke of a need to 

develop strategies in organisations that allowed easy access to part time work, support for 

working part time and career progression when in a part time role. Giving women a voice in 

this study has allowed us to identify some of the vulnerabilities that they can be faced with, 

and to highlight the need for special consideration to older women when developing age-

friendly strategies in organisations.  

 

Peering through the lens of employment level 

In this section, the differences that lay between workers at different employment levels in 

relation to the age-friendly factors identified in the previous chapter will be explored. 

Transcripts were separated into three employment levels of general employees, middle 

managers/supervisors and senior managers, and subsequently analysed. There were 12 

general employees, 12 middle managers, and eight senior managers in this sample. There 

were noticeable differences in the way that general employees perceived access to training 

and development and the role of management as compared to the other employment level 

groups. There were also differences in the way senior managers perceived job design, 

compared with the other employees. Middle managers on the other hand, appeared to place 

importance on all age-friendly factors with no distinct interaction observed in relation to 

these factors as compared with the other groups of employees. Sitting at a mid level of 

employment, their position did not appear to have an effect on the way they experienced 

working life. In this section, reference is made mainly to the experiences of general 

employees and senior managers. 

Fairness and equality 

The study revealed some similarities and distinctions between attitudes to the importance of 

fairness and equality between managers and general employees. Older workers at a general-

level of employment conveyed a tension between having the capacity to develop further in 

their career and facing barriers in the workplace that might prevent them achieving this. It 

was therefore not unexpected that they expressed an appeal for fairness and equality in the 

organisation. General employees, being mindful of age bias, were vocal about ensuring that 

older workers were not a forgotten lot and expressed a strong desire for equal treatment in the 
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way the organisation invested in them. For example, Julia, a general employee in a not-for-

profit firm said the following about age and equality: 

“To me I really think it’s about giving people the opportunity to continue to work and be 

productive and continue, I don’t think it is about age, I think things can happen to people at 

various levels and stages of their life. So it’s about respect for the individual and you know, 

being treated just like everyone else, everybody wants to be respected.” (Julia, general 

employee, not-for-profit sector) 

The emphasis by general employees was on being regarded as the same as other workers in 

terms of their capabilities, and therefore being treated with respect. On the other hand, both 

senior and middle managers, although approving and supportive of fairness and equality 

when it came to age, did not articulate this factor with as much vigour as the general 

employees did. This is possibly due to the fact that they did not have to deal with the ageism 

and attitudinal biases that faced general employees in professional development scenarios, as 

already being senior they did not want or need to be a part of these activities. 

Access to flexibility 

The lens of employment level identified certain themes relating to flexibility, for senior 

managers in particular. Flexibility emerged as a relevant age-friendly factor, yet for senior 

managers there appeared to exist a tension between working flexibly and being in a senior 

role where flexibility was difficult to achieve, with four comments made in relation to this. 

Indeed, there was mention that those senior managers who did want to transition to part time 

work, could not do so because their role would not allow it. This meant that they would either 

have to move to another role, or retire completely rather than be able to stay in the workforce 

for longer in a part time capacity. One senior manager in the not-for-profit organisation 

indicated that she would like to work a four-day week and when asked if this was possible 

she said:  

“I doubt it, I think the nature of the role and the fact that it is working across three different 

sites, and there is a lot of change and appearing out in [place] I don’t think that the current 

management would consider either reducing a role or creating job share or creating other 

positions to supplement it so reduce to four days, so the organisation’s expectation of this 

role would really require a fulltime focus.” (Georgina, senior manager, not-for-profit 

sector) 
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Another manager mentioned that an attitudinal barrier exists for those in senior positions to 

allow them to work part time. He said: 

“I think in the organisation, transition to retirement for someone who is in a knowledge based 

job or a management role, I think there could potentially be a stigma for those people. People 

might look at them and say, well they’re just in the waiting room, it’s not long before they 

go.” (Richard, senior manager, private sector) 

Another manager indicated how flexibility would keep him working for longer in the 

organisation, and that it becomes particularly relevant for more senior employees as they are 

working for the conditions of the job, rather than the money.  

“One of the things that would keep me, well at 57 I’d probably be happy to be working about 

three days a week. And you know so I think things like that should really be explored if 

companies really want to retain older workers, you have got to understand what they want. I 

mean most people, particularly senior level people in a company, they get to a point where 

they are not working for money or anything and they might not want to work fulltime. I’d be 

quite happy when I get to 57 to probably work three days a week until I hit 60, 62 or 

something like that.” (James, senior manager, private sector) 

There were also indications that, since senior employees worked in more highly remunerated 

roles, they were more likely to be financially secure making work conditions (particularly 

flexibility) more important than salary level. The design of senior jobs to accommodate a 

more flexible way of working was therefore called for. General employees and middle 

managers also regarded flexibility as highly important but mainly as providing a way to 

manage work life balance. They not only called for flexible working hours but also for work 

from home options. Responses from middle level employees were mixed, with some seeing 

flexible work conditions as a way to prolong their working lives and others to obtain work-

life balance. Therefore, although flexibility was important for older workers across all 

employment levels, it was of a significantly higher priority to senior managers in order to 

keep them working for longer. Allowing senior managers to eventually move to a part time 

role, whether this may be a more consultative or mentoring role, may help organisations 

retain their skills and knowledge and assist older workers to have a longer working life. 

Managing older workers 
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General employees cited the importance of good managerial relations, nurturing and 

supportive management and being communicated about career direction by their managers. 

Senior and middle managers instead spoke of management in general with little mention of 

how older workers should be managed. For middle and senior managers, the management of 

older workers was not a prominent theme, with few comments made on the topic. Managers 

instead appeared to play an important role in the professional lives of older workers at a 

general level of employment, responsible for their career development, direction, and their 

access to flexibility. Having ongoing conversations with managers for career development 

was stated as lacking for older workers in general levels of employment, who still had room 

and ambition to continue to progress in their careers.  

Hannah, a general employee in the not-for profit organisation, who is on a fixed-term contract 

and wants a conversation about her career path with her manager said: 

“There’s actually no process. Because there’s a lot of other employment opportunities 

coming up, umm some kind of planning with my manager to perhaps continue that 

employment in some other way. But that’s not happening, and as you get older you start to 

fear more or your ability to be re-employed so I think a conversation on pathways would be 

very helpful” (Hannah, general employee, not-for-profit sector). 

Another general employee, also in the not-for-profit sector said that there needs to be better 

communication with managers: 

“One of the things I’d like to see happening with the [organisation] would be better 

communication with the managers, because they have probably twice a year where they 

might just have a staff meeting for them to say that you know that you are still on track, and 

it’s sort of like an appraisal really but there needs to be a conversation about where I’m 

headed.” (Albert, general employee, not-for-profit sector). 

Similarly, in the public and private sector, more direction and support from managers was 

also mentioned particularly concerning career development. As an example, Sara, speaking 

about her manager who prevented her from going to a training course said: 

“No now, what makes a good working environment is that everyone’s abilities and 

weaknesses are recognised, that no one is put above anybody else, the opportunities are 

above board for everybody and if someone has the knowledge and the skills and they just 

need them polished up, doesn’t matter whether they’re 10, 15, 20, 40, 50 then it’s to whatever 
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is to the benefit of the organisation, and that manager should know that.” (Sara, general 

employee, public sector) 

Comparably, in the private sector when Tracy was asked what could be improved in the 

organisation to assist her to remain in a job for longer, she responded that her workload was 

extremely stressful, and there was no support from management regarding this. She said: 

“there is no assistance or support from the senior management to fill those jobs, those 

positions. There’s just not enough management or supervision. No direction and no support” 

(Tracy, general employee, private sector) 

Having nurturing and supportive managers who provide direction in terms of their career 

development was therefore a running theme for the general employee group. With some 

general employees still desiring career progression, the involvement of their managers played 

a big role in allowing this to happen. Many of them spoke about a lack of communication 

with managers about their career path. As career development is still important for older 

workers but often hard to achieve, this study demonstrates the vital role that managers have in 

communicating with their team member about their career prospects and allowing 

professional development to occur. This is particularly the case for those older workers in 

general employment levels, that in a “young man’s world” they can be overlooked when it 

comes to career development opportunities. 

Training and development of older workers 

General employees in this cohort had much to say about access to training and career 

development. Being at a lower level in their career, they were keen to move up the ladder and 

continue to progress in their professions. With more than half of general employees aged 

between 45 to 54 years old, most were also of an age that allowed them to move up in their 

careers. However, similar to the 45 to 54-year old age group, these workers being older, were 

faced with attitudinal biases against them and a lack of support from managers when it came 

to training and development, with eight comments from general employees being relayed that 

related to training and developing older workers.  

The tension of being an older worker yet still having the capacity and desire to develop 

further in their career, but having to face barriers in the workplace that may prevent the 

fulfilment of this desire, together brought on a demand for fairness and equality by the 

general employees. Being mindful of age biases, general employees were vocal about 
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ensuring that older workers were not overlooked, and they provided expertise and value to 

companies and deserved the organisation’s investment in them just as much as any other 

employee.  

A desire for being treated the same as everyone else was a running theme in the transcripts, 

but was particularly highlighted for general employees who faced contempt about their age 

when it came to professional development. Another worker also spoke about having to 

compete against capable younger workers when moving up the value chain, while also being 

older and more expensive. The theme of fairness and equality related to that of training and 

development particularly for workers at general employment levels who are looking for 

career development, indicating that they should be perceived as being a worker rather than an 

‘older worker’.  

Senior managers unsurprisingly did not prioritise career development, already having 

achieved this in their careers and did not express a desire to progress further. Similarly, 

middle managers also appeared not to seek career development, seemingly being content with 

the level of employment that they had attained. Instead, their focus was on how to enable 

continued work on flexible arrangements. It was however raised by two employees at a senior 

level of employment that mandatory training does become difficult as they are already 

juggling many responsibilities including family obligations. An example comment is: 

“…it’s not like the sort of training that’s needed to perform your job, it’s more like oh well 

we have to identify some training because it's in the performance agreement so [name] you’ll 

need to identify some training. You know it’s almost like a tick box exercise really, so then I 

thought, after the effort I put in for the first semester I thought I don’t really know what I’m 

getting at here. It was good and I enjoyed it but it’s putting me under too much pressure. No 

one’s backfilling me at work, you know I’m spending my nights and weekends catching up on 

work and trying to cram and get exams done, I just thought this is not worth it.” (Andrew, 

senior manager, public sector) 

In summary, workers in general employment levels spoke of wanting training and career 

development, but also emphasised the need for fairness and equality when it came to 

professional development. Being an older worker, they were vulnerable to ageist attitudes 

with regard to their career development. They also were required to compete with younger 

workers to climb the corporate ladder, yet were impeded by their age and cost compared to 

younger workers. Senior and middle managers on the other hand were not so interested in 
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career development and rather prioritised flexibility in order to continue working. They 

therefore did not place as much emphasis on fairness and equality as general employees did, 

simply because they were not in a situation that required fairness and equality in career 

development. There was also mention of mandatory training being a hindrance rather than a 

help to their working life. This analysis again brings to light the importance of considering 

individual differences when building age-friendly organisations.  

 

Summary 

There were similarities and differences noted in the responses from employees at the different 

employment levels. Senior and middle managers had similar responses as analysed by the 

four factors, with less emphasis placed on managing older workers, training and development 

and as a result fairness and equality from both these groups as compared to general 

employees. Training and development emerged as highly relevant to those employees at a 

general level of employment, given that they still had room to progress in their careers. 

Associated with access to training and development opportunities, was ensuring that these 

opportunities were granted fairly, without age playing a part in the access. Fairness and 

equality also took on an important role in the minds of the general employees, since they 

experienced working life as almost a confrontation against ageist attitudes and biases that 

disallowed them from developing in their careers. Competing with younger workers for 

further job opportunities, and living in a “young man’s world,” fairness and equality in the 

organisation becomes particularly relevant for these workers. 

Senior and middle managers too stated the importance of a non-discriminative culture against 

older workers, yet not being affected by a hindrance to career development, they did not 

speak of fairness and equality with as much conviction as the general employees did. Access 

to training and development was not said to be of a priority to senior managers, and it was 

even declared that mandatory training could cause difficulty in managing other work 

responsibilities and family life. 

Along the lines of access to training and development, general employees also emphasised 

the important role that their managers play in this. They spoke of the need to have clear 

communication with managers about their career path, and having nurturing and supportive 

managers. Senior and middle managers on the other hand, did not make reference to their 

direct managers, but rather was what was needed in order to manage older workers.  
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A key aspect mentioned by senior managers was flexibility. Flexibility was important for all 

older workers, but senior managers experienced a tension between desiring flexibility and 

being in a role where flexibility was hard to achieve. There was mention from senior 

managers that at their level, working conditions become more important. Working conditions 

included having flexibility in their role, having enough resources so that work stress is not 

present, and having a collegial work environment. This analysis presents the priorities of 

older workers at different employment levels, and indicates how these priorities can differ 

based on how they experience working life as an older worker. 

Peering through the lens of sector 

The variable of sector was used to categorise the transcripts for analysis, so as to determine 

whether sector differences affected the way that older workers perceived working life. The 

transcripts were divided into the sectors relevant to this study (i.e. private, public, and not-

for-profit sectors). The organisation’s sector did not appear to affect older workers’ 

perceptions of the age-friendly factors. There were no characteristics specific to any of the 

three sectors in this study that had an impact on older worker’s experience of work, which 

makes it different to another sector. While these results were limited to a small sample size 

and the three organisations that participated in the current study, further research using a 

larger sample size and with a greater number of participating organisations is warranted. 

Nonetheless, within this study, findings indicate that the framework of age-friendly factors 

based on perceptions of older workers, can be applied across all three organisations.      

 

Summary of qualitative findings on group differences 

In this section, deductive analysis was undertaken using the eight age-friendly factors that 

were identified in the previous chapter as categories in order to assess whether employees’ 

perceptions and experiences of the eight age-friendly factors differed by individual (age, 

gender and employment level) and contextual (sector) characteristics. In doing so, both 

similarities and key group differences were noted on four salient factors (i.e. fairness and 

equality, training and development, flexibility and participative and supportive management). 

These four factors form the basis of the qualitative analysis in this chapter.  

The importance of fairness and equality was articulated most fervently by the younger ‘older 

workers’, older women and general employees. This was possibly because they had 

encountered more age-related obstacles in pursuit of career development within 
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organisations. It is also apparent that women rather than men are less likely to receive support 

in developing their careers especially those who take on caring responsibilities or are in part-

time work. Therefore, training and development policies for older workers in organisations 

should take into account the groups of older workers who seek this, but may be encountering 

barriers in doing so. At the same time, it is important for organisations to acknowledge that 

not all older workers are interested in career development as their priorities shift to other 

aspects of life. 

Flexibility too was found to be an important age-friendly factor that can assist in the retention 

of older employees. However, different sub-groups had different reasons for valuing work 

flexibility. Flexibility that enabled transition to retirement was the focus of older ‘older 

workers’ and the majority of senior employees, while policies that enabled satisfactory 

management of work life balance were the focus of younger ‘older workers’ and women who 

had caring responsibilities. Organisations valuing older workers might benefit from 

recognising the kinds of flexible strategies that will most effectively meet the needs of the 

diverse groups of older workers. 

The findings also revealed the importance of the roles that managers play in the working lives 

of older workers. For younger ‘older workers’, those at general levels of employment, and 

older women, managers were often seen as the ‘gatekeepers’ for access to flexibility and to 

training and development. For older ‘older workers’ being valued and recognised by 

managers influenced their motivation to continue working for longer. The findings also 

indicate that managing older workers needs to encompass active communication about career 

paths and transition to retirement, supporting access to flexible policies that are relevant to 

the older worker’s differing needs, and valuing their older team members. It is suggested that 

organisations might benefit from providing training for supervisors on the management of 

their older team members that incorporates different subgroups of mature aged employees.   

From the qualitative analysis, one can see that the same strategies cannot be applied to all 

older workers classified as aged 45 years and over, as individual factors do affect the way 

working life is experienced. It was apparent from the analysis that older workers of different 

ages, genders, and employment levels perceived certain age-friendly factors as more or less 

important than others. This was based on their circumstances and how the characteristics 

relevant to their group interacted with their needs and desires (e.g. being of a younger age 

therefore having more time left in the workforce) so as to have a longer or more satisfactory 
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working life. On the basis of this study, it should be noted that initiatives targeted at older 

workers should not assume that all older workers are the same. Their differences can make 

them prioritise certain factors over others, or perceive factors differently to others.  

The prioritisation of one factor over another by a certain group (e.g. 45-54 and 60 plus year 

olds) of older workers, however does not mean that the factors are not considered important 

for one group if it is important for the other, but simply that one group places more 

importance on the factor than the other. For example, in the case of fairness and equality, 

women appeared to place more emphasis on this factor due to the vulnerabilities that they 

face, yet men still spoke of fairness and equality as being important to them. It can also be 

seen that the factors are all intertwined with the importance of one factor affecting the 

importance of the other factor. For instance, workers aged 45 to 54 years prioritised training 

and development compared to workers aged 60 years plus, given that they had a length of 

time left in the workforce. Because of this, the fairness and equality factor also appeared to be 

more important to them than it did for the older age group, since they were likely to run into 

age biases and were forced to compete against younger workers for career opportunities. This 

highlights how creating an age-friendly organisation does not simply involve modifying one 

aspect of the organisation, but rather should target a range of factors to create a culture that 

values older workers and translates this into the creation and adoption of age-friendly 

initiatives. 

While individual differences exposed a prioritisation of importance in age-friendly 

organisational factors by the different groups (e.g. males and females), sector influences did 

not appear to impact on older workers’ perceptions of these factors. This may indicate that 

similar initiatives to change organisations to be more age-friendly can be applied across 

sectors, while considering the individual characteristics of older workers. As only one 

organisation from each of the three sectors (private, not-for-profit and government) was 

included in the study, larger scale studies with more participating organisations are needed to 

provide more conclusive results. Moreover, all except two employees from the three 

participating organisations were white-collar workers in office jobs. Therefore, the study does 

not take into account differences that may arise from employees in blue-collared jobs with 

more manual or physical work. Finally, since the qualitative study only encompasses 32 

participants, the findings from this analysis cannot be generalised to a larger population. 

  



 

 

176 

Reflection on findings of quantitative and qualitative analyses 

In this chapter, both qualitative and quantitative data was examined by age, gender, 

employment level, and sector. T-tests and ANOVA analyses were conducted on the eight 

age-friendly factors to determine whether significant differences in perceptions of 

organisational performance existed within the different groups of age (45 to 54, 55 to 59 and 

60 plus), gender (males and females), employment level (general employees, middle 

managers, and senior manager/executives), and sector (public sector and NGO organisations). 

The age-friendly factors were also analysed qualitatively to assess how the different groups 

viewed and experienced these dimensions. Quantitative analyses examined the perceptions of 

performance of the age-friendly factors in the organisations, while qualitative analyses 

looked at perceptions of importance and experiences of the age-friendly factors. Although 

both quantitative and qualitative analyses were not examining perceptions of the same thing 

(i.e. one was examining performance, the other importance and experiences), differences on 

four salient factors of fairness and equality, flexibility, managing older workers and training 

and development, were nonetheless noted in both qualitative and quantitative analyses.  

Based on analyses from the quantitative data, it appeared that older workers of the different 

age, gender, employment level and sector groups viewed the performance of their 

organisation similarly on most factors related to an age-friendly work culture. The exceptions 

were differences in perceptions of performance found between males and females on 

flexibility where females viewed performance on flexibility to be worse than males did; and 

between managers/executives and general employees, where general employees viewed 

performance on both fairness and equality, managing older workers, to be poorer than 

mangers/executives did. The organisations’ performance on training and development was 

also seen to be worse by general employees than managers, although this analysis was 

approaching significance.  

The quantitative and qualitative analyses complimented each other on certain aspects. The 

quantitative analysis showed differing views of their organisations’ performance on 

flexibility by males and females, and the qualitative analysis further explains this by 

indicating that this difference may be attributed to the carer roles that women assume and 

therefore a current rather than future need to work part time. Additionally, significant (or 

approaching significant) differences noted by general employees compared to managers on 

their organisations’ performance on fairness and equality, managing older workers and 

training and development can also be explained by the qualitative analysis. The qualitative 
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findings denote that general employees are still keen to progress in their careers, but are met 

with unsupportive management, and age biases when competing against younger workers, 

hence may view their organisations performance on these factors as poorer compared to 

managers.  

Not only did qualitative findings help to explain some of the differences found from the 

quantitative analysis, they also assisted in providing a description of how experiences of the 

different groups of older workers differ by individual and contextual characteristics. The non-

significant results from the quantitative analysis on the four salient factors where differences 

were noted in the qualitative analysis, may result from the fact that while the quantitative 

analysis explored the organisation’s performance, the qualitative analysis on the other hand 

described the experiences of these factors to older workers. These qualitative results, 

although not generalisable, nonetheless show that the different sub groups of older employees 

prioritise certain age-friendly factors over others and experience them differently.  

Overall, the findings from this chapter indicate that while a standardised framework of age-

friendly factors such as those identified in the previous chapter is beneficial for identifying 

what elements can be changed in organisations to assist older workers to remain in 

employment for longer, this framework must also consider the individual characteristics of 

older workers in its application. A closer examination of the age-friendly factors in relation to 

age, gender and employment level indicates that older workers of the different categories 

though valuing all the identified age-friendly factors, do prioritise certain factors over others. 

This is important since certain factors may not be as relevant to one group of older workers as 

it is to another, and the interpretation of factors can differ depending on the group that they 

belong to. An age-friendly organisational culture model, must take into account the varying 

experiences and priorities that the different groups within the broader older worker category 

may have. A model of an age-friendly organisational culture is developed in the next chapter 

through combining both qualitative and quantitative data, and its application to the different 

groups of older workers is discussed.  
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Chapter 8: Integrating older worker’s perceptions of an age-friendly organisation into a 

model of organisational culture 

Introduction 

This chapter re-examines the framework of an age-friendly organisational culture that was 

originally constructed from the review of the literature in Chapter Two. The model was based 

on Schein’s (1985) model of organisational culture consisting of three layers; artefacts, 

values and underlying assumptions. This model is grounded primarily within the functionalist 

paradigm which portrays the idea that culture can be used as a tool for change and as an 

avenue for organisational development processes (Dyer, 1985; Schein, 1992), and to improve 

economic output and to socialise organisational members to management defined values 

(Peters and Waterman, 1982). An interpretivist view of culture, on the other hand, recognises 

that culture is a complex phenomenon, rich with contextual, symbolic, and experiential 

elements that assist in describing and explaining culture (Schultz, 1995). As argued within 

Chapter Two, integrating both functionalist and interpretivist paradigms can provide a more 

robust understanding of what an age-friendly organisational culture is, and can aid in 

developing a framework for use in culture change initiatives.  

Using both qualitative (from Chapter Five) and quantitative data (from Chapter Six), this 

chapter integrates older worker’s perceptions of an age-friendly organisation into an 

aspirational model of organisational culture. The model is then discussed in relation to how it 

can be interpreted differently for different groups of older workers based on the findings from 

Chapter Seven. This section of the research project utilises Schein’s model of culture to 

organise the perceptions of older workers regarding age-friendly organisational practices into 

categories of artefacts, values, and assumptions. While the end result is not a tested model of 

an age-friendly organisational culture, it is a representation of views, experiences and 

thoughts of older workers organised into a conceptual diagram with the aid of a theoretical 

framework derived from the literature. Schein’s (1985) model of culture is dominant in the 

organisational culture literature since he, more than other theorists (both interpretivists and 

functionalists), articulated a conceptual framework for understanding organisational culture. 

This conceptual framework is particularly helpful for understanding culture by providing a 

tool to categorise elements of culture, hence enabling the research study to depict a 

conceptual model of what an age-friendly organisational culture might look like. Being one 

of the only organisational culture models that provides a conceptual framework of 

organisational culture, its dominance in the organisational culture literature, its functionalist 
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roots and its ease for understanding culture, this framework was chosen for understanding 

how the perceptions of older workers can be depicted in a model of organisational culture.     

The organisational culture framework  

Schein’s (1985) model of organisational culture is used as a framework to categorise findings 

on older workers’ perceptions into a conceptual model of an age-friendly organisational 

culture. The model builds on the hypothetical framework postulated in Chapter Two, and 

provides a systematic and pragmatic model that can be utilised for constructing age-friendly 

organisations while utilising organisational culture as a tool to do this. Schein (1985) 

theorised that culture is layered, consisting of artefacts (visible and audible behavioural 

patterns, but are often not decipherable), values (testable by social consensus) and basic 

assumptions (taken for granted, invisible and preconscious). The age-friendly organisational 

culture model developed from older workers’ perceptions in this chapter will also use these 

three layers in order to categorise age-friendly organisational constructs.  

In conceptualising this model of an age-friendly organisational culture, the empirically 

generated factors derived from the factor analysis within Chapter Six will be inserted into the 

second layer of culture (values). These factors were generated by asking respondents to rate 

the performance of their organisation on items that measured certain age-friendly constructs. 

A value according to Schein (1985) is measurable and testable in a physical environment and 

has a greater level of awareness than underlying assumptions. It is possible to present and 

discuss values as they are therefore highly conscious and explicitly articulated (Pedersen & 

Sorensen, 1989). Therefore, the constructs from the factor analysis, which were testable 

elements of the organisation’s culture, can be categorised into this second layer of culture, 

representing the discussable beliefs of employees regarding an age-friendly organisational 

culture. 

Artefacts are the manifestations of an organisation’s culture on a visible and audible level. 

They are the constructed physical and social environment that is technology, art, and visible 

and audible behavioural patterns, and manifestations of the organisation’s values (Pedersen 

and Sorensen, 1989). In the model, this layer of culture will be defined through an 

interrogation of the specific artefacts expressed from the eight values derived from the factor 

analysis, in order to determine how these values can manifest in the physical and social 

environment (Schein, 1985). The qualitative data from Chapter five will be used as the 

expressible elements of how the values can manifest in the environment through taking into 
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consideration how older workers describe these constructs. To do this, each of the four 

themes of organisational policies, ethos, management/leadership, and job design will be 

revisited and analysed depending on the theme that the eight age-friendly factors fall under. 

This is determined by consulting Appendices F and G that depict which theme each factor 

(and their relevant items) originated from through the qualitative analysis.  

Basic assumptions are perceived as underlying implicit premises on which values are based. 

Therefore, from a given value or artefact one can derive or deduce some presumptions on 

which a value or artefact is founded. Pedersen and Sorensen (1989) view basic assumptions 

as conceptual categories developed by the researcher that are not empirically observable, but 

an interpretation the researcher constructs on the basis of empirical data. The nature of this 

study is one of self-report, which deals with perceptions, and experiences of older workers, 

rather than their underlying preconscious beliefs. As mentioned previously, the study is 

designed to predominantly capture the perceptions and thoughts of older workers in order to 

understand what an age-friendly organisational culture is according to the relevant audience. 

The layer of assumptions is not intended to be specifically assessed within this model since 

from a functionalist perspective, the model is concerned with the measurable and testable 

aspects of culture in order to induce change (Schein, 1992). As assumptions are beliefs that 

develop overtime eventually becoming an ingrained part of culture (Pedersen and Sorensen, 

1989), they are difficult to measure and are usually interpretable by an observer. Culture 

change programs focus on the changeable elements of values (including strategies, goals and 

philosophies) and artefacts of the organisation (Demers, 2007), leaving age-friendly 

assumptions to cultivate through time. Therefore, in order to complete the model of culture, 

an a-priori assumption is adopted from the literature and augmented by interpretations of 

perceptions collected from older workers through the qualitative data. In using both 

qualitative and quantitative data on perceptions of age-friendly factors, an integrative 

approach (Schultz, 1995) is undertaken to provide a holistic and complete understanding of 

perceptions of an age-friendly organisational culture.  

 

The layer of values 

Values are the measurable, testable components of culture (Pedersen and Sorensen, 1989), 

and as such age-friendly factors generated through a factor analysis (in Chapter Six) fitted 

within this layer of the model. Items were generated based on the qualitative data collected 
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from older workers (as can be seen in Appendix H), and were used to construct a survey that 

was disseminated across three organisations. Factor analysis on the survey data extracted 

eight factors relevant to an age-friendly work culture. These factors are the measurable and 

discussable beliefs of an organisational culture and therefore formed the second layer of 

organisational culture (values). These eight factors were: 1) fairness and equality; 2) 

flexibility; 3) enjoyment of work; 4) managing older workers; 5) training and development; 

6) health and wellbeing; 7) job design and 8) recognising older workers.  

The factor of fairness and equality relates to not being discriminated against based on age, 

treating all workers fairly regardless of their age, having fair and equal access to promotion, 

having equal opportunities for skill development and generally being treated fairly and 

equally no matter what age the employee is. The second factor of flexibility considers the ease 

in accessing flexibility within its items. The factor encompasses being able to easily transition 

down to part time work if sought, having simple and straightforward access to flexibility, 

managers supporting flexible working conditions, being able to work from home or job-share, 

and having phased retirement in the organisation.  

Enjoyment of work was the third factor that emerged from the analysis, and consisted of 

ensuring that roles have variety, work is stimulating, meaningful and not overwhelming, and 

there are opportunities to interact and bond with people in the job. Managing older workers 

consisted of being happy with the level of communication between the employee and their 

manager, having regular discussions with managers regarding career development, being 

communicated with about a career path in the organisation, and not having a controlling 

manager.  

The fifth factor was training and development of older workers and encompasses both 

younger and older workers having equal access to training, development and career 

progression, mature aged workers being included in training and development activities, and 

older workers being able to participate in training and development activities without feeling 

insecure about their age. The factor of job design includes having flexible start and finish 

times, having autonomy in the role and being paid what the employee is worth. Health and 

wellbeing includes offering health and wellbeing programs, programs to increase health 

awareness and offering facilities at work that allow employees to keep active and healthy. 

Finally, recognising older workers includes having strategies in place to ensure that mature 

age workers are recruited in the organisation, recognising the achievements of mature age 
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workers, ensuring that training programs take age into account in the way training is 

delivered, and making sure that older workers are encouraged to progress to other roles in the 

organisation.  

These eight factors constituted eight values in an age-friendly work culture framework. These 

values, empirically identified through both qualitative and quantitative methodologies are the 

shared perceptions of older workers of what strategies and philosophies an organisation 

should implement for them. They are measurable in an organisation (through the survey), are 

highly conscious, and can be commonly and clearly articulated. In order to determine the 

artefacts of age-friendly organisations, these eight values will be examined so as to define 

how they can manifest in organisations.     

 

The layer of artefacts 

Artefacts have been described as the “physical vestiges of human activity” (Berg, 1987). 

Both functionalists and interpretivists view artefacts as elements of corporate culture. 

According to Schein (1985) within the functionalist paradigm, artefacts are the visible 

expressions of values and basic assumptions. Within interpretivism, organisational culture is 

seen as a symbolic system, where symbols, language and rituals are regarded as having 

meaning and are interpreted to provide a definition or understanding of culture (Alvesson and 

Berg, 1992). Artefacts are viewed as something linking the affective and expressive 

dimensions to the concrete level (Alvesson and Berg, 1992). Therefore, in order to determine 

the artefacts of an age-friendly work culture, the expressive elements depicted from the 

qualitative data that is organised into the four broad categories of organisational policies, 

management/leadership, organisational ethos, and job design (Chapter Five), was examined. 

This was done by mapping interviewees’ comments to the eight age-friendly factors to 

interpret how these values will manifest in a physical or social environment.  

In discerning which theme (organisational policies, management/leadership, organisational 

ethos and job design) each of the age-friendly factors came from, Appendices G and H were 

consulted. Appendix G depicts a mind map of the relevant subthemes derived from the four 

broad categories of organisational policies, management/leadership, organisational ethos, 

and job design, and was constructed through the grounded theory analysis for Chapter Five.  
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Appendix H also portrays the four categories, subthemes, and items, developed during the 

construction of the age-friendly survey in Chapter Six. In consultation with the mind map and 

the initial scale items, it was evident that the factors of fairness and equality, and training and 

development, were derived from the qualitative category of organisational ethos. Ease in 

accessing flexibility and parts of training and development again were taken from the 

category of organisational policies. Managing older workers and parts of training and 

development came from the category of management/leadership and enjoyment of work, job 

design and health and wellbeing were derived from the qualitative category of job design. 

The formulation of some of these factors from a number of qualitative categories (e.g. 

training and development) can be explained by the interconnectedness of categories as can be 

seen in Appendix G. Table 11 summarises the categories and themes from the qualitative 

analysis and the factors derived. 

 

Table 11: Summary of categories and themes derived from the qualitative analysis and 

associated factors 

Category Theme Factor derived from 

category/theme 

Organisational Policies Support 

Policies (flexibility, training, 

health promotion, career 

progression)  

Non-discriminatory policies 

 

Policies on age-diversity 

Ease in accessing 

flexibility 

 

Training and 

development 

Management/leadership Leadership style (autonomy, no 

top-down approach, nurturing, 

development, relationships) 

Discussion around career 

pathways/planning  

Autonomy 

Job satisfaction 

Leading by example 

Support 

Managing older 

workers  

 

Training and 

development 
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Organisational ethos Social interaction 

Valuing older workers (skills, 

respect and recognition) 

No ageism (attitudes, 

assumptions, invisibility of 

older women) 

Equality regardless of age 

Generation gap 

Age-diversity 

Non-discriminatory 

Fairness and equality 

 

Training and 

development 

Job design Variety 

More resources 

Autonomy 

Job satisfaction  

Social interaction 

Challenging 

Enjoyment of work 

 

Job design 

 

Looking at the value of fairness and equality, much of the dialogue from the interviewees 

was derived from the broader qualitative category of organisational ethos. Within this theme, 

interviewees spoke of being treated the same as everyone else, of equality in many aspects of 

organisational strategies, including recruitment, training, and career development. An 

assertion against age discrimination and age biases was spoken of and a call for the visibility 

of older workers in organisations was made, where age-friendliness in an organisation was 

inferred to be “having those blends, having more than one person that’s over 45 within a 

team” and “organisation with a nice range of ages and backgrounds”. The interviewees also 

spoke of a more frequent and respectful interaction between older workers and younger 

workers where attitudinal biases and assumptions against older workers were absent. 

Therefore, the artefacts of this value can be interpreted to be ‘ample and respectful 

interaction between workers of all ages’, and a ‘visibility of older workers in different teams 

and levels of the organisation’. 

The second value of ease in accessing flexibility can be translated into artefacts that represent 

a flexible environment. The discussion around this value was taken from the broader 

qualitative categories of organisational policies and job design. Here interviewees spoke of 

wanting a range of flexible work options including working from home, flexible hours, job 
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sharing, and part time work. Interviewees also spoke of not only having these flexible work 

options, but also the clarity of policies and support in accessing flexibility. It was mentioned 

that “guidelines of flexibility in writing” were looked for that clearly explained the flexible 

policies available, how to transition to part time work, retirement, or job-share a role, so that 

these guidelines were clearly communicated across the organisation. In addition, the design 

of jobs to accommodate a flexible way of working was spoken of, where workers were given 

autonomy in managing their own time, hence allowing them to start and finish work as 

required. Designing jobs to accommodate part time work and job share, also arose from 

interviewee responses. Therefore, artefacts derived from the value of accessing flexibility can 

be interpreted from interviewee responses relating to it being ‘clear and easy to find 

guidelines on flexible work options’ that include how to access these flexible work options, a 

‘work/system set up to allow flexible working’, that includes job share and work from home.   

Enjoyment of work was the third value of an age-friendly organisation and dialogue around 

this value was taken from the broader qualitative category of job design. Within this category, 

interviewees spoke of having interesting and meaningful work, having variety in a job, and 

work that utilised “the skills, knowledge and wisdom of older workers”. The social 

interaction and bonding in the workplace (e.g. morning teas, workers talking and interacting 

with each other rather than being solely engrossed in work) was also spoken of where it was 

mentioned that “in the physical locations there should perhaps be more break-out rooms 

where people can have time out if they need to.” Therefore, interpretations of the value of 

enjoyment of work into artefacts in the organisation are: ‘breakout rooms’, ‘social 

gatherings’, and ‘workers talking and interacting’.    

Discussions surrounding managing older workers were taken from the broader qualitative 

category of management/leadership where the importance of communication with managers 

was spoken of in the form of open, meaningful, and honest conversations about career paths 

and development in the organisation. An emphasis on communication was stated within this 

category where workers should be “getting feedback and they know that things are still okay 

and basically where they are at, you know if the door is open and you’ve got any suggestions 

or problems, don’t feel afraid to come in and ask”. There was also mention of a shift towards 

younger managers in organisations, and how this affects relationships, managerial style, and 

opportunities for ageing workers due to the attitudes, assumptions and a lack of awareness 

from younger managers about the desires and preferences of their older team members. The 

manifestation of this value into artefacts in the organisation can therefore be interpreted as 
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having ‘friendly interactions with managers occurring’, ‘an open-door set-up’, and ‘formal 

meetings with managers to discuss career paths’. The presence of age-management training 

for direct managers so that they are aware of their biases and strategies on how best to 

manage their older team members could also be an element of an age-friendly organisation.  

Concerning the value of training and development, discourse was extracted from the 

qualitative categories of organisational policies, organisational ethos, and 

management/leadership, where a desire for impartiality between older and younger workers 

was mentioned when it came to training and development, and that this development was 

encouraged by managers. Indeed, interviewees expressed a desire for managers to have 

discussions around career planning, and the training that would assist with their career 

development. Further to this, there was indication that some of the training was “too broad 

and brush stroke approach”, and organisations “are not looking at all the experience that 

someone might already have”. Therefore, there was some mention that there should be “a 

recognition of a different sort of coaching or training that people might need, because with 

age comes wisdom and if you’ve been in an organisation for a long time, of course you know 

a lot about that organisation. So, your actual coaching and training needs probably are 

different from others in the organisation”. In taking this into consideration, an interpretation 

of the artefacts arising from training and development are that a ‘mix of age groups are 

visible in training programs’ and ‘training programs are designed for different levels of 

experience’.  

Job design was the sixth value of an age-friendly organisation and dialogue around this value 

was taken from the broader qualitative category of job design. Designing jobs to be 

autonomous and flexible was mentioned by interviewees as well as having adequate pay that 

matched the requirements of the job. Autonomy was stated to be a highly relevant factor in 

keeping older workers satisfied and motivated at work. Therefore, manifestations of this 

value can be interpreted to be, ‘workers starting at flexible times’ and ‘older workers working 

autonomously’.      

Health and wellbeing is the seventh value and is easily manifestable in the physical 

environment. Physical expressions of a health and wellbeing strategy derived from the 

qualitative category of job design is having an ergonomic workplace, the availability of 

health and wellbeing programs, and physical equipment for older workers (such as larger 

screens). A number of comments were relayed in relation to health and wellbeing such as 
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“not have people sitting for long periods of time,” having “things like bigger monitors so the 

font is bigger, and the features of the computer and better, and good seating and good 

environment for them to work in” and “bringing organisations like the stroke foundation and 

give us a talk about stroke” so as to make “people a bit more aware of health issues as you 

get older…make older people a bit more aware of their health and wellbeing”. The symbolic 

expressions of the value of health and wellbeing can be interpreted to be the availability of 

‘physical equipment for older workers’, ‘health and wellbeing programs’ in the organisation, 

and ‘facilities for health benefits (e.g. gym, stand-up desks)’.        

Finally, in recognising older workers, responses were drawn from the broader qualitative 

category of organisational ethos. Within this category, older workers spoke of being valued, 

which is underpinned by respect and recognition of the skills and abilities that they had. 

Indeed a number of comments were made regarding publicly acknowledging the contribution 

of older workers, where it was said that it could be “encouraging to others who are perhaps 

at a lower profile, but are aware that their hair’s greying and their wrinkles are multiplying 

and are wondering what their colleagues and organisation thinks of them as they physically 

age, and seeing other older workers being honoured and celebrate and valued in a very high 

profile and transparent way is critically important.” There was mention of having long 

service awards that recognise the time, energy, and labour that people have invested in an 

organisation. Further reference was made to ensuring that organisational strategies and 

initiatives also took older workers into account (e.g. training, recruitment, etc.). Therefore, 

manifestations of this value can be interpreted to be ‘physical recognition/awards for long 

service’, ‘recruitment strategies for older individuals’ and ‘training that takes age into 

account’. 

Age-friendly artefacts have been identified within this section through interpretations of 

interviewee responses about how the cultural values that were generated by a factor analysis, 

could be observed in the physical and social environment. The expressive elements of 

culture, from the qualitative interviews were visited in order to determine the artefacts of an 

age-friendly organisation (Alvesson and Berg, 1992). While some values could be easily 

expressed as an artefact, others would require careful studying to perceive their existence in 

an organisation. Nonetheless, at least two or three artefacts for each value were identified 

through careful consideration of the responses from the qualitative data, representing the 

tangible and symbolic aspects of culture. The remaining layer to study is the basic 

assumptions of an age-friendly organisational culture, which is discussed below. 
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The layer of basic assumptions 

Basic assumptions are perceived as underlying implicit premises on which values are based 

(Pedersen and Sorensen, 1989). They are the values or beliefs of organisational members that 

have likely moved out of consciousness into preconsciousness, and are now taken for 

granted. Important distinctions between values and beliefs are that, while values can be 

identified without too much difficulty (e.g. through interviews and assessments), basic 

assumptions on the other hand are likely to have dropped out of awareness and have moved 

back into the recesses of the mind. Therefore, basic assumptions can be thought of as a 

comprehensive, potent, but out-of-conscious system of beliefs, perceptions, and values 

(Schultz, 1995). 

Basic assumptions are learned by the organisation’s members somewhat unconsciously 

through stories, rituals, patterns of behaviour and stated beliefs that are observed and heard 

by new members and pieced together like a jigsaw puzzle to determine the underlying 

assumptions of the organisation’s culture. Acculturating employees to a new culture that has 

been planned by management can be a tedious and lengthy process since a new set of basic 

assumptions may take time to dissolve from conscious awareness. While the manipulation of 

artefacts and values can be accomplished by management, basic assumptions on the other 

hand need to be learned and accepted by organisational members for a cultural transformation 

to occur (Schultz, 1995). 

Pedersen and Sorensen (1989) state that the basic assumptions of a work culture cannot be 

defined and measured but are rather conceptual categories that are interpreted by the 

researcher. As this study is one of self-report, capturing respondents’ thoughts and 

perceptions about age-friendly workplaces and experiences of being an older worker, and 

does not delve into the underlying belief system that underpins these perceptions, basic 

assumptions was not measured in this study. The study was designed with this intention of 

capturing older worker’s thoughts in order to understand what they perceived an age-friendly 

organisation to be. The underlying belief system requires an ethnographic study of an 

organisation that is age-friendly in order to determine the preconscious values and beliefs of 

its members (Pedersen and Sorensen, 1989). Furthermore, as Pedersen and Sorensen (1989) 

and Schein (1985) state, this layer cannot be defined and measured and relies on 

interpretations.  
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Therefore, in order to inform the category of assumptions within the model of perceptions of 

an age-friendly culture, an a-priori assumption was derived from the literature on inclusion 

and diversity in relation to older workers where older workers are valued in the organisation. 

A culture of inclusion is based on highlighting and seeking out the potential benefits of 

individual differences, where differences are valued and the organisation listens to the views 

of employees and communicates with them on issues that are relevant to them (White and 

Mackenzie-Davey, 2003). Inclusive cultures encourage perceptions of being valued, which 

have been identified to be an important characteristic for the integration of older workers in 

an organisation (Armstrong‐Stassen, 2008, White and Mackenzie-Davey, 2003). Based on 

this an a-priori assumption of valuing older workers was inserted within this layer of the 

model.    

On analysing the transcripts, it was clear that this belief system that was also iterated and re-

iterated by 27 of the 33 mature aged workers who were interviewed for this study. This belief 

was so sturdy in certainty that it was relayed a number of times to be the key element of an 

age-friendly organisation. Some example comments are below: 

 “So it’s one thing to employ older people because it looks good, but you also need to actually 

be valuing their work, valuing their expertise and valuing all that they have learnt around 

their work and the years of experience that they actually have” (Angelina, senior manager, 

NGO) 

“I think there is a much greater potential in the Australian workforce to value and take 

advantage of the skills and knowledge and wisdom of older workers” (Georgina, senior 

manager, NGO)  

Therefore, an a-priori basic assumption of an age-friendly organisational culture based on the 

literature, is that older workers are valued in the organisation. This basic assumption gives 

rise to the values that support and care for them which are manifested in the visible and 

tangible artefacts of the organisation. Nonetheless, further research using ethnography to 

study the work culture of an organisation that is deemed to be age-friendly, is warranted in 

order to attempt to identity this layer of an age-friendly corporate culture. In order to portray 

this discussion in a simple and decipherable manner, a model of an age-friendly 

organisational culture will be depicted and discussed below. 
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The age-friendly organisational culture model  

This chapter has thoroughly analysed and categorised both qualitative and quantitative data 

into a comprehensible structure that portrays what an age-friendly organisational culture is. In 

order to simplify the previous discussion, this section attempts to consolidate the identified 

artefacts and values, by displaying the discussion in a model. Using Schein’s model of culture 

as a template, the elements of artefacts, values, and basic assumptions are visually 

represented in figure four below. 

  

The model proposed is an adaptation of Schein’s model of culture, and used to interpret older 

workers’ ideas and experiences in relation to the organisation’s environment. The layer of 

artefacts are the observable, tangible and audible aspects of the organisation. They are the 

elements that a researcher can grasp without having to collect data on the perceptions of the 

organisation’s members. They are the manifestation of values and were derived through an 

interpretation of the dialogue stemming from the interviews with older workers in relation to 

each of the eight values. This dialogue was associated with the broader categories of 

organisational policies, management/leadership, organisational culture and job design, from 

Figure 4: A model of older workers’ perceptions of an age-friendly organisational culture 
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which the values were also derived. The layer of values are beliefs and perceptions of 

organisational members and can be measured in the physical environment by social 

consensus. These were obtained through developing a survey from qualitative data collected 

through interviews with workers aged 45 years and over where responses were subjected to 

factor analysis, resulting in eight values of an age-friendly organisational culture. The layer 

of basic assumptions, which are the taken for granted beliefs of organisational members, were 

attained a-priori from the literature and augmented through consultation with interview 

responses. In an age-friendly organisation this assumption will be pre-conscious and a 

presumed ideology within the organisation. This inclusive model represents the perceptions 

of workers aged 45 years and over of an age-friendly organisational culture. 

 

The diversity of older workers and the shifting interpretation of the model 

This model of an age-friendly organisational culture can be useful for cultural change 

programs, providing a framework of values and artefacts for organisations to use as they 

move towards more age-friendly initiatives. Rather than having an infinite amount of 

strategies or a ‘black box’ of cultural factors, this model has identified a few but relevant 

factors that are measurable and changeable and therefore provides an efficient and practical 

means of implementing change.  

However, as indicated in the previous chapter, perceptions and experiences of the age-

friendly factors can differ by groups and therefore this model rather than being rigid in form, 

should instead be flexible in interpretation where values relevant to some groups become 

more important, or are perceived differently. Figures five, six and seven demonstrate how the 

interpretation of this model can shift and change around the different groups of older 

workers. As elaborated on in the previous chapter, when considering the different age groups 

of older workers, values of ease in accessing flexibility and job design become more relevant 

for workers aged 60 years and over and values of training and development, management and 

leadership, and fairness and equality become more relevant to workers aged between 45 to 

55 years of age. For gender, women may prioritise the values of flexibility (for having 

flexible work options around caring responsibilities) fairness and equality since they appear 

to be more affected by gendered age discrimination and recognising older workers since 

there is reference made to the invisibility of older women. While men may prioritise access to 

training and development and managing older workers to assist with their career 
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development, as they appeared to be career-oriented but were met with a larger focus on 

younger workers in organisations. With regard to employment level, general employees may 

prioritise training and development, fairness and equality and managing older workers as 

they still have room to progress in their careers, while senior managers may prioritise 

flexibility and the design of jobs as they have achieved career progression and their priorities 

start to shift from work to other aspects of life.     

This model exemplifies an age-friendly organisational culture and produces a variety of 

values and artefacts that organisations can introduce in their bid to be more age-friendly. 

While all factors are important for older workers, their interpretation can still differ by the 

different groups of older workers, and therefore the diversity of older workers must be taken 

into consideration when implementing the model in organisations.  

 

 

 

Figure 5: An interpretation of the model for 45 to 55 and 60 plus year olds 
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Figure 6: An interpretation of the model for older women  

 

 

Figure 7: An interpretation of the model for general employees and senior managers  
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Summary 

Figure four portrays an inclusive model that is grounded in a functionalist theoretical 

perspective of organisational culture and is based on older worker’s perceptions. The 

framework was originally constructed from the literature, and was then further developed 

using data from qualitative interviews and a quantitative survey conducted with older 

workers, aged 45 years and over. Schein’s (1985) framework of organisational culture was 

used as a template on which this model was developed. The use of Schein’s framework 

provided an effective means to organise and interpret the data on perceptions of age-friendly 

organisational initiatives into meaningful categories. Data was organised into the three layers 

of artefacts, values and basic assumptions. The artefacts were obtained using the descriptions 

from the qualitative interviews extracted from the four broad themes of organisational 

policies, management/leadership, organisational culture and job design that assisted in 

interpreting manifestations of each of the eight values, values were generated through a factor 

analysis of the quantitative data and the assumption was obtained a-priori from the literature. 

This model principally reflects the values and artefacts of an age-friendly organisational 

culture, taken from the perspectives of older workers themselves. It is an aspirational model 

of what older workers in this study perceived an age-friendly organisational culture to 

include. The study methodology was not designed to test for basic assumptions since they are 

pre-conscious, and therefore a-priori assumptions from the literature were used. Since the 

layer of underlying assumptions is not intended to be assessed within this study, it does 

warrant further examination in an organisation that is attempting to be age-friendly. 

Specifically examining the basic assumptions in an organisation that has implemented age-

friendly initiatives might help determine the underlying elements of culture that can induce 

transformative change. The relevance of this model to different groups of older workers is 

also discussed, recognising that older workers are diverse and therefore the applicability of 

this model may shift and change depending on the characteristics of older workers. A more 

thorough examination of this model, across groups and sectors, and exploring the layer of 

basic assumptions is warranted.      
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Chapter 9: Discussion 

The aim of this study was to understand what an age-friendly organisational culture is, 

through exploring the perceptions of older workers themselves. The study sought to answer 

the following research questions: 

 How do older workers construe an organisation that is age-friendly? 

 What age-friendly organisational factors emerge from self-reported data collected 

from older workers? 

 How are the age-friendly organisational factors affected by age, gender, employment 

level, and sector? 

 How can older workers’ understanding of an age-friendly organisation be integrated 

into a model of organisational culture? 

 

This study was exploratory in that it attempted to provide rich descriptions of older workers 

experiences in the workplace and determine how they can be better assisted to stay in the 

workforce for longer. The study ultimately generated a better understanding of an age-

friendly workplace and developed a framework representing a shared view of an age-friendly 

organisational culture. Both qualitative and quantitative methods were used to do this, in 

order to develop a comprehensive insight into what organisational practices older workers 

viewed as important to them, and through this to develop a framework of age-friendly 

dimensions that can be measured and changed to assist in cultivating age-friendly 

organisations. Utilising both these techniques, contributed to the strength of the study by 

drawing from two analytical methodologies particularly in developing the framework of an 

age-friendly culture. The findings of the study will be discussed in detail according to each of 

the research questions itemised above and in relation to the literature. The chapter then 

discusses the theoretical frameworks of interpretivism and functionalism and how they were 

relevant to this study. Finally, the implications, strengths, limitations, and direction for future 

research of the study are examined. 

 

How do older workers construe an age-friendly organisation?  

The first research question asked, how do older workers construe an age-friendly 

organisation? In relation to this question, a grounded theory analysis was conducted and four 

main themes emerged in relation to a workplace that assisted and supported older workers. 
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These themes were 1) organisational policies; 2) management/leadership; 3) organisational 

culture; and 4) job design. Data from these four themes were used to generate items for an 

age-friendly organisational culture survey and to inform the age-friendly culture model in 

figure 4. In this section, these four themes will be discussed individually and in relation to the 

literature within this section. 

Policies 

Older workers spoke of the availability of policies on flexibility, age-diversity, equal 

opportunities and non-discriminatory policies, in organisations. However, they stated that the 

availability of these policies was not enough. Organisations need guidelines and protocols 

with regard to accessing flexibility to make it easier to achieve. They also spoke of the 

support needed to underpin policies on flexibility so that it is accepted by managers and 

colleagues. The literature includes the importance of organisational policies directed at older 

workers (Broughan, 2013; Markos, 2005; Loeppke et al., 2013; Ziekemeyer, 2005). For 

example, Ciamp and Cherneseky (2013) refer to the number of companies that have 

recognised the imperative of boosting the workforce participation of the older group through 

enabling their recruitment and retention, and have implemented flexible work policies, 

created attractive opportunities to promote and maintain employment, and redesigned 

workplaces to accommodate older workers. The literature also refers to how bias-free 

diversity policies and practices promote knowledge and acceptance of differences and raise 

awareness of the benefits of inclusive work practices (De Cieri, 2008). Indeed, having 

policies that discouraged discrimination against age, promoted equality and encouraged age-

diversity in the organisation, were also referred to within this study as relevant policies to 

have in a workplace that assisted older workers.     

Congruent with the findings of this study the literature also states that having flexible policies 

is an important initiative to retain the older age group, including having flexible work hours, 

job-sharing, part-time hours, work from home and phased retirement (De Cieri, 2008; 

Loeppke et al., 2013). The literature however neglects to mention the need to provide specific 

protocols and guidelines on how these policies are to work, which was one of the themes that 

arose from this study. It was mentioned that having age-friendly polices is not enough. 

Instead, age-friendly policies needed to be easily accessible, clear with relevant guidelines 

provided on how these policies were to be utilised. 
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Along similar lines, respondents also spoke about the need for management and colleague 

support in taking up flexible working options, since managers were often the gatekeepers for 

working flexibly. While support of policies is mentioned in the literature (Manshoven et al., 

2006), this aspect of relying on direct managers for being able to work flexibly (be it working 

part time, job-sharing or transitioning to retirement), is not discussed. It was evident from 

interviewee responses that often working part time or being involved in career development 

activities, was directly dependent on whether one’s manager allowed or prevented these 

prospects. This finding raises the importance of training managers on age-related matters 

when managing their older team members. Nonetheless, Manshoven et al., (2006) do state 

that awareness and creating a basis of support in the organisation is essential for the 

implementation of policies in organisations. 

The communication of age-friendly policies so that older workers are aware of their existence 

is also a theme arising out of the data. Accordingly, De Cieri (2008) states that it is important 

for human resource management to communicate policy and practices to the rest of the 

organisation. Findings from this study indicated that there was evidently a lack of awareness 

of what policies were in existence for older workers. This was particularly within the public 

and not-for-profit organisation, where respondents spoke about a lack of awareness regarding 

policies on phased retirement and learning and development. Communicating age-related 

policies to the organisation, can assist older workers to utilise these policies as well as build 

support for their use within the organisation (De Cieri, 2008).  

Evident from a comparison of policy and practice, determined by comparing interviewee 

responses to policies that were displayed on participating organisations’ websites, there 

appeared to be an incongruence between the policies available in the organisation and the 

actual implementation of these policies. As an example, the public sector organisation had a 

respect, equity and diversity framework however, based on interviewee responses, older 

workers did not feel that they were treated equally with regard to career promotion and access 

to training and development. In examining this from an organisational culture perspective, 

one can note a gap between the layers of ‘values’ and ‘artefacts’. Artefacts are present in the 

form of formal policies that are written and available on the organisation’s website, yet the 

thoughts and beliefs of employees captured in the study indicate that the formal policies are 

not being implemented and therefore are not present within the layer of values (Schein, 

1992). In order for policies to be successful and specific cultures to be developed, 

organisational artefacts and values must be aligned (Schein, 1992). 
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Indeed, policies were linked to organisational culture both in the literature (Allaire, 1984; 

Schein, 1992; Schultz and Hatch, 1996) and in the minds of the older workers interviewed. 

Allaire (1984) says that culture is made up of policies tacitly and gradually enacted by 

management for furtherance of their interests, yet require practice to organise these strivings 

into facilitating structure. In relation to this, older workers spoke of the existence of policies, 

yet the culture of the organisation prevented their uptake, indicating that policies were not 

being translated into practice. For example, in the private sector organisation, there was 

reference made to policies on flexibility being in existence, but “if you want to get on” 

working flexibly was culturally disapproved of. Organisational and supervisor support for 

policies has been highlighted as an important factor for increased workability (Christensen 

and Shu, 1999), and retention (Armstrong‐Stassen, 1994, Van Solinge and Henkens, 2007) of 

older workers. Policies form an important aspect of work culture, however it is important to 

ensure that these policies are being translated into practice for an age-friendly culture to 

develop and support the strategies of the organisation. 

Organisational ethos 

The ethos of the organisation was the second theme that emerged from the qualitative data, 

with respondents associating a workplace that is age-friendly to one that has a philosophy that 

encourages equality regardless of age, is non-discriminatory and fair, is inclusive of older 

workers, values their skills and experiences and promotes age-diversity. These findings are in 

line with what the literature postulates regarding age-friendly organisations and creating age-

diversity in organisations. To illustrate this, Markos (2005) mentions an age-friendly 

workplace requires a culture that embraces all workers and in order to do so the assumptions 

underlying ageism and other prejudicial attitudes need to be identified and removed, by 

changing the belief system of the organisation to one that values its older workers. De Cieri 

(2008) further states that in order to overcome barriers to employment for older workers, an 

ethos that rejects age discrimination, implements formal policy to address this and promotes 

the valuing of a diverse workforce (including older workers) is required.  

Encouraging the organisation’s value of skills and experiences of older workers was 

mentioned a number of times within the current study to be an essential component of an age-

friendly organisation, with respect and recognition underpinning the concept of being valued. 

This is in line with previous research conducted in the form of a qualitative study, which 

revealed that fairness, recognition and respect encompassed feelings of being valued in an 
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organisation (White and Mackenzie-Davey). Furthermore, Armstrong-Stassen (2008) found 

in their study of older workers that feelings of being valued (characterised by recognition and 

respect) were associated with longevity at work. Within the current study, remarks were also 

made in relation to not being valued as a factor that would contribute to leaving the 

workforce early. 

Preissing & Loennies (2011) mention that a demonstration of valuing ageing employees is to 

show special status and recognition for their expertise and experience and develop knowledge 

transfer programs, which provide a mentoring and coaching function to older employees. In 

doing so they suggest that this is likely to lead to a positive reaction towards the organisation 

by creating an ethos that embraces older workers. Comments pertaining to having formal 

recognition programs for long service, having succession planning programs and simply 

demonstrating to the organisation in a highly transparent way that older workers are valued, 

recognised and respected in the organisation arose within this study, representing ways in 

which an inclusive culture that values older workers could be nurtured. This culture of 

valuing older workers should obviously be free of ageist stereotypes and prejudices against 

ageing employees.     

Generalised stereotypes of older workers were mentioned in the interviews as existing in 

organisations. There were no specific examples of being specifically discriminated against, 

yet there did appear to be a general awareness of the ageist labels that could be attached to 

older workers. The age discrimination literature does give suggestion to its implicit nature, 

which is not overtly direct, and is difficult to detect, yet presents as a barrier to workforce 

participation in many occupations (Levy and Banaji, 2002; Rupp et al., 2006).  Respondents 

in this study mentioned assumptions of older workers not wanting to learn, losing capacity or 

slowing down due to age, were present and hence feelings of being valued were squandered. 

Through untangling the attitudes, beliefs and assumptions held about ageing workers, the 

causes of these beliefs can be removed and replaced with more positive indicators (Markos, 

1992). For example, Piktialis (2007) suggests that reducing ageism in organisations can be 

accomplished by signalling the inappropriateness of ageist remarks, jokes, and attitudes and 

ensuring that the success stories of older workers are heard in the organisation. Though the 

purpose of this study was not to diagnose the culture of the organisations and disentangle the 

assumptions that existed, it did capture the perspective that negative attitudes and stereotypes 

towards older workers were in existence, and the construction of inclusive cultures that 
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values older workers are needed in order to foster increased satisfaction and longevity at 

work. 

Diversity and inclusion are topics that go hand in hand in the literature (White and Mckenzie, 

2003; Roberson, 2006), and in the current study, the benefits of an age-diverse workforce 

were mentioned and associated with an organisation that is age-friendly. Age-diversity and 

inclusion was said to be cultivated by leaders through ‘leading by example’ where it was 

mentioned that managers need to portray values of including older workers in programs, 

actions and organisational decisions and promoting a fair and unbiased approach in the 

organisation. This is likely a component that is influenced by higher-level management in 

organisations that can then filter down to direct managers and influence leadership style. 

Similarly, the literature associates management teams as having an important role in 

cultivating an inclusive culture for ageing workers. Znidarsci & Dimovski, (2009) state that 

leadership behaviour is an important initiating agent for the shaping of an age integrating 

ethos as it is closely connected to motivation and job satisfaction. Schein (1992) and Kotter 

(1996) mention that leaderships’ role is imperative to build practices, structures, and 

processes that complement, fully support, and sustain the desired belief system of the 

organisation to achieve strategic goals. Therefore, both the literature and the perceptions of 

older workers interviewed within this study, acknowledge the role that management and 

leadership plays in cultivating an ethos and creating policies that contribute to an age-friendly 

organisation. 

Management/Leadership 

Reference to management style and higher level leadership among the respondents was 

plentiful indicating a central role that managers and leadership played in their experience of 

work. With regard to management style, the older workers in this study spoke of a positive 

relationship with their direct managers being important for their satisfaction and motivation at 

work. It was also apparent from the interviewee responses that direct managers acted as 

gatekeepers for older workers’ access to training, career progression, and flexible work 

options. This central role of direct managers and supervisors in older workers’ experience of 

work and perceptions of an age-friendly workplace, does not appear to be captured in the 

literature. The literature instead mainly makes reference to generational differences in 

leadership style and preferences (Sessa et al., 2007; Green, 2008), and the role of senior 

management in cultivating a company’s culture (Znidarsci & Dimovski, 2009).  
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The current study demonstrates that even though senior management may want to implement 

age-friendly strategies in the organisation, it is middle management and direct supervisors 

that allow or dis-allow the success of these strategies. Without the support and buy-in from 

middle management, older workers will be not encouraged to develop professionally or work 

flexibly. Therefore, it can be supposed that in creating an age-friendly organisational culture, 

senior management can implement policies, strategies and philosophies in the organisation, 

but these strategies need to be communicated throughout the organisation and ensure that 

middle management is on par with the age-friendly initiatives.  

In line with literature on organisational support for older workers (Armstrong‐Stassen, 1994, 

Van Solinge and Henkens, 2007), respondents highlighted the importance of support from 

direct managers so that it was apparent that their contributions were valued in the 

organisation. Feelings of being valued within this study were associated with managers 

encouraging training and development and career progression for older workers. Armstrong-

Stassen and Ursel (2009) also found in a study conducted with 645 people aged between 50 

to 65, that workers felt that their contribution was meaningful and valued in an organisation 

when they had access to training and development, in line with what respondents mentioned 

in this study. However, support from managers was also said to be crucial for flexible 

practices, including working part time, job sharing, or transitioning to retirement, to be 

adopted. One respondent indicated that she was unable to work part time simply because her 

manager did not want to supervise a part time worker. This suggests that training middle 

managers on age-related topics is a vital stepping-stone to achieving an age-friendly 

workplace. 

Leadership styles again relevant to direct managers that are suitable for older workers were 

also derived from this study. Respondents indicated that they preferred a leadership style that 

provided autonomy rather than a top-down approach to management. The present study 

shows that a less hierarchical and more liberal style of management is preferred allowing 

workers autonomy in their tasks and flexibility in their work (including flexible hours, work 

from home and part time work). The literature on leadership style preference about the older 

generation is inconsistent, with some studies finding that older workers respected a 

hierarchical and autocratic leadership style (Gursory et al., 2008; Green, 2008), while another 

study indicating that a more nurturing style is preferred (Palermo et al., 2013). This study also 

indicated that a nurturing style of management is indeed preferred by older workers, whereby 
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career development for older workers is encouraged by managers, they are supported in 

pursuing training and are communicated effectively about their career paths, including their 

transition to retirement. An emphasis on having mutual and respectful conversations with 

older workers about what they want in their careers is accentuated, and a supportive style of 

leadership is highlighted. While this study did not specifically seek to investigate leadership 

style in managing older workers, it does indicate that leadership style is a component for 

creating an age-friendly workplace, and therefore further research within this area would be 

beneficial. 

Altogether, the literature on building age-friendly workplaces mentions the importance of 

introducing age-friendly practices in the organisation, and the role high-level management 

has in doing this to influence organisational culture (e.g. Broughan, 2013; De Cieri, 2008; 

Pikitialis, 2007). It however neglects to mention the vital role that direct 

managers/supervisors play, and this study has highlighted precisely that. Age-friendly 

practices that come from higher level management cannot be successful without the buy-in 

from direct managers in supporting the practices and strategies, developing their older team 

members, and allowing them access to the age-friendly policies. While the literature has 

mentioned a more autocratic or hierarchical approach to leading as being favoured (Gursory 

et al., 2008), responses from this study indicate that a more nurturing, communicative, and 

supportive leadership style is preferable, while providing autonomy to older workers who 

have experience and therefore the ability to work independently. Training programs to 

supervisors on age-related management, should take into account traits in leadership style, 

and the need to support age-friendly practices, in order to create a culture that values older 

workers.  

Job design 

Job design was the fourth theme arising out of the qualitative data. The literature on job 

design encapsulates both the physical aspects of jobs (e.g. ergonomic work, health and safety, 

and the design of the workplace to be less strenuous on the physical capacity of older 

workers; Broughan, 2013; Ciamp and Chernesky, 2013; Walker, 2005), and the psychosocial 

aspects of work (e.g. job demand, control, stress and autonomy; van den Berg, 2011; Eichar 

et al., 1991). In the current study, the focus of participants’ responses adhered mainly to the 

psychosocial characteristics of job design. Respondents spoke of having autonomy in their 

job, a level of responsibility, having variety at work and being stimulated through having 
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challenging work. Reference to not achieving job satisfaction and dropping out of the 

workforce altogether if some of these factors were not achieved, was also made. 

These findings coincide with what is documented in the literature with regard to older 

workers’ preference for work variety, challenge and autonomy, and the relationship of these 

characteristics to retention (van den Berg, 2011). While this study did not psychometrically 

associate these job characteristics with intention to remain in the workforce as van den Berg 

(2011) did, the qualitative responses from participants in the study did possess an inclination 

to associate these job characteristics with wanting to work for longer. Work demand and 

stress was also said to be a push factor into early retirement. Though the literature links work 

stress with reduced work ability in an older worker cohort and therefore early retirement 

(Wilson, 2000), in this study it was referred to more in relation to interfering with other 

priorities in their life (such as family and leisure). In a similar fashion, workers emphasised 

the need for flexible work options being designed into their roles.  

This inclination towards a more flexible way of working, more meaningful and rewarding 

work, and roles that did not interfere with other aspects of their life, coincides with psycho-

dynamic accounts of changing life-priorities as people get older. Jung describes this as a shift 

during the process of individuation where increased recognition of mortality in mid-life 

prompts an alteration in the human psyche whereby topics of personal development gain a 

stronger sense of importance (Jung, 1967). As such, this sense of finitude provokes a desire 

for discovery of hidden aspects of the self and personal coherence (Biggs, 1999). Many 

workers as they age, look for more rewarding and fulfilling jobs, that align with their psyche 

of self-fulfilment and provide the ability to focus on other elements of life that have a 

growing importance.   

Little was mentioned about physical rather psychological aspects of work, with comments 

relating to this topic only made by respondents aged over 60 years. Changing the physical 

environment to suit older workers makes a strong appearance within the literature on age-

friendly organisations. For instance, Ciamp and Chernesky (2013) mention that ergonomic 

work stations or facilities to reduce physical stress on the body, changing the physical 

environment by installing ramps and elevators, and using technology to assist hearing and 

vision-impaired workers are ways to create an age-friendly workplace. Walker (2005) also 

states that good practice with regard to job design takes the form of preventative measures or 

those intended to compensate for physical decline. The psychosocial components of the 
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workplace rather than the physical aspects may have been a focus of respondents in this study 

because they were mainly white-collared workers in an office setting, and therefore did not 

require physical alterations to their work stations to allow them to do their work (since their 

work involved more mental rather than physical capacity). In addition, minimal health-related 

complaints were reported in this study indicating less of a reliance on the physical alterations 

of work to conduct their job.  

Within this cohort of workers (i.e. mainly office workers in white-collared positions, 

reporting minimal health-related complaints) an emphasis on job characteristic of autonomy, 

flexibility, variety, rewarding, meaningful, and stimulating work was noted. These 

characteristics were spoken of in relation to job satisfaction and engagement. They also 

indicated that psychologically demanding roles might eventually push workers out of the 

workforce. This research demonstrates the importance of considering the psychosocial 

elements of job design, particularly for older workers. As older workers head towards 

retirement, the interplay between psychosocial elements of work and changing life priorities 

can seek to enforce or deter an inclination to stay working for longer. As factors outside of 

work become more important, it is the stimulation, reward, and satisfaction of a job that may 

engage older employees in the workforce for longer. Negative experiences associated with 

psychologically or physically demanding and stressful work contrarily can lead to an early 

exit from the workforce.       

Interpreting the theory of an age-friendly organisation  

In constructing an age-friendly organisation, the four core themes of: 1) organisational 

policies; 2) management of older workers; 3) organisational ethos; and 4) the design of jobs 

were all discussed as being important. Yet, these themes were not spoken of as four distinct 

attributes of an age-friendly organisation. Instead, they were interconnected in the way they 

were spoken about with the themes in some categories being related to themes in other 

categories. As an example, themes within the category of Organisational Policies mentioned 

as important (e.g. flexibility, training and development and career progression) were also 

associated with the themes within categories of Management/Leadership and Organisational 

Ethos. To illustrate this, employees spoke about the availability of policies not being enough, 

but that support from management was also needed in the uptake of these policies. It was 

suggested that the mindsets from managers could prevent workers from accessing policies on 

flexibility in the form of part time work, even though these policies were present in the 
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organisation. Furthermore, the general ethos of the organisation could also make flexibility 

hard to achieve since for example, accessing flexibility could be at the expense of career 

progression and not being considered a valuable member of the team. In the public sector 

organisation, it was said that the ability to take up policies on flexibility for parents with 

younger children was very clear, whereas the same did not apply for older workers, whose 

children were now grown up.  

Another example was the reference made to managers playing an imperative role in 

supporting policies around the training and development of older workers. This support was 

through having meaningful discussions with them regarding their desired career paths in the 

organisation. Training and development can then be aligned with the employees’ aspirations, 

allowing them to be engaged throughout their working life, rather than ‘hitting a brick wall’ 

in terms of their career path, with another ten to fifteen years left in the workforce. This is 

important, as employees are now living longer and therefore working longer. Consideration 

for training, development, and career progression opportunities should be given the same 

importance across the life course. The theme of having a belief system that encourages 

equality in the workplace was associated with themes relating to managerial style and 

attitudes to offering career progression and development opportunities to all employees, 

regardless of age. Indeed, managers can play a key role in supporting the uptake of policies, 

encouraging and cultivating a good work culture that was suitable for older workers and in 

designing jobs. Therefore, Policies that are age-friendly need to be supported by Management 

and the general Ethos of the organisation. 

Themes around Organisational Ethos were also linked to those of Management, since leaders 

within the organisation in essence can drive the philosophy of the organisation. Policies can 

help support a non-discriminatory culture that encourages equality and age-diversity. Age-

diversity was seen as essential by respondents from the study, who referred to the immense 

value in having both younger and older heads working together in a team. Yet, a generation 

gap emphasised by attitudes from the different generations can reduce the opportunities that 

age diverse groups can bring. Changing values and beliefs to be more age-friendly can assist 

in tackling prejudiced attitudes and assumptions about mature aged workers. This change of 

ethos to value older workers, and taking initiatives to demonstrate this by recruitment, and the 

creation of policies that suit these workers must come from management.  
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Themes relating to Job Design were also intertwined with those of Management/Leadership. 

Respondents stated that autonomy and flexibility were features of their job that they 

appreciated; yet it was stated that these characteristics can be influenced by one’s manager, 

thus making work less satisfying. Managers can affect the amount of stress and pressure that 

employees feel at work, which was portrayed to be a push factor into retirement. In addition 

to this, one’s manager can, also influence the amount of variety that workers experience in 

their role. Finally, mature aged workers mentioned that the social interaction of their job was 

something that they particularly enjoyed; yet the way people socially interacted within the 

organisation is again influenced by values and attitudes of employees and the ethos of the 

organisation. 

In constructing meaning around an age-friendly organisation, four core themes were apparent 

(i.e. Policies, Management/Leadership, Ethos, and Job Design). However, within these four 

themes, a range of factors that work together and influence each other, need to be considered. 

One theme (e.g. ethos) cannot exist without the presence of another theme (e.g. policies), in 

the quest to build an organisation that is age-friendly. Therefore, management cannot focus 

solely on one aspect of the organisation. Due consideration needs to be given to the range of 

factors that relate to managing ageing workers, policies in the organisation, the company’s 

ethos and design of jobs and how these factors interact with each other and work together. 

This reinforces the idea that an organisational culture is needed to create age-friendly 

organisations, as the different elements of an age-friendly organisation compliment each 

other and work together.    

Both the age-friendly and organisational culture literature recognise the interconnectedness of 

organisational factors in order to sustain successful age-friendly strategies. Within the 

organisational culture literature, several functionalist theorists (e.g. Schein, 1992; Dyer, 1985, 

Lundberg, 1985) acknowledge a layered portrayal of culture whereby the different levels of 

organisational culture often work together and reinforce each other, whereby assumptions 

influence organisational values which are manifested in artefacts. Therefore, for organisations 

to adopt, in this case an age-friendly organisational culture, aspects within the different levels 

must reflect each other (Demers, 2007). Within the current study considering for example the 

private sector company, management acknowledged the benefits of working flexibly and 

therefore endeavoured to introduce flexible workplace policies (at an artefact level). 

However, in practice, working flexibly was not valued in the organisation and biases were 

held about part time workers (at a value level), thus indicating a misalignment, or lack of 
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interconnectedness between the levels of artefacts and values, and therefore resulting in an 

unsuccessful flexible workplace strategy.  

Managers played a relevant role in supporting or discouraging the uptake of flexible policies, 

and therefore in associating this support/lack of support with the second layer of culture, the 

valuing or de-valuing of them. The organisation’s ethos (and beliefs of the benefits of flexible 

working) also dictated whether the design of jobs accommodated flexible working strategies. 

Therefore, if a company wishes to adopt a flexible policy, it must be visible at an artefact 

level (relevant to categories of organisational policies and job design), and present at a value 

and assumption level (relevant to categories of ethos and management/leadership; Schur et 

al., 2005). Neville and Dalmau (2010) state tensions can be produced in the organisation 

through inconsistencies between the layers of culture, therefore the organisation’s basic ethos 

need to be expressed in its vision, beliefs, and way of operating.  

In demonstrating the interconnectedness of age-friendly factors, Markos (2005) mentions that 

building an age-friendly organisation is an iterative process of examining and aligning culture 

to overall policies and actual practice. Broughan (2013) also states that organisations that are 

moving towards an age-friendly policy must communicate to staff these policies and 

procedures, involve all staff in the decision making process to obtain buy-in, and create a 

climate and ethos that supports these policies. Again it is said that aligning policies and 

beliefs, gaining support from staff and considering job design, are all elements of an age-

friendly organisation (Ciamp and Chernesky, 2013; Broughan, 2013; Markos, 2005). Both 

areas of study (work culture and age-friendly workplaces) acknowledge the important role 

that leadership plays in cultivating culture through modifying policies, strategies and 

philosophies, reinforcing certain behaviours and establishing organisational values (Demers, 

2007; Ciamp and Chernesky, 2013). 

In further interpreting the meaning of an age-friendly organisation according to older 

workers, an emphasis on the intrinsic rather than extrinsic aspects of age-friendly elements 

emerged. Interviewees spoke of their treatment as equals in the organisation with fair access 

to policies and practices. Older workers in this study wanted to be valued, recognised, 

respected and treated fairly with the same access to opportunities as any other worker. 

Indeed, it appeared that the ethos of the organisation was most important, and that themes of 

policies, management and the design of jobs that supported older workers, followed an ethos 

that ultimately valued them first. The literature also shows that older workers may tend to 
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place more importance on intrinsic features of work such as work meaningfulness, the social 

aspects of work, and learning and development (Taneva et al., 2016). WHO’s (2002) active 

ageing framework additionally contains domains of respect and inclusion, but age-friendly 

organisations are also about the way older workers are viewed, treated and valued. The age-

friendly literature makes reference to ultimately having a culture that supports age-friendly 

initiatives as being important (Markos 2005; Znidarsic and Dimovski, 2009; Sieke et al., 

2012). This study adds to the literature, that for older workers in white-collar occupations, 

age-friendly may be more about the innate elements of the organisation rather than the work 

environment and physical aspects of a job.  

This research highlights how direct managers can also facilitate or impede age-friendly 

strategies. Yet, research specifically examining managerial roles and influences in the age-

friendly workplace discipline is limited. The role that managers play in the work-life 

experience of older workers and how they can assist ageing employees to work for longer 

warrants further investigation. The importance and value brought about by having an age-

diverse workforce is highlighted in terms of the strengths that each age group could bring. 

Older workers in particular can be an ignored group in the workforce, with a limited focus on 

them by organisations. Yet, mature aged workers are particularly valuable for the skills and 

the wealth of experience they can bring, since they hold a vast amount of knowledge and 

expertise in their area of work. With our ageing population and predicted labour shortages in 

the future, measures to retain older workers will become vital for the competitiveness of 

organisations. Thus, frameworks and guidelines that can assist management in moving 

towards a more age-friendly organisation are beneficial. 

 

What age-friendly organisational factors emerge from self-reported data collected from 

older workers? 

The second research question asked, what age-friendly organisational factors emerge from 

self-reported data collected from older workers? An age-friendly survey was developed and 

factors that older workers perceived as relevant to an age-friendly organisation were 

extracted. These eight factors were labelled as fairness and equality, ease in accessing 

flexibility, enjoyment of work, managing older workers, access to training and development 

for older workers, job design, health and wellbeing, and recognising older workers.  
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While these eight factors represent general good governance for workers of all ages, the items 

within the factors clarify the age-specific requirements of these factors. For example, the 

factor of fairness and equality, which accounted for most of the variance in the analysis, 

indicates that not being discriminated against and being offered fair opportunities in par with 

workers of younger ages when it comes to recruitment, training, and career development is 

highly important to older workers. Flexibility should be considered for older workers, not just 

for younger workers with children, so support from colleagues and managers should also be 

provided to older workers in the uptake of flexible work options. If organisations wish to 

retain older workers, their enjoyment of work should be considered by providing variety and 

meaningful work that is in line with their knowledge and experience. In managing older 

workers, managers should be encouraged to have conversations about career development 

with older workers, and be aware of a management style that is appropriate to them. Older 

workers should be included and encouraged to participate in training and development as this 

was identified to be absent for this age group. Job design should allow flexibility and 

autonomy; as older workers are experienced therefore do not need to be micro-managed. The 

promotion of health and wellbeing is important for older workers as they age, and strategies 

and initiatives that are directed towards older workers in order to recognise their 

contributions, is also important.        

These eight factors represent the values of an organisation that are measurable and testable, 

and therefore modifiable elements (Pedersen and Sorensen, 1989). They are quantifiably 

derived and embody a framework of factors that according to older workers characterise an 

organisation that is friendly towards them. From within a functionalist perspective, these 

factors are the shared thoughts, behaviours, and beliefs of older workers captured through 

asking them to comment on the performance of certain areas in their specific organisation 

(Thomas, 1990). For practitioners, capturing these values through the use of a survey is 

beneficial since they are facets that can be measured to ascertain where change needs to 

happen in order to move towards a more age-friendly organisational strategy (Thomas, 1990).  

Keeping in mind the central role of management/leadership from within a functionalist 

perspective to foster organisational change, deriving age-friendly factors from the 

perspectives of older workers, can assist in defining a culture model to aspire towards. This 

aspect of the study generated standardised values (that are measurable aspects of culture) in 

order for leaders to cultivate change. Within functionalism, an emphasis is placed on the 

importance of leadership in developing shared values, that overtime become the basic 
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assumptions guiding organisational action (Demers, 2007). By using the factors generated as 

a guide to measure how the organisation is performing on its organisational values relevant to 

older workers, leaders can assess where change needs to happen. 

Indeed, the survey provides a tool to measure age-friendly elements of an organisation and 

initiate planned change (Cameron and Quin, 2011). For planned change, Cameron and Quin 

(2011) recommend diagnosing culture through the use of a survey or tool to measure the 

attitudes and perceptions of the organisation’s members. They indicate that organisational 

diagnosis of climate and culture can assist the organisation’s understanding of where they 

stand and where they want to be. The survey generated within this study can aid with 

precisely this by providing a means to measure how the organisation is performing on the 

age-friendly factors; however, the survey still requires further testing and validation for its 

reliability and validity. Having been empirically constructed by basing the items on responses 

from the qualitative data, it does contain rigour and soundness in the generation of survey 

items (Padgett, 1998; Morse, 1991). Furthermore, high Cronbach alphas on the factors have 

indicated that the items within the sub-scales are all measuring the same construct, hence 

demonstrating good internal consistency reliability (Dobni, 2008).  

Finally, the age-friendly factors and both job satisfaction and organisational commitment 

were significantly correlated (with the exception of health and wellbeing and job satisfaction) 

in accordance with their theoretical relationships purported through the literature. Blau (1964) 

and Eisenberger et al., (1986) dictate through social exchange theory that HR practices have 

an effect on employees by supporting them, and that this support will result in greater 

affective attachment through job satisfaction and a stronger feeling of commitment towards 

the organisation. The significant relationship between the age-friendly factors and both job 

satisfaction and organisational commitment also demonstrates convergent validity, where 

constructs, which are theoretically related, are in fact related (Tabachnick and Fidell, 2007). 

The non-significant results of health and wellbeing and job satisfaction can perhaps be 

explained because health and wellbeing programs are not an aspect of organisational support, 

and on the basis of social exchange theory, are not theoretically linked to job satisfaction. 

Nonetheless, in order to be a psychometrically sound tool to use for measuring the age-

friendly values of an organisation, further testing of the instrument’s reliability and validity 

(including both convergent and discriminatory validity) is required within other organisations 

and across different industries.  
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In the current study, the framework of factors generated is a way to understand what is the 

shared view of an organisation that is age-friendly. Fairness and equality accounted for most 

of the variance in the scale, indicating this factor to be the most important aspect of building 

an age-friendly organisation. It considers non-discrimination, and equality and fairness in 

recruitment, promotion, recognition, rewards, and development. This factor demonstrates the 

importance of having fair and equitable strategies, that are not age biased in their delivery. 

Congruent with the age-discrimination literature (Choi et al., 2011), ensuring that ageist 

beliefs and stereotypes are removed, is a priority for establishing a fair and equitable 

workplace for older workers.  

How are the age-friendly organisational factors affected by age, gender, employment 

level, and sector? 

The third research question asked, how are the age-friendly organisational factors affected by 

age, gender, employment level, and sector? In this section the eight age-friendly factors of 

fairness and equality, ease in accessing flexibility, enjoyment of work, managing older 

workers, access to training and development for older workers, job design, health and 

wellbeing, and recognising older workers were used as categories to quantitatively and 

thematically classify responses from the participants of different ages, genders, employment 

levels and sectors. This is in line with the interpretive perspective which entertains the 

existence of sub-cultures, since different groups may have different experiences of their 

environment, and hold differing beliefs, values and assumptions of which their group 

characteristics influence (Schultz and Hatch, 1996). In applying this perspective, the ‘older 

worker’ category is dismantled in order to view the members of this category as not just one 

large group, but rather as an array of sub-groups, defined by other characteristics in addition 

to age. The interpretive perspective assisted in constructing meaning around how the different 

groups perceive these age-friendly factors, through the qualitative data.  

The literature on older workers does not break down the older worker category into smaller 

groups (such as age, gender and employment level), when studying their experiences at work. 

Only a gendered-age perspective has been undertaken with respect to studies on age-

discrimination (e.g. Tilly et al., 2013; Duncan and Loretto, 2004). Broughan (2013) also 

states that age discrimination interacts with other demographics such as gender and socio-

economic status, and that more work is required in order to understand the lived experiences 

of the sub-groups of older workers. In order to change culture to one that is more inclusive of 
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older workers, studying these sub-groups in relation to age-friendly factors becomes highly 

relevant. 

While functionalism views culture as unitary (Kooij et al., 2008; Ogbonna and Harris, 2000), 

it is also important to note whether all older workers, regardless of their age, gender, 

employment level and industry, construct the same reality about age-friendly HR practices 

and guidelines, driven by integrating an interpretivist approach. In doing so it was 

acknowledged that there are differences in perceptions depending on one’s demographic and 

work-related characteristics, particularly when it came to understanding the experiences of 

the different groups relevant to the age-friendly factors. 

Looking at the quantitative analysis, there were relatively few differences found in how the 

groups viewed the performance of their organisation on the age-friendly factors. The main 

differences that were found were in relation to flexibility (women viewing their 

organisation’s performance as poorer compared to men on this factor), training and 

development (general employees saw their organisation as performing poorly on training and 

development compared to senior managers, with this analysis approaching significance), 

fairness and equality and managing older workers (general employees viewing their 

organisation’s performance as poorer compared to managers). These four factors were used 

to re-analyse the qualitative data and produce a more nuanced understanding of these results. 

From the qualitative analysis, key differences were noted in how the different groups 

experienced the age-friendly factors. While the age-friendly factors that were identified were 

important to all older workers, the different sub-groups prioritised specific age-friendly 

factors more than others, or perceived these factors differently. An example being, workers 

aged 60 years plus did not place as much value on training and development or career 

progression opportunities as a worker aged 45 to 54 years did. In addition, when it came to 

working flexibly, a worker aged over 60 years valued transition to retirement programs, while 

a worker aged 45 to 54 years preferred flexible hours to manage work and life.   

The identified factors may be applicable to workers of all ages (e.g. flexibility, management, 

training and development), however age is unique in this context as the qualitative data 

relates these factors to the experiences of being an older worker and the predicaments that 

they can face due to their age. For example, the factor of ‘training and development’ 

highlights how older workers (particularly those aged 45-54) still desire training, but are not 

presented with the opportunity as much as younger workers are. Another example relates to 
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the ‘management’ of older workers, where it was identified that career development and 

progression were at the discretion of managers who often failed to encourage this for older 

workers. Flexibility again is relevant across the life course, but as highlighted by 

interviewees, is sometimes not considered for older workers. 

These findings about the different sub-groups within the larger older worker category have 

important implications for designing age-friendly programs and strategies. It demonstrates 

that the same strategies cannot be applied to older workers classified under the broad age 

group of 45 years and over. The ‘older worker’ category instead needs to be broken down and 

the opinions of the smaller age groups need to be scrutinised more closely. While the current 

age-friendly literature does not extensively consider the existence of sub-groups within the 

older worker category and that these groups have differing interpretations of ‘age-

friendliness’, this study adds a new dimension to the literature, by demonstrating that the 

definition of ‘age-friendly’ can be altered by differing perspectives arising from separate 

groups.  

The lens of age demonstrated how the career stage of an older worker confers a value 

assessment of certain factors compared to others. Through the stories told, one can see that a 

45-year worker values HR practices and strategies that are more career favouring (for 

example training and development and career progression) than a 60-year old worker. With 

this orientation towards career development, also came a desire for a fairer and more equal 

workplace that allowed professional development for older workers. Furthermore, a 60-year-

old worker is more inclined towards health and wellbeing and practices that assist him/her to 

move gradually towards retirement. Although a 45-year old and a 60-year old worker are 

grouped together in the ageing literature, this study demonstrates that their almost two 

decades of gap in age does contrive marked differences in their view of an age-friendly 

organisation.    

The lens of gender highlighted how women are more prone to vulnerabilities than men 

because they can face gendered age biases. This intersection between age and gender for 

women has been demonstrated in the literature, where it has been shown that unemployed 

women were more likely to cite ageism as a barrier to finding work, and have different 

experiences of ageism than men do in this aspect (McGann et al., 2016). In fact, the literature 

on gendered ageism examines this concept primarily in the recruitment of older individuals 

(e.g. Duncan and Loretto, 2004), but this study demonstrates that gendered ageism can also 
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extend to employed older women when it comes to training and career development. An 

awareness by the older women of the stereotypes associated with age was more prominent 

and frequently mentioned in this study, than by men. Women appeared to experience a self-

consciousness of their age, which hindered them from pursuing career development activities. 

Their career development activities were also limited by the carer roles that they assume 

(more than men do), which requires them to work part time. Some ageing women are 

therefore faced with additional vulnerabilities compared to men. This is because having to 

work part time due to their roles as carers, they receive a smaller income, have less career 

progression opportunities than fulltime workers, and as a consequence are in lower levels of 

employment and are more vulnerable to lay-offs, given that they miss out of training 

opportunities. Certainly, access to training and development does provide competitiveness 

and therefore value to a company (Rhebergen and Wognum, 1997). 

The sample size in this study restricted further analyses to explore intersections of gender and 

employment level or age, however this would be worthwhile to examine in future research to 

assess whether older women of different employment levels or ages have different 

experiences of ageism. As an example, it would be worthwhile exploring whether older 

women in senior management roles experience ageism in the same way as older women at 

general levels of employment, or similarly whether women aged 45 to 54 years have similar 

or different experiences of ageism compared to women aged over 60 years. More tailored 

age-management strategies could be provided through such analyses. 

The lens of employment level again demonstrated that career stage could dictate perceptions 

of certain HR practices to be of higher priority than others. Workers at lower levels of 

employment spoke of a desire for training and career development opportunities, in contrast 

to workers at a higher level of employment because they had room to advance in their 

careers. Tied closely to training and career progression for less senior employees was an 

emphasis on fairness and equality in receiving these development activities, and the support 

from managers in encouraging such undertakings. Those in senior positions instead 

emphasised an enjoyment of work, since this enjoyment was what kept them working for 

longer. Enjoyment of work has been cited as a main reason for prolonging working life in 

previous studies (e.g. Templer, Armstrong-Stassen and Cattaneo, 2010; Armstrong-Stassen 

and Schlosser, 2011). For those in more senior levels of employment, enjoyment of work 

becomes even more relevant since, as mentioned by some senior-level interviewees, they 

have the financial security and career achievement to be able to retire, if not happy at work. 
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Again, the examination of the sub-groups of the ‘older worker’ category is important for 

building an age-friendly organisation to assist workers to work for longer. 

The lens of sector within this study did not reveal a difference in perceptions of the age-

friendly factors. No outright differences of these factors by employees of the different 

organisations were noted. While this could mean that the same framework of factors can be 

applicable across organisations, it is more likely that the sample used in this study were rather 

similar in occupation and therefore did not possess any differences in perception. 

Respondents within the current study were all white-collar workers, in office-type work 

settings. Therefore, generalising the findings to those older workers in more physical 

occupations such as hospitality, retail, manufacturing, or health may not be applicable. 

Further research on age-friendly organisations to other sectors is warranted.  

The findings from this study help tackle the stereotypes applied to ageing workers, by 

demonstrating that older workers (particularly those who are aged 45 to 54 years or at a lower 

level of employment) are keen to be involved in training and career development activities. 

The literature documents negative stereotypes where there is a contrary belief about older 

workers’ desire for development (Posthuma and Campion, 2009; Brooke and Taylor, 2005). 

This study shows that while this may be the case for older workers aged over 60 years old 

and of senior levels of employment, it certainly is not the case for those in the lower age 

bracket of the ‘older worker’ category, or those in lower levels of employment. Again, the 

‘older worker’ category needs to be broken down and analysed more closely, in order to 

challenge age stereotypes, build more inclusive work cultures, and implement effective age 

strategies to create age-friendly organisations.  

 

How can older workers’ understanding of an age-friendly organisation be integrated 

into a model of organisational culture? 

Finally, the fourth research questions asked, how can older workers’ understanding of an age-

friendly organisation be integrated into a model of organisational culture? This study sought 

to propose a model of an age-friendly organisational culture, constructed through an analysis 

of perceptions of older workers. Schein’s (1985) model of culture comprising three layers 

(artefacts, values and assumptions) was used as a template on which the data was categorised. 

Schein’s model was chosen over other models of culture, since he more than other theorists 

(both functionalists and interpretivists) proposed a conceptual model of organisational culture 
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that assists in a thorough study of the phenomenon, furthers the diagnosis of culture and 

allows research to construct a comprehensive model of an organisation’s culture. It is for this 

precise reason that his proposed model is dominant within the organisational culture 

literature. Without a theoretical model of culture, such in-depth understanding of an age-

friendly organisational culture would not be possible.  

The model depicted in figure four used both qualitative and quantitative data to inform its 

layers. While the factors generated from the quantitative data were the constituent elements 

of the model, the qualitative data assisted in providing a description of each factor, to enable 

a more thorough identification of the artefacts manifesting from the second layer of culture 

(Alvesson and Berg, 1992). The factors were inserted into the second layer forming the 

measurable and testable components of the model (Pedersen and Sorensen, 1989), labelled by 

Schein (1985) as the values of the organisation. Values are highly conscious and have a 

greater level of awareness than assumptions. They are discussable thoughts and can be 

explicitly articulated and therefore can be captured through assessment (Pedersen and 

Sorensen, 1989). Most cultural tools assess the values of the organisation, and within the 

current study, the age-friendly survey was designed to grasp at a conscious level, the values 

perceived to be present in an age-friendly organisation. This was fittingly inserted into the 

second layer of the model. 

The layer of artefacts, which form the observable and tangible aspects of the organisation 

(Schein, 1985) was derived through an interrogation of the age-friendly factors, 

supplemented by a description of the factors using the qualitative data, to ascertain their 

expressive elements. Again, this layer represents an interpretation of perceptions of age-

friendly artefacts. The layer of assumptions was not questioned within this study, since the 

study design limited this endeavour. The study design was constructed in order to understand 

what older workers perceived an age-friendly organisation to be, and adopted a cultural 

perspective for this interrogation. In doing so, the more conscious and articulated thoughts 

were captured, leaving the more unconscious aspects to be ascertained in a different 

investigation. An ethnographic investigation would suffice to identify the underlying 

assumptions of an organisation that is already age-friendly (Pedersen and Sorensen, 1989). 

Hence, for this study, an a-priori assumption ascertained from the literature and compared to 

responses from the older workers was used. This assumption of ‘valuing older workers’ 

warrants further investigation using an ethnographic design to examine whether the 

assumption is true or whether other such assumptions exist. It is thought that the assumption 
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of ‘valuing older workers’ may overtime become a taken-for-granted belief (Pedersen and 

Sorensen, 1989) assuming an almost preconscious state in the minds of members of an age-

friendly organisation.      

In comparing this model with the hypothetical model developed from the literature and 

depicted in figure one, the model has made advancement in the layers of artefacts and values, 

from what was previously hypothesised. Collecting the thoughts and experiences of older 

workers, allowed the model to be more sufficiently informed. Upon inspection of the layer of 

values, some constructs have remained the same from what was initially hypothesised, 

namely flexibility, job design, training and development and health promotion. However, in 

dissecting these constructs, it is apparent that the features of them have slightly altered. For 

example, taking the construct of flexibility, while the first model focuses on identifying the 

types of flexibility that should be available, the second model addresses the support 

mechanisms needed to achieve flexibility. Similarly, for training and development, the first 

model looks to identity alterations to training programs and the inclusion of older worker, 

while the second model focuses on equal access to training for workers as well as the 

inclusion of older workers in training programs. 

New values were introduced in the second model, namely recognising older workers, 

enjoyment of work, supportive and participative management and fairness and equality. 

While the first model did contain a construct of managing older workers, its contents were 

not present in the literature. The second model instead contained the construct of supportive 

and participative management indicating the importance of managerial support and 

communication in an age-friendly workplace. Furthermore, Fairness and equality in the 

second model can be equalled to non-discriminatory policies within the first model, however 

it goes beyond the mention of non-discrimination. The construct of fairness and equality 

harbours fair treatment of older workers specific to recruitment, training, development, and 

career progression as well as non-discriminatory or unbiased behaviour, and recognising the 

value of older workers.  

Enjoyment of work in the second model encompasses characteristics that are similar to job 

design of the first model. However, it focuses more on the intrinsic factors of the job that 

make it more enjoyable (e.g. variety, stimulating work, meaningful work, etc.). Job design in 

the second model instead contains more of the extrinsic factors of work. This coincides with 

self-determination theory where people are motivated by intrinsic (personally rewarding) or 
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extrinsic (motivation arising from outside the individual) factors (Deci and Ryan; 1985). In 

the case of this study, motivation is concerning working for longer. Intrinsic motivation 

comes from the personal enjoyment of work, doing stimulating, meaningful work and the 

contentment derived from meeting and interacting with people. Extrinsic motivation comes 

from pay and working autonomously to reward performance. 

Finally, recognising older workers was a factor present in model two, but not in model one. 

This factor focused on ensuring that older workers were recognised in performance, training, 

career progression and recruitment. Within the literature, the recognition of older workers is 

tied with valuing older workers where their recognition contributes to feelings of being 

valued (White and Mackenzie-Davey, 2003). In the model, the assumption of ‘older workers 

are valued’ can manifest as the value of recognising older workers, since the three layers of 

culture are all interconnected (Schien, 1985). The generation of factors representing the 

values of older workers, indicates that recognising older workers is important. 

Though the model depicted in figure four has progressed considerably from the model 

constructed from the literature (figure one), many aspects remain the same. Some new factors 

were added in layer two (values), and a more descriptive account of artefacts was available 

from the interviews and survey, to insert into the layer of artefacts. The qualitative and 

quantitative data also helped to strengthen the values in the model, make them more concise, 

and enhanced the understanding of these values. It also added additional concepts, not 

documented in the literature, and therefore not noted in the model. For instance, it highlighted 

the importance of supportive and participative management, the intrinsic and extrinsic 

motivators (identified in enjoyment of work and job design), the importance of access when it 

comes to training and flexibility and the element of fairness and equality.                   

In comparing this model with other tools and frameworks (e.g. Productive Ageing Centre, 

2014; Broughan, 2013; Manshoven et al., 2006) in the age-friendly literature, the model adds 

a novel position. It sought to combine both qualitative and quantitative methodologies to 

develop a more robust guide for consultation compared to others. Specific guidelines and 

methodologies around the development of current tools are not explicitly stated, and if 

derived solely from the literature, neglect to collect the views and perceptions of the audience 

concerned. Moreover, the model within this study looks to identify the perceived values of an 

age-friendly organisation, taken from the perspectives of older workers themselves. Its 
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exploratory nature has also helped to identify new themes and factors and to better define 

current constructs.  

The current tools in the literature are focussed on organisational factors that form the third 

layer of organisational culture (artefacts). They neglect organisational values and the idea that 

underlying assumptions do exist that underpins the more tangible, measurable aspects of an 

age-friendly organisation. The instruments are highly useful to understand the tangible HR 

practices and policies that exist and to use as a guide for age management, but neglect the 

aspect of organisational culture (including values) in considering the implementation of age-

friendly initiatives. The tools reviewed also do not consider the contextual elements of an 

organisation or its members that can affect the requirements for recruiting and retaining 

ageing workers. They provide a universal tool, without considering the subjective elements 

arising out of individual differences. Indeed, older workers are considered as one group 

(defined as being aged 45 years and over) by current tools, guidelines and the literature, and 

the existence of subgroups (e.g. age, gender, employment level, etc.) giving rise to differing 

interpretations of ‘age-friendliness’ is not upheld. This study through combining functionalist 

and interpretive views, produced a generic model of the perceptions of an age-friendly 

organisation, however has also analysed the subjective elements that influence individual 

views and interpretations to better inform the model.  

Nonetheless, basing the proposed model of an age-friendly culture within a functionalist 

perspective, assisted in acknowledging the notion of culture change. Therefore, the 

categorisation of information on age-friendly values and artefacts according to older workers 

enabled a conceptualisation of a work culture suitable to older workers. In doing so, this 

model presents some measurable, controllable, and modifiable elements of culture, to assist 

practitioners in embedding change programs. In culture change programs, assumptions are 

left to develop over time once organisational artefacts, values, strategies, goals and 

philosophies have been introduced (Schein, 1996). 

In associating this with Lewin’s (1943) model of change (mentioned in chapter two), in the 

unfreezing stage the driving forces of old behaviours are loosened, where the organisation 

announces its move towards change in being age-friendly, communicates its new goals, 

visions and philosophies, and demonstrates that maintaining the status quo is not sufficient 

(Carter, 2008). Within the moving stage, new age-friendly artefacts, strategies, and values are 

embedded and reinforced in the organisation, until change starts to occur and the organisation 
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moves in the desired direction. Within the refreezing stage, long-term structures are 

institutionalised, including measuring, monitoring, rewarding, and incentivising behaviours. 

It is in this stage that the age-friendly assumptions are born and stabilised, resulting in a 

cultural transformation (Schein, 1996). The use of the age-friendly culture framework 

depicted in this study can assist practitioners in entrenching artefacts and values for inducing 

change. As such, this model can be allotted a valuable slot in the literature on age-friendly 

resources, through its comprehensive assessment, theoretical stance, and empirical work that 

underpins its construction. Yet, the generalisation of the model is still in question, with 

further testing being necessary. Nonetheless, its conceptualisation of an age-friendly culture 

according to perceptions of older workers themselves is novel in the age-friendly organisation 

literature. 

Interpretivism and functionalism relevant to this study 

This study was conducted in a number of phases, using both interpretivist and functionalist 

perspectives to drive the research design and methodologies of the study. The interpretive 

perspective originates from the social constructionist paradigm (Kuhn, 1962), which views 

culture as the construction and re-construction of meaning, specific to the organisation and its 

context (Schultz, 1995). Gioia and Pitre (1990) mention that the adoption of this perspective 

allows for the construction of substantive theory around culture, and enables the creation of 

new theories and understandings of lived experiences. It allows the describing, explaining 

and understanding of culture by a focus on the interpretation and construction of meaning 

around what the participants say (Schultz, 1995).  

In this study, the interpretivist perspective has enabled the construction of meaning around an 

age-friendly organisation, provided a more thorough understanding of this kind of 

organisation, and assisted in the generation of new understandings. Through an analysis of 

interviewee perspectives through a social constructionist paradigm, the research has been able 

to construct older workers’ responses into four main themes that give meaning to an age-

friendly organisation. These themes were around organisational policies, 

management/leadership, organisational ethos, and job design. These topics were running 

themes through the stories of the participants, with fragmented pieces present in their 

responses to the different questions. These themes were spoken of separately, but also 

appeared to be interconnected in the minds of the older workers. It was through engaging in 

dialogue with older workers, and through a participatory process, that the researcher was able 
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to interpret these themes and identify their distinctiveness and associations (as can be seen in 

Appendix G).    

An interpretation of the dialogue insinuated the importance that older workers placed on the 

roles of management and direct supervisors. It suggested the plea for a philosophy that 

supported organisational policies for the development of older workers, a view of the concept 

of ‘age-friendly’ for organisations being intrinsic rather than extrinsic, and it unearthed the 

psychosocial elements from the theme of job design. It also inferred the webbed meaning that 

underlined these factors, drawing on their interconnectedness and dependence, such that the 

presence of one theme cannot be sustainable without the presence of another theme. These 

interpretations of the participant responses enabled the construction of meaning of age-

friendly organisations, taken from the stories of the older workers, but told from the point of 

view of the researcher.   

The interpretive perspective also brought out the cultural elements that were discerned to be 

the beliefs and values of older workers with regard to an age-friendly workplace. These 

elements included a supportive workplace, a fair and equal workplace, a respectful work 

environment, and a workplace that values the contribution of older workers. These cultural 

elements were also woven through the four themes of policies, ethos, management, and job 

design, where workers asked for support of policies and from management, fair and equal 

access to professional development and career progression, and an organisational ethos that 

valued and respected the contribution of older workers.   

Moreover, the interpretivist perspective encouraged a focus on contextual factors, through its 

acknowledgment of the possibility of local creation of meaning within organisational culture 

(Schults, 1995). Burrell and Morgan (1979) claim that organisation cultures become figments 

of participants’ interpretation of their organisational experience. Through this analogy, the 

experiences and interpretations of different groups (i.e. groups by age, gender, employment 

level and sector) were examined separately, and new understandings of how these groups 

experience work, their priorities, and perceptions with regard to age-friendly organisational 

factors were developed. The perspective showed that an understanding of the meaning of 

‘age-friendly’ is dependent on people’s own perspectives and since different practices are 

involved in the development of an age-friendly organisation, these practices have not one 

meaning, but multiple meanings, depending on who is doing the seeing, talking, and acting 

(Martens et al., 2006). 
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Finally, the interpretive perspective also drove the use of qualitative methodologies that 

assisted in describing and explaining the themes of an age-friendly organisation. It was 

through this analysis of interview responses that themes were developed and explained so 

that a thorough understanding of these themes was attained. Through this analysis, new 

theories of ‘age-friendliness’ with regard to organisations and organisational culture were 

developed, and an instrument to explore the factors of an age-friendly organisation was 

constructed. This perspective allowed the conveyance of meaning to age-friendly 

organisations (Shultz, 1995), the construction of theory and the understanding of lived 

experiences (Gioia and Pitre, 1990). 

The functionalist perspective views culture as shared, consensual, and aligned with 

managerial objectives (Demers, 2007). It presents a universal framework for organisational 

culture, with cultural elements grouped according to categories/levels (Martins and 

Terbalanch, 2003). The approach of functionalism is primarily diagnostic, and the results 

produced are potentially generalisable as they use the same theoretical framework. Hence, 

within this study, the adoption of a functionalist perspective produced a model of factors that 

represented a shared view of age-friendly factors. It allowed the study to capture the 

measurable and controllable aspects of an organisation’s culture and to depict findings in a 

universal model. 

The diagnostic approach of functionalism (Martins and Terbalanch, 2003) led to the 

construction of a survey that allowed the measurement of respondent values and beliefs, and 

the extraction of age-friendly factors. The advantage of this lies in its practicality to 

understand what an age-friendly organisation is, and to apply this concept across 

organisations, rather than restrict findings from organisation to organisation. It is useful for 

practitioners and leaders, through its acceptance of measuring and changing culture, in order 

to develop organisation-wide culture change programs. The functionalist perspective of 

culture as a managerial tool, does allow for the possibility of culture change by leaders 

(Schein, 1992) and in doing so it induced a conceptualisation of an age-friendly 

organisational culture model within this study to use as a guide for change.     

The functionalist perspective also opened up what would be an otherwise have been a black 

box of cultural factors (Williamson, 2002) by identifying eight relevant age-friendly factors. 

In doing so, it allowed through an interpretivist view, the ability to analyse sub groups within 

the ‘older worker’ category against a few but highly relevant factors of an age-friendly 
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organisation. This integration of functionalist and interpretivist perspectives assisted in 

reducing the shortcomings of both theoretical frameworks. Through the use of interpretivism, 

the superficial and unitary view of culture (Kooij et al., 2008) seen through solely a 

functionalist perspective was diminished, and through functionalism the overly 

homogeneous, less structured and more complex use of findings from solely an interpretive 

perspective (Williamson, 2002) was averted. Similarly, through interpretivism a more 

complex, thorough, and nuanced understanding of the topic was acquired, and through 

functionalism a shared, practical and applicable depiction of an age-friendly organisation was 

attained through an assessment of participant views and perceptions.  

Altogether, through the use of both interpretivism and functionalism, the study has developed 

a standardised framework of factors that older workers perceive to contribute to an age-

friendly organisation, which can assist in change initiatives. However, in interpreting these 

factors, the diversity of older workers must be recognised as their characteristics can 

contribute to different experiences or having different priorities at work. These findings have 

a number of important strengths and implications for organisations, as discussed in the next 

two sections.           

 

Strengths of the study 

The strengths of this study lie in the integrated theoretical framework of using both 

qualitative and quantitative data. A body of literature argues for the benefits of using a 

combined methodology (Gioia and Pitre, 1990; Yauch and Steudel, 2003; Schults and Hatch, 

1996). Points raised include: 1) by recognising the strengths and interdependence that both 

methodologies bring, enables the researcher to reach a more subtle and complex appreciation 

of the topic, particularly with regard to organisational culture (Schultz and Hatch, 1996); 2) 

the qualitative data is useful for theory building and the quantitative data for validation and 

standardisation (Gioia and Pitre, 1990); and 3) the use of both qualitative and quantitative 

data is useful to more fully explain the results of the study  and to guide further data 

collection and sampling (Yauch and Steudel, 2003). Certainly, in using both qualitative and 

quantitative methodologies that captured the perceptions of older workers, the study has been 

able to gain a thorough and complex understanding of an age-friendly organisational culture.  

The strengths of the qualitative data lie in its exploratory abilities, allowing new theories of 

age-friendly perspectives to emerge (Gioia and Pitre, 1990). Its rich and contextual data 
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assisted in gaining deep insight into the experiences of being an older worker. It enabled the 

use of an interpretive perspective to construct meaning around an age-friendly organisational 

culture (Rhoades an Eisenberger, 2002). It also provided contextual information when 

analysing factors of an age-friendly organisational culture. Finally, through exploring 

perspectives and experiences of older workers, it enabled the construction of an age-friendly 

instrument to measure an organisation’s performance on a number of factors.  

The quantitative data provided validation to the themes identified in the qualitative phase of 

the study. It enabled the generation of a standardised model of age-friendly factors, which 

represented a shared view of factors that can assist ageing workers in their working life. 

Measuring this shared view of age-friendly factors carries important benefits for the diagnosis 

and implementation of an age-friendly organisational culture through focusing on measurable 

and controllable variables (Williamson, 2002). Finally, the use of quantitative methods also 

allowed for the credibility of a larger study focusing on a few controlled variables 

(Williamson, 2002).  

In addition to the study’s research design and use of both qualitative and quantitative 

methods, an additional strength of the study was its analysis of the sub-groups underpinning 

the ‘older worker’ category. This analysis added a novel element to the research and pointed 

out the differences in perceptions of ‘age-friendly’ based on employee differences. It also 

added more depth and applicability to the study, by examining the priorities and experiences 

of different groups that fit within the older worker category. In doing so, more relevant 

guidelines and programs can be developed as the differences between the groups are noted. 

The analysis demonstrates the need for research to delve deeper into the category of older 

workers (i.e. workers aged 45 years and over), since this current definition may limit the 

applicability of studies, grouping individuals with different priorities and experiences of 

working life under the same umbrella.  

A final strength of the study is in its adoption of a cultural perspective in studying the concept 

of the age-friendliness of organisations. In doing so, it acknowledged the need to investigate 

the different layers of culture when building an age-friendly organisation, rather than simply 

looking at policies and HR practices. As acknowledged by much of the literature on age-

friendly organisations, the employment of a cultural perspective in creating age-friendly 

organisations will be more effective and sustainable (Markos, 2005; Sieke et al., 2012, 

Broughan, 2013).  
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Implications of the study  

This study portrays a number of benefits and implications for organisational strategies. In 

analysing the perceptions of older workers, the study is able to construe an age-friendly 

organisation. Its exploratory nature has yielded new discoveries relevant to an organisation 

more suitable to older workers. Through its in-depth exploration of participant views, it has 

allowed theory to generate in order to inform practice, it has identified a shared view of age-

friendly factors that can be used to inform change, and it has averted the allusion that all older 

workers are the same by drilling into the subgroups that rest within the ‘older worker’ 

category.  

Certainly, the study demonstrates through the lenses of age, gender and employment level, 

that sub groups exist within the ‘older worker’ category, and these sub groups warrant 

differing strategies and initiatives. Considerations by organisations to the different groups of 

older workers, through management training, available policies, programs and organisational 

strategies would assist older worker participation in the workforce. For example, a 

recognition by management that an older ‘older worker’ could require guidance for transition 

into retirement and a younger ‘older worker’ instead may require mentoring and support for 

career development is important for sustained workforce participation. The study findings 

show that strategies need be directed more at a contextual level rather than a broad level, 

since context influences the needs and priorities of ageing workers. 

Hence, the analysis reveals that there is no one size fits all framework for creating an age-

friendly organisation. The development of an age-friendly tool to determine the level of ‘age-

friendliness’ of an organisation can be the first step towards moving towards this kind of 

culture, but should not be the only method used. While a survey can measure, diagnose, and 

provides a quick, easy and efficient manner to collect information about employee beliefs and 

values, the collection of qualitative data can also provide the subjective and contextual 

information to aid in successful cultural adoption of age-friendly initiatives. The evidence 

from mixed methods studies can better inform the development of culture change programs 

aimed at making organisations age friendly.  

A final but important implication of this study is the need to devise relevant and effective 

strategies, to assist older workers into employment and prolong their working lives. These 

findings can benefit age-friendly programs by informing them specifically and 
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comprehensively about the strategies that are needed for assisting older workers. It also 

demonstrates the need to develop certain guidelines in order to assist older workers to work 

for longer, and to prevent an unnecessary early retirement. For example, the study shows that 

providing flexible workplace strategies for older workers who have caring responsibilities or 

phased retirement would prevent workers from retiring all together by allowing them to work 

part time.  

Guidelines developed for changing to an age-friendly culture from the findings of this 

research can be seen in Appendix O. A synopsis of these guidelines are presented below, 

demonstrating implications for HR policy: 

Organisational Policies 

 Ensure that policies aimed at older workers exist in the organisation (e.g. recruitment, 

retention, development and non-discriminatory policies). 

 Clearly outline protocols and procedures on how policies are to be accessed and 

implemented. 

 Ensure age-friendly policies are communicated throughout the organisation so that all 

employees are aware of them to take up policies. 

 Make sure that the uptake of policies are supported by both managers and colleagues 

of the older workers. 

Organisational Ethos 

 Align organisational systems, structures, processes and the physical environment with 

values 

 Promote a fair and equal workplace 

 Ensure that the skills and experiences of older workers are valued by organisational 

members 

Management/Leadership 

 Ensure managers are trained on managing their older team members 

 Training on managing older workers is particularly important for younger managers 

to minimise biases or misconceptions  

 Encourage managers to actively support older workers to develop professionally 

 Provide training to managers to reduce ageism and age discrimination 
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Designing jobs 

 Ensure jobs are designed to promote longevity at work (i.e. low stress, challenging 

work, ergonomic set-up and ability to transition to part time work if needed)  

  

Limitations of the study 

An identified limitation of this study is that it does not capture the underlying assumptions of 

an age-friendly organisational culture. The interview and survey design assisted in building 

theory and in identifying measurable aspects of an organisation in order to induce change. 

Since an ethnographic study design within an age-friendly organisation is required to observe 

and identify the underlying assumptions of its culture, this was not within the scope of the 

current study. Therefore, further research conducted on an organisation that is deemed to be 

age-friendly is merited. 

The use of telephone interviews to collect qualitative data may have limited the ability to 

build rapport with interviewees which in some cases may have provided opportunity to delve 

deeper into some responses and draw out more information from participants. It also 

prevented the researcher from picking up on non-verbal cues and potentially limited 

additional probing and interpretation of responses. Face to face interviews could have 

potentially provided richer data, however due to limited resources available for interstate 

travel and for the convenience of those participating in the study, face to face interviews 

could not be used.    

Furthermore, the study analysed perceptions of those workers mainly in white-collar 

positions. Though attempting to recruit from three different sectors (not-for-profit, 

government and private sector), the perceptions, and experience of those in blue-collar jobs 

(such as retail, warehousing, manufacturing) were not captured within this study. Therefore, 

an analysis of sector differences could not account for workers in these types of industries, 

possibly being a reason that no sector differences were detected in this study. Hence, caution 

should be employed in interpreting the results of the study, since findings cannot be 

generalised to all industries.  

Another limitation is that though exploratory factor analysis was sufficient to generate the 

perceived age-friendly factors, as an analytical methodology it does present some limitations. 

These are largely based on the subjectiveness of results, which are determined by the 
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researcher as significance testing is unavailable. Confirmatory factor analysis on another 

sample would therefore have been beneficial in order to confirm the factors extracted within 

the exploratory factor analysis, as recommended by Gerbing and Hamilton (1996). In doing 

so, there would be more validity associated with the constructed tool and the factors deemed 

to be shared perceptions of age-friendly organisational factors. However, collecting 

additional data for this purpose was out of the scope of the research. It is therefore 

recommended that further testing and validation of these factors would be beneficial for use 

in culture change programs. 

Finally, within the quantitative phase of the study, incorporating a measure to test for 

discriminant validity would have been advantageous to fully assess construct validity of the 

factors. Discriminant validity tests for whether constructs that are not supposed to be related 

are in fact not correlated (Tabachnick and Fidell, 2007). Together with convergent validity, 

they are tests of construct validity (the degree to which a test measures what it claims, to be 

measuring; Tabachnick and Fidell, 2007). This useful analysis remains to be assessed in 

future research. 

 

Suggestions for future research 

In keeping with the limitations of the study, as well as other relevant findings from the study, 

suggestions for future research are as follows: 

1. It would be beneficial to conduct further research in an organisation that has already 

taken steps to be age-friendly, in order to ascertain what the underlying assumptions 

of an age-friendly organisational culture might be. An ethnographic as well as survey 

methodology will be required to be employed, and in doing so it can inform the model 

proposed in figure three. This would further assist our understanding of an age-

friendly organisational culture and how this kind of culture can be achieved.  

2. As this research has demonstrated the important role that direct managers play in the 

working lives of older workers, the literature would benefit from a further assessment 

of the impact of direct managers on the retention of ageing workers. Workers from 

this study spoke about an unfavourable management and leadership style contributing 

to dissatisfaction at work and as something that may push them out of the workforce 

earlier. In addition, a few preferred characteristics of leadership style were identified 

in this study, namely a laissez-faire, communicative, and nurturing style of leadership. 
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This study did not set out to specifically assess a preferred leadership style of older 

workers, though this theme emerged to be an important aspect of an age-friendly 

organisation. Further research examining preferred leadership styles and its impact on 

the working lives and work aspirations of older workers, can provide a justification 

for organisations to train line managers on how to manage their older workers and can 

help inform what this training might entail.  

3. An analysis of perspectives of older workers from other industries (e.g. blue collar 

industries) regarding how they construe an age-friendly organisation, would be 

beneficial in order to compare it to the findings of this study. In this sample of mainly 

white collar workers, age-friendly organisational elements were seen as intrinsic 

rather than extrinsic, where workers spoke less about the physical aspects of the 

organisation and more about the acceptance of older workers as being equal and 

therefore being valued, recognised and supported. An investigation of whether 

workers in blue-collar positions also emphasise more tacit rather than tangible factors 

in an age-friendly organisation, warrants further investigation, particularly as physical 

aspects of a job may be more important for manual-type labour.  

4. This study demonstrates that older workers’ experiences and priorities of working life 

can differ by their age, gender, and employment-level. Other personal attributes and 

life circumstances (such as ethnicity, marital status, financial circumstances and carer 

responsibilities) of older workers, as well as intersections of characteristics like 

gender, employment level and age warrant further investigation, so as to understand 

how the concept of ‘age-friendly’ can be applied to older workers of diverse groups. 

For instance, an older worker at a senior level of employment who has carer 

responsibilities may require different types of flexible working options compared to a 

senior employee with no caring responsibilities. Similarly, an older worker who is 

forced to work due to financial circumstances may priorities certain organisational 

practices or factors (such as job security, career development, and a nurturing 

managerial style) compared to older workers who are financially comfortable and are 

able to retire. As previously mentioned, older women at different employment levels 

or age groups may have different experiences of ageism, hence requiring more 

tailored age-management strategies. As older workers are a diverse group, recognising 

this diversity when creating an age-friendly organisation is important to consider. 

5. Further validation of the age-friendly survey and its factors constructed and generated 

within Chapter Six would also be beneficial. This validation in using alternate 
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populations and considering other industries (including blue-collared industries) 

would assist in validating this tool for use in culture change programs. The age-

friendly factors would also warrant further validation through the use of confirmatory 

factor analysis on a new sample.  

6. More profound research insights can be gained by carrying out a case-study 

experiment with a longitudinal design, and in using the findings of the study as 

guidelines to implement a culture change program, assess the effectiveness of these 

guidelines and strategies suggested. These directions for future research may further 

augment the literature on age-friendly organisations. 

  



 

 

231 

Chapter 10: Conclusion 

This study sought to explore the factors that contribute to an age-friendly organisational 

culture, using an integration of two theoretical perspectives (interpretivism and 

functionalism). In doing so, through an interpretive perspective the study has created meaning 

and a greater understanding of an age-friendly organisation, provided descriptions and 

insights into the experiences of being an older worker, and generated theory on age-friendly 

organisations. From within the functionalist perspective the study generated a framework of 

factors that can better assist practitioners to diagnose and change culture.    

An integration of interpretive and functionalist perspectives has enabled an examination of 

the contextual and subjective elements through an analysis of the qualitative data in relation 

to the set of age-friendly factors extracted from the quantitative data. This allowed subgroups 

from within the broader ‘older worker’ category to be analysed against a small set of relevant 

age-friendly factors. The analysis assisted in providing a more in-depth understanding of age-

friendly organisational culture, by looking at the measurable and changeable elements of 

culture, and how these are perceived for older workers of different genders, ages, 

employment levels, and sectors. The differences identified have implications when designing 

and implementing culture change programs in organisations.  

This research has made a contribution to this field of research in a number of ways. Firstly, 

the research has commenced to fill a gap in research evidence through the examination of 

organisational culture as a way to assist organisations to become age-friendly. It has 

identified eight pertinent factors that are important to older workers. Through an exploration 

of these factors, it has helped move this area of research forward by providing a thorough 

description of what is required from the perspectives of different groups of older workers. 

Secondly, the research has also developed a tool through using both quantitative and 

qualitative methodologies, that is useful to organisations to assess their degree of ‘age 

friendliness’. Though this tool does require further validation, it provides the first step to 

assist organisations in their move to better accommodate older workers, therefore providing a 

practical outcome to the research. The tool is also useful for researchers when studying age-

friendly organisations. Finally, to make a further contribution to the field, the research has 

developed a flexible and comprehensive model of an age-friendly organisational culture that 

will be useful in research and academic debate, as well as in organisations.        
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While this study assisted in creating a model of an age-friendly organisational culture, it also 

demonstrated that the diversity of older workers must be recognised when implementing this 

model in organisations. The development of a framework of factors of an age-friendly 

organisation has allowed subgroups from within the broader ‘older worker’ category to be 

analysed against a small set of relevant age-friendly factors. The research shows that there is 

no one-size-fits-all model for creating age-friendly factors, but rather a model that shifts and 

changes around subjective elements arising from individuals in the organisation. Different 

groups of older workers prioritise and perceive organisational factors differently from each 

other, hence strategies to allow them to work and for longer cannot be the same for all 

groups. Changing to an age-friendly organisation is therefore more complex than the current 

literature considers, and tools and guidelines should take into account the element of 

organisational culture and the existence of sub-groups within the older worker category when 

designing and implementing programs targeted towards their ageing employees. 
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Private sector organisation approval 

  



 

 

258 

NGO sector organisation approval 
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Appendix C: Interview guide 

SECTION A: INTRODUCTORY QUESTIONS 

Thank you for taking part in this interview. To start off with, I’d just like to ask you some introductory questions about your 
age, education and work.  

A. Gender 

  Male 

  Female 

 

B. If you don’t mind me asking, what is your age? 
__________ 

 

C. What is the highest level of education that you have 
completed? 

  No formal education 

  Left school prior to completing year 10 

  Completed secondary school 

  Tafe / technical degree 

  Undergraduate (Bachelor or Honours) 

  Postgraduate degree 

 

D. Are you currently working: 

  Fulltime 

  Part time 

  On a casual basis 

  Other 

 

E. Is your work contract: 

  Permanent 

  Fixed term 

  Casual 

 

F. What is your occupation? 

_____________________________ 

G. What is you level of employment? Are you a… 

  Manager/executive 

  Team leader/supervisor 

  General employee 

 

H. Do you work mainly Monday-Friday? 

  Yes 

  No 

 

I. Do you work weekends? 

  Yes 

  No 

 

K. Do you do shift work? 

  Yes 

  No 

 

L. Are you on-call rather than working set hours? 

  Yes 

  No 

 

M. Approximately how many workers are there in your 
department or work team? ____________ 

 

N. Approximately how many hours do you work per 
working week? ____________ 

 

O. Approximately how many hours would you like to 
work per working week? ____________ 

 

P. Approximately what age do you plan on retiring? 
_______ 
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SECTION B: YOUR WORKPLACE 

Now I’d just like to ask you some questions about your workplace and what would make your job and work 
environment more suitable for you.  

1.  To start off with, can you tell me what do you like about your job? What is important to you 
about your job? What keeps you working here at [current organisation]? [Prompt: the people, 
the type of work you do…] Is there anything that you would like to change about your job to 
better suit you and your requirements? 
 

2. What do you think your organisation could do to assist with the recruitment of older workers? 
[Prompt: For example would it be having more flexibility, better work life balance, less 
workload, etc].  

 
 

3. What factors would attract you to another organisation? [Prompt: Better pay, more flexibility, 
valuing employees] 
 

4. Thinking specifically about the job that you are currently doing, for example the tasks, hours and 
workload, is there anything that you would like to be changed  that would help you remain in 
your current job for longer, and perhaps delay retirement?  
 

5. Now thinking specifically about your organisation, is there anything that you would like to be 
changed that would help you remain with your organisation for longer? 

 

6. Do you think your workplace is sensitive to the needs of mature workers? If yes: How so? If no: 
What needs to change? 
 

7. Are there any specific policies that you think an organisation should have for employees aged 
over 45? 

 
 

8. What are specific HR practices are important to you? E.g. 
a. Training and development 
b. Flexibility at work 
c. Career progression 
d. The design of the physical environment? 
e. The design of your job? 
f. Support from supervisor/manager? 
g. Support from colleagues? 

 

9. What do you understand by a workplace that is age-friendly? / What do you believe makes a 
workplace age-friendly? 

 

10. Do you think about changing your line of job? If so, what makes you think about changing it? 
What sort of job would you like to have 5 years from now? 10 years from now? 
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SECTION C: DEMOGRAPHIC QUESTIONS 

We’re now coming to the end of our interview. I would just like to ask you some demographic questions to 
finish off. 

11. What is your marital status? 
      Married 

        Defacto / living together 

        Divorced / Separated 

        Widow / Widower 

        Single 

12. a) Do you have any children? 
        Yes 

        No 

b)  

Age of 1st child: _________ Age of 2nd child: _________ Age of 3rd child: _________ 

Age of 4th child: _________ Age of 5th child: _________ Age of 6th child: _________ 

 

13. Are you the primary caregiver for older relatives (e.g. parents, grandparents)? __________ 
        Yes 

        No 

14. Do you have other non-paid activities that you are involved in outside of work, that take up your 
time (e.g. leisure activities, volunteering, community activities)? 
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Appendix D: Letter for organisations 

 

"Age-friendly organisations: An examination of organisational culture and the participation       

of older workers" 

Your organisation is invited to participate in the above research project, which is being conducted 
by Prof Simon Biggs, Dr Helen Kimberley and Miss Arti Appannah from the School of Social and 
Political Sciences at the University of Melbourne and the Brotherhood of St Laurence. This project 
will form part of Miss Appannah’s Doctor of Philosophy research, and has been approved by the 
University of Melbourne Human Research Ethics Committee.  

The aim of the study is to provide an enhanced understanding of how organisational culture 
enables the recruitment and retention of older workers.  The study will specifically examine the 
factors that workers aged 45 years and over, believe contribute to making an organisation age-
friendly. Australia’s ageing population has raised concerns regarding effective and productive 
management of the steadily increasing proportion of ageing workers. The findings of this study 
can be used to enable age-diversity within the workplace, and assist in effectively managing and 
retaining ageing employees.  

The research has been jointly funded by the Australian Research Council, the Brotherhood of St 
Laurence and Jobs Australia.  

What participation involves?  

Should your organisation agree to take part in this research, your employees will be able to 

voluntarily contribute in two ways. They can choose to either participate in an interview about 

the work-related factors that they perceive to be important for their recruitment and continued 

employment in an organisation, or they can respond to a questionnaire about how important 

certain organisational practices, strategies, policies and behaviours are to them. The interviews 

will be conducted first and the questionnaire will be distributed online approximately five months 

later.    

If they choose to participate in the interview aspect of the study, it is anticipated that this will 

take approximately 30 of their time. With your permission and assistance, we will circulate an 

email invitation for employees aged 45 years and over to participate in a phone interview. 

Employees will be able to contact the researchers directly to arrange for a time to call them for 

the interview. Due to privacy requirements, we cannot provide you with details of your 

employees that have chosen to participate in the study. 

If they choose to participate in the questionnaire aspect of the study, it is anticipated that this 

will take 10 to 15 minutes of their time. Again with your permission and assistance, an email will 

be circulated to employees and they can choose to participate by clicking on a link to the 

questionnaire.  

Participation in this research is entirely voluntary and your organisation and employees will be 

free to opt out of the study at any stage without prejudice or explanation.  

Privacy and confidentiality  

Your privacy and confidentiality will be protected to the fullest possible extent, within the limits 

of the law. Any information obtained in connection with this project that can identify your 
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organisation will be removed so that your organisation cannot be identified. Reporting for the 

questionnaire data will be on grouped results only. The recording and transcript of interviews and 

questionnaire data will be kept securely at the Brotherhood of St Laurence for five years following 

the publication of the research, before being destroyed. 

We will not refer to your organisation by your name in any reports, publications or presentations 

and we will also remove any references to information that might allow someone to guess the 

identity of your organisation.  

Provided that a minimum response rate criterion of 50 participants within your organisation is 
met for the questionnaire aspect of the study, we can provide you with a confidential 
organisational specific report if requested.  

Further information 

If at any stage you want further information about the study or have any concerns, please do not 

hesitate to contact either of the researchers: Arti Appannah: (03) 9483 2482 or 

a.appannah@student.unimelb.edu.au, Prof Simon Biggs: (03) 94831368 or 

bigss@unimelb.edu.au, Dr Helen Kimberley: (03) 94831306 or hkimberley@bsl.org.au.  
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Appendix E: Recruitment email circulated within participating organisations 

 

[Organisation name] is partnering with the University of Melbourne in an Enabling 

Diversity Study of mature workers. 

 

We are keen to attract and retain good staff of all ages, and this study will help us to do 

this, while contributing to a national research project. 

 

The study aims to understand how organisations can better enable the recruitment and 

retention of workers aged 45 years and over; and examine the factors that workers aged 45 

years and over believe contribute to making an organisation age-friendly. 

 

Who can contribute? 

Employees of [organisation name] who are 45 years of age or older, and have ideas about 

what makes for an age-friendly workplace, are encouraged to participate. 

 

What is involved? 

A phone interview lasting approximately 20 to 30 minutes, at a time convenient for you in 

May. The researcher will ask you questions about the work‐related factors that you think 

are important to recruit and retain workers about your age. 

 

How to get involved? 

Please contact Miss Arti Appannah by emailing her 

at a.appannah@student.unimelb.edu.au or calling her on 0415351325. 

She will then organise a convenient time to conduct the telephone interview. 

 

About Arti 

Arti is a PhD student at the University of Melbourne. She has a background in 

organisational psychology, and has worked in a number of research roles prior to 

commencing her Doctoral studies. Her research interest lies within ageing and workforce 

issues. Her PhD thesis is investigating factors that contribute to building an age-friendly 

organisational culture. 

 

Please note: Only a small group of people (approximately 10 individuals) will be selected 

for the interviews, dependent on demographic quotas. Whether or not you are selected to 

take part in the interview phase of this project, you will still have the opportunity to 

participate in a larger survey at a later date. 

  

mailto:a.appannah@student.unimelb.edu.au
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Appendix F: Plain Language Statement and Consent Form 

 

 
"Age-friendly organisations: An examination of organisational culture and the 

participation of older workers" 

You are invited to participate in the above research project, which is being conducted by Prof 
Simon Biggs, Dr Helen Kimberley and Miss Arti Appannah from the School of Social and Political 
Sciences at the University of Melbourne and the Brotherhood of St Laurence. This project will 
form part of Miss Appannah’s Doctor of Philosophy research, and has been approved by the 
University of Melbourne Human Research Ethics Committee.  

The aim of the study is to provide an enhanced understanding of how organisational culture 
enables the recruitment and retention of older workers.  The study will specifically examine the 
factors that workers aged 45 years and over, believe contribute to making an organisation age-
friendly. The findings of this study can be used to enable age-diversity within the workplace, and 
assist in breaking down organisational barriers that may be preventing older individuals from 
gaining and maintaining employment. 

The research has been jointly funded by the Australian Research Council, the Brotherhood of St 
Laurence and Jobs Australia.  

What participation involves?  

Should you agree to take part in this research, we will ask you to do a phone interview lasting 

approximately 30 to 40 minutes. In this interview we will ask you about the work-related factors 

that you think are important for your recruitment and continued employment in an organisation. 

With your permission, we will record the interview so that we can make an accurate record of 

what you say. Your identifying details will be deleted from the transcript of the recording to 

protect your privacy and confidentiality. Should you wish to receive it, we will also send you a 

copy of the interview transcript for checking.  

Your participation in this research is entirely voluntary. You are free to opt out of the study at any 

stage without prejudice or explanation, and to withdraw any information you have supplied that 

has yet to be published.  

How will my privacy be protected?  

Your privacy and confidentiality will be protected to the fullest possible extent, within the limits 

of the law. We will keep your name and contact details in a separate, password-protected 

computer file from your interview responses. This will only be able to be linked to your responses 

by the researchers, for example to know where to send your interview transcript for checking. We 

will not provide any details of your participation to your organisation. The recording and 

transcript of the interview will be kept securely at the Brotherhood of St Laurence for five years 

following the publication of the research, before being destroyed. 

We will not refer to you by your name (we will use a pseudonym) in any reports, publications or 

presentations and we will also remove any references to personal information that might allow 

someone to guess your identity. Still, because the number of people participating in the study is 

quite small, there is a small chance that someone may still be able to identify you.  

Once the study has been completed, we can send you a summary of the findings if you would like.   
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Further information 

If at any stage you want further information about the study or have any concerns, please do not 

hesitate to contact any of the researchers: Arti Appannah: (03) 9483 2482 or 

a.appannah@student.unimelb.edu.au, Prof Simon Biggs: (03) 94831368 or 

bigss@unimelb.edu.au, Dr Helen Kimberley: (03) 94831306 or hkimberley@bsl.org.au. Should 

you have any concerns about the conduct of the project that you would prefer not to discuss with 

the researchers, you are welcome to contact the University’s Executive Officer, Human Research 

Ethics on ph: 8344 2073 or (Fax) (03) 9347 6739.   
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School of Social and Political Sciences 

PROJECT TITLE:  Age friendly organisations: An examination of organisational culture 

and the participation of older workers 

Name of interviewee: 

Name of investigator(s): Prof Simon Biggs, Dr Helen Kimberley, and Miss Arti Appannah 

 

1. I consent to participate in this project, the details of which have been explained to me, and I have 
been provided with a written plain language statement to keep. 

 
2.  I understand that after I sign and return this consent form it will be retained by the researcher. 

 

3. I understand that my participation will involve an interview lasting between 30 and 40 minutes, and 
that the researchers may use the information I provide as described in the plain language statement.  

 
4. I acknowledge that: 

 
(a) the project is for the purpose of research; 
 
(b) I have been informed that I am free to withdraw from the project at any time without explanation 
or prejudice, and to withdraw any information I have supplied that has yet to be published; 
 
(c) the possible effects of participating in the interview have been explained to my satisfaction; 
 
(d) I have been informed that the confidentiality of the information I provide will be safeguarded 
subject to any legal requirements; 
 
(e) I have been informed that, with my consent, the interview will be audio-taped and transcribed, 
and a copy of the transcript will be forwarded to me for checking should I wish to receive it;  
 
(f) I understand that the audio-tapes and transcripts will be stored at the Brotherhood of St Laurence 
and will be destroyed after five years following publication of the research;  
 
(g) my name will be referred to by a pseudonym in any publications arising from the research 
 
(h) I have been informed that a copy of the research findings will be forwarded to me, should I agree 
to this. 
 
  

I consent to this interview being audio-taped            yes    no 

(please tick) 
  

I wish to receive a copy of the summary report of research findings         yes    no 

(please tick) 
 

I wish to receive a copy of the transcript for checking           yes    no 

(please tick) 
 
Participant signature:_____________________________ Date:________________________________ 
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Appendix G: Interpretive figure used within qualitative analysis  

POLICIES 

MANAGEMENT 

Policies 

*Flexibility: Job share, four-

day week, part time work 

from home 

*Training: age-specific 

training, non-discriminatory 

*Health Promotion: 

awareness & wellbeing 

programs, work environment 

*Career Progression  

 Low 

Support 

Leadership Style 

*Autonomy 

*Less of top-down approach 

*Nurturing style 

*Development 

*Relationship 

Leading by 

example 

workplace 

Discussion around 

career pathways / 

planning 

Age-diversity 

ETHOS Non-

discriminatory  

Equality regardless of age 

No Ageism 

*Attitudes 

*Assumptions 

*Invisibility 

Generation gap 

Valuing older 

workers 

*Skills 

*Respect 

*Recognition 

JOB DESIGN 

Challenging 

Lack of Resources / 

Work Stress 

Job Satisfaction 

Autonomy 

Variety 

Social Interaction 
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Appendix H: Initial items generated for the age-friendly culture survey 

Organisational Policies 

 Theme Item 

1. Flexible 

workplace 

You have flexibility at work 

2. Flexible 

workplace 

You are able to work from home if you need to 

3. Flexible 

workplace 

You organisation allows for flexible start and finish times 

4. Flexible 

workplace 

There are policies for accessing flexibility at work 

5. Flexible 

workplace 

It is simple and straightforward to access flexibility at work 

6. Flexible 

workplace 

You can easily transition down to part time work if you 

wanted to  

7. Flexible 

workplace 

Your organisation has protocols in place that allow you to 

job share a role if you wanted to (i.e. share a full time role 

with another person)  

8. Flexible 

workplace 

Your organisation offers phased retirement 

9. Support There is support for accessing policies in the organisation 

10. Support Colleague do not understand when you need to access 

flexible policies 

11. Support Policies are clearly communicated in the organisation 

12. Support You feel supported by your work mates 

13. Support Employees are generally supportive of each other in your 

organisation 

14. Training & 

development 

The organisation offers training opportunities for employees 

of all ages 

15. Training & 

development 

Training programs in the organisation are tailored to suit an 

older audience 

16. Training & 

development 

All employees are given opportunities to develop their skills 

regardless of age 

17. Training & 

development 

Older workers are included in training and development 

activities 

18. Training & 

development 

Training programs in the organisation take into account the 

age of employees in the way training is delivered 

19. Training & 

development 

There is training available on using new tools and 

technologies, particularly for older workers 

20. Training & 

development 

Age is not be a barrier in getting access to training and 

development opportunities 

21. Training & 

development 

There are policies for training and development for older 

workers in the organisation 

22. Health 

Promotion 

Your organisation encourages health and safety 

23. Health 

Promotion 

Your organisation encourages its employees to be active 
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24. Health 

Promotion 

Health and safety is a priority in the organisation 

25. Health 

Promotion 

There are sufficient policies in the organisation around health 

and safety 

26. Health 

Promotion 

Health and wellbeing programs are offered at work 

27. Health 

Promotion 

There are programs at work that increase employee 

awareness about health related issues 

28. Health 

Promotion 

There are facilities at work that allow you to exercise (e.g. 

gym facilities, gym membership, showering facilities) 

29. Health 

Promotion 

Your organisation encourages employees to move rather than 

be sitting all day 

 

Management/Leadership 

 Theme Item 

30. Management 

style 

You have a good relationship with your manager 

31. Management 

style 

Your do not feel micro-managed at work 

32. Management 

style 

Your manager supports you in accessing flexible work (e.g. 

working from home) 

33. Management 

style 

Your manager would support you in transitioning down to part 

time work if you wanted to 

34. Management 

style 

You do not have a controlling manager 

35. Management 

style 

Your manager holds regular discussions with you about your 

development 

36. Management 

style 

You feel supported by your manager 

37. Management 

style 

You have a say on the way work is performed in your team 

38. Career 

Development 

You are given opportunities to progress in an organisation 

regardless of age 

39. Career 

Development 

You feel encouraged to develop your career in the organisation 

40. Career 

Development 

You do not feel that your age prevents you from moving into 

another area or position in the organisation 

41. Career 

Development 

You are clearly communicated with about a career path in the 

organisation 

42. Career 

Development 

Your manager could do more when it comes to your career 

development 

43. Career 

Development 

You do not feel stuck in an organisation with no other role(s) to 

progress to 

44. Career 

Development 

Your manager encourages you to pursue training and 

development 

45. Communication You are provided feedback by your manager 

46. Communication You are consulted upon on important project decisions by your 

manager 



 

 
271 

47. Communication Your manager encourages work group members  to share 

information  

48. Communication You are happy with the level of communication there is between 

you and your manager 

 

Organisational Ethos 

 Theme Item 

49. Age diverse 

workplace 

Your organisation has strategies in place to recruit people 

from different age groups 

50. Age diverse 

workplace  

You can visibly see a broad mix of ages within your 

workplace 

51. Age diverse 

workplace  

There are people of different ages in your work team 

52. Age diverse 

workplace  

There are more older workers than younger workers in your 

organisation  

53. Age diverse 

workplace  

There is a recognised effort by your organisation to ensure 

that the workplace is age-diverse 

54. Age diverse 

workplace  

The organisation encourages workers of different generations 

to work together 

55. Non 

discriminatory / 

Equal 

opportunities 

Your organisation does not discriminate based on age 

56. Non 

discriminatory / 

Equal 

opportunities 

Younger workers and older workers have the same access to 

career progression opportunities in the organisation 

57. Non 

discriminatory / 

Equal 

opportunities 

Younger workers and older workers have the same access to 

training and development opportunities in the organisation 

58. Non 

discriminatory / 

Equal 

opportunities 

Everybody is treated the same in the organisation, no matter 

what age you are 

59. Non 

discriminatory / 

Equal 

opportunities 

Training is not unusual for older workers 

60. Non 

discriminatory / 

Equal 

opportunities 

You feel that you are able to apply for other positions in your 

organisation without being judged as being too old 

61. Non 

discriminatory / 

Equal 

opportunities 

You are able to enrol for training opportunities in your 

organisation without feeling insecure about your age 

62. Non You do not feel judged by your age at work 
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discriminatory / 

Equal 

opportunities 

63. Non 

discriminatory / 

Equal 

opportunities 

There is no focus on a particular age group 

64. Valuing older 

workers 

Your organisation values workers within your age group  

65. Valuing older 

workers 

Your organisation recognises the achievements of older 

workers (workers aged over 45)  

66. Valuing older 

workers 

You feel that your efforts at work are rewarded 

67. Valuing older 

workers 

You feel respected for the knowledge and experience that 

you bring to the organisation 

68. Valuing older 

workers 

Older workers and younger workers are valued equally in the 

organisation 

69. Valuing older 

workers 

You are not starting to lose respect at work as you age 

70. Valuing older 

workers 

You feel that your age gives you an advantage when it comes 

to working with other people in the organisation 

71. Fairness Your organisation treats all workers fairly, irrelevant of age 

72. Fairness Decisions regarding the promotion of employees are fair 

73. Fairness The organisation rewards its employees fairly  

74. Fairness You are paid what you think you are worth 

75. Fairness There is trust between you and your colleagues 

76. Fairness Access to training and development is fair 

 

Job design 

 Theme Item 

77. Ergonomic 

Workplace 

You have a work station that is ergonomic 

78. Ergonomic 

Workplace 

The furniture and equipment at work suits your health needs 

79. Ergonomic 

Workplace 

Your work station is set up so that it doesn’t aggravate any 

aches or pains that you already have 

80. Ergonomic 

Workplace 

Your organisation is mindful of preventing injuries 

81. Ergonomic 

Workplace 

You have all the ergonomic equipment that you need so as to 

feel comfortable at work 

82. Ergonomic 

Workplace 

The furniture and equipment that you use at work does not 

strain your body 

83. Social 

interaction 

Your organisation provides you with the opportunity to meet 

and interact with people 

84. Social 

interaction 

Your organisation regular holds morning or afternoon teas so 

that you can socialise with your colleagues 

85. Social 

interaction 

Your organisation has a break area at work so you can rest 

and talk to colleagues 
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86. Social 

interaction 

There are regular social gatherings at work  

87. Social 

interaction 

You have opportunities to bond with team mates and 

colleagues at work 

88. Social 

interaction 

You have time to socialise at work 

89. Social 

interaction 

You have good relationships at work with supervisors and 

colleagues 

90. Job design You have autonomy in your role 

91. Job design The work that you do is challenging  

92. Job design  Your job has variety rather than doing the same thing all the 

time  

93. Job design Work does not prevent you from having the time to do other 

things in your life 

94. Job design The work that you do is meaningful 

95. Job design The work that you do is interesting  

96. Job design You have enough resources to carry out your job so that you 

are not overwhelmed with work  

97. Job design There is enough resourcing in the organisation so that you 

don’t have to do extra work 
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Appendix I: Survey distributed to organisations 

 

"Age-friendly organisations: An examination of organisational culture                    

and the participation of older workers" 

You are invited to participate in the above research project, which is being conducted by 

Prof Simon Biggs, Dr Helen Kimberley and Miss Arti Appannah from the School of 

Social and Political Sciences at the University of Melbourne and the Brotherhood of St 

Laurence. This project will form part of Miss Appannah’s Doctor of Philosophy research, 

and has been approved by the University of Melbourne Human Research Ethics 

Committee.  

The aim of the study is to provide an enhanced understanding of how organisational 

culture enables the recruitment and retention of older workers.  The study will specifically 

examine the factors that workers aged 45 years and over, believe contribute to making an 

organisation age-friendly. The findings of this study can be used to enable age-diversity 

within the workplace, and assist in breaking down organisational barriers that may be 

preventing older individuals from gaining and maintaining employment. 

The research has been jointly funded by the Australian Research Council, the Brotherhood 

of St Laurence and Jobs Australia.  

What participation involves?  

Should you agree to take part in this research, we will ask you to complete a 10 to 15 

minute questionnaire on how important certain organisational practices, strategies, policies 

and behaviours are to you. Responses to the questionnaire will be anonymous therefore 

information provided cannot be linked to you.   

Your participation in this research is entirely voluntary. You are free to opt out of the study 

at any stage without prejudice or explanation, however due to the anonymous nature of the 

questionnaire this data cannot be withdrawn once a complete survey has been submitted.        

How will my privacy be protected?  

Your responses to the questionnaire will be anonymous, and any data that you provide 

cannot be linked back to you. The collated responses from questionnaires will be kept 

securely at the Brotherhood of St Laurence for five years following the publication of the 

research, before being destroyed. 

Further information 

If at any stage you want further information about the study or have any concerns, please 

do not hesitate to contact Arti Appannah: (03) 9483 2482; 

a.appannah@student.unimelb.edu.au in the first instance or Prof Simon Biggs: (03) 

94831368; bigss@unimelb.edu.au, Dr Helen Kimberley: (03) 94831306; 

hkimberley@bsl.org.au for any other issues regarding the project. Should you have any 

concerns about the conduct of the project that you would prefer not to discuss with the 

researchers, you are welcome to contact the University’s Executive Officer, Human 

Research Ethics on ph: 8344 2073 or (Fax) (03) 9347 6739.   
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Section A: Demographics 

This study is looking to examine the factors that workers aged 45 years and over, believe 

contribute to making an organisation age-friendly in order to recruit and retain workers 

from this age group. Therefore a requirement of completing this survey is that you must 

be aged 45 and over. 

1. In what age category do you fit? 

1 45 - 54 

2 55-64 

3 65+ 

 

2. Are you 

1 Male 

2 Female 

 

3. What is your highest level of education 

1 No formal education 

2 Left school prior to 

completing secondary 

school 

3 Completed secondary 

school 

4 TAFE / Technical 

qualification 

5 Bachelor degree 

6 Postgraduate or higher 

degree 

 

4. What is your marital status? 

1 Single 

2 Married 

3 Defacto/living together 

4 Divorced/Separated 

5 Widow/Widower 
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Section B: Your Work Situation and Workplace 

The next questions will ask about your work situation and workplace 

5. Is your work? 

1 Full Time 

2 Part Time 

 

6. Is your work contract? 

1 Permanent 

2 Fixed-Term 

3 Casual 

 

7. Do you work weekends? 

1 Always 

2 Sometimes 

3 Occasionally 

4 Never 

 

8. What option best describes your level of employment? 

1 General employee 

2 Team leader/Supervisor 

3 Management/Executive 

4 Other 

 

9.  What option best describes the type of organisation that you work for? 

1 Private/Corporate organisation 

2 Government/Public Sector 

organisation 

3 NGO/ Not-for-

profit/Community organisation 

 

10.  What is your occupation? _________________ 

 

11. On average, how many hours do you work a week? ____________ hours 
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12. Approximately, when do you plan on retiring from work? _______ years 

 

Section C: Age and the Workplace 

This section asks about factors in a workplace/organisation that might be important for 

employees aged 45 years and over.  

Thinking about the following items, on a scale of 1 to 7, firstly indicate how important 

each statement is to you for recruiting and retaining workers within your age group. Next 

please indicate how well you think your organisation performs on each of the following 

statements.  

 How well does your organisation perform 

on each of the following... 

 

13. Your organisation provides you 

with the opportunity to meet and 

interact with people 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

14. Jobs are designed to allow flexible 

start and finish times 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

15. Your job is structured so that you 

have autonomy 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

16. You are able to work from home if 

you need to 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

17. Younger workers and older 

workers have the same access to 

training and development 

opportunities in your organisation 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

18. You do not have a controlling 

manager 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

19. You do not feel that your age 

prevents you from moving into 

another area or position in your 

organisation 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

20. Your organisation offers phased 

retirement 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 
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well, 2 = Not very well, 1 = Poorly 

21. There are programs at work that 

increase employee awareness about 

health and wellbeing 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

22. The furniture and equipment at 

work suits your health needs 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

23. There are facilities at work that 

allow you to keep active (e.g. gym 

facilities, gym membership, 

showering facilities) 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

24. You are able to participate in 

training in your organisation 

without feeling insecure about your 

age 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

25. You are provided with adequate 

pay in your job 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

26. Your organisation demonstrates 

that it values employees that are 

within your age group 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

27. You do not feel stuck in your job 

with no other role to progress to 

within the organisation 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

28. Training programs in your 

organisation take into account the 

age of employees in the way 

training is delivered 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

29. There is a recognised effort by 

your organisation to ensure that the 

workplace is age-diverse 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

30. Your organisation has a break area 

at work so you can rest and talk to 

colleagues 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

31. Your organisation has protocols in 

place that allows you to job-share 

if you wanted to (i.e. share a full 

time role with another person) 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

32. The work that you do is 

meaningful 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 
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well, 2 = Not very well, 1 = Poorly 

33. You are clearly communicated 

with about a career path in your 

organisation 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

34. You feel that you are able to apply 

for other positions in your 

organisation without being judged 

as being too old 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

35. Your organisation recognises the 

achievements of older workers 

(employees aged 45 and over) 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

36. Your manager supports you to 

transition to part time work if you 

wanted to 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

37. Your organisation does not 

discriminate based on age 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

38. Your organisation has strategies in 

place to recruit people from 

different age groups 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

39. All employees are given 

opportunities to develop their skills 

regardless of age 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

40. You are happy with the level of 

communication there is between 

you and your manager 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

41. You do not feel judged by your age 

within your organisation 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

42. Your organisation encourages 

workers of different generations to 

work together 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

43. You feel encouraged to progress to 

other roles in your organisation 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

44. Your manager supports flexible 

working conditions (e.g. working 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 
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from home) well, 2 = Not very well, 1 = Poorly 

45. You are not starting to lose respect 

at work as you age 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

46. Your manager holds regular 

discussions with you about your 

career development 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

47. Younger workers and older 

workers have the same access to 

career progression opportunities in 

your organisation 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

48. The work that you do is stimulating 7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

49. Health and wellbeing programs are 

offered at work 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

50. Your organisation recognises the 

strengths of older workers 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

51. Decisions regarding the promotion 

of employees are fair 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

52. There is training available on the 

use of new technologies in your 

organisation 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

53. There is a broad mix of ages within 

your workplace 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

54. You can easily transition down to 

part time work if you wanted to 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

55. You have opportunities to bond 

with colleagues at work 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

56. It is simple and straightforward to 

access flexibility at work 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 
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well, 2 = Not very well, 1 = Poorly 

57. Workers aged 45 and over are 

included in training and 

development activities 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

58. Your role has variety  7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

59. Everybody is treated equally in 

your organisation no matter what 

age you are 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

60. You feel respected for the 

knowledge and experience that you 

bring to the organisation 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

61. You do not feel overwhelmed with 

work in your role 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 

62. Your organisation treats all 

workers fairly regardless of their 

age 

7 = Extremely well, 6 = Very well, 5 = 

Moderately well, 4 = Neutral, 3 = Slightly 

well, 2 = Not very well, 1 = Poorly 
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Section D: Global Measure of Job Satisfaction 

Think of the work you do at present. For each of the following statements please choose 

the number that indicates your degree of agreement. 

 Strongly 

Disagree 
Disagree 

Don’t 

Know 
Agree 

Strongly 

Agree 

63. I find real enjoyment in my 

job 

1 2 3 4 5 

64. I like my job better than most 

people do 

1 2 3 4 5 

65. I am seldom bored with my 

job 

1 2 3 4 5 

66. I would not consider taking 

another kind of job 

1 2 3 4 5 

67. Most days I am enthusiastic 

about my job 

1 2 3 4 5 

68. I feel fairly well satisfied with 

my job 

1 2 3 4 5 

 

Section E: Organisational Commitment 

 Strongly 

Disagree 

Disagree 
Somewhat 

Disagree 

Neither Agree 

nor Disagree 

Somewhat 

Agree 
Agree 

Strongly 

Agree 

69. I am willing to put in a 

great deal of effort 

beyond that normally 

expected in order to help 

this organisation be 

successful. 

1 2 3 4 5 6 7 

70. I talk up this 

organisation to my 

friends as a great 

organisation to work for. 

1 2 3 4 5 6 7 

71. I feel very little loyalty 

to this organisation. 

1 2 3 4 5 6 7 

72. I would accept almost 

any type of job/ 

assignment in order to 

keep working for this 

organisation 

1 2 3 4 5 6 7 

73. I could just as well be 

working for a different 

organisation as long as 

the type of work was 

similar. 

1 2 3 4 5 6 7 
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74. This organisation really 

inspires the very best in 

me in the way of job 

performance.  

1 2 3 4 5 6 7 

75. It would take very little 

change in my present 

circumstances to cause 

me to leave this 

organisation. 

1 2 3 4 5 6 7 

76. I am extremely glad that 

I chose this organisation 

to work for over others I 

was considering at the 

time I joined. 

1 2 3 4 5 6 7 

77. There’s not too much to 

be gained by sticking 

with this organisation 

indefinitely. 

1 2 3 4 5 6 7 

78. Often I find it difficult to 

agree with this 

organisation’s policies 

on important matters 

relating to its employees. 

1 2 3 4 5 6 7 

79. I really care about the 

future of this 

organisation. 

1 2 3 4 5 6 7 

80. For me this is the best of 

all possible organisations 

for which to work. 

1 2 3 4 5 6 7 
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Appendix J: Email circulated within organisations for survey 

Valuing Our Mature Workers  - Stage Two Survey 

You are invited to participate in a research project, which is being conducted by Prof 

Simon Biggs, Dr Helen Kimberley and Ms Arti Appannah from the School of Social and 

Political Sciences at the University of Melbourne and the Brotherhood of St Laurence. 

This project will form part of Miss Appannah’s Doctor of Philosophy research.  

The study aims to understand the factors that are important for workers aged 45 years and 

over and how these factors can assist with recruiting and retaining workers of this age. 

Who can contribute? 

Employees who are 45 years of age or older, and would like to provide responses on what 

the organisation is currently doing or can do to recruit and retain workers from their age 

group. 

What is involved? 

A survey that will take approximately 10 to 15 minutes to complete, and asks employees to 

rate work-related factors that are important to them, and how well they think the 

organisation is performing on those factors. 

How to get involved? 

Please click on or copy and paste the following link that will take you to the survey: 

https://www.surveymonkey.com/s/agefriendlyculture 

This study has approval from [Department] at [Organisation].  
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Appendix K: Correlation matrix of items 
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* 

.460*

* 
1 

.408*

* 

.285*

* 

.350*

* 

.213*

* 

.517*

* 

.390*

* 

.562*

* 

.611*

* 

.275*

* 

.424*

* 
.138 

.253*

* 

.413*

* 

.482*

* 

.618*

* 

.431*

* 

 .000 .000 .000 .016 .000 .000  .000 .000 .000 .008 .000 .000 .000 .000 .001 .000 .086 .001 .000 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.OffersPhased

Retirement (8) 

 
.154 

.297*

* 

.307*

* 

.388*

* 

.302*

* 

.304*

* 

.408*

* 
1 

.266*

* 

.291*

* 
.145 

.327*

* 

.247*

* 

.460*

* 

.397*

* 

.247*

* 

.292*

* 
.063 

.329*

* 

.244*

* 

.371*

* 

.384*

* 

.380*

* 

 .055 .000 .000 .000 .000 .000 .000  .001 .000 .071 .000 .002 .000 .000 .002 .000 .431 .000 .002 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 
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P.AwarenessPr

ogramsforHealt

handWellbeing 

(9) 

 .259
** 

.320*

* 

.301*

* 
.189* 

.238*

* 

.237*

* 

.285*

* 

.266*

* 
1 

.447*

* 

.369*

* 

.357*

* 

.404*

* 

.364*

* 

.431*

* 

.364*

* 

.409*

* 

.232*

* 
.204* 

.261*

* 

.427*

* 

.373*

* 

.382*

* 

 .001 .000 .000 .018 .003 .003 .000 .001  .000 .000 .000 .000 .000 .000 .000 .000 .004 .011 .001 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.Furnitureand

EquipmenttoSu

itHealthneeds 

(10) 

 .406
** 

.477*

* 

.448*

* 

.285*

* 

.309*

* 

.282*

* 

.350*

* 

.291*

* 

.447*

* 
1 .149 

.397*

* 

.509*

* 

.436*

* 

.469*

* 
.168* 

.352*

* 

.220*

* 
.183* 

.341*

* 

.405*

* 

.438*

* 

.320*

* 

 .000 .000 .000 .000 .000 .000 .000 .000 .000  .064 .000 .000 .000 .000 .037 .000 .006 .022 .000 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.FaciltiiestoK

eepActive 

(11) 

 .182
* 

.071 .132 .136 -.012 .103 
.213*

* 
.145 

.369*

* 
.149 1 .148 

.245*

* 

.209*

* 
.203* .205* .167* .198* .162* .082 

.332*

* 

.224*

* 

.245*

* 

 .023 .379 .101 .090 .885 .202 .008 .071 .000 .064  .065 .002 .009 .012 .010 .037 .013 .044 .309 .000 .005 .002 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.Participatein

Trainingwithou

tFellinginsecur

e (12) 

 .329
** 

.380*

* 

.346*

* 

.235*

* 

.640*

* 

.429*

* 

.517*

* 

.327*

* 

.357*

* 

.397*

* 
.148 1 

.384*

* 

.588*

* 

.492*

* 

.388*

* 

.509*

* 

.274*

* 
.181* 

.526*

* 

.357*

* 

.541*

* 

.367*

* 

 .000 .000 .000 .003 .000 .000 .000 .000 .000 .000 .065  .000 .000 .000 .000 .000 .001 .023 .000 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.Providedwith

AdequatePayPe

rformance (13) 

 .298
** 

.419*

* 

.397*

* 
.148 

.265*

* 

.350*

* 

.390*

* 

.247*

* 

.404*

* 

.509*

* 

.245*

* 

.384*

* 
1 

.510*

* 

.520*

* 

.244*

* 

.353*

* 

.327*

* 

.241*

* 

.400*

* 

.420*

* 

.486*

* 

.317*

* 

 .000 .000 .000 .065 .001 .000 .000 .002 .000 .000 .002 .000  .000 .000 .002 .000 .000 .002 .000 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.Demonstrates

itValuesEmplo

yeesWithinAge

Group 

(14) 

 .315
** 

.322*

* 

.387*

* 

.294*

* 

.438*

* 

.406*

* 

.562*

* 

.460*

* 

.364*

* 

.436*

* 

.209*

* 

.588*

* 

.510*

* 
1 

.660*

* 

.382*

* 

.601*

* 

.312*

* 

.385*

* 

.459*

* 

.513*

* 

.647*

* 

.619*

* 

 .000 .000 .000 .000 .000 .000 .000 .000 .000 .000 .009 .000 .000  .000 .000 .000 .000 .000 .000 .000 .000 .000 

 
155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.YoudonotFell

StuckinJob 

(15) 

 .277
** 

.299*

* 

.384*

* 

.274*

* 

.342*

* 

.405*

* 

.611*

* 

.397*

* 

.431*

* 

.469*

* 
.203* 

.492*

* 

.520*

* 

.660*

* 
1 

.358*

* 

.512*

* 

.224*

* 

.304*

* 

.438*

* 

.591*

* 

.652*

* 

.560*

* 

 .001 .000 .000 .001 .000 .000 .000 .000 .000 .000 .012 .000 .000 .000  .000 .000 .006 .000 .000 .000 .000 .000 

 150 151 151 151 151 151 151 151 151 151 151 151 151 151 151 151 151 151 151 151 151 151 151 

P.TrainingTake

sAgeintoAccou

ntinDelivery 

(16) 

 
.133 .086 .157* .124 

.331*

* 

.283*

* 

.275*

* 

.247*

* 

.364*

* 
.168* .205* 

.388*

* 

.244*

* 

.382*

* 

.358*

* 
1 

.333*

* 
.142 

.256*

* 

.240*

* 

.452*

* 

.372*

* 

.423*

* 

 .099 .285 .050 .123 .000 .000 .001 .002 .000 .037 .010 .000 .002 .000 .000  .000 .076 .001 .003 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.EfforttoEnsur

ethatworkplace

isAgeDiverse 

 .241
** 

.250*

* 

.277*

* 
.132 

.354*

* 

.240*

* 

.424*

* 

.292*

* 

.409*

* 

.352*

* 
.167* 

.509*

* 

.353*

* 

.601*

* 

.512*

* 

.333*

* 
1 

.417*

* 

.224*

* 

.379*

* 

.333*

* 

.475*

* 

.532*

* 

 .002 .002 .000 .099 .000 .003 .000 .000 .000 .000 .037 .000 .000 .000 .000 .000  .000 .005 .000 .000 .000 .000 
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(17)  155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.BreakaretoRe

standTalktoCol

leagues (18) 

 .225
** 

.224*

* 
.191* .076 .130 .153 .138 .063 

.232*

* 

.220*

* 
.198* 

.274*

* 

.327*

* 

.312*

* 

.224*

* 
.142 

.417*

* 
1 

.254*

* 

.272*

* 
.168* 

.231*

* 
.170* 

 .005 .005 .017 .347 .107 .056 .086 .431 .004 .006 .013 .001 .000 .000 .006 .076 .000  .001 .001 .036 .004 .034 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.ProtocolsforJ

obShare (19) 

 
.119 

.270*

* 
.148 

.295*

* 
.117 .161* 

.253*

* 

.329*

* 
.204* .183* .162* .181* 

.241*

* 

.385*

* 

.304*

* 

.256*

* 

.224*

* 

.254*

* 
1 

.218*

* 

.248*

* 

.402*

* 

.345*

* 

 .141 .001 .065 .000 .147 .045 .001 .000 .011 .022 .044 .023 .002 .000 .000 .001 .005 .001  .006 .002 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.Workismeani

ngful (20) 

 .430
** 

.280*

* 

.466*

* 
.175* 

.401*

* 

.366*

* 

.413*

* 

.244*

* 

.261*

* 

.341*

* 
.082 

.526*

* 

.400*

* 

.459*

* 

.438*

* 

.240*

* 

.379*

* 

.272*

* 

.218*

* 
1 

.366*

* 

.424*

* 

.371*

* 

 .000 .000 .000 .029 .000 .000 .000 .002 .001 .000 .309 .000 .000 .000 .000 .003 .000 .001 .006  .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.Communicat

edaboutCareer

Path 

(21) 

 .235
** 

.139 
.333*

* 

.223*

* 

.286*

* 

.415*

* 

.482*

* 

.371*

* 

.427*

* 

.405*

* 

.332*

* 

.357*

* 

.420*

* 

.513*

* 

.591*

* 

.452*

* 

.333*

* 
.168* 

.248*

* 

.366*

* 
1 

.570*

* 

.555*

* 

 .003 .083 .000 .005 .000 .000 .000 .000 .000 .000 .000 .000 .000 .000 .000 .000 .000 .036 .002 .000  .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.ApplyforPosi

tionswithoutJu

dgedAsOld 

(22) 

 .263
** 

.300*

* 

.314*

* 

.237*

* 

.451*

* 

.409*

* 

.618*

* 

.384*

* 

.373*

* 

.438*

* 

.224*

* 

.541*

* 

.486*

* 

.647*

* 

.652*

* 

.372*

* 

.475*

* 

.231*

* 

.402*

* 

.424*

* 

.570*

* 
1 

.590*

* 

 .001 .000 .000 .003 .000 .000 .000 .000 .000 .000 .005 .000 .000 .000 .000 .000 .000 .004 .000 .000 .000  .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.RecognisesA

chievementsof

OlderWorkers 

(23) 

 .220
** 

.217*

* 

.327*

* 
.166* 

.334*

* 

.286*

* 

.431*

* 

.380*

* 

.382*

* 

.320*

* 

.245*

* 

.367*

* 

.317*

* 

.619*

* 

.560*

* 

.423*

* 

.532*

* 
.170* 

.345*

* 

.371*

* 

.555*

* 

.590*

* 
1 

 .006 .007 .000 .038 .000 .000 .000 .000 .000 .000 .002 .000 .000 .000 .000 .000 .000 .034 .000 .000 .000 .000  

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.ManagerSup

portforPTWork 

(24) 

 .184
* 

.356*

* 

.313*

* 

.258*

* 

.245*

* 

.328*

* 

.331*

* 

.347*

* 

.306*

* 

.243*

* 
.139 

.331*

* 

.275*

* 

.426*

* 

.400*

* 
.138 

.321*

* 

.210*

* 

.490*

* 

.238*

* 

.279*

* 

.384*

* 

.347*

* 

 .022 .000 .000 .001 .002 .000 .000 .000 .000 .002 .084 .000 .001 .000 .000 .086 .000 .008 .000 .003 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.DoesNotDisc

riminateBasedo

nAge (25) 

 .335
** 

.367*

* 

.305*

* 

.258*

* 

.440*

* 

.400*

* 

.598*

* 

.359*

* 

.342*

* 

.402*

* 
.118 

.525*

* 

.465*

* 

.644*

* 

.541*

* 

.255*

* 

.513*

* 

.226*

* 

.398*

* 

.437*

* 

.452*

* 

.700*

* 

.462*

* 

 .000 .000 .000 .001 .000 .000 .000 .000 .000 .000 .144 .000 .000 .000 .000 .001 .000 .005 .000 .000 .000 .000 .000 

 154 155 155 155 155 155 155 155 155 155 155 155 155 155 150 155 155 155 155 155 155 155 155 

P.StrategiesTo

RecruitDifferen

 
.127 .033 .084 .099 

.276*

* 
.123 

.220*

* 

.317*

* 

.378*

* 
.199* 

.221*

* 

.337*

* 

.210*

* 

.540*

* 

.295*

* 

.390*

* 

.501*

* 
.149 

.306*

* 

.216*

* 

.411*

* 

.385*

* 

.511*

* 
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ceAgeGroups 

(26) 

 .114 .685 .299 .218 .000 .126 .006 .000 .000 .013 .006 .000 .008 .000 .000 .000 .000 .063 .000 .007 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.GivenOpport

unitiestodevelo

pSkillsRegardl

essofAge (27) 

 .334
** 

.244*

* 

.226*

* 

.213*

* 

.574*

* 

.294*

* 

.534*

* 

.380*

* 

.374*

* 

.436*

* 
.140 

.598*

* 

.413*

* 

.610*

* 

.534*

* 

.387*

* 

.470*

* 
.170* 

.323*

* 

.492*

* 

.429*

* 

.622*

* 

.482*

* 

 .000 .002 .005 .008 .000 .000 .000 .000 .000 .000 .082 .000 .000 .000 .000 .000 .000 .034 .000 .000 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.HappywithC

ommunication

BetweenYouan

dManager (28) 

 .345
** 

.280*

* 

.430*

* 
.170* 

.271*

* 

.532*

* 

.468*

* 

.232*

* 

.270*

* 

.391*

* 
.125 

.401*

* 

.428*

* 

.429*

* 

.510*

* 

.251*

* 

.314*

* 
.173* 

.212*

* 

.440*

* 

.470*

* 

.521*

* 

.363*

* 

 .000 .000 .000 .033 .001 .000 .000 .004 .001 .000 .119 .000 .000 .000 .000 .002 .000 .031 .008 .000 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.DoNotFeellJ

udgedByAgeW

ithinOrganisati

on (29) 

 .354
** 

.287*

* 

.421*

* 
.205* 

.470*

* 

.402*

* 

.620*

* 

.362*

* 

.372*

* 

.336*

* 
.194* 

.600*

* 

.391*

* 

.628*

* 

.556*

* 

.329*

* 

.519*

* 

.289*

* 

.358*

* 

.540*

* 

.394*

* 

.713*

* 

.584*

* 

 .000 .000 .000 .010 .000 .000 .000 .000 .000 .000 .015 .000 .000 .000 .000 .000 .000 .000 .000 .000 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.I.Encourages

WorkersofDiff

erentGeneratio

nstoWorkToget

her (30) 

 .387
** 

.246*

* 

.341*

* 
.122 

.431*

* 

.323*

* 

.439*

* 

.325*

* 

.308*

* 

.362*

* 
.168* 

.450*

* 

.359*

* 

.522*

* 

.433*

* 

.308*

* 

.424*

* 
.183* 

.267*

* 

.462*

* 

.348*

* 

.532*

* 

.452*

* 

 .000 .002 .000 .130 .000 .000 .000 .000 .000 .000 .036 .000 .000 .000 .000 .000 .000 .022 .001 .000 .000 .000 .000 

 
155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.FeelEncourag

edToProgressto

OtherRoles 

(31) 

 .316
** 

.243*

* 

.325*

* 
.201* 

.435*

* 

.399*

* 

.496*

* 

.349*

* 

.388*

* 

.425*

* 

.250*

* 

.475*

* 

.442*

* 

.450*

* 

.560*

* 

.492*

* 

.448*

* 

.228*

* 

.323*

* 

.408*

* 

.605*

* 

.560*

* 

.571*

* 

 .000 .002 .000 .012 .000 .000 .000 .000 .000 .000 .002 .000 .000 .000 .000 .000 .000 .004 .000 .000 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.ManagerSup

portsFlexibleW

orkingConditio

ns (32) 

 .206
** 

.408*

* 

.331*

* 

.658*

* 
.060 

.363*

* 

.343*

* 

.301*

* 
.203* 

.354*

* 
.200* 

.237*

* 

.287*

* 

.360*

* 

.394*

* 
.170* 

.211*

* 
.145 

.417*

* 

.234*

* 

.308*

* 

.351*

* 

.244*

* 

 .010 .000 .000 .000 .459 .000 .000 .000 .011 .000 .012 .003 .000 .000 .000 .033 .008 .070 .000 .003 .000 .000 .002 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.NotStartingto

LoseRespectAs

YouAge (33) 

 .397
** 

.248*

* 

.389*

* 

.285*

* 

.338*

* 

.394*

* 

.499*

* 

.402*

* 

.275*

* 

.362*

* 
.205* 

.501*

* 

.418*

* 

.526*

* 

.509*

* 

.325*

* 

.451*

* 

.381*

* 

.271*

* 

.533*

* 

.414*

* 

.568*

* 

.405*

* 

 .000 .002 .000 .000 .000 .000 .000 .000 .001 .000 .010 .000 .000 .000 .000 .000 .000 .000 .001 .000 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.ManagerHold

sRegularDiscus

sionsAboutYou

rCareerDev 

(34) 

 .362
** 

.269*

* 

.375*

* 

.313*

* 

.223*

* 

.420*

* 

.369*

* 

.288*

* 

.309*

* 

.366*

* 

.231*

* 

.278*

* 

.361*

* 

.412*

* 

.485*

* 

.309*

* 

.313*

* 

.279*

* 

.376*

* 

.364*

* 

.616*

* 

.472*

* 

.467*

* 

 .000 .001 .000 .000 .005 .000 .000 .000 .000 .000 .004 .000 .000 .000 .000 .000 .000 .000 .000 .000 .000 .000 .000 

 
155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 
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P.YoundandOl

dHaveSameAc

cesstoCareerPr

ogression (35) 

 .358
** 

.302*

* 

.320*

* 
.184* 

.578*

* 

.406*

* 

.611*

* 

.358*

* 

.331*

* 

.349*

* 
.190* 

.571*

* 

.390*

* 

.522*

* 

.541*

* 

.389*

* 

.460*

* 
.184* 

.314*

* 

.517*

* 

.405*

* 

.639*

* 

.472*

* 

 .000 .000 .000 .021 .000 .000 .000 .000 .000 .000 .017 .000 .000 .000 .000 .000 .000 .021 .000 .000 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.Theworkthat

youdoisstimula

ting 

(36) 

 .489
** 

.274*

* 

.439*

* 

.304*

* 

.307*

* 

.362*

* 

.410*

* 

.315*

* 

.246*

* 

.436*

* 
.196* 

.477*

* 

.375*

* 

.382*

* 

.532*

* 
.204* 

.289*

* 

.258*

* 
.117 

.595*

* 

.448*

* 

.429*

* 

.311*

* 

 .000 .001 .000 .000 .000 .000 .000 .000 .002 .000 .014 .000 .000 .000 .000 .011 .000 .001 .146 .000 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.Healthandwel

lbeingprograms

areofferedatwor

k (37) 

 .163
* 

.275*

* 

.299*

* 

.276*

* 
-.021 

.212*

* 
.092 .139 

.663*

* 

.379*

* 

.483*

* 
.196* 

.303*

* 

.236*

* 

.291*

* 
.186* 

.213*

* 

.236*

* 

.268*

* 
.126 

.417*

* 

.333*

* 

.260*

* 

 .043 .001 .000 .000 .791 .008 .251 .084 .000 .000 .000 .014 .000 .003 .000 .020 .008 .003 .001 .118 .000 .000 .001 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.Organisation

RecognisesStre

ngthsofOlderW

orkers 

(38) 

 .218
** 

.257*

* 

.269*

* 

.246*

* 

.345*

* 

.337*

* 

.425*

* 

.407*

* 

.326*

* 

.369*

* 
.166* 

.516*

* 

.328*

* 

.676*

* 

.582*

* 

.305*

* 

.593*

* 

.364*

* 

.313*

* 

.340*

* 

.487*

* 

.579*

* 

.609*

* 

 .006 .001 .001 .002 .000 .000 .000 .000 .000 .000 .038 .000 .000 .000 .000 .000 .000 .000 .000 .000 .000 .000 .000 

 
155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.DecisionsReg

ardingPromotio

nofEmployeesa

reFair (39) 

 .204
* 

.241*

* 

.309*

* 

.271*

* 

.258*

* 

.353*

* 

.488*

* 

.375*

* 

.275*

* 

.341*

* 

.233*

* 

.441*

* 

.482*

* 

.585*

* 

.571*

* 

.243*

* 

.489*

* 
.174* 

.341*

* 

.342*

* 

.423*

* 

.660*

* 

.485*

* 

 .011 .002 .000 .001 .001 .000 .000 .000 .001 .000 .004 .000 .000 .000 .000 .002 .000 .031 .000 .000 .000 .000 .000 

 154 155 155 155 155 155 155 155 155 155 155 155 155 155 150 155 155 155 155 155 155 155 155 

P.TrainingAvai

lableOnUseofN

ewTechnologie

s (40) 

 .268
** 

.253*

* 

.323*

* 
.102 

.266*

* 
.137 

.253*

* 

.269*

* 

.391*

* 

.488*

* 

.243*

* 

.272*

* 

.355*

* 

.311*

* 

.391*

* 

.323*

* 

.412*

* 
.157 .191* 

.222*

* 

.416*

* 

.443*

* 

.470*

* 

 .001 .001 .000 .207 .001 .089 .001 .001 .000 .000 .002 .001 .000 .000 .000 .000 .000 .050 .017 .005 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.BroadMixof

AgesWithinWo

rkplace (41) 

 .357
** 

.253*

* 
.170* .147 

.361*

* 

.224*

* 

.374*

* 

.307*

* 

.255*

* 

.381*

* 

.210*

* 

.424*

* 

.262*

* 

.417*

* 

.362*

* 

.290*

* 

.437*

* 

.227*

* 

.302*

* 

.352*

* 

.269*

* 

.429*

* 

.362*

* 

 .000 .001 .034 .066 .000 .005 .000 .000 .001 .000 .009 .000 .001 .000 .000 .000 .000 .004 .000 .000 .001 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.EasilyTransit

iontoParttimew

orkifyouwanted 

(42) 

 
.113 

.312*

* 

.236*

* 

.295*

* 

.222*

* 
.182* 

.275*

* 

.434*

* 
.134 .183* 

.209*

* 
.160* .112 

.291*

* 
.169* .177* .195* -.008 

.485*

* 
.144 

.288*

* 

.245*

* 

.312*

* 

 .160 .000 .003 .000 .005 .023 .001 .000 .096 .022 .009 .046 .165 .000 .038 .027 .015 .920 .000 .073 .000 .002 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.Opportunities

toBondwithCol

leagues (43) 

 .412
** 

.259*

* 

.239*

* 

.253*

* 
.201* 

.248*

* 

.315*

* 

.214*

* 

.239*

* 

.342*

* 
.156 

.287*

* 

.282*

* 

.376*

* 

.395*

* 
.070 

.367*

* 

.298*

* 
.206* 

.296*

* 

.336*

* 

.379*

* 

.299*

* 

 .000 .001 .003 .001 .012 .002 .000 .007 .003 .000 .051 .000 .000 .000 .000 .382 .000 .000 .010 .000 .000 .000 .000 
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 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.Simpleandstr

aightforwardto

AccessFlexibili

ty (44) 

 .329
** 

.576*

* 

.453*

* 

.537*

* 

.287*

* 

.385*

* 

.322*

* 

.451*

* 

.356*

* 

.452*

* 
.124 

.342*

* 

.337*

* 

.397*

* 

.453*

* 

.220*

* 

.293*

* 

.258*

* 

.440*

* 
.196* 

.409*

* 

.440*

* 

.303*

* 

 .000 .000 .000 .000 .000 .000 .000 .000 .000 .000 .123 .000 .000 .000 .000 .006 .000 .001 .000 .014 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.Workersaged

45PlusIncluded

inTrainingand

Dev (45) 

 .383
** 

.399*

* 

.295*

* 
.179* 

.595*

* 

.271*

* 

.416*

* 

.359*

* 

.306*

* 

.401*

* 
.115 

.620*

* 

.344*

* 

.471*

* 

.465*

* 

.315*

* 

.378*

* 
.134 .175* 

.409*

* 

.306*

* 

.518*

* 

.385*

* 

 .000 .000 .000 .025 .000 .001 .000 .000 .000 .000 .152 .000 .000 .000 .000 .000 .000 .096 .029 .000 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.Yourrolehasv

ariety 

(46) 

 .454
** 

.277*

* 

.427*

* 

.285*

* 

.262*

* 

.327*

* 

.381*

* 

.296*

* 

.276*

* 

.408*

* 
.145 

.404*

* 

.336*

* 

.366*

* 

.503*

* 
.129 

.303*

* 
.115 .052 

.582*

* 

.459*

* 

.404*

* 

.329*

* 

 .000 .000 .000 .000 .001 .000 .000 .000 .000 .000 .071 .000 .000 .000 .000 .109 .000 .154 .519 .000 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.Everybodyis

TreatedEqually

inOrganisation

Age (47) 

 .366
** 

.246*

* 

.314*

* 

.312*

* 

.463*

* 

.339*

* 

.513*

* 

.449*

* 

.269*

* 

.311*

* 
.134 

.528*

* 

.303*

* 

.585*

* 

.474*

* 

.270*

* 

.550*

* 
.129 

.314*

* 

.470*

* 

.417*

* 

.609*

* 

.511*

* 

 .000 .002 .000 .000 .000 .000 .000 .000 .001 .000 .095 .000 .000 .000 .000 .001 .000 .109 .000 .000 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.FeelRespecte

dforKnowledge

andExperience

youBring (48) 

 .400
** 

.440*

* 

.522*

* 

.301*

* 

.245*

* 

.396*

* 

.514*

* 

.377*

* 

.286*

* 

.512*

* 
.177* 

.454*

* 

.397*

* 

.481*

* 

.540*

* 

.211*

* 

.446*

* 

.283*

* 

.330*

* 

.376*

* 

.399*

* 

.529*

* 

.399*

* 

 .000 .000 .000 .000 .002 .000 .000 .000 .000 .000 .027 .000 .000 .000 .000 .008 .000 .000 .000 .000 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 

P.YouDonotFe

elOverwhelme

dwithWork 

(49) 

 .231
** 

.235*

* 

.237*

* 
.199* 

.228*

* 

.309*

* 

.257*

* 

.208*

* 
.189* 

.227*

* 
.176* 

.233*

* 

.220*

* 

.208*

* 

.248*

* 
.105 

.238*

* 
-.059 .081 

.307*

* 

.241*

* 

.272*

* 

.258*

* 

 .004 .003 .003 .013 .004 .000 .001 .009 .018 .005 .028 .004 .006 .009 .002 .194 .003 .464 .316 .000 .003 .001 .001 

 154 155 155 155 155 155 155 155 155 155 155 155 155 155 150 155 155 155 155 155 155 155 155 

P.YourOrganis

ationTreatsWor

kersFairlyRega

rdlessofAge 

(50) 

 .334
** 

.242*

* 

.343*

* 

.227*

* 

.456*

* 

.294*

* 

.503*

* 

.380*

* 

.269*

* 

.284*

* 
.180* 

.539*

* 

.327*

* 

.612*

* 

.479*

* 

.320*

* 

.582*

* 
.140 

.276*

* 

.441*

* 

.391*

* 

.582*

* 

.603*

* 

 .000 .002 .000 .004 .000 .000 .000 .000 .001 .000 .024 .000 .000 .000 .000 .000 .000 .081 .000 .000 .000 .000 .000 

 155 156 156 156 156 156 156 156 156 156 156 156 156 156 151 156 156 156 156 156 156 156 156 
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 46 47 48 49 

P.OpportunityToMeetandi

nteract 

(1)  

 .366** .400** .231** .334** 

 .000 .000 .004 .000 

 155 155 154 155 

P.AllowsFlexibleStartand

FinishTimes 

(2) 

 .246** .440** .235** .242** 

 .002 .000 .003 .002 

 156 156 155 156 

P.HaveAutonomy  .314** .522** .237** .343** 

 .000 .000 .003 .000 

 156 156 155 156 

P.AbletoWorkfromHomei

fneeded 

(3) 

 .312** .301** .199* .227** 

 .000 .000 .013 .004 

 156 156 155 156 

P.YoungandOldAccesstoT

raining 

(4) 

 .463** .245** .228** .456** 

 .000 .002 .004 .000 

 156 156 155 156 

P.DonothaveControllingM

anager 

(5) 

 .339** .396** .309** .294** 

 .000 .000 .000 .000 

 156 156 155 156 

P.AgePreventsMovinginto

AnotherArea 

(6) 

 .513** .514** .257** .503** 

 .000 .000 .001 .000 

 156 156 155 156 

P.OffersPhasedRetirement 

(7) 

 .449** .377** .208** .380** 

 .000 .000 .009 .000 

 156 156 155 156 

P.AwarenessProgramsfor

HealthandWellbeing 

(8) 

 .269** .286** .189* .269** 

 .001 .000 .018 .001 

 156 156 155 156 

P.FurnitureandEquipmentt

oSuitHealthneeds 

(9) 

 .311** .512** .227** .284** 

 .000 .000 .005 .000 

 156 156 155 156 

P.FaciltiiestoKeepActive 

(10) 

 .134 .177* .176* .180* 

 .095 .027 .028 .024 

 156 156 155 156 

P.ParticipateinTrainingwit

houtFellinginsecure 

(11) 

 .528** .454** .233** .539** 

 .000 .000 .004 .000 

 156 156 155 156 

P.ProvidedAdequatePayP

erformance 

(12) 

 .303** .397** .220** .327** 

 .000 .000 .006 .000 

 156 156 155 156 

P.DemonstratesitValuesE

mployeesWithinAgeGrou

p 

(13) 

 .585** .481** .208** .612** 

 .000 .000 .009 .000 

 
156 156 155 156 

P.YoudonotFellStuckinJo

b 

(14) 

 .474** .540** .248** .479** 

 .000 .000 .002 .000 

 151 151 150 151 

P.TrainingTakesAgeintoA

ccountinDelivery 

(15) 

 .270** .211** .105 .320** 

 .001 .008 .194 .000 

 156 156 155 156 

P.EfforttoEnsurethatwork

placeisAgeDiverse 

(16) 

 .550** .446** .238** .582** 

 .000 .000 .003 .000 

 156 156 155 156 

P.BreakaretoRestandTalkt

oColleagues 

 .129 .283** -.059 .140 

 .109 .000 .464 .081 
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(17)  156 156 155 156 

P.ProtocolsforJobShare 

(18) 

 .314** .330** .081 .276** 

 .000 .000 .316 .000 

 156 156 155 156 

P.Workismeaningful 

(19) 

 .470** .376** .307** .441** 

 .000 .000 .000 .000 

 156 156 155 156 

P.CommunicatedaboutCar

eerPath 

(20) 

 .417** .399** .241** .391** 

 .000 .000 .003 .000 

 156 156 155 156 

P.ApplyforPositionswitho

utJudgedAsOld 

(21) 

 .609** .529** .272** .582** 

 .000 .000 .001 .000 

 156 156 155 156 

P.RecognisesAchievement

sofOlderWorkers 

(22) 

 .511** .399** .258** .603** 

 .000 .000 .001 .000 

 156 156 155 156 

P.ManagerSupportforPT

Work 

(23) 

 .378** .419** .170* .355** 

 .000 .000 .034 .000 

 156 156 155 156 

P.DoesNotDiscriminateBa

sedonAge 

(24) 

 .739** .566** .339** .699** 

 .000 .000 .000 .000 

 155 155 154 155 

P.StrategiesToRecruitDiff

erenceAgeGroups 

(25) 

 .398** .133 .153 .442** 

 .000 .099 .057 .000 

 156 156 155 156 

P.GivenOpportunitiestode

velopSkillsRegardlessofA

ge 

(26) 

 .700** .507** .300** .653** 

 .000 .000 .000 .000 

 
156 156 155 156 

P.HappywithCommunicati

onBetweenYouandManag

er 

(27) 

 .334** .470** .250** .353** 

 .000 .000 .002 .000 

 
156 156 155 156 

P.DoNotFeellJudgedByA

geWithinOrganisation 

(28) 

 .652** .535** .354** .679** 

 .000 .000 .000 .000 

 156 156 155 156 

P.I.EncouragesWorkersof

DifferentGenerationstoWo

rkTogether (29) 

 .566** .360** .285** .536** 

 .000 .000 .000 .000 

 156 156 155 156 

P.FeelEncouragedToProgr

esstoOtherRoles 

(30) 

 .444** .451** .313** .482** 

 .000 .000 .000 .000 

 156 156 155 156 

P.ManagerSupportsFlexib

leWorkingConditions 

(31) 

 .293** .396** .171* .256** 

 .000 .000 .034 .001 

 156 156 155 156 

P.NotStartingtoLoseRespe

ctAsYouAge 

(32) 

 .655** .622** .331** .592** 

 .000 .000 .000 .000 

 156 156 155 156 

P.ManagerHoldsRegularD

iscussionsAboutYourCare

erDev (33) 

 .371** .475** .245** .353** 

 .000 .000 .002 .000 

 156 156 155 156 

P.YoundandOldHaveSam

eAccesstoCareerProgressi

on 

(34) 

 .643** .501** .408** .630** 

 .000 .000 .000 .000 

 
156 156 155 156 

P.Theworkthatyoudoissti  .540** .538** .359** .441** 
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mulating 

(35) 

 .000 .000 .000 .000 

 156 156 155 156 

P.Healthandwellbeingprog

ramsareofferedatwork 

(36) 

 .192* .373** .118 .181* 

 .016 .000 .144 .024 

 156 156 155 156 

P.OrganisationRecognises

StrengthsofOlderWorkers 

(37) 

 .639** .590** .206* .640** 

 .000 .000 .010 .000 

 156 156 155 156 

P.DecisionsRegardingPro

motionofEmployeesareFai

r 

(38) 

 .671** .547** .330** .664** 

 .000 .000 .000 .000 

 
155 155 154 155 

P.TrainingAvailableOnUs

eofNewTechnologies 

(39) 

 .360** .297** .317** .420** 

 .000 .000 .000 .000 

 156 156 155 156 

P.BroadMixofAgesWithin

Workplace 

(40) 

 .492** .337** .271** .493** 

 .000 .000 .001 .000 

 156 156 155 156 

P.EasilyTransitiontoPartti

meworkifyouwanted 

(41) 

 .365** .359** .216** .348** 

 .000 .000 .007 .000 

 156 156 155 156 

P.OpportunitiestoBondwit

hColleagues 

(42) 

 .489** .468** .302** .478** 

 .000 .000 .000 .000 

 156 156 155 156 

P.Simpleandstraightforwa

rdtoAccessFlexibility 

(43) 

 .389** .540** .221** .348** 

 .000 .000 .006 .000 

 156 156 155 156 

P.Workersaged45PlusIncl

udedinTrainingandDev 

(44) 

 .605** .402** .347** .599** 

 .000 .000 .000 .000 

 156 156 155 156 

P.Yourrolehasvariety  

(45) 

 .567** .575** .332** .446** 

 .000 .000 .000 .000 

 156 156 155 156 

P.EverybodyisTreatedEqu

allyinOrganisationAge 

(46) 

 1 .607** .459** .860** 

  .000 .000 .000 

 156 156 155 156 

P.FeelRespectedforKnowl

edgeandExperienceyouBri

ng 

(47) 

 .607** 1 .358** .546** 

 .000  .000 .000 

 
156 156 155 156 

P.YouDonotFeelOverwhel

medwithWork 

(48) 

 .459** .358** 1 .464** 

 .000 .000  .000 

 155 155 155 155 

P.YourOrganisationTreats

WorkersFairlyRegardlesso

fAge (49) 

 .860** .546** .464** 1 

 .000 .000 .000  

 156 156 155 156 

 

**. Correlation is significant at the 0.01 level (2-tailed). 

*. Correlation is significant at the 0.05 level (2-tailed). 
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Appendix L: Normality testing 

Descriptive Statistics 

 

N Mean Std. Deviation Skewness Kurtosis 

Statistic Statistic Statistic Statistic Std. Error Statistic Std. Error 

P.OpportunityToMeetand

interact 
155 5.21 1.477 -.655 .195 -.562 .387 

P.AllowsFlexibleStartand

FinishTimes 
156 5.44 1.662 -1.205 .194 .767 .386 

P.HaveAutonomy 156 5.11 1.430 -.770 .194 -.133 .386 

P.AbletoWorkfromHomei

fneeded 
156 3.74 2.197 .029 .194 -1.458 .386 

P.YoungandOldAccessto

Training 
156 5.52 1.592 -1.235 .194 .990 .386 

P.DonothaveControlling

Manager 
156 4.71 1.814 -.396 .194 -.989 .386 

P.AgePreventsMovingint

oAnotherArea 
156 4.79 1.737 -.480 .194 -.738 .386 

P.OffersPhasedRetireme

nt 
156 4.18 1.882 -.228 .194 -1.062 .386 

P.AwarenessProgramsfo

rHealthandWellbeing 
156 4.71 1.574 -.538 .194 -.251 .386 

P.FurnitureandEquipmen

ttoSuitHealthneeds 
156 4.97 1.636 -.664 .194 -.277 .386 

P.FaciltiiestoKeepActive 156 2.67 1.731 .799 .194 -.402 .386 

P.ParticipateinTrainingwi

thoutFellinginsecure 
156 5.45 1.620 -1.162 .194 .661 .386 

P.ProvidedAdequatePay

Performance 
156 4.84 1.713 -.636 .194 -.423 .386 

P.DemonstratesitValues

EmployeesWithinAgeGro

up 

156 4.55 1.742 -.361 .194 -.814 .386 

P.YoudonotFellStuckinJo

b 
151 4.34 1.897 -.247 .197 -1.147 .392 

P.TrainingTakesAgeinto

AccountinDelivery 
156 3.82 1.721 .067 .194 -.816 .386 

P.EfforttoEnsurethatwork

placeisAgeDiverse 
156 4.23 1.696 -.103 .194 -.890 .386 

P.BreakaretoRestandTal

ktoColleagues 
156 5.12 1.771 -.933 .194 -.022 .386 

P.ProtocolsforJobShare 156 3.62 1.965 .185 .194 -1.167 .386 

P.Workismeaningful 156 5.69 1.348 -1.219 .194 1.327 .386 
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P.CommunicatedaboutC

areerPath 
156 3.65 1.893 .150 .194 -1.108 .386 

P.ApplyforPositionswitho

utJudgedAsOld 
156 4.65 1.838 -.541 .194 -.816 .386 

P.RecognisesAchieveme

ntsofOlderWorkers 
156 4.10 1.869 -.171 .194 -1.060 .386 

P.ManagerSupportforPT

Work 
156 4.65 1.773 -.539 .194 -.692 .386 

P.DoesNotDiscriminateB

asedonAge 
155 5.21 1.536 -.712 .195 -.076 .387 

P.StrategiesToRecruitDif

ferenceAgeGroups 
156 4.11 1.732 -.034 .194 -.940 .386 

P.GivenOpportunitiestod

evelopSkillsRegardlessof

Age 

156 5.35 1.518 -1.041 .194 .652 .386 

P.HappywithCommunicat

ionBetweenYouandMana

ger 

156 5.19 1.635 -.763 .194 -.242 .386 

P.DoNotFeellJudgedByA

geWithinOrganisation 
156 5.40 1.609 -1.017 .194 .330 .386 

P.I.EncouragesWorkerso

fDifferentGenerationsto

WorkTogether 

156 5.44 1.355 -.720 .194 -.089 .386 

P.FeelEncouragedToPro

gresstoOtherRoles 
156 4.22 1.836 -.162 .194 -1.071 .386 

P.ManagerSupportsFlexi

bleWorkingConditions 
156 4.21 2.063 -.194 .194 -1.305 .386 

P.NotStartingtoLoseRes

pectAsYouAge 
156 5.23 1.692 -.798 .194 -.326 .386 

P.ManagerHoldsRegular

DiscussionsAboutYourC

areerDev 

156 4.06 1.684 -.151 .194 -.894 .386 

P.YoundandOldHaveSa

meAccesstoCareerProgr

ession 

156 5.11 1.522 -.765 .194 .133 .386 

P.Theworkthatyoudoissti

mulating 
156 5.36 1.437 -.903 .194 .333 .386 

P.Healthandwellbeingpro

gramsareofferedatwork 
156 3.73 1.743 .140 .194 -.867 .386 

P.OrganisationRecognis

esStrengthsofOlderWork

ers 

156 4.60 1.593 -.556 .194 -.385 .386 
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P.DecisionsRegardingPr

omotionofEmployeesare

Fair 

155 4.25 1.703 -.238 .195 -.882 .387 

P.TrainingAvailableOnUs

eofNewTechnologies 
156 4.86 1.683 -.548 .194 -.633 .386 

P.BroadMixofAgesWithin

Workplace 
156 5.73 1.155 -1.239 .194 1.898 .386 

P.EasilyTransitiontoPartti

meworkifyouwanted 
156 4.11 1.776 -.006 .194 -1.029 .386 

P.OpportunitiestoBondwi

thColleagues 
156 5.11 1.492 -.602 .194 -.187 .386 

P.YouDonotFeelOverwh

elmedwithWork 
155 5.10 1.473 -.921 .195 .612 .387 

P.FeelRespectedforKno

wledgeandExperienceyo

uBring 

156 5.03 1.612 -.717 .194 -.160 .386 

P.YourOrganisationTreat

sWorkersFairlyRegardles

sofAge 

156 5.24 1.473 -.835 .194 .422 .386 

P.EverybodyisTreatedEq

uallyinOrganisationAge 
156 5.17 1.583 -.784 .194 .074 .386 

P.Yourrolehasvariety 156 5.44 1.433 -.922 .194 .520 .386 

P.Workersaged45PlusIn

cludedinTrainingandDev 
156 5.76 1.315 -1.568 .194 1.981 .386 

P.Simpleandstraightforw

ardtoAccessFlexibility 
156 4.57 1.734 -.383 .194 -.764 .386 

Valid N (listwise) 147       
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Appendix M: Principal Axis Factoring (PAF) analysis 

Total Variance Explained 

Factor 

Initial Eigenvalues Extraction Sums of Squared Loadings 

Total % of Variance Cumulative % Total % of Variance Cumulative % 

1 19.340 38.680 38.680 18.991 37.981 37.981 

2 2.931 5.863 44.543 2.586 5.171 43.152 

3 2.427 4.855 49.398 2.039 4.077 47.229 

4 2.035 4.070 53.468 1.640 3.280 50.509 

5 1.682 3.364 56.832 1.318 2.637 53.146 

6 1.538 3.076 59.908 1.149 2.298 55.444 

7 1.462 2.925 62.832 1.084 2.168 57.612 

8 1.217 2.433 65.266 .840 1.680 59.292 

9 .995 1.989 67.417    

10 .984 1.978 69.504    

11 .978 1.963 71.483    

12 .916 1.832 73.315    

13 .843 1.686 75.000    

14 .802 1.604 76.604    

15 .781 1.561 78.165    

16 .717 1.434 79.599    

17 .654 1.309 80.908    

18 .621 1.241 82.149    

19 .595 1.190 83.339    

20 .560 1.121 84.460    

21 .556 1.112 85.572    

22 .531 1.062 86.634    

23 .487 .975 87.609    

24 .451 .903 88.512    

25 .430 .861 89.373    

26 .411 .821 90.194    

27 .401 .802 90.996    

28 .364 .729 91.724    

29 .335 .671 92.395    

30 .319 .638 93.033    

31 .299 .598 93.631    

32 .275 .550 94.181    

33 .255 .510 94.692    

34 .247 .494 95.186    

35 .234 .469 95.654    

36 .228 .456 96.110    

37 .220 .440 96.551    

38 .202 .405 96.955    
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39 .184 .367 97.323    

40 .174 .348 97.670    

41 .166 .332 98.003    

42 .145 .290 98.292    

43 .143 .286 98.579    

44 .128 .255 98.834    

45 .123 .247 99.081    

46 .110 .221 99.301    

47 .103 .206 99.507    

48 .097 .193 99.701    

49 .076 .153 99.854    

50 .073 .146 100.000    
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Rotated Factor Matrixa 

 

Factor 

1 2 3 4 5 6 7 8 

P.DoesNotDiscriminateBasedon

Age 
.703        

P.YourOrganisationTreatsWorke

rsFairlyRegardlessofAge 
.699  .418      

P.DecisionsRegardingPromotion

ofEmployeesareFair 
.698        

P.EverybodyisTreatedEquallyin

OrganisationAge 
.687  .423      

P.OrganisationRecognisesStrengt

hsofOlderWorkers 
.664        

P.DemonstratesitValuesEmploye

esWithinAgeGroup 
.651       .364 

P.DoNotFeellJudgedByAgeWithi

nOrganisation 
.627        

P.ApplyforPositionswithoutJudg

edAsOld 
.600   .330     

P.EfforttoEnsurethatworkplaceis

AgeDiverse 
.577       .351 

P.GivenOpportunitiestodevelopS

killsRegardlessofAge 
.562    .334    

P.EasilyTransitiontoParttimewor

kifyouwanted 
 .723       

P.SimpleandstraightforwardtoAc

cessFlexibility 
 .708    .307   

P.ManagerSupportsFlexibleWork

ingConditions 
 .609       

P.ProtocolsforJobShare  .565       

P.AbletoWorkfromHomeifneede

d 
 .551       

P.ManagerSupportforPTWork  .540       

P.OffersPhasedRetirement  .422       

P.Yourrolehasvariety   .717      

P.Theworkthatyoudoisstimulatin

g 
  .702 .316     

P.OpportunitiestoBondwithColle

agues 
  .472      

P.OpportunityToMeetandinteract   .467      

P.Workismeaningful   .433      

P.YouDonotFeelOverwhelmedwi

thWork 
  .403      

P.HappywithCommunicationBet

weenYouandManager 
   .639     
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P.ManagerHoldsRegularDiscussi

onsAboutYourCareerDev 
   .597     

P.CommunicatedaboutCareerPat

h 
   .497     

P.DonothaveControllingManager    .473     

P.YoungandOldAccesstoTrainin

g 
    .687    

P.Workersaged45PlusIncludedin

TrainingandDev 
  .358  .599    

P.YoundandOldHaveSameAcces

stoCareerProgression 
  .  .497    

P.ParticipateinTrainingwithoutFe

llinginsecure 
    .473    

P.AllowsFlexibleStartandFinishT

imes 
 .417    .634   

P.HaveAutonomy   .329   .585   

P.ProvidedAdequatePayPerforma

nce 
     .401   

P.Healthandwellbeingprogramsar

eofferedatwork 
      .849  

P.AwarenessProgramsforHealtha

ndWellbeing 
      .667  

P.FaciltiiestoKeepActive       .479  

P.StrategiesToRecruitDifference

AgeGroups 
.358       .592 

P.RecognisesAchievementsofOld

erWorkers 
       .512 

P.TrainingTakesAgeintoAccount

inDelivery 
       .449 

P.FeelEncouragedToProgresstoO

therRoles 
       .425 

Extraction Method: Principal Axis Factoring.  

 Rotation Method: Varimax with Kaiser Normalization. 

a. Rotation converged in 17 iterations. 
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Appendix N: T-test and ANOVA analyses 

T-Test - age 

 

Group Statistics 

 Age N Mean Std. Deviation Std. Error Mean 

T.Imp.Age.FarinessEquality 45-54 80 57.9750 10.57221 1.18201 

55-64 74 58.1622 10.48551 1.21892 

T.Imp.Age.Flexibility 45-54 81 37.0988 8.87215 .98579 

55-64 74 35.8919 9.01835 1.04836 

T.Imp.Age.EnjoymentofWork 45-54 81 35.3086 5.32598 .59178 

55-64 73 35.8767 4.86183 .56903 

T.Imp.Age.ManagingOlderW

orkers 

45-54 81 22.3086 4.14922 .46102 

55-64 74 21.3919 4.81100 .55927 

T.Imp.Age.TrainingandDev 45-54 81 23.5926 3.90441 .43382 

55-64 74 23.7973 3.26450 .37949 

T.Imp.Age.JobDesign 45-54 81 17.3951 3.06463 .34051 

55-64 74 17.0946 3.46081 .40231 

T.Imp.Age.HealthandWellbei

ng 

45-54 81 15.1235 4.23197 .47022 

55-64 74 14.1486 4.58611 .53312 

T.Imp.Age.TargettingOlderW

orkers 

45-54 81 20.3580 5.57743 .61971 

55-64 73 20.8630 5.06709 .59306 

 

 

Levene's Test for Equality of 

Variances 

t-test for 

Equality of 

Means 

F Sig. t 

T.Imp.Age.FarinessEquality Equal variances assumed 
.293 .589 -.110 

Equal variances not assumed   -.110 

T.Imp.Age.Flexibility Equal variances assumed .322 .571 .839 

Equal variances not assumed   .839 

T.Imp.Age.EnjoymentofWork Equal variances assumed 
.074 .786 -.689 

Equal variances not assumed   -.692 
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T.Imp.Age.ManagingOlderWo

rkers 

Equal variances assumed 
1.067 .303 1.273 

Equal variances not assumed   1.265 

T.Imp.Age.TrainingandDev Equal variances assumed 1.098 .296 -.352 

Equal variances not assumed   -.355 

T.Imp.Age.JobDesign Equal variances assumed 1.555 .214 .573 

Equal variances not assumed   .570 

T.Imp.Age.HealthandWellbein

g 

Equal variances assumed 1.770 .185 1.376 

Equal variances not assumed   1.371 

T.Imp.Age.TargettingOlderWo

rkers 

Equal variances assumed .116 .733 -.586 

Equal variances not assumed   -.589 

 

 

t-test for Equality of Means 

df Sig. (2-tailed) Mean Difference 

T.Imp.Age.FarinessEquality Equal variances assumed 
152 .912 -.18716 

Equal variances not 

assumed 151.253 .912 -.18716 

T.Imp.Age.Flexibility Equal variances assumed 153 .403 1.20687 

Equal variances not 

assumed 
151.258 .403 1.20687 

T.Imp.Age.EnjoymentofWork Equal variances assumed 152 .492 -.56807 

Equal variances not 

assumed 
151.972 .490 -.56807 

T.Imp.Age.ManagingOlderW

orkers 

Equal variances assumed 153 .205 .91675 

Equal variances not 

assumed 
144.876 .208 .91675 

T.Imp.Age.TrainingandDev Equal variances assumed 153 .725 -.20470 

Equal variances not 

assumed 
151.841 .723 -.20470 

T.Imp.Age.JobDesign Equal variances assumed 153 .567 .30047 

Equal variances not 

assumed 
146.466 .570 .30047 

T.Imp.Age.HealthandWellbei Equal variances assumed 153 .171 .97481 
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ng Equal variances not 

assumed 
148.662 .172 .97481 

T.Imp.Age.TargettingOlderW

orkers 

Equal variances assumed 152 .559 -.50499 

Equal variances not 

assumed 151.988 .557 -.50499 

 

 

t-test for Equality of Means 

Std. Error 

Difference 

95% Confidence 

Interval of the 

Difference 

Lower 

T.Imp.Age.FarinessEquality Equal variances assumed 
1.69846 -3.54280 

Equal variances not assumed 1.69791 -3.54185 

T.Imp.Age.Flexibility Equal variances assumed 
1.43798 -1.63398 

Equal variances not assumed 1.43905 -1.63635 

T.Imp.Age.EnjoymentofWork Equal variances assumed 
.82489 -2.19779 

Equal variances not assumed .82097 -2.19007 

T.Imp.Age.ManagingOlderWorke

rs 

Equal variances assumed .71997 -.50561 

Equal variances not assumed 

.72479 -.51578 

T.Imp.Age.TrainingandDev Equal variances assumed 
.58104 -1.35260 

Equal variances not assumed .57638 -1.34347 

T.Imp.Age.JobDesign Equal variances assumed 
.52418 -.73510 

Equal variances not assumed .52707 -.74118 

T.Imp.Age.HealthandWellbeing Equal variances assumed 
.70828 -.42446 

Equal variances not assumed .71086 -.42989 

T.Imp.Age.TargettingOlderWorke

rs 

Equal variances assumed 
.86207 -2.20817 

Equal variances not assumed .85777 -2.19967 
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Independent Samples Test 

 

t-test for Equality of 

Means 

95% Confidence 

Interval of the 

Difference 

Upper 

T.Imp.Age.FarinessEquality Equal variances assumed 3.16847 

Equal variances not assumed 3.16752 

T.Imp.Age.Flexibility Equal variances assumed 4.04773 

Equal variances not assumed 4.05010 

T.Imp.Age.EnjoymentofWork Equal variances assumed 1.06165 

Equal variances not assumed 1.05392 

T.Imp.Age.ManagingOlderWorkers Equal variances assumed 2.33911 

Equal variances not assumed 2.34928 

T.Imp.Age.TrainingandDev Equal variances assumed .94319 

Equal variances not assumed .93406 

T.Imp.Age.JobDesign Equal variances assumed 1.33603 

Equal variances not assumed 1.34212 

T.Imp.Age.HealthandWellbeing Equal variances assumed 2.37407 

Equal variances not assumed 2.37951 

T.Imp.Age.TargettingOlderWorkers Equal variances assumed 1.19819 

Equal variances not assumed 1.18970 

 

 

T-Test - Gender 

Group Statistics 

 Gender N Mean Std. Deviation Std. Error Mean 

T.Imp.Age.FarinessEquality Male 53 58.6832 9.96688 .99174 

Female 101 56.8868 11.44495 1.57209 

T.Imp.Age.Flexibility Male 54 37.6535 8.11349 .80732 

Female 101 34.4074 10.03488 1.36557 

T.Imp.Age.EnjoymentofWork Male 53 34.9623 5.72095 .78583 

Female 101 35.9010 4.74448 .47209 
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T.Imp.Age.ManagingOlderW

orkers 

Male 54 22.0198 4.58907 .45663 

Female 101 21.5926 4.31548 .58726 

T.Imp.Age.TrainingandDev Male 54 23.8812 3.55327 .35356 

Female 101 23.3333 3.70110 .50366 

T.Imp.Age.JobDesign Male 54 17.4259 3.41253 .46439 

Female 101 17.1584 3.17721 .31614 

T.Imp.Age.HealthandWellbei

ng 

Male 54 14.8148 4.47667 .60920 

Female 101 14.5743 4.40533 .43835 

T.Imp.Age.TargettingOlderW

orkers 

Male 53 20.1698 5.48332 .75319 

Female 101 20.8218 5.26193 .52358 

 

 

 

Levene's Test for Equality of 

Variances 

t-test for 

Equality of 

Means 

F Sig. t 

T.Imp.Age.FarinessEquality Equal variances assumed 
.017 .897 -1.009 

Equal variances not 

assumed 

  -.966 

T.Imp.Age.Flexibility Equal variances assumed 3.545 .062 -2.182 

Equal variances not 

assumed 

  -2.046 

T.Imp.Age.EnjoymentofWork Equal variances assumed .112 .738 -1.085 

Equal variances not 

assumed 

  -1.024 

T.Imp.Age.ManagingOlderW

orkers 

Equal variances assumed .276 .600 -.564 

Equal variances not 

assumed 

  -.574 

T.Imp.Age.TrainingandDev Equal variances assumed .028 .867 -.901 

Equal variances not 

assumed 

  -.890 



 

 

306 

 

 

 

t-test for Equality of Means 

df Sig. (2-tailed) Mean Difference 

T.Imp.Age.FarinessEquality Equal variances assumed 152 .315 -1.79638 

Equal variances not assumed 93.891 .336 -1.79638 

T.Imp.Age.Flexibility Equal variances assumed 153 .031 -3.24606 

Equal variances not assumed 
90.654 .044 -3.24606 

T.Imp.Age.EnjoymentofWork Equal variances assumed 152 .280 -.93873 

Equal variances not assumed 90.198 .309 -.93873 

T.Imp.Age.ManagingOlderW

orkers 

Equal variances assumed 153 .574 -.42721 

Equal variances not assumed 114.314 .567 -.42721 

T.Imp.Age.TrainingandDev Equal variances assumed 153 .369 -.54785 

Equal variances not assumed 104.639 .375 -.54785 

T.Imp.Age.JobDesign Equal variances assumed 153 .627 .26751 

Equal variances not assumed 101.909 .635 .26751 

T.Imp.Age.HealthandWellbei

ng 

Equal variances assumed 153 .748 .24056 

Equal variances not assumed 106.901 .749 .24056 

T.Imp.Age.TargettingOlderW

orkers 

Equal variances assumed 152 .473 -.65197 

Equal variances not assumed 102.012 .479 -.65197 

 

 

t-test for Equality of Means 

Std. Error 

Difference 

95% Confidence 

Interval of the 

Difference 

Lower 

T.Imp.Age.FarinessEquality Equal variances assumed 1.78027 -5.31364 

T.Imp.Age.JobDesign Equal variances assumed .417 .519 .487 

Equal variances not 

assumed 

  .476 

T.Imp.Age.HealthandWellbei

ng 

Equal variances assumed .083 .774 .322 

Equal variances not 

assumed 

  .321 

T.Imp.Age.TargettingOlderW

orkers 

Equal variances assumed .223 .638 -.720 

Equal variances not 

assumed 

  -.711 
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Equal variances not assumed 1.85876 -5.48705 

T.Imp.Age.Flexibility Equal variances assumed 1.48799 -6.18571 

Equal variances not assumed 1.58637 -6.39734 

T.Imp.Age.EnjoymentofWork Equal variances assumed .86497 -2.64764 

Equal variances not assumed .91674 -2.75993 

T.Imp.Age.ManagingOlderWorke

rs 

Equal variances assumed .75797 -1.92465 

Equal variances not assumed .74390 -1.90083 

T.Imp.Age.TrainingandDev Equal variances assumed .60776 -1.74854 

Equal variances not assumed .61537 -1.76806 

T.Imp.Age.JobDesign Equal variances assumed .54968 -.81844 

Equal variances not assumed 
.56178 -.84680 

T.Imp.Age.HealthandWellbeing Equal variances assumed .74684 -1.23490 

Equal variances not assumed .75051 -1.24726 

T.Imp.Age.TargettingOlderWorke

rs 

Equal variances assumed .90552 -2.44100 

Equal variances not assumed .91730 -2.47142 

 

Independent Samples Test 

 

t-test for Equality of 

Means 

95% Confidence 

Interval of the 

Difference 

Upper 

T.Imp.Age.FarinessEquality Equal variances assumed 1.72088 

Equal variances not assumed 1.89430 

T.Imp.Age.Flexibility Equal variances assumed -.30641 

Equal variances not assumed -.09477 

T.Imp.Age.EnjoymentofWork Equal variances assumed .77018 

Equal variances not assumed .88248 

T.Imp.Age.ManagingOlderWorkers Equal variances assumed 1.07023 

Equal variances not assumed 1.04641 

T.Imp.Age.TrainingandDev Equal variances assumed .65283 

Equal variances not assumed .67235 

T.Imp.Age.JobDesign Equal variances assumed 1.35346 

Equal variances not assumed 1.38182 

T.Imp.Age.HealthandWellbeing Equal variances assumed 1.71601 
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Equal variances not assumed 1.72838 

T.Imp.Age.TargettingOlderWorkers Equal variances assumed 1.13706 

Equal variances not assumed 1.16748 

 

Oneway ANOVA – Employment Level 

 N Mean Std. Deviation 

T.Imp.Age.FarinessEquality General Employee 81 55.7778 12.08511 

Team Leader 34 59.8824 8.04444 

Management/Executive 39 61.2308 7.45323 

Total 154 58.0649 10.49661 

T.Imp.Age.Flexibility General Employee 81 38.3500 8.55615 

Team Leader 34 38.0882 8.02031 

Management/Executive 40 34.9630 9.28634 

Total 155 36.5226 8.93362 

T.Imp.Age.EnjoymentofWork General Employee 81 34.8272 5.53351 

Team Leader 33 35.9697 5.04037 

Management/Executive 40 36.7750 3.96451 

Total 154 35.5779 5.10258 

T.Imp.Age.ManagingOlderWork

ers 

General Employee 81 20.9136 4.92239 

Team Leader 

34 22.8235 3.60530 

Management/Executive 40 23.0000 3.84308 

Total 155 21.8710 4.48621 

T.Imp.Age.TrainingandDev General Employee 81 23.0123 4.00154 

Team Leader 34 24.3529 2.83786 

Management/Executive 40 24.5000 3.09673 

Total 155 23.6903 3.60297 

T.Imp.Age.JobDesign General Employee 81 16.8519 3.65756 

Team Leader 34 17.5294 2.68819 

Management/Executive 40 17.8250 2.73522 

Total 155 17.2516 3.25256 

T.Imp.Age.HealthandWellbeing General Employee 81 15.4250 4.13793 

Team Leader 34 15.6471 3.54095 

Management/Executive 40 13.8642 4.76380 

Total 155 14.6581 4.41726 

T.Imp.Age.TargettingOlderWork General Employee 80 19.7500 5.60176 
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ers Team Leader 34 21.3235 4.67567 

Management/Executive 40 21.6750 5.12604 

Total 154 20.5974 5.33029 

 

 Std. Error 

95% Confidence Interval for Mean 

Lower Bound Upper Bound 

T.Imp.Age.FarinessEquality General Employee 1.34279 53.1055 58.4500 

Team Leader 1.37961 57.0755 62.6892 

Management/Executive 1.19347 58.8147 63.6468 

Total .84584 56.3939 59.7360 

T.Imp.Age.Flexibility General Employee 1.03182 32.9096 37.0163 

Team Leader 1.37547 35.2898 40.8867 

Management/Executive 1.35285 35.6136 41.0864 

Total .71757 35.1050 37.9401 

T.Imp.Age.EnjoymentofWork General Employee .61483 33.6036 36.0507 

Team Leader .87742 34.1825 37.7569 

Management/Executive .62684 35.5071 38.0429 

Total .41118 34.7656 36.3902 

T.Imp.Age.ManagingOlderWo

rkers 

General Employee .54693 19.8252 22.0020 

Team Leader .61830 21.5656 24.0815 

Management/Executive .60764 21.7709 24.2291 

Total .36034 21.1591 22.5828 

T.Imp.Age.TrainingandDev General Employee .44462 22.1275 23.8972 

Team Leader .48669 23.3628 25.3431 

Management/Executive .48964 23.5096 25.4904 

Total .28940 23.1186 24.2620 

T.Imp.Age.JobDesign General Employee .40640 16.0431 17.6606 

Team Leader .46102 16.5915 18.4674 

Management/Executive .43248 16.9502 18.6998 

Total .26125 16.7355 17.7677 

T.Imp.Age.HealthandWellbein

g 

General Employee .52931 12.8108 14.9176 

Team Leader .60727 14.4116 16.8826 

Management/Executive .65426 14.1016 16.7484 

Total .35480 13.9572 15.3590 

T.Imp.Age.TargettingOlderWo

rkers 

General Employee .62630 18.5034 20.9966 

Team Leader .80187 19.6921 22.9549 

Management/Executive .81050 20.0356 23.3144 

Total .42953 19.7488 21.4460 
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Descriptives 

 Minimum Maximum 

T.Imp.Age.FarinessEquality General Employee 10.00 70.00 

Team Leader 39.00 70.00 

Management/Executive 44.00 70.00 

Total 10.00 70.00 

T.Imp.Age.Flexibility General Employee 7.00 49.00 

Team Leader 17.00 49.00 

Management/Executive 15.00 49.00 

Total 7.00 49.00 

T.Imp.Age.EnjoymentofWork General Employee 7.00 42.00 

Team Leader 21.00 42.00 

Management/Executive 29.00 42.00 

Total 7.00 42.00 

T.Imp.Age.ManagingOlderWorkers General Employee 5.00 28.00 

Team Leader 12.00 28.00 

Management/Executive 9.00 28.00 

Total 5.00 28.00 

T.Imp.Age.TrainingandDev General Employee 7.00 28.00 

Team Leader 18.00 28.00 

Management/Executive 17.00 28.00 

Total 7.00 28.00 

T.Imp.Age.JobDesign General Employee 4.00 21.00 

Team Leader 8.00 21.00 

Management/Executive 11.00 21.00 

Total 4.00 21.00 

T.Imp.Age.HealthandWellbeing General Employee 3.00 21.00 

Team Leader 6.00 21.00 

Management/Executive 5.00 21.00 

Total 3.00 21.00 

T.Imp.Age.TargettingOlderWorkers General Employee 5.00 28.00 

Team Leader 9.00 28.00 

Management/Executive 6.00 28.00 

Total 5.00 28.00 
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Test of Homogeneity of Variances 

 Levene Statistic df1 df2 Sig. 

T.Imp.Age.FarinessEquality 2.641 2 151 .075 

T.Imp.Age.Flexibility .581 2 152 .561 

T.Imp.Age.EnjoymentofWor

k 
.626 2 151 .536 

T.Imp.Age.ManagingOlderW

orkers 
3.101 2 152 .048 

T.Imp.Age.TrainingandDev .990 2 152 .374 

T.Imp.Age.JobDesign 1.143 2 152 .321 

T.Imp.Age.HealthandWellbei

ng 
2.880 2 152 .059 

T.Imp.Age.TargettingOlder

Workers 
.698 2 151 .499 

 

 Sum of Squares df Mean Square F 

T.Imp.Age.FarinessEquality Between Groups 926.898 2 463.449 4.393 

Within Groups 15930.452 151 105.500  

Total 16857.351 153   

T.Imp.Age.Flexibility Between Groups 413.947 2 206.973 2.649 

Within Groups 11876.724 152 78.136  

Total 12290.671 154   

T.Imp.Age.EnjoymentofWork Between Groups 108.040 2 54.020 2.105 

Within Groups 3875.525 151 25.666  

Total 3983.565 153   

T.Imp.Age.ManagingOlderW

orkers 

Between Groups 156.083 2 78.042 4.030 

Within Groups 2943.336 152 19.364  

Total 3099.419 154   

T.Imp.Age.TrainingandDev Between Groups 78.383 2 39.192 3.101 

Within Groups 1920.752 152 12.637  

Total 1999.135 154   

T.Imp.Age.JobDesign Between Groups 28.719 2 14.360 1.364 

Within Groups 1600.468 152 10.529  

Total 1629.187 154   

T.Imp.Age.HealthandWellbei

ng 

Between Groups 107.832 2 53.916 2.829 

Within Groups 2897.046 152 19.060  

Total 3004.877 154   
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T.Imp.Age.TargettingOlderW

orkers 

Between Groups 121.823 2 60.911 2.177 

Within Groups 4225.216 151 27.982  

Total 4347.039 153   

 

ANOVA 

 Sig. 

T.Imp.Age.FarinessEquality Between Groups .014 

Within Groups  

Total  

T.Imp.Age.Flexibility Between Groups .074 

Within Groups  

Total  

T.Imp.Age.EnjoymentofWork Between Groups .125 

Within Groups  

Total  

T.Imp.Age.ManagingOlderWorkers Between Groups .020 

Within Groups  

Total  

T.Imp.Age.TrainingandDev Between Groups .048 

Within Groups  

Total  

T.Imp.Age.JobDesign Between Groups .259 

Within Groups  

Total  

T.Imp.Age.HealthandWellbeing Between Groups .062 

Within Groups  

Total  

T.Imp.Age.TargettingOlderWorkers Between Groups .117 

Within Groups  

Total  

 

Robust Tests of Equality of Means 

 Statistica df1 df2 Sig. 

T.Imp.Age.FarinessEquality Welch 4.777 2 86.963 .011 
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Brown-Forsythe 5.752 2 142.475 .004 

T.Imp.Age.Flexibility Welch 2.648 2 79.217 .077 

Brown-Forsythe 2.841 2 122.537 .062 

T.Imp.Age.EnjoymentofWork Welch 2.458 2 78.778 .092 

Brown-Forsythe 2.343 2 114.582 .101 

T.Imp.Age.ManagingOlderW

orkers 

Welch 4.094 2 84.365 .020 

Brown-Forsythe 4.777 2 135.615 .010 

T.Imp.Age.TrainingandDev Welch 3.152 2 85.095 .048 

Brown-Forsythe 3.724 2 137.297 .027 

T.Imp.Age.JobDesign Welch 1.415 2 84.666 .249 

Brown-Forsythe 1.634 2 136.474 .199 

T.Imp.Age.HealthandWellbei

ng 

Welch 2.958 2 82.960 .057 

Brown-Forsythe 3.236 2 130.531 .043 

T.Imp.Age.TargettingOlderW

orkers 

Welch 2.158 2 80.086 .122 

Brown-Forsythe 2.363 2 124.406 .098 

a. Asymptotically F distributed. 

 

Post Hoc Tests 

Dependent 

Variable 

(I) 

EmploymentLev

el 

(J) 

EmploymentLev

el 

Mean 

Difference 

(I-J) Std. Error Sig. 

95% 

Confiden

ce 

Interval 

Lower 

Bound 

T.Imp.Age.Farines

sEquality 

General 

Employee 

Team Leader -4.10458 2.09890 .127 -9.0728 

Management/Ex

ecutive 
-5.45299* 2.00190 .020 -10.1916 

Team Leader General 

Employee 
4.10458 2.09890 .127 -.8636 
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Management/Ex

ecutive 
-1.34842 2.40999 .842 -7.0530 

Management/Ex

ecutive 

General 

Employee 
5.45299* 2.00190 .020 .7144 

Team Leader 1.34842 2.40999 .842 -4.3562 

T.Imp.Age.Flexibili

ty 

General 

Employee 

Team Leader -3.12527 1.80632 .197 -7.4006 

Management/Ex

ecutive 
-3.38704 1.70823 .120 -7.4302 

Team Leader General 

Employee 
3.12527 1.80632 .197 -1.1501 

Management/Ex

ecutive 
-.26176 2.06193 .991 -5.1421 

Management/Ex

ecutive 

General 

Employee 
3.38704 1.70823 .120 -.6562 

Team Leader .26176 2.06193 .991 -4.6186 

T.Imp.Age.Enjoym

entofWork 

General 

Employee 

Team Leader -1.14254 1.04624 .520 -3.6190 

Management/Ex

ecutive 
-1.94784 .97903 .118 -4.2653 

Team Leader General 

Employee 
1.14254 1.04624 .520 -1.3340 

Management/Ex

ecutive 
-.80530 1.19138 .778 -3.6254 

Management/Ex

ecutive 

General 

Employee 
1.94784 .97903 .118 -.3696 

Team Leader .80530 1.19138 .778 -2.0148 

T.Imp.Age.Managi

ngOlderWorkers 

General 

Employee 

Team Leader -1.90995 .89922 .088 -4.0383 

Management/Ex

ecutive 
-2.08642* .85039 .040 -4.0992 

Team Leader General 

Employee 
1.90995 .89922 .088 -.2184 

Management/Ex

ecutive 
-.17647 1.02647 .984 -2.6060 

Management/Ex

ecutive 

General 

Employee 
2.08642* .85039 .040 .0736 

Team Leader .17647 1.02647 .984 -2.2531 

T.Imp.Age.Trainin

gandDev 

General 

Employee 

Team Leader -1.34060 .72641 .158 -3.0599 

Management/Ex

ecutive 
-1.48765 .68696 .080 -3.1136 

Team Leader General 

Employee 
1.34060 .72641 .158 -.3787 
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Management/Ex

ecutive 
-.14706 .82920 .983 -2.1097 

Management/Ex

ecutive 

General 

Employee 
1.48765 .68696 .080 -.1383 

Team Leader .14706 .82920 .983 -1.8156 

T.Imp.Age.JobDes

ign 

General 

Employee 

Team Leader -.67756 .66308 .564 -2.2470 

Management/Ex

ecutive 
-.97315 .62708 .270 -2.4574 

Team Leader General 

Employee 
.67756 .66308 .564 -.8919 

Management/Ex

ecutive 
-.29559 .75692 .919 -2.0871 

Management/Ex

ecutive 

General 

Employee 
.97315 .62708 .270 -.5111 

Team Leader .29559 .75692 .919 -1.4960 

T.Imp.Age.Healtha

ndWellbeing 

General 

Employee 

Team Leader -1.78286 .89212 .116 -3.8944 

Management/Ex

ecutive 
-1.56080 .84368 .157 -3.5577 

Team Leader General 

Employee 
1.78286 .89212 .116 -.3287 

Management/Ex

ecutive 
.22206 1.01836 .974 -2.1883 

Management/Ex

ecutive 

General 

Employee 
1.56080 .84368 .157 -.4361 

Team Leader -.22206 1.01836 .974 -2.6324 

T.Imp.Age.Targetti

ngOlderWorkers 

General 

Employee 

Team Leader -1.57353 1.08294 .317 -4.1369 

Management/Ex

ecutive 
-1.92500 1.02436 .148 -4.3497 

Team Leader General 

Employee 
1.57353 1.08294 .317 -.9898 

Management/Ex

ecutive 
-.35147 1.23391 .956 -3.2722 

Management/Ex

ecutive 

General 

Employee 
1.92500 1.02436 .148 -.4997 

Team Leader .35147 1.23391 .956 -2.5693 

Multiple Comparisons 

Tukey HSD   

Dependent Variable (I) EmploymentLevel (J) EmploymentLevel 

95% Confidence 

Interval 

Upper Bound 
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T.Imp.Age.FarinessEquality General Employee Team Leader .8636 

Management/Executive -.7144 

Team Leader General Employee 9.0728 

Management/Executive 4.3562 

Management/Executive General Employee 10.1916 

Team Leader 7.0530 

T.Imp.Age.Flexibility General Employee Team Leader 1.1501 

Management/Executive .6562 

Team Leader General Employee 7.4006 

Management/Executive 4.6186 

Management/Executive General Employee 7.4302 

Team Leader 5.1421 

T.Imp.Age.EnjoymentofWork General Employee Team Leader 1.3340 

Management/Executive .3696 

Team Leader General Employee 3.6190 

Management/Executive 2.0148 

Management/Executive General Employee 4.2653 

Team Leader 3.6254 

T.Imp.Age.ManagingOlderWor

kers 

General Employee Team Leader .2184 

Management/Executive -.0736 

Team Leader General Employee 4.0383 

Management/Executive 2.2531 

Management/Executive General Employee 4.0992 

Team Leader 2.6060 

T.Imp.Age.TrainingandDev General Employee Team Leader .3787 

Management/Executive .1383 

Team Leader General Employee 3.0599 

Management/Executive 1.8156 

Management/Executive General Employee 3.1136 

Team Leader 2.1097 

T.Imp.Age.JobDesign General Employee Team Leader .8919 

Management/Executive .5111 

Team Leader General Employee 2.2470 

Management/Executive 1.4960 

Management/Executive General Employee 2.4574 

Team Leader 2.0871 

T.Imp.Age.HealthandWellbeing General Employee Team Leader .3287 

Management/Executive .4361 

Team Leader General Employee 3.8944 

Management/Executive 2.6324 
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Management/Executive General Employee 3.5577 

Team Leader 2.1883 

T.Imp.Age.TargettingOlderWor

kers 

General Employee Team Leader .9898 

Management/Executive .4997 

Team Leader General Employee 4.1369 

Management/Executive 2.5693 

Management/Executive General Employee 4.3497 

Team Leader 3.2722 

*. The mean difference is significant at the 0.05 level. 

 

Homogeneous Subsets 

T.Imp.Age.FarinessEquality 

Tukey HSDa,b   

EmploymentLevel N 

Subset for alpha = 0.05 

1 2 

General Employee 81 55.7778  

Team Leader 34 59.8824 59.8824 

Management/Executive 39  61.2308 

Sig.  .146 .810 

Means for groups in homogeneous subsets are displayed. 

a. Uses Harmonic Mean Sample Size = 44.511. 

b. The group sizes are unequal. The harmonic mean of the group 

sizes is used. Type I error levels are not guaranteed. 

 

T.Imp.Age.Flexibility 

Tukey HSDa,b   

EmploymentLevel N 

Subset for alpha 

= 0.05 

1 

General Employee 81 34.9630 

Team Leader 34 38.0882 

Management/Executive 40 38.3500 

Sig.  .168 

Means for groups in homogeneous subsets are displayed. 

a. Uses Harmonic Mean Sample Size = 44.939. 
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b. The group sizes are unequal. The harmonic mean of 

the group sizes is used. Type I error levels are not 

guaranteed. 

T.Imp.Age.EnjoymentofWork 

Tukey HSDa,b   

EmploymentLevel N 

Subset for alpha 

= 0.05 

1 

General Employee 81 34.8272 

Team Leader 33 35.9697 

Management/Executive 40 36.7750 

Sig.  .170 

 

Means for groups in homogeneous subsets are displayed. 

a. Uses Harmonic Mean Sample Size = 44.347. 

b. The group sizes are unequal. The harmonic mean of 

the group sizes is used. Type I error levels are not 

guaranteed. 

 

T.Imp.Age.ManagingOlderWorkers 

Tukey HSDa,b   

EmploymentLevel N 

Subset for alpha 

= 0.05 

1 

General Employee 81 20.9136 

Team Leader 34 22.8235 

Management/Executive 40 23.0000 

Sig.  .067 

 

Means for groups in homogeneous subsets are displayed. 

a. Uses Harmonic Mean Sample Size = 44.939. 

b. The group sizes are unequal. The harmonic mean of 

the group sizes is used. Type I error levels are not 

guaranteed. 
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Tukey HSDa,b   

EmploymentLevel N 

Subset for alpha 

= 0.05 

1 

General Employee 81 23.0123 

Team Leader 34 24.3529 

Management/Executive 40 24.5000 

Sig.  .120 

 

Means for groups in homogeneous subsets are displayed. 

a. Uses Harmonic Mean Sample Size = 44.939. 

b. The group sizes are unequal. The harmonic mean of 

the group sizes is used. Type I error levels are not 

guaranteed. 

T.Imp.Age.JobDesign 

Tukey HSDa,b   

EmploymentLevel N 

Subset for alpha 

= 0.05 

1 

General Employee 81 16.8519 

Team Leader 34 17.5294 

Management/Executive 40 17.8250 

Sig.  .332 

 

Means for groups in homogeneous subsets are displayed. 

a. Uses Harmonic Mean Sample Size = 44.939. 

b. The group sizes are unequal. The harmonic mean of 

the group sizes is used. Type I error levels are not 

guaranteed. 

 

T.Imp.Age.HealthandWellbeing 

Tukey HSDa,b   

EmploymentLevel N 

Subset for alpha 

= 0.05 

1 

General Employee 81 13.8642 

Management/Executive 40 15.4250 

Team Leader 34 15.6471 

Sig.  .132 
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Means for groups in homogeneous subsets are displayed. 

a. Uses Harmonic Mean Sample Size = 44.939. 

b. The group sizes are unequal. The harmonic mean of 

the group sizes is used. Type I error levels are not 

guaranteed. 

 

T.Imp.Age.TargettingOlderWorkers 

Tukey HSDa,b   

EmploymentLevel N 

Subset for alpha 

= 0.05 

1 

General Employee 80 19.7500 

Team Leader 34 21.3235 

Management/Executive 40 21.6750 

Sig.  .200 

 

Means for groups in homogeneous subsets are displayed. 

a. Uses Harmonic Mean Sample Size = 44.835. 

b. The group sizes are unequal. The harmonic mean of 

the group sizes is used. Type I error levels are not 

guaranteed. 

 

Means Plots 
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T-Test - Sector 

 

 OrganisationSect

or N Mean 

Std. 

Deviation 

T.Imp.Age.FarinessEqu

ality 

Government 99 57.6364 11.48775 

NGO 55 58.8364 8.46947 

T.Imp.Age.Flexibility Government 99 36.0202 9.17181 

NGO 56 37.4107 8.50407 

T.Imp.Age.Enjoymentof

Work 

Government 98 35.3061 5.62287 

NGO 56 36.0536 4.03809 

T.Imp.Age.ManagingOl

derWorkers 

Government 99 22.0404 4.59352 

NGO 56 21.5714 4.31428 

T.Imp.Age.Trainingand

Dev 

Government 99 23.7980 3.58847 

NGO 56 23.5000 3.65314 

T.Imp.Age.JobDesign Government 99 17.1717 3.41378 

NGO 56 17.3929 2.97064 

T.Imp.Age.HealthandW

ellbeing 

Government 99 14.9899 4.14408 

NGO 56 14.0714 4.84621 

T.Imp.Age.TargettingOl

derWorkers 

Government 99 20.7273 5.37534 

NGO 55 20.3636 5.28928 
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Group Statistics 

 OrganisationSector Std. Error Mean 

T.Imp.Age.FarinessEquality Government 1.15456 

NGO 1.14202 

T.Imp.Age.Flexibility Government .92180 

NGO 1.13640 

T.Imp.Age.EnjoymentofWork Government .56800 

NGO .53961 

T.Imp.Age.ManagingOlderWorkers Government .46167 

NGO .57652 

T.Imp.Age.TrainingandDev Government .36066 

NGO .48817 

T.Imp.Age.JobDesign Government .34310 

NGO .39697 

T.Imp.Age.HealthandWellbeing Government .41650 

NGO .64760 

T.Imp.Age.TargettingOlderWorkers Government .54024 

NGO .71321 

 

 

 

Levene's Test for Equality of 

Variances 

t-test for 

Equality of 

Means 

F Sig. t 

T.Imp.Age.FarinessEquality Equal variances assumed 2.448 .120 -.679 

Equal variances not 

assumed 

  -.739 

T.Imp.Age.Flexibility Equal variances assumed .572 .451 -.930 

Equal variances not 

assumed 

  -.950 

T.Imp.Age.EnjoymentofWor

k 

Equal variances assumed 3.331 .070 -.874 

Equal variances not 

assumed 

  -.954 

T.Imp.Age.ManagingOlder

Workers 

Equal variances assumed .199 .656 .624 

Equal variances not 

assumed 

  .635 

T.Imp.Age.TrainingandDev Equal variances assumed .368 .545 .493 

Equal variances not 

assumed 

  .491 
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T.Imp.Age.JobDesign Equal variances assumed .213 .645 -.406 

Equal variances not 

assumed 

  -.421 

T.Imp.Age.HealthandWellbe

ing 

Equal variances assumed 4.088 .045 1.246 

Equal variances not 

assumed 

  1.193 

T.Imp.Age.TargettingOlder

Workers 

Equal variances assumed .012 .914 .405 

Equal variances not 

assumed 

  .406 

 

 

t-test for Equality of Means 

df Sig. (2-tailed) Mean Difference 

T.Imp.Age.FarinessEquality Equal variances assumed 152 .498 -1.20000 

Equal variances not assumed 140.132 .461 -1.20000 

T.Imp.Age.Flexibility Equal variances assumed 153 .354 -1.39051 

Equal variances not assumed 121.635 .344 -1.39051 

T.Imp.Age.EnjoymentofWork Equal variances assumed 152 .384 -.74745 

Equal variances not assumed 144.095 .342 -.74745 

T.Imp.Age.ManagingOlderW

orkers 

Equal variances assumed 153 .534 .46898 

Equal variances not assumed 120.374 .527 .46898 

T.Imp.Age.TrainingandDev Equal variances assumed 153 .622 .29798 

Equal variances not assumed 112.598 .624 .29798 

T.Imp.Age.JobDesign Equal variances assumed 153 .686 -.22114 

Equal variances not assumed 127.829 .674 -.22114 

T.Imp.Age.HealthandWellbei

ng 

Equal variances assumed 153 .215 .91847 

Equal variances not assumed 100.280 .236 .91847 

T.Imp.Age.TargettingOlderW

orkers 

Equal variances assumed 152 .686 .36364 

Equal variances not assumed 113.209 .685 .36364 

 

 

t-test for Equality of Means 

Std. Error 

Difference 

95% Confidence 

Interval of the 

Difference 

Lower 

T.Imp.Age.FarinessEquality Equal variances assumed 1.76839 -4.69379 

Equal variances not assumed 1.62396 -4.41062 
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T.Imp.Age.Flexibility Equal variances assumed 1.49441 -4.34286 

Equal variances not assumed 1.46326 -4.28727 

T.Imp.Age.EnjoymentofWork Equal variances assumed .85542 -2.43750 

Equal variances not assumed .78345 -2.29600 

T.Imp.Age.ManagingOlderWorke

rs 

Equal variances assumed .75162 -1.01591 

Equal variances not assumed .73859 -.99333 

T.Imp.Age.TrainingandDev Equal variances assumed .60393 -.89513 

Equal variances not assumed .60695 -.90454 

T.Imp.Age.JobDesign Equal variances assumed .54533 -1.29849 

Equal variances not assumed .52469 -1.25934 

T.Imp.Age.HealthandWellbeing Equal variances assumed .73728 -.53809 

Equal variances not assumed .76997 -.60908 

T.Imp.Age.TargettingOlderWork

ers 

Equal variances assumed .89888 -1.41228 

Equal variances not assumed .89472 -1.40893 

 

Independent Samples Test 

 

t-test for Equality of 

Means 

95% Confidence 

Interval of the 

Difference 

Upper 

T.Imp.Age.FarinessEquality Equal variances assumed 2.29379 

Equal variances not assumed 2.01062 

T.Imp.Age.Flexibility Equal variances assumed 1.56184 

Equal variances not assumed 1.50625 

T.Imp.Age.EnjoymentofWork Equal variances assumed .94260 

Equal variances not assumed .80110 

T.Imp.Age.ManagingOlderWorkers Equal variances assumed 1.95386 

Equal variances not assumed 1.93128 

T.Imp.Age.TrainingandDev Equal variances assumed 1.49109 

Equal variances not assumed 1.50050 

T.Imp.Age.JobDesign Equal variances assumed .85621 

Equal variances not assumed .81706 

T.Imp.Age.HealthandWellbeing Equal variances assumed 2.37503 

Equal variances not assumed 2.44602 

T.Imp.Age.TargettingOlderWorkers Equal variances assumed 2.13955 

Equal variances not assumed 2.13620 
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Appendix O: Guidelines for an age-friendly organisation 

GUIDELINES FOR AN AGE-FRIENDLY ORGANISATION 

Broad age-friendly categories 

Organisational Policies 

 Ensure that policies aimed at older workers exist in the organisation (e.g. 

recruitment, retention, development and non-discriminatory policies). 

 Clearly outline protocols and procedures on how policies are to be accessed and 

implemented. 

 Ensure age-friendly policies are communicated throughout the organisation so that 

there is an awareness of them by all employees. 

 Make sure the uptake of policies by older workers are supported by both managers 

and colleagues. 

Organisational Ethos 

 Align organisational systems, structures, processes and the physical environment 

with values 

 Promote a fair and equal workplace 

 Ensure that the skills and experiences of older workers are valued by organisational 

members 

Management/Leadership 

 Ensure managers are given training on managing their older team members 

 Training on managing older workers is particularly important for younger 

managers managing older workers, so that there are no biases or misconceptions 

present 

 Ensure that managers value their older employees and actively encourage them to 

develop professionally 

Designing jobs 

 Ensure job are designed to promote the longevity at work (i.e. low stress, 

challenging work, ergonomic set-up and ability to transition to part time work if 

needed) 

Specific age-friendly factors 

Fairness and equality 

 Ensure that recruitment and development opportunities are fair and not biased 

towards younger workers 

 Ensure that teams, departments, and the organisation is age-diverse 
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 Ensure that older women are not excluded from opportunities and are encouraged 

to apply for roles 

 Note that workers aged 45 to 54 years, or those at lower levels of employment, 

could be more vulnerable to ageism given their time left in the workforce, their 

room to develop in their career, and therefore their pursuance of career 

development opportunities and having to compete with younger workers. 

Ease in accessing flexibility 

 Ensure that flexible work options are available for all employees 

 Ensure that part time workers are not foregoing career development opportunities 

 Ensure that part time workers are not foregoing training opportunities 

 Ensure that working flexibly is culturally accepted and supported by the 

organisation 

 Note that workers aged 60 years and over are aware of transition to retirement 

programs in the organisation 

Enjoyment of work 

 Ensure that older workers are not experiencing high stress in their role 

 Ensure older workers are included in social activities in the organisation 

 Note that if senior managers are not challenged and stimulated, they may retire 

earlier than planned 

Managing older workers 

 Managers should communicate with their older team members about a career path 

in the organisation  

 Managers should show support for their older team members accessing flexible 

work 

 Ensure managers are encouraging of professional development for their mature age 

workers 

 Awareness by managers of the susceptibilities of older worker (particularly those 

aged 45-54 years and older women) to unfair/prejudiced treatment for professional 

development 

Training and development of older workers 

 Ensure that older workers are being included in training activities 

 Note that older women may be missing out on training and development 

opportunities 

 Note that workers aged 45 to 54 years still have a number of years left in the 

workforce, and are therefore particularly fervent for training and development 

activities but do report more barriers for these gaining these opportunities than 

those aged 60 years and over 
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 Note that mandatory training programs may not be relevant for workers aged 60 

years and over or older senior managers 

Job design 

 Ensure older workers are able to work autonomously 

 Ensure older workers are challenged and stimulated by the work that they do 

 Note that jobs may need to be designed in order to allow older workers in more 

senior positions that require fulltime work, to eventually transition to part time 

work as they head towards retirement 

Health and wellbeing 

 Make health and wellbeing programs available in the organisation 

 Ensure  the physical environment suits older workers, particularly those aged 60 

years and over 

 Ensure a healthy and health aware environment exists in the organisation 

Recognising older workers 

 Show recognition of the skills and experiences of older workers through physical 

awards for tenure, verbal recognition, payment, promotion, etc. 

 Older women at lower levels of employment are prone to being an ignored group in 

the workforce, and therefore it is particularly important for this group to be 

recognised. 
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