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Introduction

This guide presents a range of information and 
resources to help higher education institutions 
(HEIs) develop their own best practice in 
managing flexible retirement and extended 
working lives. It has been developed as part of a 
project funded by HEFCE under its Leadership 
Governance and Management Fund. 

The removal of the default retirement age (DRA) coupled 
with increased life expectancy will have implications for the 
management of human resources in the sector both in the 
short and in the long term future. 

This guide is aimed at Human Resource Practitioners 
and Equality Specialists. It has been developed as a 
printed document but also as an online resource that can 
be viewed at http://www.brookes.ac.uk/services/hr/
cdprp/flexible_retirement. The latter is a live document 
which not only provides a wider range of information and 
materials but also, more importantly, intends to capture 
good examples of policies and practices as they are being 
developed by higher education institutions (HEIs) and offer a 
forum where these examples can be shared within the HE 
sector. 

Information and material in the print and online resource 
guide include examples from HEIs in the UK and from other 
countries, real life case studies, hypothetical case studies 
to stimulate discussion, checklists and links to further 
information.

Please contact Dr. Simonetta Manfredi, Director of the 
Centre for Diversity Policy Research and Practice at Oxford 
Brookes University, smanfredi@brookes.ac.uk if you would 
like to share material on experiences at your institution.

1  

http://www.brookes.ac.uk/services/hr/cdprp/flexible_retirement
http://www.brookes.ac.uk/services/hr/cdprp/flexible_retirement
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Extended working lives

Research undertaken between 2008-2010 as 
part of former work to develop good practice in 
managing age diversity and as part of this project, 
suggests that academic staff show a greater 
propensity to work past traditional retirement age 
than other occupational groups.  

A survey of staff working in 12 HEIs (N=6068) shows that 
a significant proportion of academic staff 35.9% would like 
to continue to work past the age of 65 compared to 30% 
of manual staff and 25.2% of professional and support staff 
(Manfredi, 2008; Manfredi and Vickers 2009; Halvorsen and 
Manfredi, 2011).  

The results from the 2010 research, which involved an 
online survey addressed to Directors of Human Resources 
in UK HEIs, show that overall these institutions received 
a higher number of applications to work past the age of 
65 from academic staff compared to other occupational 
groups. The research also indicated that most of these 
requests were accommodated (Halvorsen and Manfredi, 
2011). In the United States, where mandatory retirement 
in universities was abolished in 1994, recent trends show 
that a high proportion of academics expect to retire in their 
late 60s or at age 70 or later (Moodie, 2010). Research 
undertaken in the United States about retirement patterns 
of academics found that those working in research-
oriented institutions were more likely to continue working 
past traditional retirement age compared with to those 
in teaching-oriented institutions (Hammond and Morgan, 
1991; Lozier and Dooris, 1991; Rees and Smith, 1991).

In the UK research carried out by Tizard and Owen (2001) 
on a national sample of 1662 retired academics and 
academic related staff, suggests that there is a correlation 
between academic grade and academic activity. They 

2  

found that in their sample it was the grade rather than the 
age which influenced the extent of academic activities 
and that ‘48% of professors said that they spent half or 
more of their time on research, compared with 21% of 
senior lecturers and 12% of lecturers’ (ibid: 266). The 
experience of universities in the United States highlights the 
importance of understanding preferences of older staff with 
regard to phased retirement (Clark and d’Ambrosio, 2005) 
and in general with their late career intentions in order to 
devise appropriate policies and practices. 

From an organizational perspective, HR practitioners 
and equality specialists will have to consider innovative 
approaches to working practices in order to accommodate 
an ageing workforce and extended working lives. A 
body of literature is developing which examines different 
working models and approaches at micro-organizational 
level to accommodate longer working lives. For example, 
a major European study on employment practices to 
accommodate older workers calls for the adoption of a 
‘holistic approach’ which looks at the life cycle both of 
an employee and of the employment relationship, rather 
than considering these dimensions from the set of specific 
circumstances relating to a particular age group - such 
as training for younger workers, career progression for 
middle managers or re-training for older workers (European 
Commission, 2006). Organizations also need to focus on 
how to maintain older workers’ motivation and capabilities. 
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The work-ability model developed by the Finnish Institute 
of Occupational Health (Ilmarinen, 2001), discussed in 
section 5, offers a framework and a set of interventions 
to help organizations make the necessary adjustments. 
These include training, improvements to the workplace 
environment and workplace programmes to promote well 
being, to ensure that older workers’ capabilities match 
work demands.  

Ultimately, socio-economic needs to extend working lives 
will require a radical re-thinking about the way work is 
structured. People’s participation in paid work will need 
to become more flexible throughout their life course and, 
rather than proceeding along a linear progression from 
education, into paid work and then retirement, become 
more interspersed with periods of time to study, to care, 
to undertake voluntary work or to pursue leisure activities. 
From these broader perspectives the concept of retirement 
may become redundant if a more flexible model is adopted 
where paid and unpaid work will be more evenly valued 
and distributed across an individual’s life course. 

“Retirement” or “extended working 
lives” - a changing language

People approaching pensionable age now have a range 
of options about their future, and may choose to combine 
work, volunteering, study and other interests. The removal 
of abrupt and enforced retirement on reaching the Default 
Retirement Age is a significant cultural change. It therefore 
seems more helpful to shift from using the language of 
“retirement’, to “late career planning’ or “extended working 
lives”. “Pensionable age” is an objective point, when 
the person reaching it has options including deferring 
their pension and drawing some of their pension while 
continuing to work. Life expectancy has increased greatly 
in this country, and most people can expect to have an 
extended life after reaching pensionable age. We have tried 
to reflect this changes in the language used in this guide, 
but to avoid being too laborious there are still occasions 
when we use the word retirement to refer to life after 
pensionable age.

2.1  
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Legal framework

In 2006 the Employment (Age) Regulations introduced a prohibition on discrimination on grounds of 
age in relation to employment and training. The regulations also introduced a default retirement age of 
65 and a right for employees to request to continue to work past their retirement age. These provisions 
were removed on 1st October 2011, making mandatory retirement imposed by the employer unlawful. 

Requiring an employee to retire will amount to less favourable treatment on the grounds of age, and this is unlawful unless it 
can be justified on the basis that it achieves a legitimate aim and retirement is a proportionate means of achieving that aim. 
The cases below explore the circumstances when the courts have accepted that retirement can be justified in this way. 

Brief overview of age discrimination and retirement cases

3

3.1  

The Incorporated Trustees of the National 
Council on Aging v. Secretary of State for 
Business (the Age Concern case [2009] IRLR 373) 
This case was brought by Age Concern against the 
British government, arguing that the default retirement 
age retirement of 65 operating in the UK amounted to 
age discrimination contrary to the Directive 2000/78/
EC. The UK government was able to justify the 
retirement age as a measure to enable employers to 
manage workforce planning, although this ground is 
not included in the list of legitimate aims contained 
in Article 6(1). The Court allowed that Member 
States have a certain degree of discretion in defining 
legitimate employment or social policy aims. 

Petersen v Berufungsausschuss fur Zahn fur 
den Bezirk Westfalen-Lippe (Case C-341/08 ) 

In this German case, the Court was asked to decide 
whether national rules which provided for a retirement 
age of 68 for dentists working in public health care 
were allowed under the Directive. The government 
argued that the rule was needed to protect patients’ 
health as it was stated that ‘general experience’ 
indicated that after the age of 68 dentists’ work 
performance was likely to decline; secondly it was 
necessary to free up jobs and career opportunities 
for young dentists. The CJEU held that the first 
reason did not pass the objectivity test as the age 
limit of 68 did not apply to dentists operating in the 
private sector, showing that the assumption that 
performance deteriorates after the age of 68 was 
based on stereotypes rather than on actual evidence. 
However, the age of 68 was deemed to be objectively 
justified in order to achieve the legitimate aim of 
providing job opportunities for younger dentists.  

Felix Palacios de la Villa v Cortefiel Servicios SA 
(Case C-411/05)  

This Spanish case involved a challenge brought by 
Mr Palacios de la Villa, challenging his automatic 
retirement at the age of 65, in accordance with national 
collective agreement which governed his workplace. 
The collective agreement provided for a fixed retirement 
age of 65, subject to the condition that retirement 
would only be enforce if workers had made sufficient 
contributions under the national social security scheme, 
to be able to retire on a full pension. Mr Palacios 
de la Villa claimed that reliance on the collective 
agreement by the employer breached his right not to be 
discriminated against on grounds of age.

The Court of Justice of the EU (CJEU) held that 
national employment rules based on age are required 
to comply with a high standard test of objective 
justification. However, compulsory retirement 
provisions can be objectively justified by a legitimate 
aim of employment policies such as the need for 
re-distributing work among different generations. 
In this case, the use of a fixed retirement age was 
both appropriate and necessary. The court noted 
that the provision was agreed by social partners, as 
part of a national policy to promote better access to 
employment, by means of better distribution of work 
between the generations. 
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Rosenbladt v Oellerking 
Gebaudereinigungsges.mbH (Case C-45/09)

This German case involved Mrs. Rosenbladt, a part-
time cleaner. At the age of 65 she was notified by her 
employer that she would be retired in accordance 
with a collective agreement in force in the sector 
that provided for a compulsory retirement age of 65, 
where the employee can draw a retirement pension. 
The court was asked to rule on whether the collective 
agreement was compatible with the Directive. The 
Court decided that although a fixed retirement age 
amounted to age discrimination, in this case it was 
objectively justified. The aim of promoting better 
access to employment, by means of better distribution 
of work between the generations, was legitimate. 
One factor used to determine whether it was justified 
was that the requirement to retire was contained in a 
collective agreement and only arose where there was 
sufficient pension. 

Vasil Ivanov Georiev v Technicheski universitet – 
Sofia, filial Plovdiv, (C-250/09 and C-268/09)  

This case involved retirement rules for academic staff 
in the Higher Education sector in Bulgaria. The rules 
in question required that staff at 65 no longer had 
permanent contracts, but were employed on one 
year contracts, for a maximum of 3 years, effectively 
imposing mandatory retirement at 68. In its judgment 
the Court stated that these rules could be justified, 
for the legitimate aim of encouraging recruitment and 
retention of younger academics. It also accepted 
the importance for universities of maintaining a 
‘mix of different generations of teaching staff and 
researchers’ in order ‘to promote an exchange 
of experiences and innovation, and thereby the 
development of quality of teaching and research at 
universities.’ In examining whether the measures in 
question were ‘appropriate and necessary’, the Court 
held that the legislation took into account the fact that 
those affected had pension entitlements, and that a 
mandatory retirement age of 68 was five years higher 
than the statutory age in Bulgaria. Thus professors 
were already ‘allowed to pursue their career for a 
relatively long period’ (paragraph 54).

Wolf v Stadt Frankfurt am Main (Case C-229/08)

This case was heard with Petersen. The court was 
asked whether rules imposed in the German Land of 
Hesse, in which a maximum age of 30 was imposed 
for the recruitment fire fighters in the fire service. 
The government argued that the age limit was 
necessary and for the legitimate aim of guaranteeing 
the operational capacity and proper functioning of 
the professional fire service. The CJEU held that the 
Directive does not preclude the setting of age limits 
in this context. The aims were legitimate, particularly 
in the context of emergency services. Moreover, the 
imposition of an age limit did not go beyond what was 
necessary to achieve that objective. Furthermore, the 
requirement of high levels of physical capacity could 
be viewed as a genuine occupational requirement for 
fire-fighters. Because there was data suggesting that 
this capacity reduced after the age of 45, the need 
to recruit by the age of 30 was accepted, in order 
that fire-fighters would spend a comparatively long 
period of their career operating at these high levels of 
physical ability. 

Prigge v Deutsche Lufthansa AG (Case C 447/09)

This case involved the retirement of pilots at the age 
of 60, in accordance with a collective agreement. The 
CJEU held that the retirement policy could not be 
justified. A major factor in reaching this decision was that 
international and national rules, as well as the practice of 
other airlines did not require retirement at the age of 60. 
This was a key factor in deciding that retirement was not 
justified as proportionate in these circumstances.
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Fuchs and Kohler v Land Hessen  
(C-159/10 and C-160/10)

This case again involved a retirement scheme, 
according to which two State prosecutors were 
compulsorily retired. Under the scheme, retirement 
occurred at the age of 65, subject to the possibility 
that staff may continue to work, if it is in the interests 
of the service, until the maximum age of 68. The 
Court confirmed that in order to be legitimate aim 
under the Directive, any measure must have a public 
interest dimension, and not just serve the individual 
needs of the employer. Here the aims of establishing 
a balanced age structure in order to encourage the 
recruitment and promotion of young people, and 
improving personnel management and thereby to 
prevent possible disputes concerning employees’ 
fitness to work beyond a certain age were both 
potentially legitimate aims. The court also determined 
that the fact that some were allowed to work beyond 
65 did not make the general policy incoherent such 
that it could not be an appropriate means to achieve 
the legitimate aim. 

The case also concerned the issue of how it can be 
shown that measures are appropriate and necessary 
under the Directive. The Court pointed out that in 
some cases a number of aims will co-exist, but that 
this does not preclude the existence of a legitimate 
aim within the meaning of Article 6(1) of the Directive. 
However, the Court went on to highlight two key 
principles: first, mere generalisations indicating that a 
measure is likely to contribute to achieve a legitimate 
aim, such as employment policy, are not enough 
to demonstrate that the legitimate aim in question 
can justify derogation from the prohibition of age 
discrimination. Second, Article 6 (1) of Directive 
2000/78 requires a high standard of proof to establish 
the appropriateness and necessity of a particular 
measure adopted to achieve a legitimate aim. The 
Court also ruled that ‘existing verifiable data’ as well 
as forecasts may be taken as evidence, although it 
acknowledged that forecasts, by their nature, may be 
‘to some extent inherently uncertain’. It also stated 
that ultimately it is up to the discretion of the national 
court to assess the probative value of this evidence. 

Seldon v Clarkson Wright and Jakes  
(2010 EWCA Civ 899)

In this UK case the claimant, Mr. Seldon, was a 
partner in a firm of solicitors where they adopted a 
compulsory retirement age at 65 for partners (who 
are not employees and therefore not covered by 
the default retirement age which existed at the time 
under the Age Regulations). The claimant claimed 
that the compulsory retirement was discriminatory 
on grounds of age. At first instance found that the 
claimant had been treated less favourably because 
of his age, but that the treatment was justified as a 
proportionate way of achieving the following legitimate 
aims: ensuring that younger lawyers employed by the 
firm were given the opportunity to become partners 
after a reasonable period of time; facilitating the 
planning of the partnership and workforce across 
individual departments by having a realistic long-
term expectation as to when vacancies would arise; 
and limiting the need to expel partners by way of 
performance management, thus contributing to the 
congenial and supportive culture in the firm. The 
Employment Appeal Tribunal agreed, although it 
did not accept the final legitimate aim of upholding 
a congenial atmosphere by avoiding performance 
management at the end of people’s careers. The 
Court of Appeal also accepted that the discrimination 
was justified, including accepting the legitimate aim of 
maintaining a congenial atmosphere. 

These cases should be treated with caution as the law in this area is still developing and the social and legal context in 
which the EU cases were decided may not apply in the UK. With regard to the UK case of Seldon, the case should also 
be treated with caution in terms of its value as precedent. First, it is being appealed to the Supreme Court. Second, the 
original decision was made in the social context in which there was a default retirement age. The removal of the default 
retirement age in the general labour market may make it harder to justify retirement on broader social aims in the UK. 

In all cases, if considering introducing a retirement age, legal advice should be sought. 
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Managing Extended Working Lives 

Once employees reach their pensionable age a number of options are open to them as illustrated by 
figure one below. In this section we discuss these options in turn and consider approaches that can 
meet both employees’ interests to continue to have an active working life as well as their employers’ 
business interests. 

Pension age

Retire Continue working:
same contract

Continue working:
different contract

No contact with 
University

Maintain contact 
with University

Join retired employee’s 
association:
social club

Join retired employee’s 
association: continued active 
involvement with University

Discuss phased 
retirement 

schemes with 
present University

Resign from 
existing post and 
find alternative 
employment

4

Employees may wish to continue on their current contract 
of employment without any changes. The employer, 
however, may want an indication of an employee’s future 
intentions, to support workforce planning. One approach 
to satisfying both interests is to hold regular discussions 
about the short, medium and long-term plans of all 
employees. There can never be absolute certainty about 
an employee’s plans, since younger employees may decide 
to leave and take up a new role elsewhere at any time. As 
staff approach pensionable age they may be less inclined 
to change jobs, and there may be more certainty about 
their plans. Research indicates that often line managers are 
reluctant to discuss retirement plans with their staff for fear 
of sounding ‘intrusive’ or being misinterpreted (Manfredi, 
2008). Evidence from the experience in the US universities 
suggests that often employees, particularly academics, 
tend to plan very late for their retirement or, as they get 
older, they are more likely to wish to continue to work. 

It is important to promote a culture where career plans, 
including retirement, are openly discussed. But equally it 

is important that HEIs are pro-active in providing their staff 
with information about pensions, opportunities to change or 
reduce their working hours and flexible retirement. This will 
enable them to make informed choices about their retirement 
plans and encourage open discussion with their employer. 

The Annual Personal Development Review provides a 
regular opportunity for discussing the future career plans 
of employees of any age. This is increasingly important as 
more people are having portfolio careers, and may wish to 
make sideways moves or use their skills and knowledge 
in a different work context. The manager may be able to 
share information about developments within the institution 
that may affect the individual. As the employee nears 
pensionable age these discussions may trigger exploration 
of opportunities for a phased transition to retirement, for 
flexible working or for other changes. Even if the employee 
wishes to continue on their existing contract at present, 
they may have a clear timeframe in mind, or may need 
additional support.

Option One: continue working on the same contract 4.1  

Figure 1



Managing Extended Working Lives 

11

Case study: University of Middlesex: 
discussing extended working lives

The University of Middlesex was the first university 
in the UK to remove the default retirement age 
voluntarily, ahead of the government decision to 
abolish the DRA. Here is their advice on the content 
of discussion:

If the employee has decided to work beyond 65 the 
line manager can explore the particular reasons for 
this decision in the discussion e.g. to top up pension 
provision. It would also be helpful to discuss the 
intended future working patterns of the employee.  
Does the employee wish to continue with the same 
working patterns or change to a more flexible working 
arrangement? It is quite common for employees to 
seek a reduction in working hours post-65 and the 
efficacy of this for the employee and operational 
requirements can be investigated

Discussion should also cover the employee’s view of 
their future work programme e.g. are there any new 
or continuing projects they either wish to undertake 
or finish? The future direction and where appropriate 
schedules of work in the school or service should 
be discussed to look at how the employee would fit 
into this operational framework. If a discussion has 
not already taken place about phased retirement 
this could be undertaken at the meeting. Phased 
retirement offers the opportunity for an employee to 
gradually realise full retirement over a period of time.  
This option can also be raised at an earlier time in the 
employee’s career.

4.1.1
Possible questions:

“Where do you see yourself in five years’ time? What are 
the steps for getting there? What training do you need?”

“Are you finding any tasks difficult? Can you think of any 
ways to make it easier? Are you having any physical 
discomfort from using a computer or other equipment?”

“Are you satisfied with your work-life balance? Are there 
any changes you would like to make?”

ACAS advises:

‘Whatever the age of an employee, discussing their future 
aims and aspirations can help an employer to identify their 
training or development needs and provide an opportunity 
to discuss their future work requirements. For all 
employees these discussions may involve the question of 
where they see themselves in the next few years and how 
they view their contribution to the organisation. A useful 
exercise is to ask open question regarding an employee’s 
aims and plans for the short, medium and long term. Some 
employers may find it useful to hold these discussions as 
part of their formal appraisal process.

The outcome of any workplace discussions should be 
recorded and held for as long as there is a business need 
for doing so. It would be good practice to give a copy to 
the employee.’

http://www.acas.org.uk/index.aspx?articleid=3203

http://www.acas.org.uk/index.aspx?articleid=3203
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Our research shows that flexible retirement is a popular 
option with staff across all ages and across different 
occupations, as 56% (N = 5532) respondents indicated 
that they would consider flexible retirement. 

However, the research also shows that pension provisions 
for flexible retirement, which involves partly retiring and 
start drawing a pension while continuing working for 
the same employer on part-time basis, were poorly 
understood. A very high proportion of respondents 71% 
(N = 5763) indicated that they did not know whether their 
pension scheme allowed for flexible retirement. These 

results suggest that there is scope for promoting better 
knowledge and understanding about flexible retirement 
schemes to help staff to understand what their options are 
once they reach pensionable age and to make informed 
decisions about their late career plans (see also section 
7 on understanding pensions). Where, under pension 
scheme rules, institutions can be flexible about terms of 
employment, many of them seem to offer reduced working 
hours. Figure two below shows the type of flexibility offered 
by a number of institutions that took part in this project 
survey in 2010.

Flexible working offered to staff drawing a pension
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Figure 2

4.2  Option Two: discuss phased retirement schemes with present university

 (N=22)
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Flexible working

As well as flexible retirement, older employees may wish to consider other types of flexible working options, either to reduce 
their working hours or to help combining caring responsibilities with paid employment. Here are some possible models.  

Types of flexible working

Part-time working The most common form of flexible working for people over 60. 

Job share This can be helpful if an employer wants to retain full-time cover, but delivered 
as a job share.  

Regular and occasional 
homeworking

More control and autonomy over working day. Reduces the need for daily 
commuting. May suit people with caring responsibilities.

Fixed term contract An appropriate contract for project work, or to provide cover during restructuring.

Flexitime Allows staff the option to build up time, then take time off at an agreed time.

Compressed hours Allows people to fit a given number of hours into fewer days.

Part-year working Staff work during semester/term time, but may be away over the extended 
summer vacation or at other less busy times. 

Additional planned unpaid leave Some employers allow staff to request additional unpaid leave. At Oxford 
Brookes University, for example, employees may request an additional 5 days 
unpaid leave to be added to their leave allocation at the start of the year. The 
salary cost is spread throughout the leave year to reduce impact  
http://www.brookes.ac.uk/services/hr/cdprp/publications/gpg.pdf (p18).

Career break/unpaid leave This could offer an individual the opportunity to take a break from paid work 
to undertake travel or other leisure activities without permanently leaving the 
employment. In Belgium, for example, all employees are offered the opportunity 
to save up for a ‘Time Credit’ or sabbatical leave which allows them to take up 
to one year’s leave over their working life (Hegewisch, 2009: 17).

Bridging jobs These involve a change of role and responsibilities, often including a reduction 
in working hours. They may be undertaken for a fixed period of time.

4.2.1  

http://www.brookes.ac.uk/services/hr/cdprp/publications/gpg.pdf
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The findings from this project survey show that part-time working is the most common form of flexible working for staff over 
the age of 60, as outlined in figure three. 

Both employers and employees can derive a number of advantages by using flexible working arrangements to extend 
working lives.

Advantages for the employer Advantages for employees

�� Retention of skills and knowledge.

�� Opportunities to employ highly skilled staff on 
short-term projects.

�� Increased flexibility to fill short-term vacancies in 
areas where there is uncertainty about long-term 
structures.

�� Savings in salary costs if people at the top of 
the salary scale choose to reduce their hours or 
change role.

�� Facilitate knowledge flow between different 
generations of employees

�� Finishing a particular project or piece of work.

�� Opportunity to negotiate a more flexible work 
package to suit individual requirements, which 
may include elder care, care for grandchildren, 
other family needs, travel, volunteering or other 
interests.

�� Scope to change role.

�� Opportunities to use skills and experience in 
interesting project work.

�� Opportunities to pass on skills and knowledge, 
and mentor other staff. 

These mutual benefits can be realised if employer and employee negotiate a mutually satisfactory time-framed agreement. 
Circumstances change, but it is helpful for both parties to share their future intentions so far as possible.

Flexible working may become one of the most important operational aspects of the removal of the default retirement age 
(DRA). To date, the legal provision has centred on the rights of parents and carers with either young or disabled children 
to request a flexible working arrangement, but in practice many universities already allow some of their staff to take time 
off at short notice, and work from home. The mode of an employee’s contract i.e. full-time or part-time, is the frame 
in which these allowances are made and that frame is usually rigid and predicated, not unreasonably, on the needs of 
the employer. This kind of flexibility can be difficult to manage and be a cause of resentment between different kinds of 
staff e.g. academic and academic support, parent and childless etc., not least because it can be seen to be outside the 
norm, and require adjustments to other colleagues’ work. At the Open University there is a cultural context within the 
organisation as a whole that regards flexible working as mainstream, not exceptional.

Most usual forms of flexible working for staff over 60
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Case study: flexible working

Case study: The Open University – flexible working 

While it is acknowledged that the Open University is unique and not all of its practices can be readily transferred 
to more traditional universities, it has realised a workforce that is flexible both temporally and geographically. 
The approach it takes is based on fractional contracts, but not job-shares, and responsiveness to the needs of 
its employees and the organisation. Having such a regime allows it to extend flexible working arrangements to 
all categories of staff. And, the system works because supporting the cultural framework there is a robust staff 
development and appraisal system which allows employees to have open conversations about their needs and 
options without fear of detriment.

There are numerous examples of how the system benefits both the organisation and the employer. A student 
services assistant revised his contact from 1.0 (full-time) to 0.8; a staff tutor works on a 0.5 contract in the London 
region and on a 0.3 contract in the East of England region; a member of the London marketing team, initially 
employed on a 0.5 contract, would like to increase the fraction she works to 0.7, and is exploring whether she can do 
this at Milton Keynes. There is a 0.5 contract to work with prisoner students. It is filled by an employee who also has 
additional fractional contracts for other student support work. In each of these cases the University and employee 
has come to an agreement that meets both of their requirements. The student services assistant wanted to reduce 
his hours for a limited period, because he became a father; the staff tutor wanted to work in two different places; 
and the marketer has young children and as she is returning to work wants to ensure the effectiveness and stability 
of her family arrangements before committing to longer hours. But, that is not to say that all employees need to have 
a reason before their request is considered.

It does, though, raise questions about what happens to the odd 0.1, 0.2 etc. bits of contract that are seemingly 
left unfilled. One of two things can happen. Because there are a large number of employees already on fractional 
contracts, when someone wants to reduce the number of hours they work the residual can be taken up by an existing 
employee; or because even a small fractional contract is not exceptional, it can be advertised. The advantage to 
existing employees of taking up another fractional contract is that they then have the opportunity to extend their 
own experience and build different skills. Administratively, there are no additional costs incurred by the University for 
maintaining so many staff on factional contracts. Its systems were designed to accommodate this kind of flexibility.

Until the DRA was removed OU employees were, like all other university employees, expected to retire at a certain age. 
In the last two years, a number of people have requested to stay on in their employment; about 20 per cent have been 
allowed to do so after having successfully demonstrated their business worth to the organisation against strict criteria. 
Now that the DRA has been abolished, it is expected that since there is already a culture of non-standard working 
patterns and openness in discussion about employer/employee needs, both organisational and individual requirements 
will continue to be met. This is expected to be achieved partly through both managers’ and employees’ facility to have 
what might elsewhere be termed ‘difficult discussions’ without awkwardness, truly exploring and frankly discussing 
options. Employees asking to work shorter than full-time contracts will not be seen as an exception, because it is part of 
the work pattern across both genders and all age-groups. 

All Open University managers receive training on staff development and the appraisal system. Age and retirement 
are included in the OU’s equality and diversity e-learning staff training module. 

4.2.2  

For more detailed information about different types of flexible working and how to manage flexible working in Higher 
Education see:

Material from the Flexible Employment Options: developing good management practice HEFCE-funded project.  
http://www.staffs.ac.uk/feo/documents.php 

A guide to work-life balance and good practice at Oxford Brookes University. Oxford Brookes University, 2004.   
http://www.brookes.ac.uk/services/hr/cdprp/publications/gpg.pdf

Working better: a managers’ guide to flexible working, Equality and Human Rights Commission, 2009.  
http://www.equalityhumanrights.com/advice-and-guidance/here-for-business/working-better/working-better-a-
managers-guide-to-flexible-working/

http://www.staffs.ac.uk/feo/documents.php
http://www.brookes.ac.uk/services/hr/cdprp/publications/gpg.pdf
http://www.equalityhumanrights.com/advice-and-guidance/here-for-business/working-better/working-better-a-managers-guide-to-flexible-working/
http://www.equalityhumanrights.com/advice-and-guidance/here-for-business/working-better/working-better-a-managers-guide-to-flexible-working/
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Case study: Australia: the pre-retirement contract

Following the removal of compulsory retirement in all Australian states in the 1990s, the pre-retirement contract 
began to be introduced in Australian universities in the last decade. A pre-retirement contract allows employees to 
voluntarily override the legislative provision and reach mutual legally enforceable agreement with their employers 
about the date of their departure. Employees are offered various incentives to sign a pre-retirement contract though 
the precise conditions relating to application for a pre-retirement contract vary between universities. Eligibility is 
usually determined by a minimum length of service; being of a minimum, and, in some instances, maximum, age; 
and being employed on a reasonably substantial part-time or full-time contract. However, at the University of New 
South Wales applications for a pre-retirement contract must be ‘accompanied by a recommendation documenting 
the cost benefit that substantiates the overall saving to the University.’1 The pre-retirement contracts themselves are 
offered, at different universities, for between six months and five years. They were introduced because, as in the UK, 
a ‘significant proportion of the workforce will be approaching retirement age in the coming years’2, and would appear 
to be one response to the impact of the removal of the default retirement age (DRA). The University of Adelaide has 
outlined the benefits of the contracts. 

Benefits for the university

�� Pre-retirement contracts provide job opportunities for other employees.

�� The contract period allows the University to know when a staff member will retire provides certainty for 
forward/succession planning. 

�� The contract period provides the work unit time for succession planning.

Benefits for the staff member

�� A pre-retirement contract allows a staff member to plan for the future by giving guaranteed employment for the 
duration of the contract.

�� Employees will receive a 10% loading above normal salary, which is superannuable.3 

�� Conversion to a pre-retirement contract can also be combined with part-time employment, enabling employees 
to enjoy the benefits of retirement while at the same time undertaking paid work.4 

While pre-retirement contracts can provide a way of easing a member of staff into retirement, whether through part-time 
work or increased remuneration, their main strength is the greater level of certainty they provide ‘for both the organisation 
and the staff member...[they] are designed to assist with organisational planning and financial management’5.

Examples from other countries: Pre-retirement contracts

It can be useful to consider examples of practice to manage the workforce without mandatory retirement from HEIs in other 
countries like Australia. These examples can provide ideas and stimulate discussion on how best to manage the interests 
of employees in an extended working life and the interests of employers in maintaining an age balance among their 
workforce and ensuring that younger employees have access to jobs and career opportunities. An example of this is the 
pre-retirement contract adopted by universities in Australia as outlined in the case study below. However, it is important to 
bear in mind when considering similar arrangements, that legal frameworks are different in each country and that practice 
in one country cannot be directly imported to another country. Therefore HEIs should seek legal advice to check whether 
pre-retirement contracts would be legal under UK and EU legislation. 

1 Pre-Retirement Contracts, University of New South Wales http://www.hr.unsw.edu.au/employee/gen/preretcontgen.html 
(Accessed 28 February 2011)

2 Pre-Retirement Contracts – Information, Questions and Answers for Staff considering a Pre-Retirement Contract, Australian 
Catholic University http://www.acu.edu.au/__data/assets/pdf_file/0009/48717/Pre-retirement_Contracts_Brochure_Q_and_A_21_
July_2008_iii.pdf (Accessed 1 March 2011)

3 The amount of loading is specific to the University of Adelaide and not all universities make the loading superannuable.

4 http://www.adelaide.edu.au/staff/balance/flexible/pre-retirement/ (Accessed 26 February 2011) [Text has been modified. One of 
the benefits originally apportioned to the staff member – succession planning - is more likely to benefit the university.]

5 Pre-retirement Contract Policy, Macquarie University http://www.mq.edu.au/policy/docs/pre_retire/policy.html (accessed 26 
February 2011)

4.2.3  

4.2.4  

continued >

http://www.acu.edu.au/__data/assets/pdf_file/0009/48717/Pre-retirement_Contracts_Brochure_Q_and_A_21_July_2008_iii.pdf
http://www.acu.edu.au/__data/assets/pdf_file/0009/48717/Pre-retirement_Contracts_Brochure_Q_and_A_21_July_2008_iii.pdf
http://www.adelaide.edu.au/staff/balance/flexible/pre-retirement/
http://www.mq.edu.au/policy/docs/pre_retire/policy.html
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Their attraction for employees lies in the flexibility they provide. They are negotiable and, at Murdoch University, 
‘Typically one of the options below would be agreed upon as elements of the Pre-Retirement Contract - Salary 
Loadings, Fractional Appointment or Recognition of Prior Service. 

a. Salary Loadings

i. Employees who relinquish continuous employment to take up a fixed term (full time) Pre-Retirement 
Contract may be paid a salary loading, subject to negotiation.

ii. Typically that loading will be between 10% to 20% of annual salary for a Pre-Retirement Contract of 
between 1 and 2 years duration.

iii. University superannuation contributions will be paid on gross salary and the salary loading.  

iv. The salary and loading will be taxed at the employee’s marginal tax rate.

b. Fractional Appointment

Pre-Retirement Contracts offered on a fractional basis may allow for the University’s contribution to 
superannuation as if the contract were full time, providing the employee maintains their full employee 
payments, if required.

c. Recognition of Prior Service

i. At the completion of a fixed term Pre-Retirement Contract the employee may be paid a separation 
payment which recognises prior service to the University.

ii. The separation payment will be equivalent to 1 week per completed year of service, capped at 26 weeks.

iii. This option will only be made available to employees who have completed a minimum of 15 years 
continuous service.6 

Charles Darwin University gives comprehensive information about the process, and provides a flow chart which 
details the course of an application and those responsible for it (see online resources below).7 

Signing a pre-retirement contract does not necessarily mean the end of a remunerative relationship between the 
employee and university. At the Australian Catholic University there is the possibility of being employed on a post-
retirement contract, but the University of Melbourne is quite clear that ‘A pre-retirement contract is not convertible to 
a continuing appointment. A further fixed term contract may not be offered after the completion of a pre-retirement 
contract’. 

The information in this case study is drawn from practice at the following Australian universities:

University of Adelaide, Australian Catholic University, Macquarie University, Murdoch University, Charles Darwin 
University, University of Melbourne, University of New South Wales and further details of particular schemes can be 
found on these universities’ websites as well as The University of Sydney’s policy and guidelines for creating and 
managing flexibility options which is at http://www.usyd.edu.au/hr/policydev/staffing_flexibility_strategies_for_
managing_flexible_transition_to_retirement.pdf

6 Human Resources Policies and Procedures Manual, Conditions of Employment, Pre-Retirement Contracts, Murdoch University 
http://www.hr.murdoch.edu.au/staff/policy/PH0006.html (accessed 26 February 2011)

7 Pre-retirement Contract Process, Charles Darwin University http://www.cdu.edu.au/governance/documents/Pre-
retirementContractProcess_000.pdf (accessed 26 February 2011)

http://www.usyd.edu.au/hr/policydev/staffing_flexibility_strategies_for_managing_flexible_transition_to_retirement.pdf
http://www.usyd.edu.au/hr/policydev/staffing_flexibility_strategies_for_managing_flexible_transition_to_retirement.pdf
http://www.hr.murdoch.edu.au/staff/policy/PH0006.htm
http://www.cdu.edu.au/governance/documents/Pre-retirementContractProcess_000.pdf
http://www.cdu.edu.au/governance/documents/Pre-retirementContractProcess_000.pdf
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Option Three: Resign and maintain contacts with the university 
Retirement is not necessarily the end of an individual connection with an HEI. There are a number of ways in which a 
relationship can be maintained. Our research shows that many universities offer some kind of post-retirement provisions 
as indicated by Figure four below.

Post-retirement provision offered by HEIs
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Figure 4

It might be worthwhile for universities to consider investing in post-retirement facilities to meet the interests of those staff, 
especially academics, who wish to continue to undertake some academic activities without necessarily continuing to be 
employed. Here are some examples: 

4.3

Case study: Making retirement more appealing 

‘Cornell University in the United States, adopted a plan to improve the status of older faculties and to make 
retirement more appealing. Their plan provides small research stipends for retirees for a five years period, 
guaranteed shared office space, opportunities for part-time teaching, continued supervision of graduate students, 
and to apply for external grants’ (Dorfman, 2005: 710) 

4.3.1

(N=54)
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Case study: The UC Berkeley Retirement Center

The retirement centre at the University of California, Berkeley may be the most well-established university retirement 
facility in the United States. Its roots are in Retiree and Emeriti Associations that were formed in the late 1970s and 
early 1980s, and it now boasts almost 14,000 constituents (members). It ‘is dedicated to developing programs and 
services that contribute to the well being and creativity of retired faculty, staff and their families and that support the 
UC community’. The Centre is run by two full-time and one part-time staff, who are supported by seven student 
employees. There is also a sixteen strong policy board which includes a senior member of the University’s staff. 
Essentially, the Centre liaises with the University to provide services and access for retired staff and administers the 
operation. It has a well-maintained and informative website, and produces a newsletter.

Programmes 

The Retirement Centre offers programmes and services that relate to aspects of individual’s life immediately prior to, 
and post, their retirement, as well as access to social, cultural and sporting campus events.

Programmes and resources that centre on the practicalities of retirement include:

A seven part pre-retirement planning course which is focussed on financial and legal planning and general well-being that 
run on half days over seven consecutive weeks. The course is open to those planning to retire within a five year period. 
Financial and legal planning is not solely concerned with pension income and it maximisation, but also considers social 
security, housing, estate planning and post-retirement income from other sources. The general well-being part of the 
course looks at the transition to retirement, and health. 

The health component is supplemented by comprehensive resources on the Centre’s website that provide practical 
information on healthy living. As well as encouraging healthier lifestyles, the Living Well pages link to external 
resources that provide nutritional and exercise information which include calorie values for food and activity.

Separate financial planning workshops are offered to members of the Centre and cover investment and portfolio 
building.

Numerous external links are given on the website directing retirees to employment and volunteering opportunities. 
Until October 2010 the Centre had run Retiree Work Opportunities which had advertised short-term/temporary 
vacancies at the Berkeley Campus. These web pages were discontinued as being superfluous to the general 
campus recruitment system. 

Learning in Retirement

The Centre’s Learning in Retirement programme is free and open to constituents and their partners. Lectures on the 
natural and social sciences, humanities and arts are given during four or five two- hour afternoon sessions. 

Services

A number of privileges that allow retirees to remain part of the university community are available to them.

�� Library cards are free

�� Discounted parking on campus is available

�� A Berkeley.edu email address can be retained either through a one off payment of $10 if supported by an 
external service provider, or through the university for an annual charge of $70

�� Staff rates for season ticket purchases for intercollegiate sports such as (American) football and basketball 
apply

�� Discounts for among other things eye care, museum entry and computer purchase  

4.3.2
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Case study: Retaining knowledge and expertise of retired staff 

In 2005 the University of London’s Institute of Education launched an initiative to get retirees to share their 
knowledge and expertise to support the professional development of other staff. The initiative is also seen as a 
way of stamping out ageism in the workplace. Retired staff contribute to retiring workshops, give coaching and 
mentoring, assist with drafting research proposals, facilitate lunchtime or end of day workshops and support staff 
with promotion applications.

Retired members of staff also carry out part-time paid or voluntary activities for the institution. They may be invited 
to return to carry out particular projects, give leadership or expertise in specialist areas, cover roles during periods 
of transition, contribute to fundraising, serve as trustees, serve as members of advisory or ethics boards, work 
in outreach work such as visiting schools and community organisations or assist with large-scale events such as 
university visit days. 

To ensure that this is a satisfactory experience, retired staff need access to a space to work, computer, email and 
administrative support. It is also essential that there is clarity on job descriptions, so that everyone knows what the 
retired person is contributing.

Adapted from information in Lodge., C. and Carnell, E. (2011). Retired but still a physicist. Institute of Physics. 
Available online at http://www.iop.org/careers/workinglife/articles/page_48270.html

4.4  

4.3.3

Academic and professional university staff have developed 
significant human capital during their employment 
and some may decide permanently to leave university 
employment and to establish themselves as a consultant.  
In their new role they would be able to offer their services 
to the university and to other organisations. Universities 
may wish to consider helping staff who may be thinking of 
becoming self-employed by offering workshops on self-
employment options including consultancy.    

There are also opportunities for people to contribute their 
skills and experience to the community through appointment 
to the board of a public body or government committee. 
Around 18,500 people in the UK hold a public appointment 
on over 1,200 public bodies including health authorities, 
NHS trusts and primary care trusts; national museums and 

galleries; key regulatory bodies such as the Competition 
Commission, the Environment Agency, the Equality and 
Human Rights Commission; expert advisory bodies such as 
the Committee on Standards in Public Life and a number of 
specialist scientific and technical committees.

People may also wish to contribute to civic and voluntary 
activities closer to home, where their knowledge and 
experience are very valuable. Examples include becoming 
a local councillor, or a school governor, a trustee of a 
local charity, or a member of a special interest group. For 
some individuals this may be a development of previous 
engagement with a voluntary organisation, perhaps 
supported by an institution’s Volunteering Policy or 
community links.

Option Four: Consultancy or freelance work outside the institution

http://www.iop.org/careers/workinglife/articles/page_48270.html
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Work ability

Work Ability is a measure of the inter-relationship between the work capacity of the worker and the 
work he or she does. The concept derives from the work of Professor Juhari Ilmarinen, Director of the 
Department of Physiology in the Finnish Institute of Occupational Health (FIOH). It takes into account all 
the factors that might influence the work capacity, and make the job more or less do-able. 

Poor work ability might be caused by poor health, poor 
work competence, skills or knowledge, inappropriate 
values and attitudes, poor working conditions or 
management. According to this concept the issue is 
not the presumed decline in work performance of older 
workers, but the poor design of jobs, which fail to take 
account of changing human abilities. As workers age, work 
should become less physically demanding and instead 
‘include more of the mental characteristics that improve 
during their career’ (Ilmarinen, 2001: 548). ‘We have been 
blaming the wrong source – the human beings – saying 
‘you are poor’ although really it’s the job that is poor’ 
(Moving the Finnish Line at Work, BBC News 2004).

A key idea is that various interventions can be introduced 
to improve or maintain work ability. Maintaining work 
ability to prevent early retirement through ill-health and 
other causes has now become a central aspect of human 
resources policy in Finnish workplaces. A work ability 
index is widely used, which is based on a self-assessment 
questionnaire. Statistically, people are more likely to 
develop a disability or serious health problem as they get 
older. The age group from 50 upwards are a key target 
group for the work ability approach. Professor Ilmarinen 
has concluded that the three most effective positive 
interventions are:

�� Educating line management on the needs of older 
workers;

�� Reducing repetitive movements;

�� Increasing vigorous exercise (especially in leisure time).

Maintaining work ability is a task of personnel administration, 
line management, and occupational health and workplace 
health and safety services. Employers should work with 
occupational health experts to ensure older workers 
have access to programmes to promote wellbeing and 
provide early warning of ergonomic adjustments needed to 
enable people to continue working. Employers should also 
monitor stress and long hours working and obtain expert 
assistance in ensuring well--managed work flows and 
tasks. These measures will benefit the whole work force but 
will be particularly beneficial in preventing early retirement 
of managers and professionals who are most likely to 
experience stress and long hours.

A holistic approach to health was central to the HEFCE-
funded Wellbeing Project to improve staff performance 
through a focus on wellbeing and engagement. The project, 
which has now been handed over to the Universities 
and Colleges Employers Network (UCEA) has a range of 
resources to share. http://www.wellbeing.ac.uk/

Everyone changes, and people age differently. Physical 
changes can often be compensated for by greater 
experience. The Health & Safety Executive (HSE) suggests 
that employers note the following points in considering 
individual circumstances:

�� Carry out risk assessments routinely, not just when 
an employee reaches a certain age

�� Assess the activities involved in jobs and modify 
workplace design if necessary

�� Make adjustments on the basis of individual and 
business needs, not age

�� Consider modifying tasks to help people stay in work 
longer, but make sure you provide appropriate retraining

�� Allow staff to change work hours and job content

�� Don’t assume that certain jobs are too demanding 
for older workers - base decisions on capability and 
objective risk - not age

�� Encourage or provide regular health checks for all 
staff, regardless of age

�� Persuade staff to take an interest in their health and 
fitness

�� Consider legislative duties, such as the Equality Act 
or flexible working legislation. These could require 
businesses to make adjustments to help an employee 
with a health issue or consider a request to work flexibly

(from HSE advice on age http://www.hse.gov.uk/
diversity/age.htm)

5

http://www.wellbeing.ac.uk/
http://www.hse.gov.uk/diversity/age.htm
http://www.hse.gov.uk/diversity/age.htm
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TAEN has prepared a Briefing on the Finnish concept of 
Maintaining Work Ability. http://taen.org.uk/uploads/
resources/Briefing_on_Work_Ability_web.pdf

Ilmarinen, J. (2006) Promotion of Work Ability and 
Employment of Ageing Workers in Finland (presentation). 
Bratislava: Institute for Public Affairs http://www.ivo.sk/
buxus/docs/Plus_pre_zeny_45/Ilmarinen_15_11.ppt#2

Moving the Finnish Line at Work, BBC News 2004, 
available online at http://newsvote.bbc.co.uk/mpapps/
pagetools/print/news.bbc.co.uk/1/hi/world/europe

The Work Ability Index can be found in Morschhäuser, 
M. and Sochert, R. Healthy work in an aging Europe: 
strategies and instruments for prolonging working life. 
Federal Association of Company Insurance Funds, 2006. 
http://www.ageingatwork.eu/resources/health-work-
in-an-ageing-europe-enwhp-3.pdf

However, it should not be assumed that older workers will 
have poorer health. Research by the Equality and Human 
Rights Commission showed that 62% of the workers they 
interviewed over the age of 50 described themselves as 
feeling as fit as ever, with structural and attitudinal barriers 
limiting their ability to contribute. 

Maitland, A. Working better: the over 50s, the new work 
generation (2010) Equality and Human Rights Commission. 
http://equalityhumanrights.com/uploaded_files/
publications/workingbetter_over_50s.pdf

Integral workplace health age 
management

Due to demographic change it is increasingly important 
that staff remain healthy, motivated, competent and 
productive in the workplace. Traditional human resource 
management has focussed on skills and knowledge of 
employees, but this may need to be extended to their 
health, wellbeing and lifestyle behaviour.  

There are many kinds of age that may have an impact on 
an individual’s work: these include calendar age (number 
of calendar years), functional age (number of years 
performing a job), organisational age (number of years 
working at the company), psychological age (self perceived 
age) and life span age (life stage).  

Age management distinguishes between curative actions 
(to reduce the effects of ill health or limited workability) and 
preventive actions (continuous development of skills and 
knowledge, providing enough variation in tasks and jobs, 
and promotion of a healthy lifestyle). 

This approach to human resource management has 
been explored in the Ageing at Work two year project 
(2008-2009) within the framework of the Leonardo da 
Vinci Lifelong Learning Programme 2007-2013 of the 
European Commission. http://www.ageingatwork.
eu/?i=ageingatwork.en.about

5.1

http://taen.org.uk/uploads/resources/Briefing_on_Work_Ability_web.pdf
http://taen.org.uk/uploads/resources/Briefing_on_Work_Ability_web.pdf
http://www.ivo.sk/buxus/docs/Plus_pre_zeny_45/Ilmarinen_15_11.ppt#2
http://www.ivo.sk/buxus/docs/Plus_pre_zeny_45/Ilmarinen_15_11.ppt#2
http://newsvote.bbc.co.uk/mpapps/pagetools/print/news.bbc.co.uk/1/hi/world/europe
http://newsvote.bbc.co.uk/mpapps/pagetools/print/news.bbc.co.uk/1/hi/world/europe
http://www.ageingatwork.eu/resources/health-work-in-an-ageing-europe-enwhp-3.pdf
http://www.ageingatwork.eu/resources/health-work-in-an-ageing-europe-enwhp-3.pdf
http://equalityhumanrights.com/uploaded_files/publications/workingbetter_over_50s.pdf
http://equalityhumanrights.com/uploaded_files/publications/workingbetter_over_50s.pdf
http://www.ageingatwork.eu/?i=ageingatwork.en.about
http://www.ageingatwork.eu/?i=ageingatwork.en.about
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Age and Disability
There are over ten million people in the UK with a long-term illness, impairment or disability. ‘The prevalence of disability 
rises with age. Around one in 20 children are disabled, compared to around one in seven working age adults and almost 
one in two people over state-pension age in Great Britain.’ (Family Resource Survey 2009/10). Sometimes becoming 
disabled is a gradual process, not recognised by the individual or line manager. For others there is a sudden diagnosis 
with a significant medical condition, followed by process of adjustment over a period of time to cope with the disability. 
The following hypothetical case studies are provided as a training resource to stimulate discussion. Both are common 
situations with an ageing workforce.

5.2

Disability case study: Jan

During a 1:1 session, Jan tells you that she is feeling increasingly anxious about her future. She is experiencing pains 
in her wrists and arms whenever she uses a computer. She has been to see her doctor, who has said that she 
may have Repetitive Strain Injury (RSI) but it is difficult to give an exact diagnosis. Jan lives by herself. She wants to 
continue working as long as possible since she’s not very well off.

Is Jan disabled? 

If Jan’s wrist problem has continued for more than a year, she is likely considered disabled in terms of the Equality 
Act definition, since it affects her ability to carry out normal day-to-day activities. 

How could she be supported at work?

It may be helpful to involve Occupational Health or a Staff Disability Adviser or assistive technology specialist to 
explore whether there is equipment that might help Jan, such as an ergonomic mouse. She may find assistive 
software helpful too, such as voice recognition software that would convert her spoken words into written text. There 
is also mouse-click software available, that would reduce the number of mouse clicks that need to be carried out. 
Jan may need advice about good working habits, and the importance of taking regular breaks. External funding may 
be available through Access to Work.

What do you say to Jan about her wish to continue working?

If Jan can find solutions that will enable her to use her computer, her wrist problem need not prevent her from 
exploring ways to continue working. She may find it helpful to explore part-time working options, to avoid 
overstraining her wrist. 
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Disability case study: Mike

Mike is a longstanding member of staff in IT Services. He’s recently got a new manager, who complains that Mike 
fails to do what he is asked. When she challenges him he is defensive, and says that nobody has ever complained 
about him before. He complains that the line manager creeps up him and tries to catch him by surprise. Mike’s 
colleagues have noticed that he is becoming increasingly touchy, and he has accused them of ignoring him. Mike’s 
difficulties are caused by age-related hearing loss, but his line manager and colleagues are unaware of this. 

How can Mike’s line manager and colleagues initiate discussions about his difficulties?

Line managers should always investigate the possibility of an undisclosed disability or other issue where there are 
concerns about changes in performance. The line manager could have a private meeting with Mike to explore the 
reasons for his behaviour. The manager might start by recognising that Mike’s experience is an asset to the team. 
He/she could then give a recent example when Mike failed to carry out instructions and ask Mike to help him explore 
the reasons for that behaviour. Doing this in a non-judgemental way may make it easier for Mike to admit that he 
didn’t hear the original request.  

A friendly colleague might able to have a private chat with Mike, and ask him why he believes his colleagues are 
ignoring him.

Mike may not be aware of the extent of his hearing loss, especially if it has taken place over an extended period. It 
may take someone else to notice his hearing loss and make his aware of it e.g. “notice that you seem to be missing 
conversations, and I wondered whether you had been to your doctor for a hearing check recently?” He may need 
gentle encouragement to make an appointment. The outcome may be a referral to a specialist.

Is Mike disabled?

Yes, people with hearing loss are considered disabled in terms of the Equality Act since the condition is likely to last 
longer than a year.

How could he be supported at work?

Mike’s line manager and colleagues may be able to alert him to sources of advice and support within the institution, 
such as the disability adviser, occupational health team or trade union welfare officer, and encourage him to make 
contact. Such people could meet Mike and his manager to discuss possible support. Advice and information may 
also be available externally, from the RNID or local groups.

Many of the adjustments Mike needs at work can be achieved at little or no cost. Once the line manager is aware 
of Mike’s difficulty in hearing her higher-pitched voice, she ensures she has his attention before she speaks to him, 
faces him when she is speaking, and checks that he has understood her message. She sends him emails about 
complex tasks, giving both of them a record. They decide to rearrange the office, so that Mike is facing into the room: 
this means that he sees people coming towards him and doesn’t feel they are creeping up on him. Mike explains his 
hearing loss to his colleagues, who respond sympathetically. The line manager arranges a Deaf Awareness training 
session for the whole team.  

Mike tries a telephone with a volume adjustment. He finds that if he increases the volume he can usually hear what 
is being said. If his hearing deteriorates further, he may find a telephone with adjustable tone balance useful. Mike’s 
contact with colleagues outside his work department is already via email.    

Does the hearing loss affect Mike’s options when he reaches pensionable age?

Provided Mike is able to perform his role satisfactorily with the help of reasonable adjustments for his disability, his 
options at pensionable age will be the same as those for any other employee. If they were not, then this would be a 
case of direct discrimination on the grounds of disability.
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Performance management

The removal of mandatory retirement has brought into focus staff performance management as 
evidenced by this project survey’s results which show that almost 60 per cent of the respondents 
believe that the abolition of the DRA will induce a more ‘robust’ performance management. 

It is important to be aware however, that such belief may 
be underpinned by ageist stereotypes which assume 
that work performance declines with age. There is no 
conclusive evidence to show that there is a link between 
age and work performance (Waldam and Aviolo, 1986; 
McEvoy and Cascio, 1989) and, especially with regard 
to older workers, ‘gerontological science demonstrates 
that individuals must be assessed as individuals and 
not assumed to possess the average properties of their 
age group’ (Grimley Evans, 2003: 16). Moreover, some 
cognitive functions may improve with age e.g. ‘control of 
use language or the ability to process complex problems 
in insecure situations’ (Ilmarinen, 2001: 548). Employers 
should review organisational policies and working practices 
to ensure there is no age bias that could negatively affect 
the way in which employees’ performance is judged. 
Mechanisms should be put in place to ensure consistency 
and fairness in the way staff performance is appraised 
across all age groups. 

The importance of avoiding age discrimination in 
performance management is also highlighted in the ECU/
UCEA age discrimination guidance note on performance 
management, which also emphasises the importance of 
checking job descriptions for potentially discriminatory 
elements and of giving all employees access to the 
training and development they may need to improve their 
performance.

http://www.ucea.ac.uk/download.cfm/
docid/98D80918-DC57-1366-81461552D48983D5

Line managers have a key role to play in managing 
performance since ‘employee performance is as much a 
function of the quality of managers as it is of the skills and 
competences of employees’. (Banfield and Kay (2008: 271). 
Training and development of managers are essential to 
enable them to manage performance effectively. 

The University of London’s central administration 
functions has developed a comprehensive Performance 
Management Framework which is designed to:

�� plan an employee’s performance by agreeing 
objectives and developmental goals;

�� support an employee’s performance through 
feedback and coaching;

�� review an employee’s performance 

Their Appraisal Toolkit includes competency models 
developed for different departments and it can be viewed 
on their web-site http://www.london.ac.uk/4669.html.

The University of Gloucestershire recognises that improving 
individual and organisational performance requires an 
integrated approach. It brought together ten tools in a 
People and Performance Toolkit: Recruitment, Induction, 
Probation, Effective Line Management, Individual objective 
setting, Targets and performance standards, Measuring 
performance, Appraisal/Staff development review, Staff 
development and development planning, Managing 
behaviour and dealing effectively with problems.

See the online resource guide for hypothetical case studies 
that can be used for training purposes and to stimulate 
discussion.

http://www2.glos.ac.uk/offload/departments/
personnel/PeopleandPMshortguide.PDF
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Understanding pension provisions 

Unless people understand how pensions work and engage with financial planning at a sufficiently 
early stage in their working life, they are likely to be constrained in the choices they make on reaching 
pensionable age.

If a higher education institution is concerned about 
numbers of staff wanting to continue working beyond 
pensionable age for financial reasons, it has an incentive 
to increase levels of financial knowledge throughout its 
workforce.

General financial education is needed on topics such as 
how pensions work, state pensions, how much money may 
be needed in retirement. Personal advice is also needed 
for individuals about the impact of decisions earlier in their 
working lives on pensions, such as taking maternity leave, 
career breaks or reducing hours.

There is an increasing recognition that financial worries 
are a cause of stress for employees, and that access to 
financial advice may reduce this

The Money Advice Service and the Pensions Advisory 
Service offer free workshops for employees, a range 
of excellent guides, calculators and other tools on their 
websites, and telephone advice lines. For employers 
these free workshops may be a way to engage, retain and 
motivate employees and highlight the employee benefits 
package. For employees, free unbiased advice may help to 
improve their financial wellbeing.

Money Advice Service  
http://www.moneyadviceservice.org.uk/

Pensions Advisory Service  
http://www.pensionsadvisoryservice.org.uk/

Women are more likely than men to have interrupted, part-
time or lower-paid employment histories, so it is particularly 
important that they are encouraged to build up their own 
pension contributions. Relationship breakdowns occur at 
any age, and have a profound impact on a woman who 
has relied on her husband’s pension contributions. The 
Pensions Advisory Service has a Pensions Advice Booklet 
for Women http://www.pensionsadvisoryservice.org.
uk/media/109/womenpensions6.pdf and a Pension 
Helpline for Women 0845 600 0806.

Interactive online calculators and other tools help an individual 
to start to think about their own financial needs in later life. 
The Build a Better Future website http://betterfuture.direct.
gov.uk/ uses colourful graphics to encourage people of all 
ages to start thinking about pensions.  

Employers should support employees in understanding their 
pension, and the implications of their employment choices for 
pensions. Pension schemes vary in their detail, and advice 
should always be sought about an individual’s position.

Questions employees might need to ask include:

“Does my pension scheme allow me to defer taking a 
pension? Is there a financial benefit?”

“Does my scheme let me start taking my pension 
while I carry on working?”

“How will my pension be affected if I reduce my 
hours in the years leading up to reaching state 
pensionable age?”

“How do I get an estimate of my current pension 
benefits?”

Employees may need help in understanding and 
interpreting information on pensions. Some information is 
available on pension scheme websites, but it can be difficult 
for an individual to relate this to their own circumstances.

Local Government Pension Scheme  
http://www.lgps.org.uk/

Teachers’ Pensions Scheme  
http://www.teacherspensions.co.uk

Universities Superannuation Scheme  
http://www.uss.co.uk
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Examples of managing extended working lives from other sectors

The following examples give a snapshot of experience form other sectors of managing extended 
working lives. Many of these organisations anticipated the ending of the default retirement age by 
voluntarily removing the retirement age. Far from creating difficulties, they see this as a positive step 
that has had benefits for their organisation.

Department of Work and Pensions (DWP)

The DWP took the lead in ending mandatory retirement 
in advance of the government’s removal of the default 
retirement age. One of the benefits that they have identified 
is that costs are reduced, since retirements are spread over 
a longer period, rather than clustered at 60. There was also 
a very positive reaction from employees who welcomed the 
increase choice and felt more in control of key life decisions.

ASDA

Supermarket chain ASDA reviewed and re-launched its 
flexible working programme in 2008 and introduced a 
‘Seasonal Colleagues’ scheme to replace previous use of 
temporary workers. ‘Seasonal Colleagues’ are workers with 
a permanent contract to work at peak times of the year. This 
means that the business retains skilled and experienced 
colleagues, while employees benefit from improved job 
security and reduced paperwork. This scheme, like all 
ASDA’s flexible working options, is open to people of all ages.

B&Q 

B&Q removed its retirement age in 1990 and has gained 
a high reputation for its employment of older workers.  
One of the keys to its success has been a robust and 
transparent performance management framework, which 
includes annual and quarterly performance reviews, 
management development reviews. Succession planning. 
Career development opportunities, long or short-term 
secondments, performance improvement plans for under-
performers to help identify and address concerns and 
supporting employees to ‘get back on track’ either in their 
existing role or in an alternative role that better matches 
their skills and strengths.

COOP

The Co-operative Group recognises that employing and 
retaining a diverse workforce is critical to its business 
success. It believes that to use people’s skills effectively, 
employment decisions should be based on competencies, 
qualifications, skills and potential rather than chronological 
age. The Co-operative Group removed their contractual 
retirement age altogether in 2006. A Group-wide 
communications campaign and age positive awareness 
training for managers supported the process and at that time 
all employees over the age of 55 were contacted. Employees 
who choose to continue working are able to continue in the 
Group’s pension scheme, and draw on their pension whilst 
continuing to work for the Group. There are currently 1,957 
valued employees of the Group over the age of 65.

JD Wetherspoon

Older staff are welcomed at all levels of the business, 
from part-time bar work to managerial posts. Feedback 
from pubs which employ older workers suggests they 
are particularly stable, with low absence, a strong work 
ethic and a commitment to the business. Training is also 
available at all levels and Wetherspoon have a number of 
older employees who have progressed to manager level. 
Turnover of pub managers at Wetherspoon is half that of 
the industry average.

These examples were adapted from:

Good practice case studies: managing without a fixed 
retirement age. Age Positive and DWP, 2011.  
http://www.dwp.gov.uk/docs/good-practice-
managing-without-fixed-retirement-age.pdf

Making the case for removing retirement age. Employers’ 
Forum on Age, 2007.
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External resources

For employers

Age and the workplace. (2011). ACAS.  
http://www.acas.co.uk/CHttpHandler.ashx?id=588&p=0 

Age discrimination guidance notes (2006). ECU/UCEA. 
Available online at http://www.ucea.ac.uk/en/Employee_
Relations/equality_and_diversity/age_diversity.cfm

[Useful guidance notes on Pay and Benefits, Recruitment 
and Selection, Performance Management, Flexible 
Working, Training and development and Retirement, 
Pensions and Redundancy.]

Ageing at Work. European Commission. Available online at 
http://www.ageingatwork.eu/?i=ageingatwork.en.about

[A project from the European Commission on developing 
training for HR professionals on age management with a 
particular focus on health]

Answers to employer questions on older workers and 
retirement (2011). Age Positive. Available online at:  
http://www.dwp.gov.uk/docs/answers-to-employer-
questions.pdf

[Common fears and misconceptions are countered by the 
experiences of other employers.]

Best practice summaries: AARP best employers 
for employees over 50 award – international (2011). 
AARP. http://taen.org.uk/uploads/resources/
AARPBestPracticeSummaries2011.pdf

Employers for Carers. Available online at:  
http://www.employersforcarers.org/

[A service for employers to help them retain the employees 
with caring responsibilities.]

Flexible Employment Options: developing good 
management practice (2007). Staffordshire University 
Available online at http://www.staffs.ac.uk/feo/
documents.php 

[This HEFCE-funded initiative researched and developed 
a range of flexible working options suitable for higher 
education, provided training and created resources.

Good practice case studies: managing without a fixed 
retirement age (2011). Age Positive. Available online at:  
http://www.dwp.gov.uk/docs/good-practice-
managing-without-fixed-retirement-age.pdf

Managing age (2011). CIPD and TUC. Available online at:  
http://www.tuc.org.uk/extras/ManagingAgeGuide.pdf

[Updated guidance on managing the workforce.]

Manfredi, S., Holliday, M. and Moran, B. (2004). A guide 
to work life balance and good practice at Oxford Brookes 
University. Available online at http://www.brookes.ac.uk/
services/hr/cdprp/publications/gpg.pdf

Managing without fixed retirement: a checklist and first 
briefing for HR managers (2011). TAEN. Available online at:  
http://taen.org.uk/uploads/resources/Managing_
without_Fixed_Retirement.pdf

[Advice on managing during the transition arrangements for 
the removal of the DRA.]

Remote manager’s toolkit: getting the most out of new 
ways of working (2008). British Telecom. Available online at: 
http://www.insight.bt.com/upload/Remote%20
Managers%20Toolkit.pdf

Workforce assessment tool (2010). TAEN and AARP. 
Available online at http://taen.org.uk/resources/view/127

[A free online tool to help employers assess their current 
and future workforce needs, assess skills shortages due to 
staff attrition and create a work environment that attracts 
qualified workers of all ages.]

Workforce management without a fixed retirement age. 
(2011). Age Positive. http://www.dwp.gov.uk/docs/
workforce-mgt-without-fixed-retirement-age.pdf

Working better: a managers’ guide to flexible working 
(2009). Equality and Human Rights Commission. Available 
online at http://www.equalityhumanrights.com/
uploaded_files/Employers/flexbetterworkingguide.pdf

[This shows how for managers confronted with a business 
problem, such as offering services over extended opening 
hours, flexible working can be the answer. It shows how 
managers and employees can work together to design an 
approach that satisfies everyone. It includes case studies.]

For employees

Rethinking retirement: an employee’s guide to working 
life without a default retirement age (2011). TAEN for 
SAGA. Available online at http://www.inmyprime.info/
documents/Rethinking-retirement-for-employees.pdf

Skills assessment: a self-assessment tool for older workers 
(2005). Fair Play for Older Workers Project. Available 
online at http://taen.org.uk/uploads/resources/Skills_
Assessment_Toolkit_for_Older_Workers1.pdf

[A tool developed to help older workers think about what 
they can offer potential employers.]
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