
Utilization of Older Manpower

By Harland Fox

THE United States is very rapidly becom-
ing a nation of older people. The
idealized picture of the typical Ameri-

can male as a clear-eyed, virile young man fear-
lessly facing the challenge of the frontier may
have been partially accurate a century ago when
half the people in the nation were under 19.
But, difficult as it is to admit, that youth of 1850
has now been displaced by a 30-year-oId man
whose hairline is inexorably receding, whose
waistline is just as inexorably proceeding; for
today half of our population is over 30. If cur-
rent population trends continue, in not too
many years the typical American male may well
resemble the cartoonist's version of a bearded
Uncle Sam.

These distressing changes in the physical pic-
ture of the typical American male are due
primarily to the fact that today more people are
reaching old age than at any other time in our
history; every day some 2,700 pass the 65-year
mark. Such facts — demographic facts, as they
are called — have long been known by popula-
tion experts whose business it is to collect such
dreary information. But it is only since World
War II that there has been any general aware-
ness that the age trend has serious social and
economic implications for the nation. As a re-
sult, "problems of the aged" have recently re-
ceived recognition in the literature of nearly
all social sciences and many biological sciences,
particularly medicine. (For instance, an in-
creasing number' of doctors are specializing
in "geriatrics," which is the opposite of "pedi-
atrics.")

Doctors, psychologists, sociologists, econo-
mists, and businessmen all have different ap-
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proaches; each group emphasizes different as-
pects. But on one thing they agree: problems
arise to the extent that older workers have to
give up work before they are ready to — physi-
cally, financially, or psychologically. The larger
the amount of employment available for them,
the less serious the problems. And, of course,
the panacea, if there could be one, is that all
older people should participate in employment
as long and steadily as they are able and want to.

What are the prospects of employment for
older workers in an aging industrial society
like ours? No matter what the complicating
factors and other questions requiring analysis
and solution, it is simply common sense to start
from this basic point.

Accordingly, the purpose of this article is to
examine the question of work opportunities for
the aged from the specific standpoint of private
industry. For purposes of analysis, the main
question will be broken down as follows:

(1) What are the over-all dimensions and major
facets of the picture which industry must take into
account?

(2) To what extent, and why, are individual
companies now using manpower of post-retirement
age (over 65), including both (a) workers who can
still handle their usual jobs when they reach retire-
ment age and (b) those who cannot?

(3) Do workers actually prefer not to retire if
continued work is available?

(4) How are workers in the pre-retirement
period (between 45 and 65) affected, particularly
by so-called maximum hiring ages?

(5) What general guides for action can be set
up on the basis of such experience and research
data?
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EXHIBIT I. PERCENTAGE OF UNITED STATES POPULATION IN MAJOR AGE GROUPS, 1900-2000
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Joint Legislative Committee on Problems of the Aging, Legislative Document No. 61, 1948), p. 191.

The material to be presented is drawn pri-
marily from data collected by the Industrial Re-
lations Center of the University of Minnesota
in the course of two years' research into the
utilization of older manpower in the Minne-
apolis area,^ supplemented by study of pub-

^ The Staff Members who participated in this study in-
clude C. Harold Stone, Theodore Lindbom, Kenneth Aw-
sumb, Douglas Irvine, Rolf Gangard, and Josephine Welch.

lished experience and analysis in the form of
an extensive bibliography specially collected
for this purpose.

Specifically, 168 firms employing 56,749 people
were included in our Minneapolis sample. Over
85% of the firms in the area employing more than
100 persons were covered, and at least half of the
firms with less than 100 but more than 50 em-
ployees.
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In terms of companies, manufacturing firms with
less than 500 employees were most prominent in
the sample; specifically, 43% were manufacturers,
and 90% had less than 500 employees. In terms of
individuals, however, the sample consisted mainly
of hourly paid workers in manufacturing firms
with over 500 employees; actually, more than half
(57%) of "̂ he individuals covered were employed
by the 10^ minority of firms with over 500 on their
payrolls.

This representative segment of American indus-
try, in one of the country's major labor markets,
was examined by interview and mail question-
naires in the spring of 1950 (prior to Korea).

Dimensions of the Problem
Unless there is a basic change in the ability

of medical science to prolong life, unless there
is a basic change in the trend for declining birth
rates to be a concomitant of industrialization,
unless there is a basic change in our immigra-
tion policy which, in effect, now keeps out large
numbers of predominantly young people, then
the United States inevitably faces a future in
which a larger number and, more important, a
larger proportion of the population will be in
the older age groups.

This population trend, projected for the bal-
ance of the century, is illustrated graphically in
EXHIBIT I. Apparently, the 20-44 age group,
generally considered the most "virile" section
of the population, has been and will continue
to be a slightly declining but on the whole
relatively stable proportion of the population
(the big drop comes in the under-20 group).
The increase has been and will continue to be
in the ages over 45 — the point at which people
are considered "old" by many managements as
indicated by maximum hiring ages.

How do employment trends for older people
compare with the growing proportion of older
people in the population? EXHIBIT II answers
this question in terms of the percentage of the
total number of men in each of the various age
groups that are in the labor force for the period
1920 to i960. (The projected figures for 1950-
1960 assume that there will be no drastic change
in hiring practices.) The graph brings out the
two very different problems of "pre-retirement
age" and "post-retirement age" manpower uti-
lization:

(1) A relatively high proportion — between 5
and 95% — of the men in the 45-65 age group have
been and will continue to be labor-force partici-
pants, i.e., working or actively seeking work. Until

men reach 65, therefore, the major problem is to
find employment for them at the proper level of
ability. We shall go into this problem in more
detail later.

EXHIBIT II. PERCENTAGE OF MALES IN EACH AGE
GROUP IN THE LABOR FORCE, 1930-1960
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States, i89O-ig6o (New York, Social Science Research Coun-
cil, 1948), Table A-6, p. 208; Table C-4, p. 251.

(2) As for men over 65, the major problem, is
to keep them in the labor force at all. (The rela-
tively few who do remain in the labor market
obviously have the same problem as do men be-
tween 45 and 65.) Note how sharply the propor-
tion of men over 65 who are in the labor force
falls — from approximately 55% in 1920, to 42%
in 1940, to an expected 9,ofo in i960.

The declining rate of work participation of
those over 65 is perhaps the most crucial prob-
lem posed by an aging industrial population.
The logic of the statistics sets the dimensions of
the problem in very startling terms. Not only is
the number of older men outside the labor force
growing—up to 41^ million by i960 if the
trend continues — but the length of time they
are thus unproductive is going up. EXHIBIT III
illustrates the fact that because of greater life
expectancy the average retirement period for a
white male reaching 60 almost doubled be-
tween 1900 and 1940; by 1975 the retirement
period will have tripled. This means that the
nation apparently will have to shoulder the in-
creasing burden of economic dependency of a
rapidly growing segment of our population;
for, despite renewed interest in the possibilities



Utilization of Older Manpower 43

of employment for those over 65, the current
picture indicates that nonwork support is to
be the primary source of livelihood for those
over 65.

EXHIBIT III. EXPECTANCY OF AMERICAN WHITE

MALES AT THE AGE OF 60, 1900-1975
{In years)
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5-7
8.9

* Assumes no change in hiring practices.
SOURCE: Ewan Clague, "The Working Life. Span of Ameri-

can Workers," Journal of Gerontology, Vol. 4, No. 4 (Octo-
ber 1949), pp. 285-889.

It is a paradox that, whereas medical science
has added 20 years to the life expectancy of the
American male since 1900 —and made him a
stronger man at 65, as comparative studies of
the decline of back-muscle strength with aging
indicate^ —he has not been able to stay in
productive employment as long as his more
"sickly" grandfather. While life expectancy
after 65 has increased a little over 10^ during
this century, average length of employment
after 65 has decreased 10^.

Utilization of Workers over 6$
The first question to be answered is: To what

extent are those employees in a firm who reach
65 and have retained the skills necessary to
handle their usual jobs allowed to continue in
employment beyond 65? (Firms were asked to
answer this question separately for those who
have retained the skills necessary to handle their
usual jobs and for those who are no longer able
to do so.) From employers' responses to this
query, two major conclusions can be drawn:
(1) salaried employees who can still handle their
usual jobs are utilized less after 65 than hourly
paid employees; and (2) both salaried and
hourly employees are utilized after 65 to a much
smaller extent in pension firms than in non-
pension firms.

Those two conclusions are related. Why did
only half of the firms state that "most or all"
salaried employees able to handle their usual
jobs stay on after 65, whereas almost three-
quarters stated that "most or all" hourly em-

' Ernst Simonson, "Physical Fitness and Work Capacity
of Older Men," Geriatrics, Vol. II, No. 2, March-April
1947, pp. 110-119.

•See: Beatrice F. Brower, "Trends in Company Pension
Plans," Studies in Personnel Policy, No. 61 (New York, Na-

ployees stay on? Certainly part of the reason is
the fact that more of the pension plans apply to
salaried employees than to hourly employees.
Of the 68 firms with pension plans —40% of
the sample — 66 cover salaried employees, while
only 44 cover hourly employees. (At the time
this study was made, the postwar drive for pen-
sions for production workers was not yet in full
swing, and pensions in Minneapolis industry
were following closely the national early post-
war pattern of pension plans primarily for
salaried employees.*) It is also significant that
29 firms which reported no employees reaching
65 (and hence have been eliminated from this
analysis) are predominantly small nonpension
firms — 27 with less than 200 employees and 23
with no pension plan — which have a large pro-
portion of salaried workers, mostly women who
tend to retire earlier.

Influence of Pension Plans. The close corre-
lation of pension plans and failure to use work-
ers over 65 regardless of their ability to handle
their usual jobs is in my mind the most signifi-
cant finding of the Minneapolis study. Its truth
is borne out by our finding that of the non-
pension firms, 93% keep on "most or all"
hourly employees, and 87% keep on "most or
all" salaried employees after 65; but of the pen-
sion firms, only 33% keep on "most or all"
hourly paid and only 26% keep on "most or
all" salaried employees after 65. This is all the
more telling when we remember that pension
plans are much more prevalent among the
larger firms, which account for the majority of
employees.

That it is in fact pension plans which hinder
utilization of those still able to handle their
usual jobs at 65 is indicated by employer rea-
sons for their practices. Firms that said "none"
stay on after 65 gave as the reason a strictly en-
forced compulsory retirement age, which, ac-
cording to our data, is one of the concomitants
— in practice if not by contract — of a pension
plan. On the other hand, firms that said "most"
stay on reported that those who did leave at 65
"preferred to retire." Only a small proportion
of firms (10%) were in between, i.e., reported
that "a few" stay on; about half of these firms

tional Industrial Conference Board, 1944); Carl W. Strow, "A
Survey of Employee Benefit Plans," Personnel Journal, Vol.
28, No. 3 (July-August 1949), pp. 98-101; and D. N. Walters,
"Insured Pension Plans," Personnel Series, No. 118 (New
York, American Management Association, 1948), pp. 12-21.



44 Harvard Business Review

have a compulsory retirement age which appar-
ently is not strictly enforced, while the other
half said in effect that most employees prefer to
retire at 65.

In general, it seems to be an all-or-none
proposition. Either none continue to work
after 65 because of a compulsory retirement age,
or all (except the few who prefer to retire) con-
tinue working.

These findings in Minneapolis — i.e., that
such a large proportion of firms retire employ-
ees at 65 who can still handle their usual jobs
satisfactorily — would seem to picture a sheer
waste of manpower. These employees are not
"problem cases" in the sense that special jobs
must be found to keep them profitably em-
ployed. And, significantly, the very pension
plans that provide retirement benefits have be-
come at the same time the major instrument for
premature retirement of able employees. Un-
less there is a drastic revision in management
(and union) thinking, the continued growth of
company pension plans will reduce even further
the opportunities of older workers.

Reasons for Compulsory Retirement. Why
should most pension firms enforce a compulsory
retirement policy when it means losing good
employees — men and women whose work is
recognized as satisfactory by management} We
asked no explicit question on this point, but
our interviews did indicate some of the reasons
for compulsory retirement policies. These fol-
low closely the reasons reported in other stud-
ies.* Here are some of the more significant:

(1) Many managements believe that unless older
people are retired, promotional channels for young
workers are closed, and the more ambitious leave
the firm. Recent studies of the Yale Labor and
Management Center underline this problem. For
example, in one study, "The younger age groups
showed higher percentages desiring and expecting
to work up to better jobs. The older men tended
to be satisfied with, or at least resigned to, their
present jobs and had little expectation of being
able to change." On the other hand, a relatively
large proportion of the predominantly manual
workers studied preferred to remain on their
present jobs; many of these employees were at the

* For example, see Beatrice F. Brower, op. dt .
= Lloyd G. Reynolds and Joseph Shister, Job Horizons

(New York, Harper & Brothers, 1949), p. 71.
«A. T. Welford and D. Speakman, "The Employability

of Older People," The Aged and Society (Champaign, Illi-

top of their craft and were extremely reluctant
to take the step into supervisory positions.^

(2) Another aspect of potential social friction
in the plant between the younger and older em-
ployees is indicated by comments that older and
younger employees often do not work well to-
gether. This research area has not been explored
adequately, but the importance of potential fric-
tion is indicated indirectly by a study recently
made in Britain, in which it was found that older
employees tend to be happier in small work groups
composed primarily of other older people.*

Another indirect indication of possible social
friction is suggested by the pre-test results of an
attitude scale being developed by the Minnesota
Industrial Relations Center. Limited use of the
scale indicates that younger employees have much
less favorable attitudes toward older people, and
foremen have even less favorable attitudes toward
older people, than do employees in general.

Although the research data are very limited, it
is evident that in many firms a very serious social
problem could arise because of antagonism to
older employees on the part of foremen and
younger employees. One solution is, of course, to
retire the older employee as soon as possible.
There is, however, another possible solution in
line with the findings of the British study men-
tioned above, and that is to segregate older em-
ployees into separate work groups.

(3) Another reason for management insistence
on retirement at 65 is the fear that employees are
liable to sudden deterioration in the near future.
In other words, some managements assume that
age 65 is very definitely "old" in the physiological
sense. The impact of aging on capabilities will be
discussed in a later section, but here it might be
mentioned that limited research data do not indi-
cate that age 65 has any special physiological sig-
nificance. As a matter of fact, another British study
comes to this conclusion: "There is a considerable
body of evidence to show that, under natural con-
ditions, old age first begins to make itself felt at
about 70, and by 75 the process has reached a
stage which only the exceptional individual es-
capes." T

(4) A rather special reason for compulsory re-
tirement is found among unionized firms. For ex-
ample, one Minneapolis employer explained that
his firm's pension plan does not require compul-
sory retirement, although the normal retirement
age is understood to be 65. Therefore, the firm
at one time tried to retain after 65 those employees

nois. Industrial Relations Research Association, December
1950), pp. 181-203.

' J . H. Sheldon, "Medical-Social Aspects of the Aging
Process," The Aged and Society, p. 226.
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who could still handle their usual jobs. However,
when this policy was first put into effect, griev-
ances arose over reasons for keeping some em-
ployees and retiring others. Rather than face the
business of grievances which the policy seemed to
produce, the firm now retires all employees at
age 65.

A solution to this type of problem has been pro-
posed by Professor Douglas Brown of Princeton:
Let management fix a definite age at which em-
ployees can expect employment to end. Seniority
rights and further accumulation of pension credits
cease at this age. After this clean break has been
made in the employment relationship, manage-
ment can then re-employ selected individuals as
new employees. The probable term of re-employ-
ment "should be definitely limited and should not
extend for more than a year at a time. The as-
signment of temporary status is important to avoid
the accumulation of new seniority rights. The
older worker becomes, in fact, a probationary
worker who faces the likelihood of early lay-off
as business declines." However, this probationary
status is made fairly secure by the fact that the
re-employed individual continues to draw pension
benefits from his previous employment.*

There are, of course, other reasons for a com-
pulsory retirement policy, but most of them
seem to be based on the assumption (to be ques-
tioned later) that any worker of 65 is a liability
because of deterioration of capacities. Even if
that assumption were correct, the reasons based
on it would hardly explain why managements
do not retain workers who admittedly are still
capable.

It is more to the point to know in quantita-
tive terms what proportion of employees who
reach 65 management considers able to handle
their usual jobs. Our studies give only an in-
direct answer, but it may be of interest. Up to
27% of the Minneapolis firms reported that all
employees reaching 65 could still handle their
usual jobs. (A number of firms pointed out
that this may have been due to the fact that em-
ployees who would have difficulty handling
their usual jobs after 65 had been either dis-
charged or put on jobs which they could handle
before they reached 65.) Significantly, when
the over-all figure of 27% is broken down into
pension and nonpension firms, only 25 % of the
former but 45% of the latter reported that all
employees reaching 65 could still handle their
usual jobs.

'J. Douglas Brown, "The Role of Industry in Relation
to the Older Worker." The Aged and Society, p. 71.

Certainly, research on this subject is far from
complete. Yet even at this point one thing
seems clear: there would be considerable op-
portunity for managements and unions to in-
crease the employment span of many older em-
ployees if only they could overcome the ob-
stacles presented by pension plans.

Employees Unable to Handle Their Usual
Jobs. The problem is, of course, somewhat dif-
ferent with older employees who cannot handle
their usual jobs. A total of 140 Minneapolis
firms — 75 with hourly employees and 67 with
salaried employees — replied to the question on
this point. As might be expected, a smaller
proportion of firms keep on workers who can-
not handle their usual jobs at 65 than keep on
those who still can. Specifically, 32% of the
firms said that "most or all" hourly employees
who cannot handle their usual jobs are kept on,
and 16% said "most or all" salaried employees
are kept on. (For employees who can handle
their usual jobs, it will be remembered, the
comparable figures are 75% and 50%.)

It is evident that, as in the case of workers
still competent at 65, salaried employees are
kept on to a smaller extent than hourly em-
ployees. And again there is a high correlation
between nonutilization and the presence of a
pension plan. Only one pension firm said that
"most or all" hourly employees who cannot
handle their usual jobs are kept on after 65; but
one-half of the nonpension firms said this..
Only two pension firms said that "most or all"
salaried employees stay on after 65; but one-
third of the nonpension firms said this.

The most frequently mentioned reason for
not keeping on workers who cannot handle
their usual jobs is, again as in the case of work-
ers still competent at 65, "compulsory retire-
ment age." However, another reason is almost
equally current: that there are not enough
lower level jobs to which older employees who
are no longer competent at their usual jobs can
be transferred, and hence it would be "too
costly" to continue to utilize them. That last
reason would seem to be more basic, since it
could help to explain why compulsory retire-
ment ages were established in the first place. It
is, of course, also possible that it helps to ex-
plain why some firms institute pension plans —
not being able otherwise to take care of their
long-service older, employees who cannot handle
their usual jobs at 65. In any event, it seems
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perfectly clear that, whatever the original rea-
sons for a pension plan, its practical effect, once
installed, is that henceforth the management
makes less effort — or none at all — to find suit-
able openings for such workers.

Summary on Post-Retirement-Age Utiliza-
tion. The study of Minneapolis firms presented
here indicates that the presence of a pension
plan is the largest single roadblock for further
utilization of employees after they reach 65.
For the employee who can still handle his
usual job, the pension plan operates as a strictly
enforced compulsory retirement age that will
not take account of his admitted competence.
For the employee who cannot handle his usual
job at 65, the pension plan not only acts as a
strictly enforced compulsory retirement age
but also apparently precludes management at-
tempts to find a job more suitable to the em-
ployee's capacities. The continued expansion
of pension plans implies, therefore, a serious
continued decline of utilization of employees
after 65.

Workers' Preference

Even if unions and managements succeed in
providing the opportunity for employment
after 65, there still is the question whether em-
ployees actually would take advantage of it or
would prefer to retire. That some individuals
do prefer to retire, even though able to handle
their usual jobs, has already been indicated.
However, there are strong reasons why, in gen-
eral, the majority of employees who reach 65
would prefer to continue to work.

Economic Insecurity. In the first place, the
current alternative to employment for many
older people is economic insecurity. For ex-
ample, a 1948 Congressional investigation
found that one of the largest single groups
among low-income families in the United States
was the aged. Of the 10 million families mak-
ing less than $40 a week, one-half were headed
by^persons over 65; one-third of the individuals
making less than $40 per week were single older
persons. Thus, even in the high-level economy
of 1948, the sentiment expressed by the follow-
ing verse of a union song seemed to be true for

9 Lelia M. Easson, "Adequacy of Income of Beneficiaries
under OASI," Social Security Bulletin, Vol. l i . No. 2 (Febru-
ary 1948), pp. 12-22.

a large segment of our aged: "Rock a-bye, baby,
on the tree top . . . When you are old your
wages will stop . . . When you have spent
what little you've saved . . . Hush a-bye,
baby, off to the grave."

An examination of the income sources of
older persons explains to a large extent why so
many of them face economic insecurity:

1. Personal savings —It is usually estimated
that a person must save $16,000 by the time he is
65 to provide himself with | ioo a month for the
rest of his life. It is doubtful whether the older
person — who typically has been a wage earner all
his life — can be expected to have saved anything
approximating this amount and still have lived
according to American standards during his work-
life.

2. Family — The urbanization of population
and the trend to small family units make it increas-
ingly difficult for relatives to devote space and in-
come to older persons who cannot contribute sub-
stantially to the household economy.

3. Government — The attempts of various gov-
ernmental units to provide older people with
necessary income have been inadequate. For ex-
ample, a study of Old Age and Survivors Insurance
(OASI) beneficiaries in 1941 revealed that nearly
one-half did not have income sufficient for "main-
tenance standards"; if the criterion was "perma-
nent, independent income," two-thirds could not
meet the "maintenance standard." * The recent
75% increase in OASI benefits has merely allowed
beneficiaries once more to reach the low standards
of 1941, for in the past decade the cost of living
has also risen approximately J^fo. Organized re-
lief payments under the Old Age Assistance (OAA)
program are no more adequate than the OASI.
In November 1950 the average monthly payment
under OAA was $43.53, even less than the $44.38
average of OASI primary benefits for the same
period.io Further, almost twice as many older
people are taken care of by OAA as by OASI; in
1947, 2.2 million people were receiving OAA re-
tirement benefits compared with 1.2 million re-
ceiving OASI retirement benefits.

4. Private pension plans — In the past, private
pension payments probably were no more adequate
than OASI benefits. A 1949 study found that at
least 29% of the firms surv-eyed were paying sup-
plemental benefits largely because regular bene-
fits were considered inadequate. The actual figure
was probably higher, since many firms refused to
admit publicly that they paid these supplements,

^° Social Security Bulletin, Vol. 14, No. 2 (February 1951),
p. 2.
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not being sure the practice was legal.̂ *̂  Even the
present formula of $100 per month, including
Social Security benefits, means that the relatively
few covered by private plans must look forward to
a substantial cut in their living scales on the day
they reach 65. In the immediate future, at least,
there is the further danger that even these small
retirement benefits will be effectively cut by in-
flation.

A rising national income, of course, may in-
crease the ability of individuals to save more
for their old age and may increase the ability of
families to aid retired members. Unless older
people are allowed to continue in employment
to a greater degree than at present, however, it
seems reasonable to conclude that larger and
larger numbers of older people will be depend-
ent primarily upon inadequate pension benefits
for income in their old age. It is no wonder
that most of the aged, faced with this alterna-
tive, would prefer employment.

There is also evidence indicating that not
only the older person's desire to work but his
very belief in his ability to work depends on
the opportunities for employment. For ex-
ample, there are the findings of a study of 2,380
OASI primary beneficiaries who were con-
tacted at various times during 1941-1942 to
determine why they had returned to work.̂ ^
One-third to one-sixth (depending on the city)
of the men who in a previous survey said they
had stopped working because of "ill health"
were now employed. Further, in those cities
surveyed in May 1941 a larger proportion
stated that they were unable to work than those
in cities surveyed a year later when there were
more employment opportunities.

Noneconomic Values of Employment. But
suppose older people could and felt they could
retire on adequate income? Would they still
prefer to continue working? A recent study of
workers' major reasons for forgoing retire-
ment in the steel and auto industry is revealing
on this point. 1̂  More than 60% of the persons
reaching retirement age continued to work
(1) because they felt they "couldn't afford" to
retire on $100 a month and (2) because they
wanted to "stay busy." In other words, work is
much more to the individual than just a means

"Walter J. Couper, "Present Day Pension Problems,"
Management Record, Vol. XI, No. l (January 1949), pp.
4-6.

" Edna C. Wentworth, "Why Beneficiaries Retire," Social
Security Bulletin, Vol. 8, No. 4 (April 1945), pp. 12-18.

of getting an income; the sudden ending of
work is much more than the ending of a source
of income. A job represents the major time-
consuming activity of a man's life. For many,
the sudden change from activity to inactivity is
an adjustment that cannot be readily made. In-
deed, it apparently hastens physical deteriora-
tion. We all know a story or two about busi-
nessmen who, though financially secure and
physically hale and hearty, could not cope with
sudden leisure and, to everyone's surprise, died
soon after retirement.

In a society where the employment relation-
ship is fundamental, work also gives a person
status in the family and community; it gives
him a well-defined place and function in so-
ciety. At the present time the individual who
is forced to retire finds himself stripped of an
understandable social role in the community
and pushed into a situation where there is little
or no organized means of social participation
for him.

An example of noneconomic implications of
retirement lies in the findings of a case history
analysis of 75 older men and women from vari-
ous socio-economic levels.̂ * The majority of
the inactive people, regardless of their socio-
economic level, desired to be active again. For
many of them work had become an autonomous
drive; it did not magically abate at age 65. The
desire for work was associated in the minds of
these people with self-esteem, with a wish to
escape from self-preoccupation, and with status
in the family, especially if the person had been

. replaced as the breadwinner.
These noneconomic values, together with

the threat of economic insecurity, indicate that
a great many American men of 65 are forced
out of the labor market who would prefer to
continue in employment if they had the oppor-
tunity. The big question for management to
answer is whether this growing segment of our
population can be provided with more employ-
ment opportunities.

Utilization of Workers 4$ to 6$

It has already been suggested that whereas
the problem of workers 65 and over is posed by
their being completely out of the labor market,

'^"Old Hands Snub Pensions," Business Week, No. 1107,
November 18, 1950, pp. 124-126.

"Erdita G. Fried, "Attitudes of the Old Population
Groups Towards Activity and Inactivity," Journal of Geron-
tology, Vol. 4, No. 2 (April 1949), pp. 141-151.
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the problem of workers 45 to 65, only a small
proportion of whom leave the labor market
prior to reaching 65, is unemployment. In all
but boom years older employees are harder hit
by unemployment than younger people, as the
following studies show:

(1) A study of conditions in Philadelphia in
1936 showed that one of the outstanding charac-
teristics of the "hard core unemployed," as com-
pared to the "general unemployed," was the rela-
tive predominance of older people among the
"hard core." i '

(2) A study of 1938 Bureau of Labor Statistics
data indicated that the greatest amount of un-
employment among men was in the age group
55-59 (and ao-24); men and women beyond their
middle 40's who became unemployed regained
their jobs (in all occupations) less easily than
younger job seekers.̂ *

(3) Much the same pattern appeared in a 1949
survey of six cities, whose labor markets ranged
from "tight" to "a substantial labor surplus." It
was found that, as unemployment rises, the per-
centage of older people among job seekers also
rises.i''

(4) A special report by one of the participating
cities in the same survey, Rochester, New York,
further indicated that layoffs in the city at the
end of 1948 hit employees over 40 more sharply
than younger employees; older men and women
were, unless highly skilled, first to be released.̂ *

In other words, there are two major facets to
the unemployment pattern of older people:
First, older employees are more susceptible to
layoffs than younger employees. Second, older
people who have been unemployed have more
difficulty finding new jobs than do younger
people who become unemployed, in large part
because of the maximum hiring ages put into
effect by many firms. Let us consider these
two points separately.

Susceptibility to Layoff. There is evidence
that the increase in seniority systems has helped
to alleviate the relative susceptibility of older
employees to early layoff. In the 1949 survey
of six cities (mentioned above) it appeared that,
with the growth in the number of collective

^ Gladys L. Palmer and Janet H. Lewis, The Long Term
Unemployed in Philadelphia in 1936, WPA National Re-
search Project Report No. P-8 (Philadelphia, August 1939).

'«Bureau of Labor Statistics, "Young and Old at the
Employment Office," Monthly Labor Review, Vol. 46, No. 1
(January 1938), pp. 3-16.

"̂ "Older Workers at the Public Employment Service,"
Labor Market, June 1949, pp. 31-37.

bargaining agreements containing seniority
provisions, fewer older employees were being
laid off. Again, a 1938 study in New England
found that in time of layoff the older employee
received greater protection than the younger
employee (whether the firm was unionized or
not), thanks in large part to the protection of
long-service employees by seniority systems."
The relatively low 1940 unemployment rates
for older employees in the railroad industry
— an industry with a relatively extensive and
mature seniority system — further suggests that
seniority systems offer effective protection to
older employees during time of layoffs.

A more basic attack on the problem is the
attempt of management to devise methods for
retaining those older employees who presum-
ably would have trouble getting new jobs if
dismissed. Let us look first at the practice of
Minneapolis firms in dealing with such prob-
lem cases, drawing on a study of 34 firms which
the Minnesota Industrial Relations Center
made in the latter part of 1950.̂ " (The 34 firms
surveyed were the same ones that in our earlier
study had stated they did use older employees
who could no longer handle their usual jobs
after 65.)

In general, companies that help workers over
65 to keep jobs when they are no longer com-
petent use the same methods to help problem
cases under 65. The process is always an ex-
tremely informal one. About half of the firms
surveyed have no set policy for handling "prob-
lem cases"; the other half have a customary
procedure, but not in writing.

Equally informal are the methods of recog-
nizing that an employee is having trouble
handling his usual job. Most of the firms (85%)
usually spot problem cases through the day-to-
day observations of line management. About
half find that in some cases absenteeism records,
production records, and excessive illness pro-
vide clues that an individual is having trouble.
Almost half reported that some problem cases
are discovered only when the employee com-
plains that his work is becoming too difficult.
Complaints of fellow employees were men-

" "Older Workers in Rochester, N. Y.," Labor Market,
July 1949, pp. 38-42.

i»Dwight L. Palmer and John A. Brownell, "Influence
of Age on Employment Opportunities," Monthly Labor Re-
view, Vol. 48, No. 4 (April 1939), pp. 765-780.

="The staff members who participated in this study in-
clude Theodore Lindbom, Thomas Mahoney, and Josephine
Welch.
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tioned by about one-quarter of the firms as a
method of locating problem cases. Only 15%
of the firms mentioned more formal methods
of discovery such as physical examinations,
visits to the plant nurse, and merit-rating pro-
grams.

Once a problem is discovered, how is it
handled? In the majority of firms the immedi-
ate supervisor and department head bring the
problem to top management for decision. In
62% of the firms top management has a part
in the final decision. In about half of the firms
the personnel department is also consulted. In
a very few firms (13%) the immediate super-
visor is free to decide what action to take. So,
however informal the process may seem, the
problem of an employee who can no longer
handle his usual job nevertheless gets consider-
able attention from all levels of management.

Despite the fact that 90% of the firms were
unionized, 65% stated that "there is practically
no union participation" in the decision making
and application of the utilization program.
The other firms stated that the union partici-
pates in the program only if wage decreases or
changes in working conditions are involved.
In other words, though unions do not partici-
pate, apparently there is little objection to the
informal processes designed by management.

The usual procedures for utilizing older em-
ployee problem cases are two: (1) reducing
the duties of the employee's current job with
no decrease in pay (62%) or with corresponding
decrease in pay (30%); and (2) transferring the
employee to a job he can handle, with pay ad-
justed accordingly (50%) or with no adjust-
ment in pay (45%). In addition to these two
basic methods, almost 40% of the firms reported
having created special jobs for some employees;
one-fourth of the firms have experimented with
part-time work as a solution; and a surprising
proportion (15%) have set up labor pools to
which the older employee can be transferred.

As might be expected, some of these methods
of utilization are applied more often to certain
classes of employees than to others. For ex-
ample, reducing job duties with no decrease
in pay is applied, significantly, more often to
male salaried employees than to male hourly
employees. Retaining an employee in his usual
job on a part-time basis is applied more often

'^ "The Older Employee in Industry," Policyholders Serv-
ice Bureau, Metropolitan Life Insurance Company (New
York, 1933).

to female hourly employees than to male hourly
employees.

To summarize: transfers, diminution of job
duties, part-time work, and casual labor pools
are all methods that Minneapolis firms have
found satisfactory for retaining older employees
unable to handle their usual jobs. To put these
experiments back into perspective, however, it
should be remembered that only 30% of the
original 168 firms make any attempt to retain
hourly employees who have difficulty handling
their usual jobs, and only 16% retain salaried
employees. Further, in many of the firms inter-
viewed the description of management practice
was based on only limited experience with the
problem. The fact remains that this informal
pattern found in Minneapolis apparently is
common through much of the nation's industry:

(1) The findings of a survey of some 800 manu-
facturing firms in 1933 by the Metropolitan Life
Insurance Company are practically identical to
those of the Minneapolis study just discussed.
The survey indicated that formal rules and fixed
procedures were infrequent in dealing with older
employees who could no longer handle their
usual jobs. These problem cases were usually dis-
covered by the foreman or superintendent. The
most common method of dealing with older em-
ployees who had "slowed down" was to transfer
them to less demanding jobs; ultimately they ended
up in semiskilled or unskilled jobs. Most com-
panies had no organized follow-up; if the trans-
ferred employee could not handle the new job, this
was discovered again by the foreman. Some com-
panies did have a periodic review of older em-
ployees; and some held special interviews, after a
specified length of time on the job, with those who
had been transferred.^^

(2) A similar survey made by the National In-
dustrial Conference Board in 1947 states that prac-
tically all of the companies reported that the main
way of utilizing older employees who "slowed
down" before the nonnal retirement age was to
transfer them to less strenuous jobs.22

(3) A number of companies have reported the
results of special attempts to use older employees
which have a bearing on the handling of problem
cases:

(a) The Dodge Division of Chrysler Motor
Company set up a miscellaneous light assembly
department (known as the "Old Man's Depart-
ment") in 1934. In 1942, 100 to 138 men over

'^S. Avery Raube, "Youth vs. Age," Conference Board
Management Record, Vol. 9, No. 10 (October 1947), pp.



Harvard Business Review

55 (with a minimum of ten years of service)
were employed in this special department where
the job is adjusted to the man —light work,
flexible hours, and no conveyors or high-power
machinery. Each man is allowed to work at his
own speed for as many hours as he pleases; all
are paid the same basic hourly wage. The com-
pany reports that rejections have been less than
1% in this department as compared with 2%
in most departments and 3% in departments
where quantity of output and speed are em-
phasized.23

(b) A similar experiment is reported by a
British,firm which has set up a special small
branch employing people over 70. Speed of
work is lower, but workmanship is better and
absenteeism less among these older employees
than among its younger employees.̂ *

(c) A precision instrument firm reports favor-
able experience with older men. Although
30% of the company's workforce is over 60,
extensive downgrading has not been found
necessary.25

(d) Mr. Edsel Ford in 1943 stated that some
11,000 men in various stages of disability, many
of them older men, were employed at River
Rouge at full pay — and were giving full value
for their money.̂ *

(e) Eastman Kodak reports that older em-
ployees have been used successfully to train new
and younger employees in the

These examples make it clear that some firms
— and undoubtedly many more that have not pub-
licized their experiments — have found effective
methods of utilizing older employees which could
be applied to problem cases.

In sum, the effect of seniority systems in
limiting the susceptibility of older employees
to layoff prior to 65 can be supplemented by
management handling of problem cases.

Maximum Hiring Ages. Unfortunately there
will still be many older persons who do lose
their jobs prior to the normal retirement age.
Their problem immediately becomes one of

"•Don Wharton, "Old Man's Department," Forbes, Vol.
50, No. 9 (November 1, 1942), pp. 14, 28.

"""A Man Can Still Work at 70," Business Week, No.
1111, December 16, 1950, p. 123.

»"Oldsters at Work," in Never Too Old, New York
State Joint Legislative Committee on Problems of the Aging,
1949 Report, pp. 55-58.

* Edsel Ford, "Why We Employ Aged and Handicapped
Workers," Saturday Evening Post, Vol. 215 (February 6,
1943). PP- 16-17.

"" P. C. Wolz, "The Practical Side of the Old Age Problem
in Industry," Never Too Old, New York State Joint Legis-
lative Committee on Problems of tbe Aging, 1949 Report,
pp. 80-83.

finding new jobs in the face of the barrier of
maximum hiring ages.

It is difficult to tell just how prevalent maxi-
mum hiring ages are. In a 1939 National Asso-
ciation of Manufacturers survey, only 11% of
the companies reported a maximum hiring
age.2* In 1947 the National Industrial Con-
ference Board found that only 10% of the
firms in a survey had definite maximum hiring
ages, but uncovered the fact that one-third
rarely hire above a certain age because of pen-
sion plans.^^ In 1948, 50% of the companies
answering another NICB survey reported maxi-
mum hiring ages.^" A 1949 survey in New York
State found 39% of the companies had maxi-
mum hiring ages,*^ and a survey in Cleveland
in the same year found that 29% had hiring
age restrictions.^^ In our 1950 study in Minne-
apolis we found that 30% of the interviewed
firms had a maximum hiring age. On balance,
at least one-third of American industry would
seem to have more-or-less definite age limita-
tions in hiring practices.

As might be expected, however, the extent
of these age restrictions apparently varies ac-
cording to type of industry and occupation.
For example, judging by the survey of six cities
cited above, severe maximum age limits are
likely to be placed on jobs requiring consider-
able physical strength, but there are few re-
strictions at all on jobs requiring extensive skill
(and hence training), on the one hand, and in
service occupations, which are normally low
paid and undesirable, on the other hand.
Again, for most white-collar jobs and semi-
skilled occupations, age restrictions seem to be
fairly rigid. This last fact is especially alarm-
ing because white-collar occupations are rapidly
expanding, and semiskilled jobs are rapidly be-
coming the backbone of the mechanical and
manufacturing industries.

The extensiveness of age restrictions in hir-
ing of employees poses two basic questions:

"* Carroll E. French, "Industry Views Its Elderly," Never
Too Old, pp. 77-79.

" "Maximum Age Hiring Practices Surveyed," Factory
Management and Maintenance, Vol. 106, No. 1 (January
1948), pp. 222-226.

*• "Personnel Practices in Factory and Offices," Studies in
Personnel Policy No. 88 (New York, National Industrial
Conference Board, 1948).

"̂  Thomas C. Desmond, "Let's Give the Older Worker a
Chance," Hygeia, Vol. 27, No. 2 (February 1949), pp. 92-93.

'^ Ben F. McClancy, "Developments in Personnel Policies
and Practices," Personnel Series No. 729 (New York, Ameri-
can Management Association, 1949), 14-16.



Utilization of Older Manpower

(1) What are the reasons for management's
reluctance to hire people over 45 or there-
abouts? (2) Do these reasons have any valid fac-
tual basis?

The most frequently mentioned reasons for
age restrictions in hiring can be gathered from
three surveys of management opinion: a 1929
survey by the National Association of Manu-
facturers ** and two surveys by committees of
the New York State legislature — one in 1938 ^*
and one in 1949.̂ ^ Despite the forty years
covered by these three surveys the reasons given
for installing maximum hiring ages are prac-
tically identical in each:

(a) One of the reasons for not hiring older
people which managements give is the belief that
older employees have more accidents than younger
employees. However, a considerable amount of
research in the area does not support this con-
tention. Actually older employees generally have
fewer accidents than younger employees, though
research studies do show that the proportion of
injuries that result in death and permanent physi-
cal impairment is markedly higher after 50. In
other words, older people tend to have fewer but
more severe accidents than younger people. Fur-
ther, the time it takes to recover from injuries
becomes longer as age increases.^s

This means, then, that costs of less frequent
but more severe accidents of older employees must
be balanced against costs of more frequent but
less severe accidents of younger employees before
it can be decided whether the accident experience
of older people really is a meaningful barrier to
their employment. There are a number of bald
statements to the effect that the severity of acci-
dents of older employees is offset by the greater
frequency of accidents of younger employees. But
little supporting evidence is given for these state-
ments despite the relative importance in manage-
ment's mind of accidents as a disadvantage in hir-
ing older people; also, the relative variety of state
workmen's compensation laws suggests that no
generalization is possible.

(b) There is the same basic lack of knowledge
behind another reason for restricting the hiring of
older employees. Employers state in all three sur-
veys that group insurance premiums increase if

'̂  "The Older Employee in Industry," 34th Annual Meet-
ing, National Association of Manufacturers, October 1929.

"Bureau of Labor Statistics, "Causes of Discrimination
Among Older Workers," Monthly Labor Review, Vol. 46,
No. 5 (May 1939), pp. 1138-1143.

"Thomas C. Desmond, op. cit.
" For summaries of this literature see: Max D. Kossoris,

"Relation of Age to Industrial Injuries," Monthly Labor
Review, Vol. 51, No. 4 (October 1940), pp. 789-804, and

too many older people are on the payroll. The
New York State committee making the 1938 sur-
vey states that group insurance premiums are not
affected by the age distribution of the workforce.
Extensive search of published experience does not
reveal any detailed investigation of the possible
effect of varying proportions of older people on
insurance premiums despite the fact that for at
least the last 20 years many managements have
considered this an important factor in the decision
to hire older people and despite the fact that
group insurance programs have steadily increased
as one of the fringe benefits provided by industry.

(c) The mention of private pension plans also
recurs as a reason for not hiring older people. Of
the firms surveyed by the NAM in 1929, 21%
said that pension-plan provisions were a barrier
to employment of older people. In the 1947 NICB
survey, one-third of the firms stated that they in-
stalled maximum hiring ages because of qualifying
clauses in pension agreements. Peter Drucker
claims that pension plans impose a tremendous
burden on older workers, since the fewer older
workers in the plant, the lower the costs; and also
that there are already complaints that employers
are "liquidating" older employees before pension
plans are installed. '̂?

On the other hand, other studies have found —
for example, a 1949 survey of the United States
Chamber of Commerce ^̂  — that pension plans had
little or no efEect on hiring of older employees in
the majority of companies. (For one thing, many
older people apparently are hired as temporary
workers, who cannot become eligible to receive
pension benefits.) Again, only 19^ of the Minne-
apolis pension firms we surveyed in the spring of
1950 had a maximum hiring age, but 37^ of the
nonpension firms had age restrictions in hiring.

It seems clear that a great deal of research —
or at least publication — needs to be done on
the impact of various fringe benefits and em-
ployee security measures on hiring policies
for older people. Workmen's compensation
schemes are found now in every state; group
insurance and pension plans are steadily in-
creasing. Yet little basic data have been re-
ported by which the relative importance of
these security plans for employment of the
aged can be evaluated.

Ross A. McFariand, "The Older Worker in Industry," HAR-
VARD BUSINESS REVIEW, Vol. 21, No. 4 (Summer 1943), pp.
505-520.

" Peter F. Drucker, "The Mirage of Pensions," Harpers,
Vol. 200 (February 1950), pp. 31-39.

" U. S. Chamber of Commerce, Employment of Physically
Handicapped and Older Workers (Washington, D. C , Gov-
ernment Printing Office, 1949).
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Relative Efficiency
This still leaves open the question — which

forms the basis of another type of reason given
by management for not hiring older people —
whether older employees are less efficient than
younger employees.

Many managements believe that, in general,
certain capacities important in an employee's
work deteriorate with age. Take, for instance,
some of the remarks made in the 1929 NAM
survey. Employers stated that the number of
lighter jobs available are distinctly limited and
that, therefore, in order to protect handicapped
workers who are already on the payroll, they
do little hiring from a group which will inevi-
tably add a larger proportion of handicapped.
Present research knowledge, however, empha-
sizes the unreliability of such assumptions.

In practically all studies of motor functions
and intellectual capacities, a general decline of
these functions with aging is noticed. However,
individual differences usually are so large that
chronological age is a very poor index of the
level of ability. For example, Walter R. Miles
found, in studies of manual reaching and grasp-
ing, that the fastest third of a group of men
over 70 were able to perform at a speed equal
to the average of men 60 and of boys 14.**
These and similar findings for other abilities
would indicate that using chronological age
as an index of skill results in the rejection of
an appreciable number of older people who
still have skills equal to the average younger
person.

Furthermore, merely because a given indi-
vidual can no longer meet certain job demands
does not necessarily mean that there are not
other tasks which he is able to perform as well
as or better than younger individuals. For ex-
ample, managements have found almost uni-
versally that older people are not able to com-
pete with younger people on jobs where speed
is the primary demand; but when the accent is
on care and quality, the older employee has a
comparative advantage over the younger em-
ployee. The truth of this is underlined by re-
cent studies of a large number of jobs in Britain,
where it was found that operations without
time stress tended to be staffed more by older
employees than did time-stressed jobs.***

' 'Walter R. Miles, "Measures of Certain Abilities
Throughout the Life Span," Proceedings of the National
Academy of Science, Vol. 17 (Easton, Pennsylvania, Mack
Printing Co., 1931), pp. 627-633.

" A. T. Welford and D. Speakman, op. cit.

In any event, it is clear that data are available
to guide programs of increased utilization of
older people in at least some areas. For ex-
ample, it is well established that perceptual and
sensory abilities decline earliest and most. Yet
in many cases these handicaps can be overcome
relatively easily with proper eye glasses and the
use of color to differentiate working materials
from background. Again, it is generally recog-
nized that on work which demands heavy mus-
cular effort, older people are at a disadvantage.
However, in the past American management
has defined "heavy work" as work which can
be done more efficiently with the aid of machin-
ery; as this definition is put into practice on a
more extensive scale, there is every reason to
believe that more heavy work will come within
the capacities of the older employee.

In other words, the claim that older people
are "less efficient" than younger people needs
considerable qualification and explication. The
experiments of management in transferring and
in reducing job duties to make use of the abili-
ties an older person has retained indicate that
recognition of the individual differences among
individuals and among abilities can be put to
profitable use — profitable for both employer
and employee.

Relative Learning Ability. But what about
another contention frequently made by man-
agement, that older people are much more
difficult to train than younger people? Older
people do not learn so rapidly, they say; there-
fore it takes more time and effort and patience
to train them, especially if the employee has
never worked for the company before.

There is no doubt but that this rigidity of
response, this inflexibility and inadaptability,
apparently is in many ways a concomitant of
aging. For example, although there is some
contradictory evidence, most studies of labor
mobility conclude that older people tend to be
less mobile than younger people.*^ In this case,
family and community ties and particularly
home ownership apparently make the older
person less susceptible to economic lures for
making geographic and industry changes. Per-
haps it is the relative immobility of older
people and not "discrimination" which ac-

"For two mobility studies and a summary of earlier
studies see Industrial Relations Center, "Minnesota Man-
power Mobilities," Bulletin 10 (Minneapolis, University of
Minnesota Press, October 1950).
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counts for the fact that in new and expanding
industries older people tend to be under-
represented.

Again, the common complaint that older
people refuse to (or cannot) accept ways that
differ from their own time-tested methods may
account for the fact, already noted, that white-
collar occupations tend to have a small propor-
tion of older people. For in white-collar occu-
pations older people are peculiarly exposed to
the dynamic quality of American management.
The close identification with management —
both physically and psychologically — makes the
white-collar groups peculiarly vulnerable to the
principle that "new blood" must be brought
into the organization to overcome traditional
patterned approaches to problems.

On a more basic level, there is the evidence
of intelligence testing and learning experi-
ments.*^ Total scores on intelligence tests gen-
erally decline with age, but the test components
which show greatest decline seem to have quick
adaptation to new situations as their common
denominator. Much the same pattern is found
in studies of learning ability, which show speed
of learning declining with age. But this decline
is not so great if the material to be learned is
familiar, that is, if the older person does not
have to break old reaction patterns or learn
tasks which interfere with old habits. These
learning studies would indicate that older
applicants for jobs might profitably be hired if
their work histories indicate that they have
held similar jobs in the past; a reasonable
amount of special training, using materials rele-
vant to the learning problems of older people,
such as could be adopted or developed from the
regular training program, would then be suffi-
cient.

(Training in various basic skills could also
increase intraplant mobility of older employees
already on the payroll. Here, too, it should be
remembered, however, that the training period
for older employees may be longer than for
younger employees; the older person must be
given time to break old habits and to recognize
new situations before he can reach the efficiency
level of the younger employee.)

From the foregoing material we can develop
some guides for improving our utilization of

« Leona E. Tyler, The Psychology of Human Differences
(New York, D. Appleton-Century Company, Inc., 1947), pp.
169-181.

'= A. T. Welford and D. Speakman, op. cit.

older manpower. Of primary importance is
the recognition of individual differences in the
selection and placement of employees. Chrono-
logical age alone should not be used as a selec-
tion device, for within a specific age group
there tends to be a wide variation in the
capabilities of the individuals.

A quite different approach — especially use-
ful for firms with extensive job analyses pro-
grams — is illustrated by our current research
at the Minnesota Industrial Relations Center.
Personnel records are examined to discover
those jobs in the firm on which older persons
have been relatively heavily represented in the
past and at the time of the study. These jobs
are earmarked as "older people's jobs." It is
hoped that an analysis of these jobs will lead
to special sets of "job families" which have as
a common denominator those tasks which older
employees have been able to perform satisfac-
torily. These job families may point to jobs
which were overlooked in the first earmarking
operation, and may thus indicate additional
jobs which could be changed in some manner
to conform to "older people's jobs."

Although this project has just been launched,
similar studies in England*' indicate that it
may turn out to be very fruitful. The proce-
dure followed by the Kaiser shipyards during
the war also indicates that job analysis tech-
niques can be used effectively to make fuller
utilization of older people; on the basis of
extensive job analysis and worker analysis a
program of transfers, retraining, and re-engi-
neering of certain machine operations made
it possible to give many opportunities to older
job applicants with mutual benefit to the com-
pany and the workers.**

Conclusion
Because of the aging of the American popu-

lation, employment of older people is of funda-
mental importance to the economic well-being
of the nation — today and in the immediate
years ahead. The rising proportion of people
65 and over indicates, unless present retirement
factors change, an increasing number of people
outside the labor force for a longer period of
unproductivity. The rising proportion of the

" C . Kuh, "Selective Placement of Older Workers,"
Journal of Gerontology, Vol. 1, No. 3 (Summer 1946), pp.
313-318.
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population in the 45-65 age group implies,
even with present hiring practices, an aging
labor force with all sorts of special problems.

Perhaps the crucial problem is that of older
workers who on reaching 65 leave the labor
market entirely — against their own preference
— only to face economic insecurity and become
an economic burden on the nation. Studies by
the Industrial Relations Center indicate that
the prime obstacle to utilization of those over
65 is the growth of private pension plans. Ap-
parently pension firms cannot or will not dis-
tinguish between those who are capable at 65
and those who are not; all are retired regard-
less of ability. And apparently the presence of
a pension plan precludes attempts to utilize
those who are unable to handle their usual
jobs at 65. The Minneapolis studies do indi-
cate, however, that many firms have found
profitable methods of utilizing both those who
can and those who cannot handle their usual
jobs at 65.

There is also a major problem for older
workers between 45 and 65 in their greater
susceptibility to unemployment than younger
people. The extension of seniority systems and
the efforts of firms to utilize "problem cases"
by systems of transfers and job dilution both
indicate that older people can be protected
from initial layoff. When they do become un-
employed, however, older people face the for-

midable barrier of maximum hiring ages — a
barrier made more formidable by the fact that
there is little basic knowledge available with
which to evaluate the reasons for maximum
hiring ages.

Fortunately, enough is now known to ex-
pand employment of the aged beyond current
limits. In the light of our present knowledge,
the basic guide to the employment of the aged
should be the recognition of individual dif-
ferences — that in any group of older people a
large proportion will be able to compete on
equal terms with younger people. There is
evidence that a program of earmarking certain
jobs as "older people's jobs" is feasible. Special
selection and training programs and systems of
transfers and job adaptation to capacities of
older people can be developed.

Regardless of the rationality of management's
use of older manpower in the past, it is clear
that the possibilities of utilizing older man-
power present a new challenge. Industry's suc-
cess in using older people may well determine
the level of civilian output that can be main-
tained in an expanded defense effort. Industry's
ingenuity in using older manpower may well
determine the efficiency of a future aging labor
force. Industry's success in maintaining the
superannuated employee will almost certainly
determine the size of our future burden of
economic dependency.






