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Teaching Notes 

Instructor Notes 

General Appliances: An Aging Workforce Case Study can be used as a teaching tool in multiple ways. 

1. The case and one or two questions can be used as part of an exam on the employment 
policies and practices section of the Workforce Planning: Aging and Employment Learn-
ing Module. (Using different questions will allow the instructor to use the case multiple 
times without fear of file sharing). 

2. The case can be used to direct class discussion. Depending on class size, students can 
be divided into teams with each team addressing one question, or each team can repre-
sent either the employer or employee perspective. 

3. The case can be introduced after Module 4 of the Workforce Planning: Aging and Em-
ployment Learning Module and appropriate questions identified for class discussion to 
accompany Modules 4-9. 

4. The case can be used as part of the final exam without asking specific questions and 
graded on the basis of students being able to identify the issues and elaborate on possi-
ble solutions. 

Questions: Answer Key 

1. What role does culture play at GA? Why is it important to make decisions based on what a company 
claims it stands for? 

Corporate culture is the overall atmosphere that employees experience while working for a company. GA 
prides itself on caring for its employees by offering generous benefits and salaries that reward their hard work. 
It is important for Swann to act in a way that is congruent with what the company stands for so that employees 
feel GA truly puts its workers first, as it claims. If GA does not act in a way that supports its employees in the 
Bruney tradition, it could lose employees. 

Instructors should also see the following sources: 

• Watkins, M. (2013, May 15). What is organizational culture? And why should we care? HR Blog Net-
work. Retrieved from http://blogs.hbr.org/2013/05/what-is-organizational-culture/ 

• Tuttle, Brad. (2014, July 23). Meet America's most beloved CEO—Too bad he just got fired. Money. 
Retrieved from http://time.com/money/3024511/market-basket-ceo-demoulas-protest/ 

2. What tactics might Swann use to retain aging employees at GA? 

Swann needs to build on the culture that values employees. Retention must be supported in this culture. Tac-
tics might include recognizing the contributions of long-time employees, visible programs that bring retirees 
back into the organization, opportunities for flexible work options, redesigning work to accommodate employ-
ees' physical needs, attention to redefining roles to match employees' motivations, phased retirement pro-
grams and contract work. 

Instructors should review the more extensive suggestions offered by SHRMAARP: Society for Human Re-
source Management. SHRM-AARP partnership. Retrieved from http://www.shrm.org/hrdisciplines/staffing-
management/articles/pages/aarppartnership.aspx 
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3. What should Swann do to ensure that employees are trained properly on the new equipment and 
that they are emotionally and physically ready for the new technology? 

Swann should see if the equipment manufacturer has a training facility where GA employees can train on the 
equipment before it is installed. If the manufacturer has no training facility, Swann should clarify the manufac-
turer's plan for training GA employees, or training some GA staff to serve as the trainers. Swann should un-
derstand the physical requirements of the new equipment as well as the technical capacity. He should ensure 
that the training for the new equipment includes all safety features and considerations given to the workspace 
and employee population. He should also make certain there is more than enough time on the schedule to 
allow employees to train. He should find out if the new equipment can be installed in stages rather than all 
at one time, so there is less of an impact on production. He should also assume that during the employee 
training period, little or no production will occur. GA should also recognize that employees will be slower for a 
period of time, so to maintain production schedules, employees may be required to work overtime. 

4. How should health and safety concerns be addressed in light of the aging workforce? 

GA needs to be aware that workplace injuries are more common in areas such as manufacturing. Swann 
also needs to be aware that although 75 percent of individuals age 65 and older report that their health status 
is good or excellent (Federal Interagency Forum on Aging-Related Statistics, 2012), physical declines may 
contribute to aging workers having more difficulty doing a physically demanding job (Maertens et al., 2012). 
Under the Americans with Disabilities Act (ADA), Swann must accommodate workers who can no longer do 
their jobs because of a disability (NOLO, 2014). For example, an older worker may not be able to lift heavy 
objects as easily as he or she used to. In general, Swann needs to understand the physical demands of 
all jobs, especially those involving operation of the new equipment. He must ensure that all employees are 
trained about safety in general and about safety in their jobs in particular. Training should include the proce-
dures for workplace injuries. Swann should form a safety committee to assess safety in the workplace, track 
safety concerns and make recommendations for safety improvements. 

Federal Interagency Forum on Aging-Related Statistics. (2012). Older Americans 2012: Key indicators 
of well-being. Retrieved from http://www.agingstats.gov/agingstatsdotnet/Main_Site/Data/2012_Documents/
docs/EntireChartbook.pdf 

Maertens, J. A., Putter, S. E., Chen, P. Y., Diehl, M., & Huang, Y.-H. (2012). Physical capabilities and occu-
pational health of older workers. In J. W. Hedge & W. C. Borman (Eds.), The Oxford Handbook of Work and 
Aging (pp. 215235). New York, NY: Oxford University Press. 

NOLO. (2014). Your right to a reasonable accommodation under the Americans with Disabilities Act (ADA). 
Retrieved from http://www.nolo.com/legal-encyclopedia/free-books/employee-rights-book/chapter7-8.html 

5. How much should Bruney's legacy affect Swann's recommendations? Is it right for a manager to 
be influenced by the vision of someone who is no longer with the company? 

Both cases could be argued here. Bruney built a company that puts employees first, and that is a legacy he 
wanted to carry on. With that said, times change and companies evolve. Students should acknowledge both 
sides of the issue. Regardless, GA has built a culture that values employees first. That fact is what should af-
fect Swann's decision-making the most. He needs to make decisions that reflect this company value. In doing 
so, he will likely be carrying out the same plan Bruney would have. 

Note to instructors: See commentaries on strategic flexibility and founder vision. For example: 

Eddleston, K. A. (2008). Commentary: The prequel to family firm culture and stewardship: The leadership 
perspective of the founder. The Leadership Perspective of the Founder, 32(6), 1055-1061. 
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Haveman, H. A., & Khaire, M. V. (2004). Survival beyond succession? The contingent impact of founder 
succession on organizational failure. Journal of Business Venturing, 19(3), 437-463. doi:10.1016/
S0883-9026(03)00039-9 

Schein, E. H. (1983). The role of the founder in the creation of organizational culture. Organizational Dynam-
ics, 12(1), 13-28. Retrieved from http://www3.uma.pt/filipejmsousa/emp/Schein,%201983.pdf 

6. What should Swann's plan be to address an aging workforce? 

Considering GA's culture, Swann should ensure that all employees are aware of retiree benefits and that GA 
markets these benefits to all employees. Also, if part-time employees are not eligible for benefits, GA may 
want to consider making them eligible. This policy change could encourage more long-term, full-time employ-
ees to switch to part-time status, which would open up opportunities for new employees. Swann may want to 
take the following actions: 

• Survey all employees with more questions. The answers to these questions will help Swann create 
a plan that is more detailed and specific to the situation at GA. Some questions could include the 
following: Do you plan to leave GA in the next 3-6 months, 6-12 months, 1-2 years, more than two 
years? What factors will determine when you will leave GA? What appeals to you most about work-
ing at GA? What is your greatest concern about your job and about GA in general? 

• Create a recruiting plan to appeal to younger workers, so when positions become available, there 
are more qualified younger applicants. Employers cannot discriminate against older qualified candi-
dates; however, the company can take steps to increase the number of qualified younger applicants. 

• Create career ladders for jobs, especially jobs on the assembly line. Jobs should include two or three 
levels for each functional area. This will encourage younger employees to come in at the lowest lev-
el. Older employees likely will not want to be in the lowest-level job category, and all employees will 
see the natural progression based on years of experience. 

Instructor Background Readings 
SHRM Foundation. (2014). The aging workforce. Alexandria, VA: Society for Human Resource Management. 
(General overview). 
Perron, R., (2011, May). Employer experiences and expectations: Finding, training, and keeping qualified 
workers. Retrieved from http://assets.aarp.org/rgcenter/econ/finding-training-keeping-qualified-workers.pdf 

Training 
Czaja, S. J., & Sharit, J. (2009). Preparing organizations and older workers for current and future employment. 
In S. J. Czaja & J. Sharit (Eds.), Aging and work: Issues and implications in a changing landscape. Baltimore, 
MD: Johns Hopkins University Press. 
Charness, N., & Czaja, S. J. (2006). Older worker training: What we know and don't know (#2006-22). Re-
trieved from http://assets.aarp.org/rgcenter/econ/2006_22_worker.pdf 

Health and safety 
Maertens, J. A., Putter, S. E., Chen, P. Y., Diehl, M., & Huang, Y.-H. (2012). Physical capabilities and occu-
pational health of older workers. In J. W. Hedge & W. C. Borman (Eds.), The Oxford Handbook of Work and 
Aging (pp. 215-235). New York, NY: Oxford University Press. 

Employment from the older workers' perspective 
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AARP Research. (2014). Staying ahead of the curve 2013: AARP multicultural work and career study. Re-
trieved from http://www.aarp.org/content/dam/aarp/research/surveys_statistics/general/2014/Staying-Ahead-
of-the-Curve-2013-The-Work-and-Career-Study-AARP-res-gen.pdf 
See also: 
The Sloan Center on Aging and Work at Boston College. Facts & literature. Retrieved from http://www.bc.edu/
research/agingandwork/facts.html 

Instructor Note 

A good way to end a class discussion about this case is to use the following video about a “real company” 
that actively seeks older workers. The video is particularly useful because it presents both management's and 
the employees' perspectives. Although the benefits of having primarily all older workers are highlighted in the 
video, ask students to reflect on the benefits of a multigenerational workforce. 

PBS NewsHour. (2013, January 2). Investment in older workers turns a big profit [Online video]. Retrieved 
from http://www.youtube.com/watch?v=NujnD1tykkY 

“The average age of Vita Needle's workers is 74 years old, and that's no accident. The manufacturing com-
pany has intentionally hired seniors—a decision that has increased profits and benefited older workers who 
often have a harder time finding a job. Paul Solman reports on their unique model for doing business.” 

http://dx.doi.org/10.4135/9781473957237 
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