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From: RossVennerFCA
5 Huxley Street
WESTRYDENSW 2114

11 August2003

Ms Allyson Essex / ‘ ~L(~L~\’LD

PnncipalResearchOfficer! Inquiry Secretary
StandingCommitteeonAgeing 11 AUG iüd~
ParliamentHouse ~mm~j&~ommLn~ty

CANBERRA rommitt

DearMs. Essex,

Thankyou for theopportunityto makeasubmissionto theinquiryinto ageing
strategies.

I havebeenemployedasamanagerfor almosttwentyyearsandmy submissionis
basedon that experience.As amanagerit is myjob to makegoodchoices,or (as
olderdictionarieswould expressit) to discriminate.

I hopethatthismodestcontributionwill helpparliamentariansunderstandthatthereis
adirect conflict betweenthefirst priority ofamanager,sustainingtheircareer,and
thecommunitiesinterestin full employmentfor all its members.Themotivationfor
discrimination,regardlessofwhomaybenefitor suffer, is powerful.Farmore
powerful thanalmostunenforceableanti-discriminationlegislation.

Businessesarecommunitieswith theirown cultures.Wherethoseculturesvalue,in
this caseyouth,amanagercannotadvancetheircareerby challengingthis norm.

Thereis an imperativeto defeatagediscrimination.My submissionproposesa
mechanismto bring downto the level ofeachmanager,financialadvantagefor
makingselectionsoutsidethecohortfavouredby fashion,“ageunderforty, twenty
yearspostPhD.”

Themechanismproposedhasno costto Government,usesa simplemeasurefor
calculationandprotectssmall andvulnerableenterprises.

Yourssincerely

RossVennerFCA



Submissionto StandingCommittee onAgeing

Inquiry into long termstrategiesto addresstheageingof theAustralian
populationoverthe next40 years

By RossVernierFCA

Introduction

Successfulageingstartswith a successfulcareerprovidinganadequatefinancialbase
from which ageingcanbe approachedwith someconfidencein theopportunitiesto
participatein thecommunity.Agediscriminationin employment,which is now
degradingtheprospectsofeven40 yearolds hasthepotentialto weakenthebondsof
ourcommunitiesandthesocialcontract.It is alreadyblightingthelivesofmany
enteringunwillingly andimpoverishedonprematureretirement.

This submissiontakesasits startingpointtheacceptanceoftwo keyfacts:-

• Theresistanceofemployersto therecruitmentofolderworkersasevidenced
by thewell knownResearchofDrakeInternationalsubmittedto Dr. Brendan
NelsonMP’s inquirywhich leadto thereportAge Counts.

• Theeconomicimperativeto reintegrateinto andretainolderworkerswithin
theactiveworkforce. Someofthepublic andprivatebenefitsof successin this
areaarelistedin (Appendix 1)

Takingthesecontentionsasfacts,this submissionwill examinetheincentivesto
individual managersto discriminateagainstolderworkersandthenuanceswithin
corporateculturewhichrewardthesestrategies.If thesestrategiesaresuccessfuland
theirwidespreadadoptionindicatesthat theyare;suchsuccesswill haveensuredthat
theranksof seniormanagementin Australiaareskewedtowardsusersof such
strategies.Corporateexcessofrecentyearssupportsthisview (Appendix2).

Effectivepolicy to redressanentrenchedcultureof discriminationreflectedin the
discriminationagainstolderworkers(andotherdisadvantagedgroups)requirestwo
separateelements:-

• An unambiguousbut simplemeasureoftheemploymentbenefitreceivedby
the communityfrom individual entities.Thismeasuremustreflectthebenefit
derivedfrom theintegrationofolder(anddisadvantaged)workers;and
secondly,

• amechanismwhich impactsdirectlyat all levelsofan entitywhere
discriminationtakesplace.Themechanismproposedhaszerocostto the
nationalbudget,while leavinggainsfrom increasedtaxationandreduced
welfareandhealthexpenditureuntouched.

Why managersdiscriminate

Managersdiscriminatebecauseit enhancestheirownprospectssignificantly.
Althoughhardto prove, discriminationis illegal. Why wouldotherwiselaw abiding
managerstakethis action?Becauseofthestrongerimperativeto enhancetheirstatus.
Themanagerwho fails to managetheirown careermanages,nothing!

DrakeInternationalreportedthat of500respondentsto theirsurvey,nonewould
considertherecruitmentofamanagerover50 yearsofage.Theparticipationofthis
agegroupwithin theworkforcefallsbelow50% in manyareassuggestingthat



exclusionis notonly from managerialpositions.Why?Becauseamanagercannot
enhancetheirownpositionfrom hiring anolderworker.Olderworkershavelow
statusandlow statusworkershavelow statusmanagers.Low statusmanagersdo not
getpromoted.(Appendix3).This effectis compoundedby corporateculturewhichis
dominatedbybudgetsandshort termtargets.Theserewardperceivedimagein short
time framesoverquietundramaticprogress.

Measuring employmentoutcomes

A practicalmeasureofemploymentmustbe simple,unambiguousandprovidescope
to reflectthecommunityinterestin theoutcome.Theaggregateofemployeesweeks
is proposedasthebasisofthismeasure.It canbe computedeasilyaspartofthe
processofpreparingPAYG summaries.Thecalculationrequiresno specialtrainingor
computersoftware.A supplementaryscoreis computedto rewardrecruitment
decisionwhich favourdisadvantagedworkers.Two tableswhichtogetherprovidea
model for weightingthisresultfor positiveoutcomesareshownin Appendix4.

Theresultis a singlenumericvaluethe“WeightedEmployeeWeeks”(“Points”)
generatedby theentityover thefiscal year.

Thismethodologyprovidesapotentmechanismfor theexpressionofchanging
communityinterestsin employmentoutcomes.Communityinterestwill reflect
demographicschangeovertime.

Trading employmentoutcomes

Management’staskis to increasethe“bottom-line”. Effectivepolicy musttherefore
distil to afinancial outcomeatthatsamebottom-line.

Manyattemptshavebeenmadewithpublicpolicy (in Australiaandoverseas)to
providefinancialrewardsfor employmentoutcomes.Thesehavebeenexpensiveand
havegenerallyenjoyedlimited success.Thecreationofthis simplynumericmeasure
ofemploymentoffers an alternative.Entitieswith lower aggregatepointsthanthe
precedingyearcouldbuysurpluspointsfrom entitiesgeneratinganincrease.The
incentiveto undertakethis tradingwouldbeasignificantfinancialpenaltyfor a
declinein aggregatepoints.

Thepenaltyproposedwouldberestrictingtheamountof individual employees’
salarieswhich couldbeoffsetagainstthe incomeoftheentityin thecalculationof
businessincometax liabilities. Disallowancecouldapplyto salariesin excessof
$50,000.Theprovisionofthisrestrictionor thresholdhasseveraleffects:-

• Most smallbusinesseswill beprotectedfrom thepenaltyprovisionwhile
havingtheopportunityto benefitfrom anyemploymentgrowthwhich they
generate.

• Businessesin acutedistressareprotectedbecausetheyhavelossesratherthan
profits.

• Thepolicy impactsatthe level of line managerswhoserecruitmentdecisions
aretheactivetool of agediscrimination.In particularthepolicyprovidesa
cogentdefencefor “taking arisk on an oldie”. A particularlydamning
accusationoftendirectedatjunior managersin thesecircumstances.



Appendix 1

Somebenefitsof engagementwith workforce for older people

• Increasedtax revenue! reducedwelfaredependence

• Improvedhealth— reducedhealthcosts

• Increasedsavingsfor retirement

• Greateropportunitiesfor discretionaryexpenditure

• Increasedpool of labour

• Retention!enhancementofskills availableto employers

• Enlargedmarketfor training services

• Increasedemploymentandeconomicactivity



Appendix 2

A brutal analysisof Managementculture

Extractfrom Disparity— Autumn2002— usedwith permission

Twelvetabletsfor theStonyHearted

• Rule1: Always promiseatleastthedemandedoutcomeor growth,this will
buy time.

• Rule2: Keepit simpleand shortterm.No oneis interestedin three-yearlead
times.Profits in six monthsarerequiredandthis meanssackings.As for a
long-termfuture,researchanddevelopment,socialoutcomes,socialgoods,
get real!

• Rule3: Sackingsaregood,not onlyto achievegrowthbut alsoin themselves.
Theyshowthatthemanageris decisive,committedto thegoalsofthe
organisationandpreparedto spill blood,albeitotherpeoples,to achievetheir
targets.

• Rule4: A little bit offeargoesalongway. Scaredoflosingtheirjobsmost
workerscan“lift theirgame”for a shorttime. It looks good,for themanager.
And arelatedtip; casuals,lackingsecurity,areeasierto frighten.

• Rule5: Choosecarefullythe subordinateswith whomtheywill be seen.
Imageis crucialhere,ability secondary.Until promisesareprovedfalse,
imageis theonlythingon whichthemanagercanbe assessed;andimageis
largelyphysical.Thosein yourproximity mustincludesomesquarejawed
youngmen(dynamism)andatleastoneattractivewoman(appeal).Anybody
with disabilitymustdisappear.Andwhataboutageandexperience?Having
seenit all before,workerswith ageandexperienceareapositivethreatto your
strategy.In anycase,age,experience,wisdomandloyalty addnothingto the
quarterlyresults.An easydecision,then: they’regonetoo.

• Rule6: Getpromoted,thusthefailureof yourguttedformerdepartmentcan
easilybedistributedwhereyou think it will serveyou best.

Congratulations,youarehalfwaythere!Theruleshaveworkedandyou, thesacker,
havereachedtheexecutivesuite.Whatnow?You aretheherowhodelivered“share-
holdervalue”, or“targetedbudgetsavings”but still theymustperform.What
strategiescanmaintainthe image,provideshort-termresultsandenhancetheshare-
pricenow?Letuscontinue.

• Rule7: Moreofthesameis agoodstart;a few tantrumshereortherewill
certainlymaintainthereputationasa“hard man”or“ruthlessbitch” and
inspirethemorereluctantsubordinatesto wield theaxewith equalenthusism.

• Rule8: Bring on theconsultants.This oneis alwaysuseful,like thebrazen
comicin thestrip clubwho fills in thegapbetweentheactsandaboutasmuch
practicaluse,whencorporatememoryhasbeenmassacredandmorale
draggedlow by fear, distrustandexhaustion.To get thebonuspoints, choose
yourconsultantscarefully.Formercolleaguesat twice theirdepartmental
salarywill oweyoumatchingfavours;anon-executivedirectorshipwould
clearsuchfavourswell.



• Rule9: A merger,this translatesas“maintain theinterest”.Positivemarket
commentwill boostyourimageandtheshareprice.Thegratefulshareholders
will increaseexecutivesalariesandgivethenanotheryearortwo on the
promiseofresults.

• Rule 10: Themergerdidn’t work.But nevermind.Be strong,keepthefaith
andinstigatemoresackings.Consultantsareusefulheretoo, astheybuymore
timeto deliverthat elusivebottomline. P

• Rule 11: Now demandtheunachievableofyoursubordinates,thusrestarting
thewholeprocessatrule one.Thesetargetsarebroadcastasholy writ andthe
sharepricerisesagain.

• Rule 12: Finally, ensurethatyourparachuteis golden.Youhavewrecked
thousandsoflives, redeployedresources,(readeconomicoblivion forwhole
communities)butyouhavegoneasfar astheycan.Yourcredibility will
supportthesestrategiesno longer,butnowyouarerich,who cares?



Appendix 3

Models for discrimination

“A manager can not benefit from hiring an older worker”

Outcomesfrom recruitinganolderworker

Outcome AssessmentofManager

Recruitgoessick Wastedtime onolderworker-

(Overlooksgreatermobility ofyoung
workersandmaternityleaveobligations
to femalestaff)

Recruitrequirestraining Why wastetime on oldie — (Assumesall
youngerworkershavesuperiorskills)

Recruitunderperforms Badjudgementonolderworker -

(ignoresgeneralrecruitmentrisk)

Recruitperformsaboveexpectation Threatto manager,recruit coulddo his
job morecheaply,etc.

Recruitachievesaverageperformance Manageris responsiblefor olderworkers.
Olderworkershavelower status;
thereforemanageris low statusmanager.

Conclusion— avoidolderworkers



Appendix 4— SpecimenTables

Summary

Thetablesbelowarestructuredto promotepermanentemploymentandmakesuch
employmentavailableto stereotypicallydisadvantagedgroups,particularlyolder
workers.Thescoresattributedin thetablescanbe readilyamendedto rewardjob
creationin, for example,depressedgeographicalregionsorotherpriority areas.This
providesscopeforpolitical participationin shapingthe employmentmarket.

Whenanemployeewith servicegreaterthanoneyearleavesan entity, theweighted
scorerewardingtheir longerserviceis lost (table 1). Theentity canregainthose
pointsby meansof afavouredrecruitmentselection(table2) orby buyingthe
requiredpointsin afreemarkettherebytransferringvaluetojob creatingenterprises.

All figuresmeasure“weightedemployeeweeks”orpoints.

Table 1 — Incentivesto promote Full Time / Permanentemployment

Description Week Month Quarter Year

Full timeemployment 1 4 13 70

Full time — Eligible for disadvantage 1 4 15 90
Points

Parttime Permanentemployment>20 1/2 2 6’/2 35
hrs

Full time Casualemployment>34 hrs 1/2 2 6½ 35

Parttime orcasual(disadvantaged) ½ 2 7½ 45

Table 2 — Incentivesto promote disadvantagedcandidates

Disadvantage Points AggregatePoints

Over5O 2 3

Over 58 5 15

Unemployedonemonth 2 3

Unemployedtwo months 3 6

UnemployedX months X + 1

Non-EnglishSpeakingBackground 3 6

AboriginalorTonesStrait Islander 3 6

Under22 (Or first job) 3 6

50 YO NESB3 monthsunemployed 9 45

DisadvantagePoints (Table2) for anyrecruit, reduceby onefor eachweekofservice.


