THE SECOND HALF

THE SECOND HALF: Ageing, Entrepreneurship & Sustainability
Welcome to the Second Half Program.  

Picture a Venn diagram in which the ageing, entrepreneurship and sustainability agendas overlap.  That’s what a consortium of Volans, Cranfield University and Accenture began to do late in 2009, mapping and exploring a rich opportunity space for research, policy-making and business action.  This concept paper has evolved as a background brief for a series of Second Half workshops through 2010.
A world of 9 billion people by mid-century will be unsustainable in multiple dimensions without profound technological, economic, social and political transformations.  Properly understood, the sustainability agenda is about the fundamental, intergenerational task of winding down the dysfunctional economic and business models of the nineteenth and twentieth centuries, and the evolution of new ones fit for human population headed towards nine billion people, living on a small planet already in ‘ecological overshoot’.
  

Our chances of success will be massively compromised, however, unless we work out how to tackle the most critical demographic challenge on the developed the world, the ageing trend which some now call the ‘Silver Tsunami’.

This concept paper has been co-evolved by John Elkington, David Grayson, David Metz, Julia Erfurt and Charmian Love.  The idea is that the paper will evolve over time, as our consortium expands.  The first three Second Half workshops covered changing Baby Boomer attitudes to work, the segmentation of markets focused on the over-50s, and innovation targeted at the over-50s.  The aim is to open out the range of topics over time.

Whatever the topic, however, the Venn diagram mentioned above has been central to our thinking and work in this space.  On the ageing front, demographic trends have long been central to the sustainability agenda, but the focus has too often been on the number of people and population growth rates—rather than on the implications of wider demographic trends for the levels of entrepreneurship in a society, for the balance between an appetite for change in a society and status-quo-oriented conservatism, and for the prospects of achieving longer term sustainability.  

On the downside, our working hypothesis is that the ageing of the Baby Boom generation could not only herald growing strains on health care, housing and pension systems, but also—even more alarming—a fading of the appetite for transformational social and economic change that will be necessary to adapt our technologies, business models, lifestyles and economies to the environmental realities of the twenty-first century.  
At the same time, however, the upside is that there will be exciting opportunities both to use new business models to meet the needs of the over-50s and, at the same time, to mobilize the knowledge, skills, experience, contacts and financial resources of retirees and those moving towards retirement.
The Second Half Program

The name of our Program, co-evolved by Volans and Cranfield University’s Doughty Centre for Corporate Responsibility and Accenture, refers to the second half of the human life-span—on the basis that in the developed countries the traditional “three score and ten” is stretching towards a 100 year life-span.  Our working hypothesis is that, like most governments, business is ill prepared for what has been described as an oncoming ‘Silver Tsunami’ of challenges associated with the ageing trend.  This conclusion was reinforced recently by a hard-hitting op-ed in The Economist 
. 

Key themes of the kick-off brainstorm session at Accenture on 3 March 2010 included:

· Market and other opportunities related to demographic change, particularly ageing

· Segmentation of markets and marketing (>50, 50>), including diversity in different age cohorts, issues of stigmatization and responsible marketing)

· Work after 50 (including new methods of capturing and further developing the talent of over-50s, remuneration issues and ‘co-production ‘strategies)

· Future-proofing organizations against the ‘Silver Tsunami.

But why the sudden interest in ageing?  There are two distinct drivers of the trend: (1) longevity itself is increasing at the rate of 5 hours a day in the UK, so late life disability is being postponed; and (2) the Baby Boomers are ageing.  Baby Boomers will likely follow the pattern of earlier generations, accumulating capabilities and assets during their working lives, then drawing down those assets to sustain themselves in later life.  
A key question: How can the over-50s be helped to support the social and economic change processes—including entrepreneurship—needed to shift towards sustainability?
Potential linkages between the ageing, entrepreneurship and sustainability agendas include the following:

· Action to promote sustainability can be motivated by a sense of responsibility for grandchildren and a desire to ‘give something back’ at the end of a successful life.

· There is a small but growing number of initiatives, like The Elders, that aim to tap the wisdom and influence of selected older people in addressing environmental, social and governance challenges.

· Transformational change could be attractive to older entrepreneurs with time, experience and access to resources—and, importantly, now free of corporate shackles.

The ideal outcome, clearly, would be one where the issue of age became less significant, in effect an ‘Ageless Society’.  On current trends, however, we are as likely to see societies splintering into age-denominated (and increasingly gated) communities.

In what follows, we look at the implications of the ageing trend for three main areas: markets, entrepreneurship, and politics, government and public policy. 

The Greying of Markets

The impact of the ageing of the Baby Boomers is already obvious in the marketplace—and will become more so.  Among pointers to a growing interest in the resulting ‘Grey Market’ are the following:

· Market research is beginning to explore ‘grey’ markets—and the degree to which they are served by current generations of products and services.  See, for example, Older, Richer, Fitter, by one of the current authors.  One conclusion: older people seem to be moving into a “buy now, worry later” mindset, though it will be interesting to see to what extent that has survived the recession.

· A central dynamic is that an ageing society means a larger number of older consumers—and a larger percentage of spending power controlled by older people. There is going to be greater demand for certain types of products and services, e.g. NHFA (now wholly owned by HSBC) provide advice to older people and their families, regardless of means, on the financial implications relating to obtaining and paying for care. The advice and information provided by NHFA is independent and entirely funded by income derived from financial advice given. 

· Will financial institutions offer more tailored equity release schemes for older people to finance long-term eldercare? Will pharmaceutical companies, for example, invest more in R&D for new products offering not just enhanced longevity but greater functional, physical and mental longevity? Will retailers customise services for older people? 

· The German Kaiser supermarket chain in 2006 opened a pilot store in Berlin specifically targeted at older people. The store boasts a number of “senior-friendly” features, including wider aisles, magnifying glasses to aid the reading of labels, shopping carts with locking wheels and turndown seats. 

· The Kaiser pilot followed in the footsteps of the Austrian retailer Adeg, part of the German Edeka Group, which opened its first Adeg Activ Markt +50 store near Salzburg in 2003.  Features included non-glare lighting, non-slip flooring and more “mid-range” shelf heights.  The UK DIY chain B&Q also piloted a store staffed with older workers.

It is clear that new businesses will emerge to serve the growing elder market.  For example, Aviiid Third-age Living, or A3L, is a new research-driven institutional investment management business, which aims to invest in a range of housing developments for older Australians.  20plus30 is a consultancy that advises companies about all aspects of marketing to the 50-plus. And rhc advantage is a creative agency that specialises in planning, creating and managing integrated marketing communications for older audiences: www.rhcadvantage.co.uk
The implications of an ageing society should be particularly important for businesses committed to corporate responsibility (CR), yet in practice it does not yet appear to be integrated into the wider CR agenda.  This is pretty much analogous to where the disability issue was on the CR agenda some 10-15 years ago.  A quick review of the websites of major CR organisations shows little material—and few initiatives—on ageing beyond the Employers Forum on Age.  There has been very little attention paid, so far at least, to what would be the responsible business approach to an ageing society. 

Themes for exploration would include: 

· What is good practice in new product and service development for older people?

· How to market to older customers responsibly?

· How to support social enterprises that meet the needs of older people?

· And how to engage older people in defining and delivering the sustainability agenda?
The Greying of Entrepreneurship

An ageing society raises issues not just for for-profit businesses, but also for social enterprises and social entrepreneurs. History suggests that the appetite for risk-taking, innovation and entrepreneurship tends to wane with age.  The likelihood is that the ageing of our populations will slow the pace of change, sometimes for good but also often for ill.

As The Economist put it early in 2010: “Companies are still stuck with an antiquated model for dealing with ageing, which assumes that people should get pay rises and promotions on the basis of age and then disappear when they reach retirement. They have dealt with the burdens of this model by periodically “downsizing” older workers or encouraging them to take early retirement. This has created a dual labour market for older workers, of cosseted insiders on the one hand and unemployed or retired outsiders on the other.

“But this model cannot last. The number of young people, particularly those with valuable science and engineering skills, is shrinking. And governments are raising retirement ages and making it more difficult for companies to shed older workers, in a desperate attempt to cope with their underfunded pension systems. Even litigation-averse Japan has introduced tough age-discrimination laws.

“Companies will have no choice but to face the difficult problem of managing older workers. How do you encourage older people to adapt to new practices and technologies? How do you get senior people to take orders from young whippersnappers? Happily a few companies have started to think seriously about these problems—and generate insights that their more stick-in-the-mud peers can imitate. The leaders in this area are retail companies. Asda, a subsidiary of the equally gerontophile Wal-Mart, is Britain’s biggest employer of over-50s. Netto, a Danish supermarket group, has experimented with shops that employ only people aged 45 and over.”

A recent article in the Harvard Business Review by Christoph Loch of INSEAD and two colleagues looks at what happened when BMW decided to staff one of its production lines with workers of an age likely to be typical at the firm in 2017. At first “the pensioners’ line” was less productive. But the firm brought it up to the level of the rest of the factory by introducing 70 relatively small changes, such as new chairs, comfier shoes, magnifying lenses and adjustable tables.

Among pointers to a growing interest in the overlap between ageing and enterprise, particularly social enterprise, are the following:

· UnLtd:  This charitable organisation, set up by seven leading organisations that promote social entrepreneurship, recognises that much more needs to be done to support social enterprises serving and involving older people.  A ‘UK Ageing Challenge Committee’ has been established under the auspices of UnLtd, and now under the chairmanship of one of the current authors, to examine how best to do this. 
· In the USA, there are now around 100 University-Linked retirement communities (ULRCs) attracting former faculty, alumni as well as the general public wanting the stimulus of university life.  Residents may be invited to use the library, attend concerts, and hear visiting lecturers.  ULRCs vary from large, country club for-profit single-family housing developments that cater to the active and the affluent, to small non-profit austere apartments or condominiums that provide continuing care for the lifetime of the residents.  ULRCs can be a source of revenue to universities, e.g. by selling or leasing vacant land, or forming a partnership with a developer, or even licensing the university’s name to a developer.

· Will services for older people be an area where there is a blurring of the boundaries between for-profit and not-for-profit enterprises? The social enterprise Housing 21, chaired by one of the current authors, made UK corporate history this year by becoming the first not-for-profit to acquire a publicly quoted company: the Claimar Care Group.

Themes for further exploration would include: 

· Where is the cutting edge of social enterprise in relation to the problems of ageing?

· How can older talent be mobilised behind social and environmental causes?

· What needs to be done to adapt charities and other Third Sector organisations to the needs and dynamics of an ageing/ageless society?

· Is there a risk that growing numbers of Third Sector organisations might become more change-averse—and, if so, what can be done to halt and reverse the trend, to help them embrace the necessary transformational change agendas?

· How do organisations support elder-care and flexi-working for staff with eldercare responsibilities

· How to employ older workers successfully?

· What can be done to encourage greater entrepreneurial activity among the over-50s?

· What trends—and opportunities—will we see as the elderly are increasingly forced to supplement their incomes?  Or decide to lend their support on a voluntary or low-paid basis to key environmental social and governance causes?

· How can the elderly and the retired be encouraged and helped (including training) to support other change-makers, among them social entrepreneurs?

· How can companies be encouraged and helped to support greater involvement by their retirees in such areas?
· (On this last topic, one of the most interesting presentations at the Second Half workshops came from Marc Freedman, CEO and Founder of Civic Ventures, on the Encore careers program
.
The Greying of Politics and Public Policy

There are many positive aspects to growing older in today’s world, but it is not hard to find countervailing trends.  Research by Age Concern on over-65s in the UK showed there were 7.5 million households in Britain in 2009, 61% of women over 75 were likely to be living alone, and almost half of those polled considered TV to be their main form of company.  The digital revolution that should have thrown a lifeline to such people has left many behind, so far at least: only 17% of those over 65 go online—and only half of those over 50 have access to the Web.

Among the political challenges for ageing societies are:

· The growing strength of so-called ‘Gray Power’ in America was already being spotlighted in the late 1980s by magazines like Time.
· The Baby Boomers have been quite successful at mobilising around an array of social issues—and are likely to apply the same skills to age-related agendas.

· The potential for self-interested, myopic voting patterns and politics is clear—and almost certainly growing.

· At the same time, larger numbers of older voters, who are typically more likely to vote, is seen by some as unlikely to turn into a gray brake on progress, on the basis that older people have shown little tendency to focus their politics on later life issues at the expenses of other priorities.  But will social solidarity prevail as the stresses increase with age?

Among the policy challenges for ageing societies are:

· Pensions: Longevity risk (coupled with stock market fluctuations) means that traditional defined benefit (DB) pensions are too risky for private sector employers, hence the shift to defined contribution (DC) schemes where employee bears these risks.  In parallel, the pensionable age threshold will rise in response to increasing longevity.  

· Social care: Who will bear the cost of looking after the elderly, and how?  This challenge is seen to be headed towards crisis proportions in a growing number of countries.

· Housing: Ageing brings new housing-related needs, which may or may not be met.  There are clear opportunities for new forms of later-life homes, both to better suit needs and to release equity from mid-life housing stock.

Themes for exploration would include: 

· What happens to social capital, political activity and voting patterns as growing numbers of people are forced to live in isolation?

· What can be done to build what we might call the ‘Ageless Society’—in which age becomes a much less important factor in society and the economy?

· Where have age-blind policies been tested—and what lessons have been learned?

· What are the political and policy implications of the greying of the ‘Greens’—and what might be done to “green the Greys”?

Mobilizing Talent in the Second Half

The final bullet point above suggests a line not just for future inquiry, but also future action.  Through its evolving Talent Program, Volans has been working with social entrepreneurs and mainstream companies, brokering exchanges, joint working and—ultimately—joint ventures.   The question arises whether, in addition to exploring how social enterprise might help address the challenges associated with ageing populations, we might also develop business models that help harness the skills, experience, connections and financial resources of those in—or just entering—the second half of their lives to social, environmental and governance challenges.  In parallel, David Grayson and David Metz are working with an UnLtd project to encourage more social enterprises in the UK for and by older people.

In the process, we aim to re-ignite, ignite or channel the entrepreneurial abilities of some of our best-trained people, helping to create the pre-conditions both of an Ageless Society and of longer-term sustainability.  In the process we might help counter the natural tendency of older people to resist change, boost the resources available to leading change-makers and help emerging solutions evolve and scale.  This is an opportunity space we will explore as the Second Half Program evolves.

· John Elkington, Co-Founder and Executive Chairman, Volans, Co-Founder of SustainAbility, and visiting professor, Cranfield School of Management

· Professor David Grayson CBE, Director of the Doughty Centre for Corporate Responsibility, Cranfield University School of Management and chairman of Housing 21 and of UnLtd older people’s taskforce
· Dr David Metz, Visiting Professor, UCL Centre for Transport Studies, and former Chief Scientist, Department of Transport, UK and ambassador for UnLtd older people’s taskforce

· Julika Erfurt, Accenture Global Sustainability Practice
· Charmian Love, Chief Executive, Volans

· Mark Purdy, Director of Accenture’s High Performance Institute

Further Reading

David Metz and Michael Underwood, Older, Richer, Fitter: Identifying the customer needs of Britain’s ageing population, Age Concern, 2005.
Julie Perigo, Winning in the Second Half: A guide for executives at the top of their game, 2008, see http://www.winnersinthesecondhalf.com/
Theodore Roszak, The Making of an Elder Culture: Reflections on the future of America’s most audacious generation, New Society Publishers, 2009.
David Willetts, The Pinch: How the baby boomers took their children’s future and why they should give it back, Atlantic Books, 2010.
� The Transparent Economy: Six Tigers That Stalk the Global Recovery—and How to Tame Them, Volans for the Global Reporting Initiative, May 2010


� Schumpeter: The silver tsunami, The Economist, February 10 2010


� � HYPERLINK "http://www.economist.com/businessfinance/displaystory.cfm?story_id=15450864" ��http://www.economist.com/businessfinance/displaystory.cfm?story_id=15450864� 


� http://hbr.org/product/how-bmw-is-defusing-the-demographic-time-bomb/an/R1003H-PDF-ENG


� http://www.encore.org/news/encore-campaign/civic-ventures-encore-po
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