nausss
i\.ili.;

&S—2
QEE

sguIdgatuauysal

TasenTsisaenagnsuasuulu)Ualun1susmsninensuyed

1 v o/ 3
naurgeleluaedns

lng
HYANENTI1TE AT.AATIA UNTSS
AMTWIAIBANEAIHATNITURYY

UNIINYI1QYSIIUANENT

LWY8U 2563



Jeueuaun MRG6180146
518938t uaNY ol
TASIN15I309INAENSAZLUIUNUR FUNISUSUISNSNENTUUEE
9 9

1 v o/ 3
ngudgedeluasAnng

HYI8AANTIATE 739059 UATT
AMEWIAYEANERIHAZNITUYT

UWIINYIAUSTTUAENS

atuayUlagd1INUNDNUATIUAYUNITIFY LATUNIINYIALTIIUAENS

(radiulusenuiiduvesdide and.lisndudeaiudeaualy)



UNANEa
SWHLASINTS: MRG6180146

¥alasans: nagnsuasuuuRlunisuimminensuyudngudgelsluasdnis

q

¥o1indy wazan1Uu: UIefans1a138 As. INTIA UN1ST ANTWILIYEAENTLAZNSUYTY

UAIINYIAYSITUAENS

dwa: cn48@cornell.edu wag chaturong@tbs.tu.ac.th

s2a2a1lA59N15: 2 U (2 w.A. 61 — 2 W.A. 63)

UNANYD:

(%
[y [

15 TIReFuli IngUsrasilunisiuuifinvemguleng deveauyuduazn1sd1533a1nyuues

yoantinauvsegninaldlunisaumnagnsikaziuif Ualunsusmsninensuywdnmngauiunig

(% (%
U a =

Uimsntinanugsisluesiniswseuignlulszsmelve lnelassnsideduiilunisdniiunsidenuunay
vinefiein masuiumdelusserusnidunmidomunin wasatddelussesi 2 1Buniddods
Uinauiielflummeseuanyfgiuildiuannansideidsnuninluszozusn lnonansidoagulii
nagnslunisudmsninnugsieluesdnisviousevlulsemdalng awnsoudsoantoilu 4 ngu leun (1)
nauesnsEinousuwasimuminmugefafieliwinnuasifanudemsamnsonntuasiiels

wilnugeiegluaneasuiRnunauesieglulagiuselula (2) nduvasnisitudiainaiy

=) 1

gadevisenauvesuuianyigliminnugsisiuiuazanunsanduluujinaulussaudulamenis

Y

asUuvununninnugelilianunsaujiilaeenluuavinsuuuuaulnidnmunzaudnanunud (3) nau

vosuuuntunisnistesiuvsenmsaiuguanugaydenignisanUsunaaunsani ssnunndnaugs

[V
v v awv LY

TodeeUfURas war (4) nauvesnsdnmnaUseleviuazaiannisiinuninauasienmdnginnuet

(%
Y [y

wazinBuae1ga1nean1sluudd all naansiisieaniseeuiulszlevisonnsidelundvesnisieaus


mailto:cn48@cornell.edu%20และ

nagnsiaswUfURlunsUSIMIMSNensuyedunzanlunsuImsninaugyisluesdnig sadu

Mteniinanuiteanuiduiuliuintn wazdswiutesuiniidunanuddeanusemeanidaimuif

o o

Mdsdrgdnudacie (W nsdivessamelne WWusu) uwazrnaandfedinandasdulsslovise

BIANT USEW visonbisnulunindiusing 9 MizdienagnsuasunuuRtunisusmsmineinsuyed

=

nqugasienlerunulUlduimsndnaugedsluesdnis vsen vileniignuvesu ieiuysednsam

o

wazUsgansualunisusmsausieluluszuzend lnganizlleUsswelngdaadigdenudasiolnuauysal

Y Y

Tudnmnsdnsy (w.m.) 2568

Amen: faugasie n1susmsninnuasisluesdinis Mydenuuran nsineusukasiauninnues

Y =~ 4 LY v 2/ dy ~ 44 LY (Y I PN a wva )
’JﬁlLW@IﬁWUﬂQ’mQQ'}EJJJF"I'J'HJEWJ'TLIﬁ']ll’]iﬂll']ﬂ‘ﬂuuﬁ%LW@IMW‘UﬂQ’]‘H%Q’JEJ@‘(}IJIUﬂﬂW?%VIﬁ]SUQUGN’]UV]

sutesvheglutigtuseluls merudananugads nisnisdestuvienismivauanugade n1s

(%
Y LY

JammauselovinazaladnsiitundnaugelsnmdniRnueguazinBeaeiganesdnisluua



Abstract

Project Code : MRG6180146

Project Title : HR strategies and practices for managing aging employees in organizations
Investigator : Assistant Professor Dr. Chaturong Napathorn, Faculty of Commerce and
Accountancy, Thammasat University

E-mail Address : cn48@cornell.edu & chaturong@tbs.tu.ac.th

Project Period : 2 years (2 May 2018 - 2 May 2020)
Abstract:

This research project aims to apply the lifespan theory and the management of aging
employees from an employee/worker perspective to examine HR strategies and practices for
managing aging employees in organizations in Thailand. Based on the mixed-method study, the
researcher conducted qualitative research during the first stage of the project and utilized the
data collected from the first stage to develop hypotheses for quantitative testing during the
second stage. This study proposes that HR strategies for managing aging employees in
organizations in Thailand can be divided into 4 main groups: (1) Training and development for
growth and maintaining the current level of functioning (2) Recovery from losses (3) Regulation
of losses and (4) Benefits and welfare for maintaining the current functioning of aging
employees. The research project contributes to prior literature in that it proposes HR strategies

and practices appropriate for managing aging employees in organizations. Specifically, relatively


mailto:cn48@cornell.edu

little research has focused on this topic and few studies has paid attention to developing
countries or emerging market economies (including Thailand). Additionally, the empirical
findings from this project benefit organizations and firms across industries in Thailand in that
they can apply these HR strategies and practices for managing aging employees in their
organizations and firms. These HR strategies and practices should finally help foster long-term
efficiency and effectiveness in their business operations and should perfectly prepare these
organizations and firms for dealing with the entrance of Thailand into aged society in 2025.
Keywords: Aging society, HR strategies and practices for managing aging employees in
organizations, mixed-method study, training and development for growth and maintaining the
current level of functioning, recovery from losses, regulation of losses, benefits and welfare for

maintaining the current functioning of aging employees
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WNARYEY Freund (2006) Adumudn iWhmnglu@invesyarauasulumurieey andmangluud
vesmsliiumadeuiumisnuluihauvdetonuan Wudmngluns$hvisazundesaauzvos
nuiaslille emuiasilengunndu (Kanfer and Ackerman, 2004; Ebner, Freund, and Baltes, 2006)
wananil Super (1957) fisadodanalulumanisifmuiondn (Career Development Model)

YaayAAaka 9 11 nnMuvseyeaInsiussAnsinagiussey 3 sseviaiuluadnis Ao seevnaaeg

(Trial) S28zu9In55uRIAILazEuln (Establishment) wagszezvain1ssneld (Maintenance) a1y
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umsonTnesmu neuflaeduindooniinnunniy ieauesdionguniu nanlaeagy e
nquijenytovemyudiidunsden msufuRieliannneimanzay uaznsvawerionaunuiiuly
fusegdla 3 Ussiansnedu fo ussgslalunmsiduls (Growth) usegdlalunisinuly (Maintenance) uaz
ussgslalunseuaunisgade (Regulation of Loss) aruddrmesuasgslaa 3 Ussiamasideuly
mmsmmqsﬁ'asuamﬂﬂaﬁ?u 9
éi”m%’*um’méi”]ﬁ’zgmawqwﬁmq%’maauwé&iamiﬁm3Wﬁfﬂmugﬁﬂuaaﬁmsﬁ?u nanledn
mnUATRluMsUSMMINensuyedldiulasyily (Universal) Tudruwasnmsimunypannslussdns

YY)

9y nsbimudAgyiunsineusundnauiiedsniseng 9 Wus) envvzldrssmnzaniunineu
[ s | v £ [ 13 C% [ 1 a 1
geitlussanisuinladn issidmanevesminaugsisluasimsdnaglildwingvesnisiuls us
< v v = a ! v ' 1 a o
Judwunglunisshunliua/vsedwunglunisauaunisgadennnndy enfegradu euidevany
Fu (Finegold, Mohrman, and Spreitzer (2002), Conway (2004), Kooij, Jansen, Dikkers, and de
Lange (2010) uag Kooij, Guest, Clinton, Knight, Jansen, and Dikkers (2013)) #U31 AN&URUS
serinawuuRlunsumsvineinsuyediuanuimelaluiu wasanuduiusseninuuujoalu
MU nsuysdiuanugniuniinudslaveminauluesinisiudsuidadlunugeengde
YOINTUNMUMEITY N1IAD WU URluNMTUITIINTNe NIy BduIwIU§URNINsAunUIg
Anuduusivauianelalunsujiinunufienugniunismuislavemidnaunitanionaeila
= LYY = a wa o 1% a CY [ 3 @V v
fanuduiusivanuisnelalunisufiinuuasanugniumesuinlavemidnnugeislussdnisile
Tumenssiudny wwaujuilunsuimsminensuyednensazdladunuujiivaniiesinisimluiiay

19 (Wu MsufiRnuwuulidunat nsanniszau WWusiv) e1vazmangaunindmsuntnanugeiei

UfjURnuegluaidAn1s (Remery, Henkens, Schippers, and Ekamper, 2003; Kooij, 2010)
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nalagaguie nquerydeveswyedntunmsiden nsufiRmeliiinnesivuizeay uaz
msvawersenaunudunguiiiinuddyduusegda 3 Ussiavmedu fie wssgalalunisdule
(Growth) wssgslalunisshwlintnanudemslfiRnunvieglutagtuseluls (Maintenance) wag

wsegelalunismvauvsetesiunisgaide (Regulation of Loss) M3l AnudAyvednsegelana 3

o Y v v
a = LYY

Uszunnazilfeulunuengdevesuyudiiiudu fetiu vge]idaidunseuiwfnfiddyididees
snldlunisimuawuiy Jodnmunzanlunisuimandnaugeisluesdnis
2. VQUYNITUTMININGINTULRETINAYNS

Wright and McMahan (1992) lalvirdninaanueean1susmsmsne nsuyedidanagnshiiie
& a v o « a o ¢ a ¢ = ¥ ¢
NoU 3 NMTTUNLAIN “NsUTMInIneInsuyEdilnagns vaneds suiuuvesnsidusslenilas
a 1 Q" d' ;4 U % Gl U L3 d' 1 v L3 d'
Aanssusing 9 MRgteatuntnaunsensnensuywdluesrnsnasyigliesinmsussqumaned
Aoin1sla” Iaetindwn1sne 2 viwudsnandilaauemedn welinsusmminensuyudiin
UsgdnEua asfnsdesimuanagnsuazkiUfiRlunisusmsninensuyedniinsenuaennday
WA (Vertical Fit) wagaudannandlubuiuay (Horizontal Fit) §9AN0d0nAandlukuIfg vungd
ANNADAARBANUTENINNAYNSIUNITUTIINTNEINTUY BILAZANEN YLD 9 VDI09ANTT 19U NAENS
Tunsefliugsiavesesinis iudu diumuaenndedluiuiueu wnedia Anudenndatasidy
SuniladufeiuveuIuiine q nesinsldlunisuimmsneinsuyed (Baird and Meshoulam,
1988; Delery, 1998)

TudrureIANUADAAA DI ULLIRINY UNITINISTUANEVTUAITDELNNINTEUUNANTUSUISNINEINT

1

uyed (HR System) NAngaludanlidegasddulani Tummsaiudn nagnslunisanfiugsiaves

BIANIUTRUTENHANdNTuSeuleatuag1alnaTaiunagnslunMsuTm S ne N Uy e TINawa
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Usznaumsuasesinmsuseus iy (uniaograu Wright, Smart, and McMahan, 1995; Youndt,
Snell, Dean, and Lepak, 1996; Chadwick, Way, Kerr, and Thacker, 2013) Fathy p9RnNSVTUSENa
Sududosduaseninaninensiidiey (u niwernsuywd Wusu) funagndlumsduiugsiaves
09An3 vienandnileniiife anuaenadosiusinnagnslumsuImsminensuywdiunagvdly

[ [ 1

nsAsiugsnavetesinsiiaud A duege8s nszanuaonnaeidana i liunasyinliesnns

<

[

finauszneunsABsTu (Baird and Meshoulam, 1988)

dnfuaruaenadodlunuiueuiu divnssununilsssyhesdnmavieuisnamsimunngy
yosunUFtRlum UM I nsuyednauaenrdean ululuiimmaiefuiiotagleadnisd
nauszneunsdulumudmuneiisenis (nfegiatu Arthur, 1994; Appelbaum and Batt, 1994;
MacDuffie, 1995; Huselid, 1995; Evans and Davis, 2005; Combs, Liu, Hall. and Ketchen, 2006;
Subramony, 2009; Gardner, Wright, and Moynihan, 2011; Jiang, Lepak, Hu, and Baer, 2012) ﬁ'ﬂﬁl
nauvewnUuRlunsuimsninensuyedananaasenlainnguuuiujiilunisusmmsnens
uywdTiunsaInnayniureminaLReesAng (High Commitment HR Practices) (Walton,
1985; Appelbaum, Bailey, Berg, and Kalleberg, 2000; Guest, 2017) 3onguuwuwiufjdalunisnineans
uyudfunsildusanvemiing (High Involvement HR Practices) (Lawler, 1986; Vandenberg,
Richardson, and Eastman, 1999; Boxall and Macky, 2009; Guest, 2017) 3onguwuiujjualunis
U%miw%’w8’1ﬂiwwélﬁamilﬂuaqﬁmiﬁﬁamsauzqﬂ (High Performance HR Practices) (Appelbaum
and Batt, 1994; Appelbaum, Bailey, Berg, and Kalleberg, 2000; Guest, 2017) filg lnglddnnguves

wUfuRlunsusmamsnensuyedaregluguuuulaviseiuntostdlsinin Ussinunddgnfe nqu

Yo uRlunsUIIINTneInsuyudiinanianuaennneiulaziandaiuiasiu vianenedn
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mﬂﬁmmﬂﬁﬂ’m@LLmﬂﬁﬁ’awﬁﬂumjuaaﬂlU aadUsznovveInguaslinsuiiulavauysaluuy Useiiu
Ao Uninn1sunlasliunsnageunguuewiufuRtunsuis
ninensuyudtinanluosdmnieuienideglunanuaignamnsa 1wy graMNIIINISKAAMEN
(Arthur, 1994) Aeawdumes (Batt, 2002) anavnssunisnansasus (MacDuffie, 1995) gnanynssy
weluladtugs (Collins and Smith, 2006) uazgmavinsslsausy (Sun, Sryee, and Law, 20070 Lu
U S sfinnsfnuiiasiziedniu (Meta-Analysis) Tuidewwssmuaenadoslunuinounsau
UFTRlumsUImMImsnensuywdianan veunufialunsudmminennsuyudiitlaussaurgs vie
wnUFTRluMsUIIMIINEnsIEiitunsTdmmveminay weunufalunsuimminens
uywdfiiunsaannuyniuresminauseesdnslivaranisdnudnde (Combs, Liu, Hall
Ketchen, 2006; Subramony, 2009; Jiang, Lepak, Hu, and Baer, 2012)

felumengul ionadennauresufiRth nduresuaURTRluNTUImInne iy
aﬁqw (ﬁL‘%ﬂﬂdﬂ Best Human Resource Practices) (Jiang, Lepak, Hu, and Baer, 2012; Gardner,
Wright, and Moynihan, 2011; Combs, Liu, Hall, and Ketchen, 2006) #isonauvadduiufimtunis

e’dd

UIMsninensuywdisendt HR Bundles (MacDuffie, 1995) Al nuneaudn asAnislusndusiodli

(Y (% s a

Anuddiunagnsn1egIiavseysEvvisegUluuM AL TugIRavseruInvetesinisiiegtla v3e
‘N‘N ‘&’
nandntenilefife wnUftRlunsuimminensuyudiangatazelsesdnisluynussiom o
13 o wew 3 a =3 v v 1
JULUU Ynun wageaan1simatldnagniviegsiale q Anw awnsaussaidmnefidesnisia lnglyl
J1dudedlinud Ay UUIUNLINGONLAYENTUNTAITEI09ANIT A 9

fegvatuUfuRtunmsusmminensuywdfaenedeiunuuwifail ffe Madalena

Tndnauiidusdlumsdaduls nsuysveyasiig g lindnaulasunsiu msimunlindnauiivinee



21

finannviany msdneAneuLuAIHaNISURTRNY M3fanansuftRnusemasiaidufiaiey
Hugussan madeasstilsvesesdmstuliudwineu il anuguuuud mnesdnsladuunufoalu
MIUIsnineInsuyuiaian viounUiRlunmsuImminensuyuditiaussauzg weuuiufoa
Tumsuimsm$nensuyudfiunsildusinvemiinnu vieuunufoalunsuimminensuywei
iunsadseugniuremthnuteasdnsluld esdmsiufvednanmssduenuinty Suadils uay
ussauthmnesn 4 Afeansld wu f8ammaaeenveminauiionas feeaefiiulatu adeau
aoatlunmsuiRamliuimina minaudenuddnfanelalumsufiRawsing 4 indu wineud
ArudAnuniutuesdnisunu Wusdu

og11lsAn Uszifiulyvmdnaesmsimuauuy foalunsuimsmsnensuywdiitiunisaing
AN NUsBaIdnIg WienduuUTRlumminensuyediiunsiidusiuvemiinny
vionauunUfTRluNsUIMInensuyudiitensidussdnsifiaussauzgeife Sslifdeagud
FauINguvedLIlfURdINaAITUsEnaumeLwIU Uhsslstng fenszufiony nudTeikundly
foagusmfuiuunufoalunminensugudnguiinandauduiusfunanisufohnuiiniuues
winausiwausEnounsintwwesesinis (Feiina1 l34masiu) Uiang, Lepak, Hu, and Baer, 2012)
wadadilaedefanaudnvazvasmdnanuludiuiing 9 wu engvesmiineu 1Jusu (Delery and Doty,
1996; Kooij, Jansen, Dikkers, and de Lange, 2014) ¥ 9 71 enaufululdindviwaveauuufoalunis
Uianinensuywinaudsnanderiruailunsufiinuremiinnuoiadsulumuoigvesniinau
ﬁLﬁN“ﬁuﬁiéf (Conway, 2004; Armstrong-Stassen and Ursel, 2009; Kooij, Jansen, de Lange, and

Dikkers, 2010; Kooij, Guest, Clinton, Knight, Jansen, and Dikkers, 2013) na13f8 nauvadwwiufumlu

NSUTMINTNINTUYEENIuNsai AN mTinusiearins visewwuuRlunisninens
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uywdfiiiunsildiusinvemiina viewnuitRlumsuimsmineinsuyudiionsiduosdnisid
aussauzgee1vylallimnzaniuminnugeleluesdnsils luvasiuunufoasu 4 Alildeglungu
yoaunUfRlunsUIM e InsuyuEiitunsaismusniuresinnusonsdng vienguuun
UFtRlumamnensuyudiiiunsidusmveamiinnu vienguuuUjiRlunsudmeminensuyud
iiensifuesdnisitiaussousgeonvasmnzanuazs Julsslovifuminanugeielussdnsunnndi
3. vgunagvnsuazwunyjuilunisuimsntnaugeisluesinig
wihasiinsfnuidesnagnduazuunuialumsumminensuyeddmiuninanugsisly
osfnsluafniiknuandwauvaneufinu enfiogiatu Paul and Townsend (1993) w@uaih nagns
nazuIUfRImnzaufunsuImsninaugsislusadnig Uszneudie mswdeunandr-esnainau
ez (Flexible Work Schedules) msansuiudalusnsyiiey (wazandnsiAninsassie)
mMsinsuutluansinuiefuiioansiuudalusnsvhausedUuniv (Compressed Work Weeks)
mMyvudsualudshonudu msassumisnuvemiinnulagasiasle msfvuauiiananayusglov
wazenouwrmilidanguinnu Tuvasil Amstrong-Stassen (2008) sx1yin 108 19INAENSHAZILY
UftRnmnzaniunineugeleluesdnig wu mamdeunainsihaumunnamnzay nsliaan
insniufienaruasiiunuaveantinnugedy nsUssdunisufiRauemdnnugsisegiadusssy
sy wena1niiu Kooij, Jansen, Dikkers, and de Lange (2014) dlgunauain ﬂaqwéuammﬂﬁﬁ’aﬁ
winzaulunisuimsnidnaugsieluesdnig wisesnlaidu 4 nau fe (1) nquansiamn dulszneudie
Asilnausuluay (Kooij, 2010; Kooij, Jansen, Dikkers, and de Lange, 2010; Kooij, Jansen, Dikkers,
and de Lange, 2014) (2) nguns3nwiliniinnugeisanunsayhauiinuesinogludlagdusieluls

(Kooij, 2010; Kooij, Jansen, Dikkers, and de Lange, 2010; Kooij, Jansen, Dikkers, and de Lange,
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2014) gulsznauig n1sUseliuran1sufURNu anudaendeluau nsesiaauain (3) ngunisly
Uselgau (Conway, 2004; Shkop, 1982; Zaleska and De Menezes, 2007; Kooij, Jansen, Dikkers, and
de Lange, 2014) $uusznaumey n1seeniuunulyd mslendreau wag (4) Ngun1seuIsANEEAINn
duusznaume n1sann1szau nslinBeaegauaunauimue [Wudu (Taylor and Walker, 1998a,
1998b; Remery, Henkens, Schippers, and Ekamper, 2003)

0614l5A7 Mafnufiimandnlngiidunsnnipmewennenadudidiy Snvansdnwdl

| 2 o ! o o | & = = a '
NWU@JWIUU?%L@u@ﬂﬂﬁ’nllﬂﬁ]%vLiJﬂaEIQQUUWU;ﬁEWUGU'P]Q‘Vlf]t‘hfs]LLagLUUQ’]UL%Q‘UiiEJ']EJ@ﬂﬂﬂ’N (Armstrong—

Stassen and Schlosser, 2011; Kooij, Jansen, Dikkers, and de Lange, 2014) shwparinazdunig

[
[y

AnwiTeninduluysemaitauindndundn Wy wau1an (Armstrong-Stassen, 2008) LULSBSUAUR
(Kooij, Jansen, Dikkers, and de Lange, 2014) 1{udiu Feuseimaiimuiudiiusunuindouuasanin
danuduazAmNaNTENUABLNLDIVBINTNNUNTEgNINWBNITUTMININYINTUY TR UANETLUN
lunsalvaslsemanmasimunvseUsemaniunainiinlu (Batt and Banerjee, 2012) Uanantiu

a o A A | (Y v = 1 a ua a (9 &
Adgluenn g ulngdnazniunsnyinagnskazuuiufialunisusmsninensuywddu
UelssinnvseAinwudazUssinnienaanaIni TuaeNnuITemunIsuTmsnsneInsuywagang

6 o 4 = 1 a wua a LY salaa A a 1
gnsinIzidunsAnwNguvewIUURluNTUSIINSNEINSUYWENATIan (MSend1 Best Human

]

Resource Practices) (Jiang, Lepak, Hu, and Baer, 2012; Gardner, Wright, and Moynihan, 2011,

sal a !

Combs, Liu, Hall, and Ketchen, 2006) visenguvesuuiuiflunisuimsninginsuyudiiisenin HR

]

Bundles (MacDuffie, 1995) \¥udn UQJJ

9l nagnsuazwnUfiRlunisusmsninensuyud nananenvlidvanzauiundnaugedelu

¢ @V v v A o Y] I3 a a ° s
2aAn3Ale Mmawnininaugeivlussdnisenaiinswdeudmunglumsieuluessdnsandnung
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Tunsiduls Wudhwnglunsinwld viedhmnelumsauaunmsgadedld Ssienavinlvinagmduay
mnUFTRluMsUIInInensuysdusssan W mafauilininauiivinweivanvane iy
anrusuiuadly fedu snAfeduifadunsmuruesysannenagnsuasuuaUfoalunsuims
ninensuyuwddmiuninaugeisidimeiu lngniunsfnwanyuuewesmiinnuniogning wag
thinaeaeuivguesyeseiwieuImsseiugwotesdnig iilevnnagnsuaziunuiiflums
Uimaminensuyedfianaadmivninaugeielussdmslussmamhdsinnnvieussmaiiunan
Aol Fatulssmalng fensinuidetadamnmuaniiinu Womdeasuluussdudingm
MNMIUTNUITILN IRt 3 dau (Suldud nouiengtuvesnusiitiuninden s
UftRileliAnae ey wagnmsvaevienauny nuinnsuimmineinsmudidnagms uas
nqufinagniuazuuiufoalumsuimemiinaugeisluesdinig fideiiaueidumnigiudesiu
(Proposition) A el
nagnslunIsusmsNneInsuyvengugrieluesanisusevsnlulssmalneuvsoonlaiiu 4
ngu laun ngvesmsiulavsenisvialiwineugeieiinausnauannsenduie bimnso
UfURaiARInTymrailiaw inve uasamaINITageauls (Growth) nguesnswilinney
gm@%mﬂﬁﬁ’ﬁwﬁ?ﬁdwﬁﬁwmﬁwg?uﬁﬁ?i]‘lfum'aww (Maintenance of the current level of
functioning) nguuesnisituiaainagadevonguittaelimineugeleiuduasannsanduly
UgvRanlusssuulafensiaguuuveininaugeieliannsaufoilseen luuasihsuuueiu
Inaifinazausdraunudl (Recovery from losses) uaznguyean15tlediunTen15AIUANAIIUGYTY

AIEINITANYTUINNIUNTON 1T IUTNINGIUGITeRDIU TR (Regulation of losses)
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(%
a v

nanlagasulid lasmsidetuiivsslovludmguilunsmnduremnagniuasiuaufoaly
mMsumsninensuyudnguninnugeislussdmslulsemaidmianvideusmedidunaiaial
AatuUsewalng wazdalusslovdludalualumameunsnguveinagnsuaswuiujuRlunisusms
ninensuyuinduninnugsilussinslulsamamdsimumioussmaiidunanfalws dagy
Uszinalngliiosdns Uien vidonmhonusing o Tudssmdlneldunsiu wasiluussgndld donTes

SutumsingdsnudgeielagauysalvesUsemalnelulnmsdny 2568
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unil 3
UIUNMsABuarszilisuisie
UIUNMSAY
Uszmelneiefuussmaiimnzaslumsiuiunsidoifoiunagnduazuui joalunis

UImaminensuywdngudacislueinis nande lulagtuiivssmalnemasedlutiweiisivasy

1 ) o v o ] 3 [ v o [ A 1 o v w =
iuanmsludinngasivludnmadudnudgaislasauysalludnsmiiniussmeamasinmuvie

UszirniJunaminlmiusemadu 9 (Bank of Thailand, 2018) vail Tngunfuas nsiUdsuniuain

[ o £% =

snufaeielugnadudinudgeiplasauysalindedldinadszunn 18 - 115 U dslunsdlveasme
Ingldandies 20 Vit ilesnndndruvesUszrnsiifiony 65 JUuluiinauegesings (ndeuay
7 1wl w.et. 2543 Uudesay 13 Tud w.a. 2563) (UN World Population Prospects, 2015) uanainil
el wa. 2578 YsswAlveasdulsamamdinuUsanawsniidngdnugeioseivaneon (Super-
aged society) IngUseinmdy q Minddenugeieseauansanluuamseridazididdinugioseugn
1% 1 Y v o & = A o 1% = Yy 1 |

ganmukAuUsEImMANTRILILA AN Fausemaniauudivaiiingloindeseausgnusyann
12,500 neaasansgrel luvaenneliadudeauressemelngaguseuna 5,700 asaanianigded
(Bank of Thailand, 2018) lunsaluil wssruludssimalnedaduunlinnag “uineusie” uay
Judusesisnaiainisnnaasyuiusativayguiunistuanaseuasuliodigiors Snuseiu

< oo v & dl' o 1 ! s D
nilanddgife Wenindadiuvetssussussrnsiunmanvessenalvedivwilduniazanasly
PnI1MEINIUsEINADU 9 (UN World Population Prospects, 2015) 8san13n3suiendsdndunsai
nagNSwazLWIUURAN 9 NensvengongnBaveantnau msuninnuasienndeneiyan

BIAMIVTOUTENBY 9 1w uRnuy suensiasuaiaineelng 9 uagnmsimuniilegifiuves
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usau 3nUiuldiedansiuaaunsalvesnisrauaauLssusazw g eToAfaunw
UfjURnuegivasdnisneluluseezen (Bank of Thailand, 2018)
o3lsfin ATERuINTSwuesniifnwrinesdmavieuisniinseglulsemaiids

WawmseUssnanilunaiaiaival (Augulsznelng) vsms W wazsnwliBaninaugeivedisls

=

At IAsensIdeTuliduintuiioAnwdneadnsviseuseneing o lulssmalneivuanagnsuazun

U Ualunmsusmsninauasivedidls

o/

521 U8UI5Ie

v v
a

TassmITeTuilidunmsafiunsidouuunas (Mixed Methods Study) (Teddlie and
Tashakkori, 2009) #eEia31 nMsandunsideluszezusniuanuideidenunn wazanuddelussesi 2
) av a a P a A Yo av a
Junddedelsuna weldlunmmegevauyigiuilasuanuansidelnuninlussesisn aely
szezusn gadglamiliunisdrmalunanine geamnssuladdnsinisinnuriensegramineuas
[ 1 A ' a o o W r-:l‘:’ll Ya o o a a (74 aay v
Jesnningeamnssudu q sgeiderdfy Tunsdlll fidedndunmsinseideyayisniintaain
° aa a a ° v v ° o v aa X ]
dlinauadfuiend (@m151e9 1 dmsuteyadruiundnanugelenieny 60 Yuululuusazenamnssy
vossemelnglul w.e. 2560) eiasaningnamnssulaluussnalneninisdnsuntdnanugely
sthefituerddny ognelsnd audriannuvesdineuadfiuviand wilnawgels wunefia yanaid
gt 60 YYuly vaueintnaugedelulasansideduil vinefis yarandongnaus 50 Yauld (Kooi,
de Lange, Jansen, and Dikkers, 2008; Kooij, 2010) udindnuiuntinaugsislunsasgnaimnssuniy
Joyavesdtinauaifuianfvaziuiuntdnauasisnuddninauvedasindeiuiaziiany

e v

wanensivey windeladnveyavesdinnuadiuisnatdiuyieligiduaunsainseilai

Y

geamnssulalulssinalveniinisdnsnuyaraniiongsius 60 Yiuldegaitvesddguazaiunsold



Joyatudiuvesgaanssuiifinnsdnnnuninnugsiveddidverdfgdinardunugiulunis

f1sandnidenasinsnseustnnagldlunTidednunindely
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M5 1 Toyadruuntdnanugeleniieny 60 YululuudazanavnssuvesUsenalnelul wa. 2560

(111 FTNNUADAWAIVR)

2NAMNTIY 1 (AW) Soway

WNRsNIIH NsUN wagn1sUsTa 87,099 18.2
ASYIREBALS Lavirilesiiu 1,599 3
NSNER 72,102 15.1
M3l A leth wazszuuUSUenA 1,957 q
Mt Msdans waznstdntniEe veade LLaz?iangjqa 2,748 6
ASNREI 41,267 8.6
NNSVYES LagN15VIBUAN NSO TUYUALAE INTUUYUR 49,918 10.5
MIVUES wazAnUTAUAWA 15,291 3.2
FwnusuLazUSNNIFILeIINS 29,591 6.2
”a;gaﬁzmmmazmi?%ami 1,718 4
ANTIUNNNITRULAZNITUTEAUAY 5,545 1.2
AIN1IAUOFIMTUNSNE 8,020 1.7
AANTTUMTIVITN IeFnsiazinaila 4,301 9
NINTIUNTUTMTUALNTUIMTATUELY 30,773 6.4
AITUIMTTITNS Msteslsema waznsuseAudiaun1AtIRU 41,013 8.6
ASANWN 34,761 73
NUAUFUNN WagUfIANANATIEN 7,157 1.5
Aavy ANUTUIS Lagtiunuinig 3,117 7
AaNsTUUSNSAUBUY 14,506 3.0
Aanssunisinenuluasieudiuyana 24,786 5.2

YaNIIM 477,272 100.0

MU lMINsAn I Tedenuninlugiuuresnsieseideyanisgianundunivel
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nsUssiiiunan1suifauveandnaugede weinanlasululdlunsimuawuimy
Bnslunmsimuninaugeds (Developmental Performance Appraisal)
nstianudleiae Hneusy waglvamusnwuindnaugeislunisnusunisesutiuuas

AsLYINeEY

10) msEnausuntinauasislusesmuvasadeuazendeundelunisujina
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11) nsineusuminaugeisludemsquaguainsianieliuduss
12) msinausuednauliiundnauasislueanis iwenninnugeiumatuazaiunsons

FneglanevdunBunegneddnis

13) mslvinruhomde uarlimuugiieafiuanuivhnuuidunendunSoueny wn
winugeisluesinig

14) MsdnaainisussinmnsnsiaguaindsedUleglaienlddne rwandnauasivdmiuee
szoznaninnugeidosufuRnusgivesdnisdeluaunitesindoaey

15) M3dnaiain1sussinniuiisvieasnwineg1uia Aen amunnmg lrwandnaugede
dmutaeszeznaiminnugeiedios foRnuegiuesdmsseluauninazindeneny

16) msdnatarnislifuninnugelofiinSeaniganesdnmsud Wy msnsvgua syl
Tnglaiflenldane nslominaugsieiindonengudiaviidningrensnulsauszdi ms

Walomalvimiineugeiaidnsiufanssudunuinismig 9 eRnsindu n1sdnaiafnisen

[V
v a

a ] P o v oa a 9 & v A 2

waisa MsidudnmauanvesmiinnugelisiinBuneguad 1Wusu il eiuusegals
Iumi‘uﬁﬁ'ﬁqmiﬁﬁ’uwﬁmmqﬁaﬁﬁqmﬂﬁﬁamuagjﬁumﬁmwialﬂ

17) Mserans (Ergonomics) viensinanmuindeslumsvihaulvimangaudiuninauasdy
LAz TI8ansRTINSAVTIBLAYOUATIEAT & SULLBINRINNITYINNY LU NTBDARUULAND
< 6V o nﬂ' af) v v (v (v I~ %
mLLazimmmul,waﬂuwummgmammm WJunu

18) NFAATNUINIUYINUADFUANMAT AL IUIUTINLINITVINUADTUTY LU L ALY

dUmviay 5 U Tuay 8 Tlud waziUasuuvinaudunviag 4 U fuay 10 9719

(Compressed Work Week)
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19) mﬁf\haﬁi’mauLmuiﬁuriwﬂ’mmqﬁammamﬁﬂgjﬁ’amwuaawﬁﬂmmwﬁ?u (Performance-
based Pay)

20) madalenalsmiinaugsiodonuiininanaussloviaiafiniseig 4 Awngauiuaiy
FOIN15UDIRULDY (Flexible Benefit Package)

21) maﬁmﬁiﬁwﬂmmgﬁwﬁﬂ’amuﬁawwLﬂué’umwwiaqsumwa'wmasuaawﬁmmmmifu

22) maWelemaliniinanugsiovianuitmienanu u aauiilafls iefindnaugeioald
lifeaiunuftRnuiiesdnsieussnmn q fu

23) nsialenalininnuasislagienenninuiuazyinuens q lunsufuRnuludminnu
sulvslviSoniinandidslifiuszaumsallunsiau

24) nsialenalininnuasivlaiilonadindulalunulamenuies

25) Msussidlininaugeovhmihiiiuine (Advisor) iteregliiuugiinng 4 Tun1sufoinu
wiguIsviTentinaulusedu g 9 vesesdns

Y

26) MueumngliniinaugeTerihmihiifiass (Mentor) oelifusnuuaslimuugiiiluns
UtRnuwnindnaulmiviowinnuiivszaunsallunmsviendes

27) nsialenaliminnuasiodnluiidiusulunisindulasiig o vesheuinig

28) m3lalenalsmiinaugsiefimaudsununselondronuludfifnusis q auianm
$uneLareIeINinuLAaY eIz B08 WY

29) Msanmsznuininaugeisasdos foRiieimnzauiuanimisnouazongves

NUNIULADESY

30) nshdeugnlimdnaugelsuf ianulungnaisfu
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31) msldeugalininanugalsuifauainan

32) mdriatalusmsvhauaanaivemiinugs i

33) msalonalininaugeisufifauwuuliiunm (Part-time) Tnefiansanniuanin

fumeLaregvaIminuT Y

34) nslialenalvminanugeiuinduaergnuneunivun (Early Retirement)

35) nmsdiatenalvminanugeisameanulussezend lnglilasuSdusieu

ndrndu §ideldhuuuasunuiindlumuaiiuresidemalusunsudmminens
Uy 5 iy iﬂmaa‘uﬁ’umjmé’faasmLﬁaaﬁuﬁLﬁuwﬁm’mqﬁmENwﬁwmﬁaﬁiimﬂam%ﬁﬁmu 28
viu Wienailldnnaaeuradediu (Reliability) veauuuasunniludiuveanyfoalunsuims
winvuasisluesing Iaemien Cronbach Alpha Coefficient la@iniu 0.935 Fannin 0.7 sudu
nauidusinsusuld

Tusuneustely fideldinuuasuaudsnanlunaauduninmugeds @leny 50 Fruly) Tu

aa a

wanvaegeannssululsemelngdwiy 353 au lagdiunsineiadadamsiau (maede

(%

1% ! N v a ¢ aa a
Jovay wazdeauuansgu (S.0.) laansiaseineadifinemsne 8

M13199 8 NaNITIATIEARRLTINTTUUNUEILYRIUUADUANEIUN 3 (WUURTuNITUIMIINITNII

(Y [
geeluasinig)
A Auade | Yewar SD.
[1. m3demdngasiineusa visemsiinausuluvieaFeu (Classroom Training) TriuAninaugeislasanzluidesa 4] 4.27 85.40 0.797
[2. m3fineuslumihousds (On-the-job Training) tleliminaugeieiinmnsamdiunglunisufifnuiu] 4.24 84.80 0.737

[3. Mswauntnauasislaenisimaluladviedssuneanuazainang q uildluesanis welindnaugsiomaniu
G G

Py

ansauiiRauldidudnonmuaziiussaninannndeiu) 4.32 86.40 0.745




[4. maimundnaugeielaenislintdnaunidussaunisaiinnnivhwifidensu (Coach) ninaugels adutedunau

as a wa = q v o o Bl o a wa o v oA gy o o
warIBnsufiRnu sudideyadoundu (Feedback) Wgafunansufifnuveminaugeds wielininaugeied

mm*ﬁwmzy’lumiﬂﬁﬁamuﬁu] 4.25 85.00 0.762
[5. swanmiineugefelasnisliminauiiissaunisalinnnimiminfduiides (Mentor) aosliruuriusnylu

nsUfiRmuunineugeds deliwinnugelelianusiualunsfofnudu) 431 86.20 0.738
[6. MmsNausudumM e InlituninugelelutissesanininnugelsdionjoRnuegiussdnseluaunitey

Lﬂ@ﬂﬁumq (Career Planning)] 4.31 86.20 0.737
(7. msfmuauun1sineusslifiunineugeisluesdns (Training Roadmap)] 4.24 84.80 0.764
[8. msUsziliunamsUfuRnuveminaugedy wethraiildsululdlunmsimuauimeAsnstunsiauminaugeds

(Developmental Performance Appraisal)] 4.23 84.60 0.734
9. msbirnutiemde Hnevsu waglirUinwudminauasislunsnaununiseeuiuuagnisldiietul 4.43 88.60 0.74
[10. melneusuminaugeieluFesmmnasadouazordreundislumsufdinul 4.35 87.00 0.715
[11. msneusimiinaugeisludeinsquagunimsremeliufausd 4.55 91.00 0.66
[12. Msfineussednaultuninnugsfeluasdns iefiniinugeomatusvannsassdnegldmensundomeny

2N8IANTT] a46 | 8920 | 0775
[13. mslsimnumieimde uazlidmuusiiisiuanuiinuidunendandoney wiwinnugeisluesinig 4.30 86.00 0.846
[14. msdaaiaimavssiannisnsisguamdssillaglaisianldane Wuiwinaugefodmiutissoznaininnugeiods
fosufiRnuegivesdnsieluauninindieneis) 4.67 93.40 0.56
[15. m3daatafmaussiamiuiismdeminuimeiuia e dmuunmg Biurminanugelsdmiuussegnmingnnu
geledinsufiRnuegivesinsrollaunitazintonens)] 4.60 92.00 0.646
[16. MsdnaTainmsliifuminnugeiofinSoaoiganesimsud wu msnsgunmuseSiinglifiaildae nsli
winnugeloindeneguddianiitndedminulsalsen malalonalininanugstoisufanssudunums

s34 flesdnsdtu madaatafimsdmaia nadudinmaumeeminaugelsinoueguds Wudu il e
WuusspdalumsufiRaulituninnugelofidinsujiRnuegivesdnsselu] 4.59 91.80 0.701
[17. n1senans (Ergonomics) visensinanmungesluntsiaulfmnzauiunidneugsde uastiwandasnsidulae

wagdunsresng  Suilounannisiiny wu mssenuuuiisiuasifehaudieflininaugeTouaauds Wudu] 4.50 90.00 0.666
[18. nsans wauTuinausedUAtiag waniuautilismsvhausie Tty wu WsvhoudUamias 5 Su ues 8

s wazwdsusvhaudunsiay 4 Su Suas 10 Hla (Compressed Work Week)] 3.81 76.20 117
[19. nstremeuuuliuintinugsTsmumanisUoRnuesinmusietu (Performance-based Pay)] 4.20 84.00 0.872
(20. maslomaliiniinaugedoidenuiiainanaysslomiatainising 4 Amnzaufuanudoanisuesmuies (Flexible

Benefit Package)] 431 86.20 0.746
[21. nsuilininaugefeuftRnuiiensasiusunsetoguimitemevesinaumdnii] 4.47 89.40 0.715
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[22. msslemaliindinnugerishauiitunierhou a aawiladls Wefininnugeisazldlidoadwnufoanui

aNIMzaUTEINN 9 Tul 4.13 82.60 0.88
[23. maslomaliiniinaugedsldtnemenmuiuagiinuzdns 4 lunisufiRanuludminnuiulmiviendnnuiisdlid

dsgaunsallun1sviey] 4.47 89.40 0.653
(24. ms@alemalimdnaugeelifilonasaduldluemilifenued 4.35 87.00 0.636
[25. Mswsisseliminaugeievinmiiifiuine (Advison tlemseliuuzainsng q Tunsufdnuuiduimsiendnauly

FEAU 69 9 VDIBIANIT) 4.33 86.60 0.714
[26. nsuoumnglininnugsfovimiiifas: (Mentor) aeglifuinwuasliduusilunsufiRnuuindnaulu
vieniinnuiiivszaunsalunsyinnuos) 4.38 87.60 0.646
[27. maUalenmalsiminaugsioidlufdusulunsdndulasie 4 veadieuims] 4.14 82.80 0.797
[28. maalomalintinaugeloinmsmuisunuvdelondrsmuluufifamsia q auiianimsanmeuazeigues

wilhuusareazdosug] 4.23 84.60 0.796
[29. Msaansz Ui ugeTpazdes fiRHe Iz anfuan I INBUaE 91 TR N LA 8] 4.26 85.20 0.765
(30. msldeygaliminaugelsufofnulunsnansiul 4.16 83.20 0.937
(31. mslioyalininnuge iU iinuanaiiedesiuliymgunin 3.85 77.00 1.019
[32. msiadalusmsvhaamanavesmiinaugede) 3.94 78.80 1.014
(33. nsdalenalininaugeisd fuRnuuuulifiuna (Part-time) Inefinrsannuaninsenieuay engueminguse

tha 412 | 8240 | 0857
(34. ms@ialenmaliintnnugeianBeaengnuneuivun (Early Retirement)] 4.25 85.00 0.737
(35. ms@ialenmalintnnugeivamennulussesen laglildsutudiew] 3.75 75.00 1.063
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i JIeladiiun1sinseillade (Exploratory Factor Analysis) Liadanguvasuuiufu

4

Tunsudmsniinaugsieindulymuauyfgruiaslivseld Inglddmuelifinisuiinguveuuilfun

Tunsudmsniinaugeleluesdnisesndu 4 ngu Fawanisiasgiladonanslifmisnad 9

M5 9 wansaszladuiedanguuuiuualunisuimmdnaugele

AR Component
[1. m3damdngasiineusa visemsiinausuluvieaFeu (Classroom Training) TriuAninaugeislasanzluides 4] 0.735
[2. nsfinousklumieua’s (On-the-job Training) isliminnugainmmiausualunsufofoudu) 0.714
3. mswanminnugeielasnsthineluladviedssusmmazainea q wliluesdnig ielindnmugelomaduansa joamuld
WiudnenmuasiusyavErandeiu] 0.732
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[4. maimundnaugeielaenislintdnaunidussaunisainnnivhmifidensu (Coach) winaugely adutsdunsunagisnsufiifau

sufdlifeyadoundy (Feedback) iuafunansujinuvesminnugels eliminnugeiefimusnalumsufofnudu] 0.733
(5. swanmiineugefelasnisliminauiiiussaunsannnimiminfiduiides (Mentor) roslimuuzinUsnylumsufiRonuud

winaugede itelintnaugefedermdnnglunisufimoudu 0.699
[6. MyMausudusodnlFtuninnugeseluressesnaniintinnugeludiesu fiRnuegtuasdmsdeluauninasindeneny (Career

Planning)] 0.628
(7. msfmuaunun1sineusulifiumingugeisluesdnis (Training Roadmap)] 0.757
[8. msUsziliunansUfRnuveminaugedy wetmaiildsululdlunmsimuaumeAsmslunisimuminaugeds (Developmental

Performance Appraisal)] 0.737
9. msliinnutiemie Ansusy warliduinvunndnaiugeislunisnaununiseeuiuwasnislidneiul 0.666
[10. melneusuminaugeieluFesmmnasadouazorireuniislumsuidinul 0.635
[11. msfneusimiinaugeisludeinsquagunimsremeliufausd 0.541
[12. nsfineussedndulvituminnugsTelussins iefininmugelomartuarannsomsdnegldmondunfoneiganesdnis) 0.643
[13. melsimnumieimde uazlidmuusiiisfuanuiinuidunendandouey wiwinnugeieluesdnig 0.669
[23. maslomaliiniinaugedsldinamenauiuaginuedng 4 TunsuftRnuludminmnuiulmivdendhauidshiiussaunisalluns

v 0.625
(24. ms@alemalimtnanugeieldilonasaduldluemlifenues 0.634
[25. nsussstelimiinaugeovhmiiifiuinm (Advison iitersluurihsing q lumsufiRnuudduimsviendnaulussdu s 9 ves

93AN13] 0.692
[26. nswpumNglninauge ey miiiRaes (Ventor) AeglisuinwuarliduusdlunsufiRnuuiwineuludviondneud
dsgaunsallunisvhautes] 0.705
[27. maUatenaliminnuasioidlufdusulunsdndulasie 4 veadieuims] 0.741
[28. maDalenaliiminnugeieiinmsmuisunudelondsnuluufiRouig 4 muitaniminisuazeiguominausa e

\Hosuas] 0.557
(30. msldeygaliminaugeleujofnulunsnansiu] 0.769
(31. m3lioyaalininnugeiuiinusnaiiedestuliymgunin] 0.849
(32. mydiadalinsvhaamanavemiinnugede) 0.840
(33. nadalenalimineugeibyfuRnuuuuliiiunan (Part-time) Imaﬁmsmmuamws‘mmaLLaquuaawﬁﬂmuﬁmfu] 0.676
[14. msdaatadmaussiannisnsisguammdssSiliaglsifialdane WuiminnugeiedmivinssesnamininnugelodiionfoRnuee
fuesdnissieluauniainBemeny] 0.724
[15. msdaataimaussianiiuiismdeainumeiuia e Amuunng Biwinnugelsdmiuissesmininnugedoddos
Ufthnuegivesinisdelusuniiauindemeny] 0.747
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[16. msdnataRnisvitundnaugeieiindemeiganarnisuds wu mansnguamuszatinglifialdine nislindnaugeden
indaeguédiavsiininemeinuilsaussi nsdalemalsininnugefodhhufanssudununnisia q fesinmsdaty nsdn

avainsamaude nsdudnmauavemiinnugeeninBeamguds Wusu il deduusqdalumsuioulituminaugeden

SansufiRnuagivasrinisdaly] 0.614

va o

2597 9 FRFenuI wnUfRlunsuimadnaugsislussdnsaansoutseenls ¢ nau

Y

fio (1) ManuiAg kU ialunsuimainaugeielussdnsde 1-13 (2) danude 23-28 (3)
Aot 30-33 ua (4) danude 14-16 FaanmsinrsanguurfoFlunmsumasninnugeielu
o9fn97 4 ndudanam nudt “bidulumuauyfgiuiisclifmun” nanfe nagndlunisuims
wiinnuasielussdnmsliansaesnidunguvenagnslunisiiiule (Growth) nauven1ssnwili
wiinnugeledsasUfianthtendinuewheglutiagiuseluls (Maintenance of the current level of

functioning) NguvaIN1THUAIAINAIMEGAEY (Recovery from losses) uagnguvesnisUesiunsonis

a

AUANANGaYLEY (Regulation of losses) I iasannan1siasevladelundaznguneanyilyl

o

aonadosiunguueanUiRlumsumsntinnugeielussdnsaigiselsasulilunsaei 7

Y

Ya o =

Tunsdlguil {Afedalduvnguuosuiujiflunisudmsninauasivesndu 4 nau sy

U
U a QJQ‘NI U 1 L2 1 t:’{l
AdnuyazvetuIUURNegluuiazngy dwialull
el 1 Uszneuse wuaufiRlunsuimeninaugeisluesdnisde 1-13 Seninlu “nau

vaauUjualunsineusunasinuiminauasisieliminnugeisiianuiauaunsaintunag

a wa

elintnanugalvegluanneig gummwmmmmaﬁluﬂﬁmwmahﬂm (Training and development

[
=1

for growth and maintaining the current level of functioning)” %ﬂﬂﬁjm‘ﬁ 1 1 Junquuesiuiujunn

faliaenadasfiuauyfgnunaall

o«
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nguil 2 Usznause wunufuRtunisudmsndnanugeieluesdnisde 23-28 Senindu “ngu
Yol uanyslunsiuiananuaydevsenquueswnuianislimdnauasisiuiuay

anunsanduluuiinulussaudulamenisingusuununndnauasisldaunsaujiflaeenluwazin

1%
)=

sUnvuulmifunzauduunui (Recovery from losses)” @anguil 2 U LunguvemwIU{uRn

Y
a

donAneafuauyAgILTAIlY

<9

nguil 3 Uszneusie wunufiRlunisudmsnwidnnugeielussdnisde 30-33 Soninlu “ngu

vosuufuantielunislesiunsenisaivauanuagydemenisanuiinnnunsanssauingnay

[
oA =

Y a wa . gy = & ' a waa Y ) a
gaiufosUfjUfiag (Regulation of losses)” Banauit 3 U Wunguveswwiujiinaenndesivanyig

]
Ly
warnauil ¢ Usgnause wwiujuRlunisuimsndnauasislussdnste 14-16 Seninduy

(%
Y LY

“nauvatuUuitumsdavmnauseloviuazaiannisununinnuasiensideujiRavetuas

m@smmqmﬂaﬂﬁﬂ’lﬂmlﬁﬁ (Benefits and welfare for maintaining the current functioning of aging

1Y
1 = =1 )

employees)” @inguil 4 1 iWunguveswivjiandiliaenndesiuauyfgiunaall

9
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unil 5
aAUs8uaaTUNANTIY

'
v

PNUANMTAITIUTUNITELATUanNNsneaeulsUSunaiunguieg i dundnaugsdy

' (%
Y

(MHogaaws 50 YYuly) F1uau 353 A TunainraganaInnssuaIunsadwunnNauuewU uRtuns
a Y [ 13 = 5 a CY [ Y < s v A 3
UImandnaugeisluesinisvsenagnsnldlunisusmandnaugedeleilu 4 nagnsudn fe (1) nagns
lunmsinausuwagimunninnugeiaielintnnugeielinnuianuaaunsaunnduuasive linneu
geivegluanneiazujiRaunnuewhegludagdudeluld (Training and development for growth
and maintaining the current level of functioning) (2) nagnslun1siuimanAUayFsnTaNaUTes
a vad DY o X o ) a va U a vy o q'
wwiRntelimdnaugelsiuimuaraunsanduludjiinulussdudulamensdaguuuaui
winnuasisldannsaujialaesnliuasihsluvunulmimingaudiniunun (Recovery from
losses) (3) nagnslunistasiunsensniuauAEadenIen1sanUTinaUns e sEUANTgNIUE
TudpeufUiRas (Regulation of losses) way (4) nagnslunisdavinaussleviiazaiannisliiuninau
RaueguazinBeaengaInefn1slulal (Benefits and welfare for maintaining the
current functioning of aging employees) lnggiuaraiueeasidunvadusaznagnsnwaluil
¢l A ! a vaady v o w LY =% v CY Y P 4
nagnsh 1 Aenguveswuiuiinlimnuddgiunisiineusuiasimuninnuasisdiali
wilnaugedelinnuianuannsaintuuaziielvminnugeivegluaniizagujiRauiaueswiegly
Uagtusielule Uszneusmie 13 uuiufuavan fie (1) nsdandngnsineusy wiensineusuluvieaseu
(Classroom Training) Tunntinauasislagiamgluiitesie q (2) mstneusuluniinnuaie (On-the-

job Training) e lntinauasisiinaiuianutuglunisujifeutu (3) mafauwmdnaugdislay

nsdunalulagvisedsdneauasaind q anldlussdnis welrndnauasiemaiuainss
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LY

UtROlAAuAnen muasiUssAvBrannBaty () maimumiinaugefelaenislininauid
Usvaunsafannnivhmhiideusiy (Coach) wiinnuaste efuisdunsunarisnsufifan sauddy
foadoundy (Feedback) gafunansufiRsmvsmiinnugsds elviminnugeledaudwigly
msUfTRmuty (5) mavaumdnnugselaensldwinnuiidussaunmsalinnnivimiidufides
(Mentor) peglimuuzihyinulunsufiRaunnminnugeds ieliinnugeioiamudunalums
UfTRawL (6) manausudunsordwlituntinnugelelutsssesnaniindnnugelodies
UftRnuegiuesdnisaeluaunitasinBeaeny (Career Planning) (7) msmvuaunuiinisiineusulsitu
winuasisluesdnig (Training Roadmap) (8) NsUseLiiunan1sUfURuveantnaugede Wiermad
losuldlglunisimuauuiniey/Asnistunisiaunninauasiy (Developmental Performance
Appraisal) (9) mslinnutiewie Rneusy wagliduSnwuininnuasislunisnaununiseeutu
wazmsldareiu (10) msineusuntinaugeioluFesnudasafouaretroudiolunmsufofeu (1)
msilneusumtinaugeieluFesnisquaguamsisneliudauss (12) msiineusuedndulituninmu
au¥tluasdnis dofiwinaugelowaduazannsndsdnegldmevdundonoiganesdnis uas (13)
nsliirutiemde wazlduusifnfuanuivhauuddunmendandeaeny uandnnugeisly
9IANT3

ol iWhvangvesnagndded 1 Usenoude 2 Whvanevidn fe (1) Whmnsvesnisvinly
winugeieiinnuimuamnsolumsuiiRaunniu fsaesdestuidwangvesnisiiula (Growth)
sudutmng 11u 3 Yeventmnevesyanaln 4 lutsengwils dmutihmnevdnd (2) fe

Wwngvesmsilindnaugeiegluangisfiianuiauevieglulagdusieluls Geaenndos

Auidmungvaanissnwld (Maintenance) munguionadevesuysd Ingludiveadmunewsniu
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aeRMIviseUsEvlusewalneaniiunisineusuninnugeiiunsinevsuluanuaznisineusuly

o w

14 = [ =% ¥ a ] 1 I Ly Y] v 1
weassuludAy lnensilneusuluessvudiulngazilumsiaurinuglunsldnwissussvalag

sinurlunsldneufiunosusmiinanugste Wefiminnugelomaduasivinuess 4 Aduduluns
UHUR SRensuiaansauiusiedifuanmndounisvhauiivdeuuaduld venaintu ns
Hnausuuaziimuninnugeisluesinisviousunlulsewelnedsanunsaddunslonaies
(wenmdlornnistineusulunuuaznsiineusuluiesdew 1wy nsléeds mssmualsiifiaes uazns
mMsAnmuEeunsThnuvesuIms/minaueudAgmiiowlun Fansiineusuuasiauntingu

v ¥ aa & | = Y] v a Y] a A % ° Y =
Zﬂ\‘nﬁl@ﬁEJ']ﬁﬂ']iL‘VTa']u‘i]gGU’JEJIUﬂ']iLGﬁEIﬂJIVWNﬂQWUQQ’JEJLWUIUW’]MLﬁum’]ﬂ@qsﬁ‘wm@ﬁﬂﬂqiﬂqﬂu@i’] FIUN

(Y]

frorvhlsmiinaugsTonied st‘WmewammmmwﬂﬂamL.muwuiui fuiigetulusunanld

UssifiuidnyBnuseiiiunilsife ssdnmssouidnlulsemalnessiidunsussifiunanisu o
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HR PRACTICES FOR MANAGING AGING EMPLOYEES IN ORGANIZATIONS:
THE CASE OF THAILAND
ABSTRACT
This paper examines human resource (HR) strategies and practices considered

particularly beneficial for aging employees in organizations in Thailand, an under-researched
developing country. Based on a cross-case analysis of seven organizations across industries, the
evidence draws on semistructured interviews and focus groups with aging employees,
semistructured interviews with top managers and/or HR managers, field visits, and a review of
archival documents and web-based resources, including newspaper reports and magazines. This
paper proposes that HR strategies for managing aging employees at Thai organizations can be
classified into 4 groups: growth, maintenance of the current level of functioning, recovery from
losses, and regulation of losses. Each group includes several HR practices appropriate for
managing aging employees. Furthermore, one of the most important HR practices that is
specifically appropriate for managing aging employees in Thailand and other developing
countries with high levels of personal debt is the facilitation of financial planning, categorized as
maintenance of the current level of functioning because it helps aging employees maintain their
standard of living after retirement. The proposed HR strategies and practices are particularly
beneficial for aging employees because they help individuals achieve higher levels of

functioning, maintain the current levels of functioning despite new challenges, return to previous
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levels of functioning after loss, and organize adequate functioning at lower levels when
maintenance or recovery is impossible.
Introduction

Currently, workforces are aging in both developed and developing countries (so-called
emerging market economies) across the globe, including Thailand. Thailand in particular is
becoming an aging society (Yabushita, 2016), meaning that the number of aging people has
increased while birth rates have decreased. The World Health Organization has classified aging
societies into 3 different levels: aging societies, aged societies, and super-aged societies (World
Health Organization, 2002). It is predicted that Thailand will become an aged society in 2025
(Thairath Online, 2014). Here, an aged society refers to a country where the population that is at
least 60 years of age accounts for more than 20 percent of the total population or where the
population that is at least 65 years of age accounts for more than 14 percent of the total
population. In this regard, organizations in many countries, including in Thailand, must
understand how to manage aging employees in order to unlock the fullest potential of these
individuals, motivate them, and retain them in the organizations over time (Ng and Feldman,
2008; Truxillo and Fraccaroli, 2013).

Previous research on the management of aging employees in organizations has proposed
that people’s work-related motives and abilities change according to their ages (Rhodes, 1983;
Warr, 2001; Kanfer and Ackerman, 2004; Kooij, De Lange, Jansen, Kanfer, and Dikkers, 2011;
Kanfer, Beier, and Ackerman, 2013; Kooij, Jansen, Dikkers, and de Lange, 2014). Scholars have
thus started to look for human resource (HR) strategies and practices suitable for managing,
motivating, and retaining aging employees in organizations. In particular, this group of scholars

has questioned whether typical HR strategies and practices used in today’s organizations can
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help organizations fulfill these goals (Armstrong-Stassen and Schlosser, 2011; Bal, Kooij, and de
Long, 2013; Kooij, Jansen, Dikkers, and de Lange, 2014). In other words, because aging
employees possess characteristics that make them different from young employees in
organizations, it is possible that organizations should design and implement HR strategies and
practices that are particularly designed to motivate and retain this group of employees.

Nevertheless, prior literature has typically focused on the management of aging
employees from an employer perspective. Specifically, this group of scholars has conducted
surveys of top managers or HR managers regarding HR strategies and practices that should be
appropriate for aging employees in organizations (e.g., Paul and Townsend, 1993) or has
surveyed these managers regarding the HR strategies and practices that play a crucial role in
retaining aging employees in organizations over time (Remery, Henkens, Schippeers, and
Ekamper, 2003). However, there has been relatively little research done from an employee
perspective regarding the HR strategies and practices that can be used to manage aging
employees in organizations. Few studies have taken a contingency view in examining HR
practices that are considered particularly beneficial for aging employees (Kooij, Jansen, Dikkers,
and de Lange, 2014), even though Guest (2011) noted that employee perceptions of HR practices
will ultimately lead to desirable work outcomes. Most prior studies have proposed that the same
high-commitment HR practices are associated with positive work-related attitudes regardless of
individual workers’ characteristics, including age (Delery and Doty, 1996; Armstrong-Stassen
and Ursel, 2009; Armstrong-Stassen and Schlosser, 2011).

Additionally, only limited research has applied lifespan theories to an in-depth study of
HR strategies and practices that are appropriate for aging employees in organizations; rather,

previous research has typically applied general theories, including the social exchange theory
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(Armstrong-Stassen and Ursel, 2009) and perceived organizational membership theory
(Armstrong-Stassen and Schlosser, 2011). Moreover, few empirical studies have examined HR
strategies and practices considered particularly beneficial for aging employees in developing
economies or emerging market economies. Developing economies or emerging market
economies are different from developed economies in several aspects, including the standard of
living. The standard of living in developed economies is definitely higher than that in developing
economies (Surbhi, 2015), and this will, of course, influence the HR strategies and practices
considered beneficial for aging employees in developing countries where the majority of aging
people do not have sufficient savings to support themselves after retirement. This issue is
especially important in countries that are becoming aging societies, such as Thailand
(Apinunmahakul, 2016).

Therefore, this paper aims to focus on the employee perspective by using lifespan
theories to understand the HR strategies and practices considered particularly beneficial for aging
employees in organizations located in the underresearched developing country of Thailand by
asking the following research questions: “Which HR strategies and practices are appropriate for
managing aging employees in organizations located in Thailand? Why are these strategies and
practices beneficial for aging employees?”

Specifically, this paper conducts a cross-case analysis of seven organizations across
industries in Thailand: Chaiyaboon Brothers Group in the screen printing and graphic imaging
industry, SE-ED in the book publishing industry, IKEA in the home furniture industry, Hino
Motors Manufacturing (Thailand) in the automobile industry, Centara Hotels and Resorts in the
hospitality industry, Cho Heng in the rice vermicelli manufacturing industry, and Samrong

General Hospital in the healthcare industry. These case studies are used to examine the HR



122

strategies and practices appropriate for managing aging employees and to analyze why these
strategies and practices are beneficial for aging employees in organizations.

The case study evidence in this paper draws on semistructured interviews and focus
groups with aging employees of each organization, semistructured interviews with top managers
and/or HR managers of each organization, field visits to each organization located in Bangkok
and in other provinces in Thailand, and a review of archival documents and web-based resources,
including newspaper reports and magazines. Here, the term “aging employees” refers to
employees who are at least 50 years of age (Kooij, de Lange, Jansen, and Dikkers, 2008; Kooij,
2010). Based on these seven case studies, this paper proposes that HR strategies for managing
aging employees in organizations in Thailand can be classified into 4 groups: growth,
maintenance of the current level of functioning, recovery from losses, and regulation of losses.
While each group includes several HR practices that are appropriate for managing aging
employees, one of the most important HR practices that is specifically appropriate for managing
aging employees in Thailand and other developing countries or emerging market economies,
where the level of household debt and/or personal debt is high, is the facilitation of financial
planning. This HR practice is classified as maintenance of the current level of functioning, and it
helps aging employees maintain their standard of living even after retirement. Overall, these
proposed HR strategies and practices are particularly beneficial for aging employees because
they help individual employees to reach higher levels of functioning, to maintain their current
levels of functioning in the face of new challenges, to return to previous levels of functioning
after a loss, and to ensure adequate functioning at lower levels when maintenance or recovery is

no longer possible.
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Therefore, this paper contributes to the literature on HRM, specifically on HR practices
for aging employees, in the following ways. First, most previous studies on HR practices for
aging employees focused on the management of these employees from an employer perspective.
In this case, formal company policies may be different from actual practices (Khilji and Wang,
2006). However, this study has examined these HR practices from an employee perspective. In
fact, the author triangulated the findings from aging employees with those from employers to
ensure that actual HR practices perceived by aging employees are in line with HR practices
perceived by top managers and/or HR managers. Second, prior literature has typically used
general theories, including social exchange theory or perceived organizational membership, to
explore how HR practices influence the retention of aging employees in organizations. This
paper, however, has applied lifespan theory to examine HR strategies and practices that are
appropriate for managing aging employees in organizations. The lifespan theory is more suitable
than other general theories because this theory adopts a contingency view in assessing how
different individual worker characteristics, including age, influence the retention of aging
employees. Third, the literature on HR practices for aging employees has overlooked developing
and emerging market economies, including the underresearched country of Thailand, as most of
the studies in this area have focused on developed countries. Therefore, the findings in this paper
provide an in-depth analysis of the management of aging employees in organizations located in
the developing country of Thailand.

Theory and Framework
Three important bodies of literature are reviewed to develop the conceptual framework

used in this paper: the lifespan theory of Selection, Optimization, and Compensation; as well as
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strategic human resource management (SHRM) and HR strategies and practices for managing
aging employees in organizations.
Lifespan Theory

Typically, when people age, they face two important conditions at the same time:
personal gains and personal losses. Personal gains here refer to increased knowledge and skills
and increased work experience. By contrast, personal losses here refer to deteriorating health
conditions (Warr, 2001; Kanfer and Ackerman, 2004). However, when people age, they seem to
face more personal losses than personal gains. According to lifespan theories (specifically, the
theory of selection, optimization, and compensation), Baltes, Staudinger, and Lindenberger
(1999) stated that people typically apply different strategies so that they can maximize their
personal gains and minimize their personal losses. In this regard, when people attempt to
maximize their personal gains, they typically select goals or outcomes that they need to achieve
and attempt to use their own resources to ensure that they can reach those goals or outcomes. In
cases where people attempt to minimize their personal losses, they must compensate those losses
by investing their own resources in appropriate activities to ensure that their returns can
compensate for their personal losses.

Therefore, according to this strategy, people attempt to achieve three goals during their
own lifespan: (1) growth (e.g., people need higher positions and greater responsibilities); (2)
maintenance of the current level of functioning (e.g., people need to maintain their own positions
or duties and responsibilities, or people need to look for ways to return to the positions or duties
and responsibilities that they used to have); and (3) control or regulation of losses (e.g., people
attempt to reduce their duties and responsibilities to an appropriate level). The main idea of the

theory of selection, optimization, and compensation is that the importance of these 3 goals
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changes throughout people’s lifetimes. For instance, when people age, personal losses are likely
to be higher than personal gains. Hence, the importance of the goal of growth decreases, while
the importance of the goal of maintenance of the current level of functioning and the goal of
regulation of losses increases (Baltes, Staudinger, and Lindenberger, 1999).

The main idea of the theory of selection, optimization, and compensation is consistent
with Freund’s (2006) theory. Freund (2006) proposed that people’s goals change according to
their ages. In particular, when people are young, they expect to be promoted to higher positions.
However, as people age, they do not want to be promoted to higher positions but rather do their
best to maintain and protect their current positions or status (Kanfer and Ackerman, 2004; Ebner,
Freund, and Baltes, 2006). The career development model noted by Super (1957) is consistently
similar to what Baltes, Staudinger, and Lindenberger (1999) and Freund (2006) proposed later.
In that model, employees - or people working in any organization - typically go through 3 stages
in their career paths: trial, establishment, and maintenance. Later, these employees become
increasingly isolated from their work as they become older.

Regarding the importance of the theory of selection, optimization, and compensation for
the management of aging employees in organizations, universal high-commitment HR practices
implemented in typical organizations may not be appropriate for managing these aging
employees. For instance, several methods of training and development may not be suited to
aging employees’ goals because the main goal of most aging employees in organizations is not
growth but rather the maintenance of their current level of functioning and/or the control or
regulation of losses (Kooij, Jansen, Dikkers, and de Lange, 2014). Additionally, several
researchers, including Finegold, Mohrman, and Spreitzer (2002); Conway (2004); Kooij, Jansen,

Dikkers, and de Lange (2010); and Kooij, Guest, Clinton, Knight, Jansen, and Dikkers (2013),
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found that the relationship between HR practices and employees’ job satisfaction and the
relationship between HR practices and employees’ affective commitment changes with
employees’ ages. In this regard, some specific HR practices that are found to be associated with
younger employees’ satisfaction and younger employees’ affective commitment may not be
associated with older employees’ satisfaction and older employees’ affective commitment. By
contrast, some substream or alternative HR practices, including part-time work, reduced
workloads, or semiretirement, may be more appropriate for aging employees in organizations
(Remery, Henkens, Schippers, and Ekamper, 2003; Kooij, 2010),

In summary, the theory of selection, optimization, and compensation has paid special
attention to three important motives: growth, maintenance of the current level of functioning, and
control or regulation of losses. The importance of each of the three motives changes over the
course of the lifespan. In this respect, this theory can serve as the framework for examining HR
practices that are appropriate for managing aging employees in organizations.

SHRM

Over two decades ago, Wright and McMahan (1992) defined SHRM as “the pattern of
planned human resource deployments and activities intended to enable an organization to
achieve its goals.” The authors also argued that to be effective, an organization must develop HR
strategies that achieve both vertical fit and horizontal fit. Vertical fit refers to the alignment
between HR strategies and other organizational characteristics, such as business strategies,
whereas horizontal fit refers to the internal consistency among HR practices within an
organization (Baird and Meshoulam, 1988; Delery, 1998).

Regarding vertical fit, scholars have argued that there seems to be no single best HR

system. Instead, an organization’s business strategy is likely to augment or diminish the impact
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of HR strategies on performance (e.g., Wright, Smart, and McMahan, 1995; Youndt, Snell,
Dean, and Lepak, 1996; Chadwick, Way, Kerr, and Thacker, 2013). It is thus important to match
organizational resources, i.e., HR, to an organization’s business strategy. In other words, the fit
between HR strategies and business strategies is significant because it is likely to be associated
with superior organizational performance (Baird and Meshoulam, 1988).

With regard to horizontal fit, scholars have argued that firms should create a bundle or an
integrated system of HR practices that are internally consistent (alignment among HR practices)
with one another to achieve desirable organizational performance (e.g., Arthur, 1994;
Appelbaum and Batt, 1994; MacDuffie, 1995; Huselid, 1995; Evans and Davis, 2005; Combs,
Liu, Hall. and Ketchen, 2006; Subramony, 2009; Gardner, Wright, and Moynihan, 2011; Jiang,
Lepak, Hu, and Baer, 2012). This system of HR practices is referred to as a high commitment
work system (HCWS) (Walton, 1985; Appelbaum, Bailey, Berg, and Kalleberg, 2000; Guest,
2017), high involvement work system (HIWS) (Lawler, 1986; VVandenberg, Richardson, and
Eastman, 1999; Boxall and Macky, 2009; Guest, 2017), or high performance work system
(HPWS) (Appelbaum and Batt, 1994; Appelbaum, Bailey, Berg, and Kalleberg, 2000; Guest,
2017). The HR practices in this system are interdependent such that the inclusion of one HR
practice necessitates the inclusion of others. This system (i.e., HCWS, HIWS, or HPWS) has
been empirically tested in firms across industries, including steel factories (Arthur, 1994), call
centers (Batt, 2002), automobile manufacturing factories (MacDuffie, 1995), high-technology
firms (Collins and Smith, 2006), and hotels (Sun, Aryee, and Law, 2007).

While there has been less agreement regarding the individual HR practices that should be
included in the system(s) described above, there has been agreement that developing a HCWS,

HIWS, or HPWS is associated with better individual and organizational outcomes (Jiang, Lepak,
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Hu, and Baer, 2012). In particular, under an HCWS, HIWS, or HPWS, the HR practices included
in the system are proposed to universally elicit positive work-related attitudes and outcomes
regardless of individual employees’ characteristics, including age (Delery and Doty, 1996; Kooij,
Jansen, Dikkers, and de Lange, 2014). In fact, however, it is likely that the influence of these
systems’ HR practices on employees’ attitudes changes with employees’ ages (Conway, 2004;
Armstrong-Stassen and Ursel, 2009; Kooij, Jansen, de Lange, and Dikkers, 2010; Kooij, Guest,
Clinton, Knight, Jansen, and Dikkers, 2013). That said, HR practices included in the HCWS,
HIWS, or HPWS may be less appropriate for aging employees. Rather, other HR practices not
included in this system may be particularly beneficial for aging employees.
HR Strategies and Practices for Managing Aging Employees in Organizations

Prior literature on HR strategies and practices for aging employees in organizations
suggests that several HR practices are particularly beneficial for managing these employees,
particularly from an employer perspective (Paul and Townsend, 1993; Yeatts, Folts, and Knapp,
2000; Farr and Ringseis, 2002; Hedge, Borman, and Lammlein, 2006; Remery, Henkens,
Schippers, and Ekamper, 2003; Rau and Adams, 2005; Saba and Guerin, 2005; Armstrong-
Stassen, 2008a; Armstrong-Stassen, 2008b). Paul and Townsend (1993), for instance, noted that
HR strategies and practices that are appropriate for managing aging employees in organizations
include flexible work schedules, reduced work hours (and wages), compressed work weeks, job
rotation, voluntary demotion, and flexible compensation and benefits packages. Additionally,
Armstrong-Stassen (2008a) proposed examples of HR strategies and practices for aging
employees in organizations, including flexible working time, recognition of and respect for aging

employees, and fair performance appraisal.
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However, most of the previous studies in this area were conducted from an employer
perspective (Kooij, Jansen, Dikkers, and de Lange, 2014) and were primarily prescriptive and
not theoretical (Armstrong-Stassen and Schlosser, 2011). In addition, much of this literature has
focused on individual HR practices instead of classifying the individual HR practices firms use
for managing aging employees and integrating each individual HR practice into groups of HR
strategies. Moreover, prior studies on HR strategies and practices for managing aging employees
in organizations were typically conducted in developed countries, such as Canada (Armstrong-
Stassen, 2008a, 2008b) and the Netherlands (Kooij, Jansen, Dikkers, and de Lange, 2014).
Developed countries are different from developing countries or emerging market economies in
terms of institutional structures, level of economic development, and people’s standard of living
(Beamond, Farndale, and Hartel, 2016). These factors are likely to influence aging employees’
perspectives on the HR strategies and practices targeted at them specifically. In other words, HR
strategies and practices for managing aging employees in organizations located in developed
countries may not be the same as those for managing aging employees in organizations located
in developing countries or emerging market economies, including Thailand.

This paper has thus focused on categorizing individual HR practices that are appropriate
for managing aging employees in organizations located in the developing country of Thailand
and on grouping individual HR practices into groups of different HR strategies There are three
important ways of grouping each individual HR practices into a different HR strategy (Toh,
Morgeson, and Campion, 2008): a) by how much is invested in HR; b) by a specific focus on
certain HR functions; and c) by the goal based on HR practices. In this paper, individual HR
practices are grouped into different HR strategies by their goals according to the lifespan theory

of selection, optimization, and compensation (Baltes, Staudinger, and Lindenberger, 1999). That
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said, HR strategies for managing aging employees in organizations should be classified into 3
main groups: growth, maintenance of the current level of functioning, and regulation of losses.
‘Growth’ HR strategy refers to a group of HR practices that relate to advancement and
accomplishment and that help individual aging employees in organizations achieve higher levels
of functioning (Kooij, 2010; Kooij, Jansen, Dikkers, and de Lange, 2010; Kooij, Jansen, Dikkers,
and de Lange, 2014). The ‘maintenance of the current levels of functioning” HR strategy refers
to a group of HR practices, such as health checks, that relate to protection, safety, and
responsibility and that help individual aging employees in organizations maintain their current
levels of functioning when they face new challenges (Kooij, 2010; Kooij, Jansen, Dikkers, and
de Lange, 2010; Kooij, Jansen, Dikkers, and de Lange, 2014). The ‘regulation of losses” HR
strategy refers to a group of HR practices, such as additional leave, that help individual aging
employees in organizations function adequately at lower levels of job demands, thus enabling
these aging employees to regulate losses successfully (Taylor and Walker, 1998a, 1998b;
Remery, Henkens, Schippers, and Ekamper, 2003).

In addition to the three groups of HR strategies, however, the other group of HR
strategies for managing aging employees in organizations focuses on recovery from losses.
‘Recovery from losses’ HR strategy refers to a group of HR practices that help individual aging
employees in organizations return to their previous levels of functioning after facing a loss. In
this regard, organizations that implement this group of HR strategies attempt to remove from the
job those demands that are unattainable by aging employees and replace these job demands with
other demands that use resources (e.g., experience) aging employees already have but have not
yet used (Conway, 2004; Shkop, 1982; Zaleska and De Menezes, 2007; Kooij, Jansen, Dikkers,

and de Lange, 2014).
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Based on a review of three main bodies of literature (lifespan theory, SHRM, and HR
strategies and practices for managing aging employees in organizations), qualitative data
obtained from in-depth semi-interviews with aging employees and with top managers and/or HR
managers, and the nonparticipant observation of the characteristics and behaviors of aging
employees and top managers and/or HR managers, this paper proposes the following:

HR strategies for managing aging employees in organizations located in the developing
country/emerging market economy of Thailand can be classified into 4 groups: growth,
maintenance of the current level of functioning, recovery from losses, and regulation of losses. In
each group, there are several HR practices that are appropriate for managing aging employees.
Overall, these proposed HR strategies and practices are particularly beneficial for aging
employees because they help individual aging employees to reach higher levels of functioning, to
maintain their current levels of functioning in the face of new challenges, to return to previous
levels of functioning after a loss, and to organize adequate functioning at lower levels when
maintenance or recovery is no longer possible.

In sum, this paper aims to fill this research gap by examining HR strategies and practices
for managing aging employees in organizations located in the developing country/emerging
market economy of Thailand; the paper analyzes why these HR strategies and practices are
beneficial for these aging employees.

Research Setting and Methodology
Research Setting

Thailand is an appropriate site in which to research on HR strategies and practices for

managing aging employees in organizations. Currently, Thailand is transitioning from an aging

society into an aged society at a faster rate than other developing countries (Bank of Thailand,



132

2018). Typically, this structural transformation process takes 18-115 years, but in Thailand it is
taking only 20 years because the proportion of the population aged over 65 years has increased
very rapidly: from 7% of the total population in 2000 to 13% of the total population in 2020 (UN
World Population Prospects, 2015). By 2035, Thailand will be the first developing country to
become a superaged society. However, most other countries that are superaged societies are
developed countries with per capita incomes of more than 12,500 US dollars per year, whereas
the per capita income of Thailand is 5,700 US dollars per year (Bank of Thailand, 2018). In this
regard, the Thai labor force is likely to become old before it becomes rich, and aging Thai
individuals will have to depend heavily on government subsidies and support from family
members. Additionally, because proportion of Thai labor has decreased at a faster rate than in
other countries (UN World Population Prospects, 2015), firms have had to adopt several
strategies and practices, including the extension of retirement age, the recruitment of retired
employees into their firms, and the upskilling and reskilling of labor, to cope with this situation
and retain aging employees over time (Bank of Thailand, 2018). Relatively little research,
however, has focused on how firms located in developing countries or emerging market
economies, including Thailand, manage, develop, and retain aging employees. In this paper, the
author examines firms across industries in Thailand — Chaiyaboon Brothers Group in the screen
printing and graphic imaging industry, SE-ED in the book publishing industry, IKEA in the
home furniture industry, Hino Motors Manufacturing (Thailand) in the automobile industry,
Centara Hotels and Resorts in the hospitality industry, Cho Heng in the rice vermicelli
manufacturing industry, and Samrong General Hospital in the healthcare industry.

Research Methodology
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The author designed a cross-case comparison of seven firms across industries to examine
the similarities and/or differences in HR strategies and practices for managing aging employees
in organizations. Cross-case analysis enables the so-called logic of replication; that said, each
case study confirms or disconfirms arguments regarding HR strategies and practices for
managing aging employees drawn from previous cases. This paper uses a qualitative approach
because the author aims to collect comprehensive and holistic data (Eisenhardt, 1989; Yin, 1994)
on the seven firms, and this type of approach permits the deep exploration of the interactions
among several actors, including aging employees, top managers, and HR managers, at different
levels of analysis (Cooke, 2012). One important recommendation for conducting trustworthy
case study research, however, is that the researcher must remain neutral and detached from the
cases (Yin, 1984; Yin, 2009). The author thus attempted to conduct the research and present the
findings based on this recommendation. Additionally, another advantage of conducting a cross-
case comparison is that it allows the collection of data using multiple methods, including
semistructured interviews, field observations, and analyses of archival documents and web-based
resources (Yin, 1994).

These seven firms were selected via purposive sampling (Teddlie and Tashakkori, 2009)
because some of these firms have been willing to recruit aging people/retired people to work in
their firms, and most of these firms have participated in the project developed by the Ministry of
Labor of Thailand regarding the extension of retirement age and the recruitment of aging
employees/retired employees (Matichon Online, 2016). Retired employees here refer to
employees who are retired from other firms and have been recruited to work as new employees
in the case study firms. Additionally, these firms have regularly been featured on Thai news

because of their willingness to recruit aging employees/retired employees and the ways they
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manage employees in their organizations. In fact, the author also analyzed secondary data from
the National Statistical Office of Thailand (see Table 1 for the number of aging employees older
than 60 years across several industries in Thailand for the year 2017) to determine which
industries in Thailand have employed aging employees at a significant level. However, in the
case of the National Statistical Office of Thailand, aging employees refer to employees who are
more than 60 years of age, while aging employees in this paper mean employees who are more
than 50 years of age. Although the number of aging employees across industries according to the
survey administered by the National Statistical Office of Thailand and the number of aging
employees who are more than 50 years of age across industries may not be the same, the author
can, at least, determine which Thai industries have significantly employed aging employees who
are more than 60 years of age and use these industries as the baseline for choosing the case study
firms.

Data in this paper were collected between June and November 2018 with a total of
approximately 4 months in the field. This research involved 10 interviews with top managers and
HR managers of the seven case study firms and 18 interviews with aging employees in each of
the seven firms (see Table 2 for the list of interviewees). The age range of the aging employees
interviewed was 51-70 years. The age range of top managers/HR managers interviewed was 40-
60 years (some of the top managers/HR managers interviewed are more than 50 years of age).
Additionally, this paper involved 7 visits to headquarters, a hotel, a community mall, and a
hospital located in Bangkok and other provinces in Thailand, as well as research using the firms’
archival documents, newspaper articles, interview reports, and web-based resources, including
the firms’ websites (if applicable). Nonparticipant observation in this study occurred during the

preinterview, interview, and postinterview periods. The primary objective of nonparticipant
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observation was to observe the characteristics and behaviors of top managers, HR managers, and
aging employees in the seven case studies. In summary, the author collected data for these case
studies via different methods (i.e., semistructured interviews with aging employees,
semistructured interviews with top managers and HR managers, nonparticipant observation, and
reviews of archival documents and web-based resources) to triangulate the data and overcome
the problem of single-source bias in this paper.

To gain access to each firm, the author submitted a formal letter to each of the seven
firms (via email and fax) using the email addresses or fax numbers provided on the firms’
websites. In some cases, however, the author had to make telephone calls to each firm to ask for
email addresses or fax numbers before submitting a formal letter. Each letter described the
research project on HR practices for managing aging employees in organizations, provided some
preliminary interview questions, and asked for approval to visit the firms’ headquarters, hotel, or
hospital, and conduct interviews with each firm’s aging employees and top managers and/or HR
managers. The author obtained permission to conduct the interviews and visit the firms’
headquarters, hotel, and hospital as requested.

Each of the 28 semistructured interviews lasted between 1-2 hours. All of the interviews
were conducted one-on-one and face-to-face, and all were conducted in Thai. The author asked
the same questions for all seven firms. Questions for semistructured interviews with top
managers and/or HR managers included the history and background of each firm, number of
employees, number of aging employees, overall HR strategies and practices, and HR strategies
and practices for managing aging employees in organizations. In the case of semistructured
interviews with aging employees, questions included each specific HR practice used for

managing these employees in organizations as well as other HR practices these aging employees
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expected their firms to have but were currently missing. Each interview was digitally voice
recorded, and the author took field notes during the interviews to help facilitate transcription.

This paper applied a thematic analysis (via Atlas.ti) (Teddlie and Tashakkori, 2009) to
pinpoint, examine, and record patterns or themes within the data (Table 3 shows how the author
categorized raw data into empirical themes and consolidated these themes into conceptual
categories, and Table 4 shows the frequency of each empirical theme). With regard to the
saturation of data, the author believed that 28 semistructured interviews with aging employees
and with top managers and/or HR managers of all seven firms across industries were sufficient
for robust research because there were likely to be no new themes, issues, or insights obtained
beyond this number of interviews (Strauss and Corbin, 1990).

In summary, in this study, the author triangulated interviews with aging employees of
each of the seven firms using perspectives from top managers and/or HR managers at these
firms. Additionally, nonparticipant observation of the characteristics and behaviors of
interviewees of the seven firms during company visits, the analysis of archival documents and
web resources, including newspaper reports and magazines, and the analysis of the author’s field
notes were used to triangulate the interview transcripts before the author developed an inductive
analysis of HR strategies and practices for managing aging employees in organizations.
Empirical Findings

The findings show that HR strategies for managing aging employees in organizations in
Thailand can be classified into 4 groups: growth, maintenance of the current level of functioning,
recovery from losses, and regulation of losses. In each group, there are several HR practices that
are appropriate for managing aging employees. However, one of the most important HR

practices that is specifically appropriate for managing aging employees in Thailand and other



137

developing countries or emerging market economies, where the level of household debt and/or
personal debt is high, is the facilitation of financial planning. This HR practice is classified as
maintenance of the current level of functioning, and it helps aging employees maintain their
standard of living even after retirement. Overall, the proposed HR strategies and practices are
particularly beneficial for aging employees because they help individual aging employees in
organizations to reach higher levels of functioning, to maintain the current levels of functioning
in the face of new challenges, to return to previous levels of functioning after a loss, and to
organize adequate functioning at lower levels when maintenance or recovery is no longer
possible. The detailed case studies below provide empirical evidence to support these findings.
Chaiyaboon Brothers Group

Background. The Chaiyaboon Brothers Group sells screen printing products, such as
emulsion, screen printing ink, and other chemical products used for screen printing (Chaiyaboon
Brothers Group, 2018). Currently, the Chayaboon Brothers Group has approximately 377
employees (as of June 18, 2018) (data obtained from field visit on June 18, 2018). The number of
employees aged 50-59 years accounts for 17% of total employees, while the number of
employees who are 60-69 years of age accounts for approximately 1% of total employees and
that of employees who are at least 70 years of age accounts for 0.003% of total employees (data
obtained from field visits on June 18, 2018). Chaiyaboon Brothers Group’s main HR strategy is
that the company has recognized the importance and value of aging employees (Interview#1, top
manager, June 18, 2018; Interviews#2-4, aging employees, June 12, 2018).

HR strategies and practices for managing aging employees. With regard to the growth
HR strategy, Chaiyaboon Brothers Group has trained and developed aging employees through

courses (especially those intended to update the skills of aging employees, such as English
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language, and those related to high technology, innovation, and digitization) and through on-the-
job training via coaching. The company has also used performance appraisal as a tool to develop
aging employees. Performance appraisal is held on a monthly basis so that aging employees
learn about their own weaknesses/areas for improvement and can try to improve these
weaknesses (Interview#1, top manager, June 18, 2018; Interviews#2-4, aging employees, June
18, 2018).

In terms of the HR strategy focused on maintaining the current level of functioning,
Chaiyaboon Brothers group provides several training courses related to Buddhism, such as how
to be conscious, as well as training courses on the topics of financial planning before retirement,
how to exercise at work, how to control weight and reduce belly fat (through training courses
and coaching), how to take care of physical health before retirement, nutrition for aging
employees, and ergonomics, such as how to sit appropriately to prevent backache (Interview#1,
top manager, June 18, 2018; Interviews#2-4, aging employees, June 18, 2018). Additionally, the
group provides free annual health check-ups for aging employees. According to an interview,

“For aging employees, the company provides special annual health check-ups in addition
to normal annual health check-ups. For instance, the company checks the functions of liver and
kidneys for aging employees through blood testing, including SGOT, SGPT, and ALP for liver;
BUN and Creatine for kidneys; Uric Acid, and through ultrasound. (Interview #4, aging
employee, June 18, 2018)”

In addition to the objective of development, the performance appraisal aims at
maintaining the current level of functioning of aging employees, and the results of this appraisal
are linked to pay. One of the outstanding characteristics of the performance appraisal held at

Chaiyaboon Brothers Group is that there is no quota for employees who obtain an excellent ‘A’
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grade. Every employee at this company can get an ‘A’ as long as their performance is evaluated
as ‘excellent’ (Interview#1, top manager, June 18, 2018; Interviews#2-4, aging employees, June
18, 2018).

Furthermore, the company provides flexible benefits for aging employees. Some aging
employees may choose a benefits package that focuses on their own medical expense
reimbursement, while others may choose a benefits package that focuses on medical expense
reimbursement for their parents and children. Aging employees at the managerial level can also
choose to work from home. However, choosing to work from home depends on the
characteristics of each job (Interview#1, top manager, June 18, 2018; Interviews#2-4, aging
employees, June 18, 2018).

In terms of the HR strategy that focuses on recovery from losses, Chaiyaboon Brothers
Group encourages aging employees to transfer their knowledge and experience to younger
workers or to serve as coaches or mentors for younger employees. However, if the current
workloads of aging employees are too heavy, the company typically assigns them to jobs that are
suitable to their physical health (Interview#1, top manager, June 18, 2018; Interviews#2-4, aging
employees, June 18, 2018).

Finally, regarding the HR strategy focusing on regulation of losses, the workloads of
aging employees, especially those who are more than 60 years of age, have been reduced
(Interview#1, top manager, June 18, 2018; Interviews#2-4, aging employees, June 18, 2018).
According to an interview,

“After I turned to 60 years of age, I can choose to come to work only on Mondays,
Wednesdays, and Fridays. The company allows me to have my second career after work.

(Interview #4, aging employees, June 18, 2018)”
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Additionally, Chaiyaboon Brothers Group offers an early retirement program for
employees who are 55 years of age. Moreover, if aging employees want to take long-term leave
for a year and then return to work afterwards, they have to ask for approval from the company on
a case-by-case basis (Interview#1, top manager, June 18, 2018; Interviews#2-4, aging
employees, June 18, 2018).

Overall, Chaiyaboon Brothers Group has implemented 4 groups of HR strategies in order
to manage, develop, and retain aging employees within the company.

SE-ED

Background. Se-Education Public Company Limited (SE-ED) was established on
October 10, 1974 with the main objectives of producing books and academic journals, selling
and distributing books to customers, and operating SE-ED book centers and other bookstores.
Currently, there are approximately 370 branches of SE-ED book centers throughout Thailand,
with approximately 1,500 employees (as of June 26, 2018) (data obtained from field visits on
June 26, 2018). As of June 26, 2018, 24 aging employees/retired employees were working at SE-
ED book centers across areas in Thailand (Interviews#5-6, top manager and HR manager, June
26, 2018).

The rationale behind the recruitment of aging employees/retired employees at SE-ED is
that aging/retired employees are likely to excellent customer service skills, especially when
compared with that of Generation Y employees. Additionally, SE-ED used to have problems
with high turnover when the company hired Generation Y employees (Interviews#5-6, top
manager and HR manager, June 26, 2018).

In addition to having excellent customer service skills, aging/retired employees at SE-ED

are likely to have a lower rate of absence than Generation Y employees. While SE-ED does not
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aim to help aging people/retired people, the company has attempted to provide these employees
with equal employment opportunities (Interviews#5-6, top manager and HR manager, June 26,
2018).

HR strategies and practices for managing aging employees. In terms of the growth HR
strategy, SE-ED relies on training aging employees via on-the-job training. Branch managers or
other employees working at each branch typically serve as coaches/mentors for aging employees.
However, aging employees work at only large-sized SE-ED book centers because those centers
have a number of young employees who can help the aging employees do certain jobs they might
find difficult, such as climbing bookshelves (Interviews#5-6, top manager and HR manager, June
26, 2018; Interviews#7-8, aging employees, June 26, 2018). However, aging employees at SE-
ED are not seeking promotions to higher positions, such as branch managers; they only want to
work happily at SE-ED. As long as they are happy working at SE-ED, they will continue to do so
(Interviews#7-8, aging employees, June 26, 2018).

With regard to the HR strategy focusing on maintaining the current level of functioning,
SE-ED provides an annual health check-up for aging employees. In this regard, the number of
health check-up items for aging employees is greater than that for young employees to ensure
that the former are healthy enough to work at SE-ED. Additionally, SE-ED regularly conducts
performance appraisal on aging employees. However, the company does not evaluate the
performance of aging employees based on the speed of work. Rather, the evaluation is based on
productivity (Interviews#5-6, top manager and HR manager, June 26, 2018; Interviews#7-8,
aging employees, June 26, 2018). Moreover, to ensure safety among aging employees, they are
prohibited from performing dangerous jobs such as climbing bookshelves (as mentioned earlier).

Furthermore, aging employees can intermittently sit during working hours, and SE-ED also
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provides back support (Interviews#7-8, aging employees, June 26, 2018). Nevertheless, aging
employees at SE-ED (especially those who are more than 60 years of age) need compensatory
income insurance when they are hospitalized (Interviews#7-8, aging employees, June 26, 2018).

Regarding the HR strategy focused on recovery from losses, SE-ED allows aging
employees to rotate among jobs within each branch, except dangerous jobs, so that aging
employees can work interchangeably with other employees. If aging employees believe that their
jobs are too demanding in terms of workload, they can request a rotation to different jobs with
reduced workloads. Finally, concerning the HR strategy focused on regulation of losses, SE-ED
provides additional leave without pay for aging employees facing family issues or crises, and
these employees can return to work after the issues are resolved. However, aging employees at
SE-ED want the company to allow them to work part-time. Currently, aging employees work
full-time 6 days per week, and they can freely choose their one day off each week (Interviews#7-
8, aging employees, June 26, 2018). According to an interview,

“If possible, I want to work for only 3-5 days per week so that | can have 2-4 days off for
each week for meeting with my doctors and for gathering with my friends. (Interview#7, aging
employees, June 26, 2018)”

In sum, SE-ED has applied 4 groups of HR strategies to manage, develop, and retain
aging employees within the company.

IKEA

Background. In late 2011, IKEA, a furniture store from Sweden, formally
internationalized its business operations in Thailand and has become one of the main players in
Thailand’s home furniture industry (Brand Buffet, 2015; IKEA, 2018). IKEA has already opened

two full branches in Thailand: IKEA (Bang Na) and IKEA (Bang Yai), located in Bangkok and a
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nearby province. It has also opened a “pickup and order point” in Phuket province (Manager
Online, 2018). Currently, there are approximately 300 employees working at IKEA (Bang Yai)
in Nonthaburi province near Bangkok (Interview#9, aging employee, July 4, 2018). Notably,
IKEA, Thailand, and especially IKEA (Bang Yai), has been willing to recruit retired employees
(from other firms/organizations in Thailand) to work as new, full-time employees
(VOVWORLD, 2018). There is no retirement age at IKEA, Thailand. As of July 4, 2018,
approximately 5-6 employees older than 60 years of age worked at IKEA (Bang Yai)
(Interview#9, aging employee, July 4, 2018).

HR strategies and practices for managing aging employees. In terms of the growth HR
strategy, IKEA has primarily relied on on-the-job training for aging employees, for whom the
company provides procedural manuals. The company also provides several training courses,
including English language skills and computer skills, for aging employees. In fact, the company
offers several training courses for aging employees, who can choose based on their needs and
interests (Interview#9, aging employee, July 4, 2018). According to an interview,

“Training aging employees via classroom training may not be effective because the
learning environment is too academic-oriented, and aging employees may not be able to
understand all the contents. Thus, on-the-job training is more effective in this case. (Interview#9,
aging employee, July 4, 2018)”

With regard to the strategy focused on the maintenance of the current functioning,
courses have been provided to teach aging employees essential safety skills, such as how to
extinguish fires. Additionally, aging employees are prohibited from working in some positions,
such as merchandise movement, because this job requires too much heavy lifting (Interview#9,

aging employee, July 4, 2018). Moreover, IKEA provides aging employees with the opportunity
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to be reimbursed for medical expenses. In fact, both younger employees and aging employees
have this opportunity. However, aging employees can be reimbursed at a higher rate than
younger employees (Interview#9, aging employee, July 4, 2018). IKEA also provides this benefit
to both full-time and part-time employees regardless of their positions (VOVWORLD, 2018).

IKEA has not clearly implemented the HR strategy focused on recovery from losses.
However, the company has created an opportunity for aging employees to participate in store-
level decision-making and group discussion (Interview#9, aging employee, July 4, 2018).
Regarding the HR strategy focused on regulation of losses, IKEA has exempted aging employees
from working overtime and has provided them with the opportunity to work part-time so that
they can use their remaining time freely based on their lifestyles (Interview#9, aging employee,
July 4, 2018).

In sum, IKEA has applied 3 main groups of HR strategies --- growth, maintenance of the
current level of functioning, and regulation of losses --- in order to manage, develop, and retain
aging employees within the company.

Hino Motors Manufacturing

Background. Hino Motors Manufacturing (Thailand) Company Limited (Hino,
Thailand), a multinational corporation (MNC) from Japan, was established in 1964 (Hino,
Thailand, 2018) with the primary objective of manufacturing trucks under the Hino brand and
manufacturing automobile parts for Toyota Vigo, Toyota Fortuner, Toyota Yaris, and Toyota
Vios. There are 3,514 employees working at Hino Thailand (as of July 11, 2018) (data obtained
from field visits on July 11, 2018). The company has approximately 185 aging employees
(employees who are at least 50 years of age) (as of July 11, 2018). The retirement age is 55

years. When each employee reaches age 55, the company gives them a questionnaire asking
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whether he or she would like to continue working at Hino, Thailand. The company typically does
this every year until this employee reaches 58 years of age, at which point the employee’s status
is changed to that of a contract worker if he or she wishes to remain working (Interview#10, top
manager, July 11, 2018; Interview#11, aging employee, July 11, 2018).

HR strategies and practices for managing aging employees. In terms of the growth HR
strategy, Hino, Thailand has paid special attention to training aging employees via a training
roadmap (regular training of aging employees). Then, the training roadmap is closely linked to
the career path and promotion plan of these aging employees (Interview#10, top manager, July
11, 2018; Interviews#11-13, aging employees, July 11, 2018).

With regard to the HR strategy focused on maintenance of the current level of
functioning, Hino, Thailand provides courses for financial planning so that employees can avoid
debt and have enough money to live on after retirement (at the age of 55 or 58 years). Starting at
age 40, these courses teach employees about financial planning, financial management,
household accounting, and savings plans (Interview#10, top manager, July 11, 2018;
Interviews#11-13, aging employees, July 11, 2018). According to an interview,

“We have realized that if employees, especially male employees, do not save money for
retirement at their early ages, they will spend too much money and have too many debts... We
then ask employees who are at least 40 years of age to attend our project on retirement
preparation. Courses in this project primary include long-term financial planning (Interview#10,
top manager, July 11, 2018)”

Additionally, Hino, Thailand offers aging employees courses on health conditions and on
how to plan their meals. It also provides an annual health check-up for its contract workers (who

are more than 58 years of age). Health check-up items include tumor marker for prostate cancer,
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pap smear, mammogram, tumor marker for liver cancer, ultrasound of upper abdomen, and
ultrasound of lower abdomen. The company also provides an influenza vaccine for aging
employees. These workers can still be reimbursed for 100% of their medical expenses from the
company. Moreover, the company has designed its office according to the principles of
ergonomics. It has trained aging employees regarding how to adjust their work processes to
prevent backache and how to move and lift without back injury (Interview#10, top manager, July
11, 2018; Interviews#11-13, aging employees, July 11, 2018).

Regarding the HR strategy focused on recovery from losses, Hino, Thailand has paid
special attention to the transfer of knowledge from aging employees to younger employees.
Accordingly, aging employees must serve as trainers for younger employees, especially in jobs
that require special expertise or techniques such as rubbing and surfacing. One of the company’s
important HR practices is that Hino, Thailand typically moves aging employees (who are more
than 50 years old) to jobs that are appropriate for them. After 58 years of age, the company
changes the status of workers from full-time to contract. These contract workers act as advisors
to managers or employees in each department. They typically serve as coaches or mentors and
provide advice or suggestions to managers or employees in that department. However, they do
not have subordinates (Interview#10, top manager, July 11, 2018; Interviews#11-13, aging
employees, July 11, 2018).

Finally, concerning the HR strategy focused on regulation of losses, Hino, Thailand has
reduced the workload of aging employees (Interview#10, top manager, July 11, 2018;
Interviews#11-13, aging employees, July 11, 2018). However, aging employees or contract
workers still have to work full-time even though they serve as advisors to managers or

employees in each department. According to an interview,
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“Aging employees should not work full-time. Rather, they should work only 3-4 days a
week. They should not work too hard, but they should aim to transfer their valuable experience
to younger employees. (Interview#12, aging employee, July 11, 2018)”

In sum, Hino, Thailand has applied the HR strategies of growth, maintenance of the
current level of function, recovery from losses, and regulation of losses to managing its aging
employees.

Centara Hotels and Resorts

Background. On June 26, 2007, every hotel under the title “Central Hotels and Resorts”
changed its name to “Centara Hotels and Resorts”, which consists of six sub-brands: Centara
Grand Hotels and Resorts, Centara Hotels and Resorts, Centara Residence and Suite, Centara
Boutique Collection, Centara by Centara Hotels and Resorts, and Cozy Hotels (Centara Hotels
and Resorts, 2018). Centara Hotels and Resorts have employed aging employees for quite a long
time (Interviews#14-15, top managers, July 26, 2018; Interviews#16-17, aging employees, July
26, 2018). As of May 23, 2018, Centara Hotels and Resorts employed 143 aging employees (data
obtained from field visits on July 26, 2018). There are two main groups of aging employees at
Centara Hotels and Resorts. That said, most are employees who worked at these hotels and
resorts for a long time until they retired, at which point Centara Hotels and Resorts rehired them.
However, there is another group of aging employees who retired from other organizations, and
Centara Hotels and Resorts have recruited them as new employees (Interviews#14-15, top
managers, July 26, 2018; Interviews#16-17, aging employees, July 26, 2018).

HR strategies and practices for managing aging employees. In terms of maintaining the
current level of functioning, Centara Hotels and Resorts provides annual health check-ups for

aging employees. Additionally, retired aging employees have the same right to medical expenses
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reimbursement as nonretired aging employees and younger employees. In addition, the company
provides courses to prepare aging employees for future retirement. These courses focus on how
to take care of their health, nutrition for aging employees, how to live well and happily after
retirement, and how to conduct financial planning (Interviews#14-15, top managers, July 26,
2018; Interviews#16-17, aging employees, July 26, 2018).

With regard to recovery from losses, Centara Hotels and Resorts encourages aging
employees to transfer knowledge, skills, and experience to younger employees, especially in jobs
that require special expertise, including visa documents preparation, work permit documents
preparation, cost analysis, and clothing skills (Interviews#14-15, top managers, July 26, 2018;
Interviews#16-17, aging employees, July 26, 2018). According to an interview,

“Aging employees who perform jobs that are complicated or jobs that require special
expertise must transfer their knowledge, skills, and experience to younger generations... We
have to pair up younger generations with experienced aging employees. In other words, these
experienced aging employees must mentor younger employees (Interview#14, top managers,
July 26, 2018)”

Some white-collar employees who retire, especially those who have worked with the
company since its begining and have grown together with the company, may be appointed as
advisors to top managers of Centara Hotels and Resorts (Interviews#14-15, top managers, July
26, 2018; Interviews#16-17, aging employees, July 26, 2018). One of the top managers at the
company believed that this practice is one of the best reflections of Thai culture. (Interview#15,
top managers, July 26, 2018).

Finally, concerning the regulation of losses HR strategy, Centara Hotels and Resorts

provides early retirement for employees on a case-by-case basis. That said, employees who are
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eligible for early retirement must have worked for the company for at least 10 to 15 years.
However, if these employees retire early, they are not eligible to receive severance pay
(Interviews#14-15, top managers, July 26, 2018; Interviews#16-17, aging employees, July 26,
2018).

Additionally, Centara Hotels and Resorts has moved aging employees to different jobs
based on their workload. For instance, aging employees who are responsible for housekeeping
services may have to be rotated to other functions, such as food and beverage preparation, after
their retirement because the new function has a lower workload than the previous function and
aging employees can handle it well without exhaustion (Interviews#14-15, top managers, July
26, 2018; Interviews#16-17, aging employees, July 26, 2018).

Moreover, the company does not encourage aging employees to work overtime, except in
some cases, such as in housekeeping, that may sometimes require overtime. Furthermore, the
company provides additional leave without pay (more than 30 days) for aging employees if they
face health problems or injuries after accidents (Interviews#14-15, top managers, July 26, 2018;
Interviews#16-17, aging employees, July 26, 2018).

In sum, Centara Hotels and Resorts has implemented strategies focused on the
maintenance of the current level of functioning, recovery from losses, and regulation of losses
for managing their aging employees.

Cho Heng

Background. In 1959, Cho Heng Rice Vermicelli Factory Company Limited was
established with the primary objective of producing rice vermicelli and products from rice,
including rice flour, glutinous rice flour, rice sticks, rice starch, and glutinous rice starch, under

the “Erawan” brand. The company has been the leader in this area for a long time (Cho Heng,



150

2018; Forbes Thailand, 2017). The company has approximately 1,670 employees (as of June 30,
2018) (data obtained from field visits on July 12, 2018). The company has approximately 332
aging employees who are more than 50 years old. The retirement age is 60 years; any employees
would wish to continue working after that age will automatically maintain their full-time status.
The company has approximately 79 aging employees who are more than 60 years of age (data
obtained from field visits on July 12, 2018).

HR strategies and practices for managing aging employees. In terms of the growth HR
strategy, Cho Heng has primarily focused on training its aging employees via on-the-job training
and, to a lesser extent, classroom training. Training courses for aging employees primarily
include 5S (Seiri, Seiton, Seriso, Seiketsu, and Shitsuke), computer skills (e.g., Microsoft Word,
Excel, and Photoshop) and other courses related to the areas of expertise of each aging employee
(especially those at the professional level) (Interview#18, top manager, July 12, 2018;
Interviews#19-20, HR professionals, July 12, 2018; Interviews#21-23, employees, July 12,
2018).

With regard to maintaining the current level of functioning, the company provides annual
health check-ups for its aging employees. Every morning and afternoon, the company must
measure the blood pressure of aging employees who have done risky jobs, such as lifting. The
company has also offered yoga, zumba, and fitness classes for aging employees, as well as
jogging and cycling clubs for aging employees who can still do those activities. Cho Heng has
also provided a first aid room with 24-hour doctors and an ambulance in case any aging
employees need to go to nearby hospitals. Moreover, the company has offered its aging
employees several training courses, including financial planning. The company has encouraged

its aging employees to save money, spend their money efficiently, and to avoid debt
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(Interview#18, top manager, July 12, 2018; Interviews#19-20, HR professionals, July 12, 2018;
Interviews#21-23, employees, July 12, 2018).

Additionally, the company has offered aging employees training courses such as
occupational safety and fire extinguishing techniques so that they can work safely at the factory
level. The company has evaluated the performance of aging employees based on the following
criteria. If aging employees work at the operational level, their absenteeism rate is one of the
most important performance evaluation criteria. For aging employees at the managerial level, the
ability to make effective decisions is one of the most important criteria. Finally, in the case of
aging employees at the executive level, strategic thinking skills are one of the most important
criteria (Interview#18, top manager, July 12, 2018; Interviews#19-20, HR professionals, July 12,
2018; Interviews#21-23, employees, July 12, 2018).

Regarding recovery from losses, Cho Heng has paid special attention to the transfer of
knowledge from aging employees to younger generations of employees. In this regard, aging
employees, especially those who are retired technicians or retired senior technicians, have to
serve as advisors, coaches, or mentors for younger employees. In some cases, the company has
had to record (via VDO) how each retired technician does his or her jobs, especially jobs that
require special expertise, so that other younger employees can learn from watching the VDO.
Additionally, Cho Heng has encouraged its aging employees to participate in the decision-
making process because these employees have accumulated extensive work experience over time
(Interview#18, top manager, July 12, 2018; Interviews#19-20, HR professionals, July 12, 2018;
Interviews#21-23, employees, July 12, 2018).

Finally, concerning the regulation of losses, Cho Heng has typically exempted aging

employees from working night shifts, and thus most work day shifts. However, Cho Heng does
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not allow its employees to work part-time because the company’s management of part-time
employees is quite sophisticated. Additionally, based on the author’s semistructured interviews,
most aging employees at Cho Heng do not want to work part-time. Rather, they are willing to
work full-time because they are eligible to receive the same levels of wages and benefits as
younger employees, and they are still happy to work at Cho Heng (Interview#18, top manager,
July 12, 2018; Interviews#19-20, HR professionals, July 12, 2018; Interviews#21-23, employees,
July 12, 2018). According to an interview,

“I would say that nobody who is at 60 years of age would like to work as a part-time
employee here. Everyone still wants to work full-time. We are very happy working here
(Interview#21, aging employee, July 12, 2018)”

Moreover, Cho Heng has moved aging employees among different jobs so they can
perform duties that are appropriate for their physical health conditions and ages (Interview#18,
top manager, July 12, 2018; Interviews#19-20, HR professionals, July 12, 2018; Interviews#21-
23, employees, July 12, 2018).

In sum, Cho Heng has applied the strategies of growth, maintenance of the current level
of functioning, recovery from losses, and regulation of losses in managing its aging employees.
Samrong General Hospital

Background. Since 1981, Samrong General Hospital has grown from a small, 25-bed
hospital to a 150-bed hospital with more than 600,000 patients per year (30" Anniversary of
Samrong General Hospital, 2011; Samrong General Hospital, 2018). Currently, Samrong
General Hospital has approximately 600 employees. Among these employees, there are 132
aging employees older than 50 years of age (data obtained from field visits on November 16,

2018). Samrong General Hospital has received the Thailand Labor Management Excellence
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Award for 7 consecutive years. Additionally, the hospital received the corporate governance
award (treatment of employees) from Puey Ungpakorn Institute, Bank of Thailand in 2018 (data
obtained from field visits on November 16, 2018).

HR strategies and practices for managing aging employees. In terms of the growth HR
strategy, Samrong General Hospital has continuously trained its aging employees via classroom
training, on-the-job training, job shadowing, and coaching. Additionally, the company has
attempted to upgrade its aging employees’ technology skills via classroom training and e-
learning (Interview#24, top manager, November 16, 2018; Interview#25, HR manager,
November 16, 2018; Interviews#26-28, aging employees, November 16, 2018).

With regard to maintenance of the current level of functioning, Samrong General
Hospital provides an annual health check-up for aging employees. If aging employees would like
a health check-up that goes beyond the items provided free-of-charge by the hospital, they can
request for those items from the hospital at special price. The hospital also provides a
compressed work week for its aging employees (Interview#24, top manager, November 16,
2018; Interview#25, HR manager, November 16, 2018; Interviews#26-28, aging employees,
November 16, 2018). For instance, an aging employee can work 8am to 8pm every day for only
4 days a week and has 3 days off per week (Interview#27, aging employee, November 26, 2018).
Samrong General Hospital also provides a financial planning program for its aging employees.
Specifically, the hospital has worked with its own savings cooperative to offer the program titled
“Happy Retirement” for aging employees to ensure that they have sufficient money to support
themselves after retirement (Interview#24, top manager, November 16, 2018; Interview#25, HR

manager, November 16, 2018; Interviews#26-28, aging employees, November 16, 2018).
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Moreover, the hospital provides several training courses to ensure that its aging
employees remain healthy; these courses include juicing for health and how to develop
consciousness. Furthermore, Samrong General Hospital has regularly evaluated the performance
of aging employees by using the same criteria as those used before retirement. In this regard, top
managers of the hospital expect that aging employees should at least maintain the same
performance level as before retirement (Interview#24, top manager, November 16, 2018;
Interview#25, HR manager, November 16, 2018; Interviews#26-28, aging employees, November
16, 2018).

Regarding recovery from losses, Samrong General Hospital has primarily focused on
mentoring and knowledge transfer policies. In particular, aging employees must serve as mentors
for younger generations of employees, to whom they must transfer knowledge and skills
(Interview#24, top manager, November 16, 2018; Interview#25, HR manager, November 16,
2018; Interviews#26-28, aging employees, November 16, 2018).

In addition, the hospital has implemented a policy of appointing aging employees as
advisors to the hospital (Interview#24, top manager, November 16, 2018; Interview#25, HR
manager, November 16, 2018; Interviews#26-28, aging employees, November 16, 2018).
According to an interview,

“In my case, I am the general manager of the hospital. In the near future, after retirement,
| may be appointed to be the advisor of the hospital. (Interview#24, top manager, November 16,
2018)”

In sum, for managing its aging employees, Samrong General Hospital has primarily
implemented the HR strategies of growth, maintenance of the current level of functioning, and

recovery from losses.
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Overall, the empirical findings derived from the case studies of Chaiyaboon Brothers
Group, SE-ED, IKEA, Hino (Thailand), Centara Hotels and Resorts, Cho Heng, and Samrong
General Hospital demonstrate that all seven firms have implemented a variety of HR strategies
and practices for managing aging employees in their organizations (see Table 5 for summary of
the empirical findings).
Discussion

Based on a cross-case analysis of empirical findings, this paper found support for the
following arguments regarding HR strategies and practices for managing aging employees in
organizations. First, HR strategies for managing aging employees in organizations in Thailand
can be classified into 4 groups: growth, maintenance of the current level of functioning, recovery
from losses, and regulation of losses. The growth HR strategy aims to help aging employees
reach higher levels of functioning. Organizations in Thailand have typically trained their aging
employees via on-the-job training and formal classroom training. Classroom training is likely to
focus on improving employees’ language and computer skills so that aging employees possess
valuable skills and are able to adapt themselves to the changing world of work. In addition to
training aging employees, organizations in Thailand have attempted to develop their aging
employees through several methods, including coaching, mentoring, and job shadowing. These
developmental methods should prepare aging employees according to their individual career
plans so that these employees can be promoted to higher positions in the future. Moreover,
organizations in Thailand have implemented the practice of developmental performance
appraisal to ensure that aging employees understand their own strengths and weaknesses, attempt
to improve their weaknesses, and are able to be promoted according to their career plan.

However, compared with other groups of HR strategies for managing aging employees in
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organizational contexts, organizations in Thailand are likely to rely less on the growth HR
strategy partly because these organizations may perceive that most aging employees have already
reached a high level of functioning. Thus, organizations may not realize the importance of the
growth HR strategy and do not want to invest their budgets in training and developing this group
of aging employees. Nevertheless, in reality, the implementation of the growth HR strategy,
specifically HR practices including formal classroom training, on-the-job training, several types
of development, and developmental performance appraisal, is still necessary for organizations in
Thailand because this HR strategy helps aging employees perceive that their developmental
needs are being supported by their organizations, helps these employees realize that
organizations recognize the importance of aging employees and are able to retain high-potential
aging employees over time, and helps these employees upgrade their knowledge and skills to fit
changing technological and sociocultural contexts, especially the emergence of Thailand 4.0 and
the country’s transition into an aged society.

Second, the maintenance of the current level of functioning aims to help aging employees
in Thai organizations maintain their current levels of functioning in the face of new challenges
such as deterioration of health conditions. In this regard, organizations in Thailand provide
several training courses that aim to help aging employees feel safe and secure with their jobs, be
healthy enough to work within the organizations over time, and still maintain the same level of
performance within these organizations. Examples of these courses include financial planning
before retirement, how to exercise in the context of the workplace, how to control weight, how to
take care of physical health before retirement, nutrition for aging employees, ergonomics for
aging employees, occupational safety, and meditation training. Additionally, organizations in

Thailand provide an annual health check-up for aging employees to help them understand their
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health status, address any deterioration in health conditions, and get treatment if they have health
issues/problems. In this regard, these aging employees should be able to maintain their level of
work performance over time. Moreover, organizations in Thailand have applied the performance
appraisal of aging employees’ work performance and performance-based pay to ensure that their
work performance meets the standard required by organizations, that their work performance is
maintained at the same level over many years, and that their pay is linked closely to their work
performance. Furthermore, firms in Thailand also provide their aging employees with flexible
benefit packages so that aging employees can choose packages that are well suited to their
lifestyles. Some firms in Thailand provides aging employees with flexible work arrangements,
such as teleworking and compressed work weeks, allowing these aging employees to maintain
the same level of work performance and to balance their work and personal lives. In sum, HR
practices, including financial planning facilitation, safety, ergonomics, health and meditation
training courses, annual health check-up packages, performance appraisal, performance-based
pay, flexible benefit packages, and flexible work arrangements, are essential to helping aging
employees in Thai organizations feel safe and secure with their jobs, maintain their physical and
mental health, and stabilize their financial status so that they can still work at the same level of
performance and balance both their working and personal lives even though they face new
challenges in terms of their health.

Third, the recovery from losses HR strategy aims to help aging employees recover from
losses (e.g., in health) or return to previous levels of functioning after losses. In this regard, the
implementation of several HR practices under this group of HR strategies is likely to remove job
demands that aging employees may not be able to achieve (due to their health) and replace them

with other job demands that use the existing but previously underused knowledge, skills and
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experience of aging employees. In particular, organizations in Thailand rotate or move aging
employees among different jobs to ensure that these employees can respond to the requirements
of their jobs despite their health conditions. One of the most crucial HR practices under this
group of strategies is that organizations in Thailand enrich aging employees’ jobs by
encouraging them to transfer their knowledge, skills, and experience to younger generations of
employees to ensure that aging employees’ tacit knowledge can still be maintained within
organizations. In this case, aging employees typically serve as coaches or mentors for younger
generations of employees. Additionally, some organizations in Thailand encourage aging
employees to apply their existing tacit knowledge, skills, and experience to decision-making
processes. In many cases, aging employees are appointed as advisors to top management or to
organizations to facilitate the transfer of tacit knowledge and participation in decision-making
processes. In sum, HR practices, including job movement or rotation, job enrichment (knowledge
transfer), appointment as an advisor, mentoring or coaching policies, and participation in
decision-making processes, are necessary for organizations in Thailand because these HR
practices help maintain knowledgeable, skillful, and experienced aging employees, help transfer
valuable tacit knowledge from generation to generations, and help organizations and/or top
management make better decisions, especially in the context of rapid change.

Fourth, the regulation of losses HR strategy aims to help aging employees function
adequately at lower levels of job demands when the maintenance of the current level of
functioning or recovery from losses is no longer possible. In this regard, the implementation of
several HR practices under this group of HR strategies is likely to accommodate aging
employees by reducing their workload or assigning them to work in less physically demanding

positions. Specifically, organizations in Thailand typically reduce aging employees’ workloads
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by offering these employees part-time jobs or by exempting them from working in shifts
(especially night shifts) and overtime. These HR practices should help to alleviate the job
demands on aging employees so that they have more time to address health conditions while still
working in these organizations. Additionally, some organizations in Thailand provide aging
employees with early retirement so that they can stop working and spend more time dealing with
health issues or taking care of themselves or their family members after retirement. If aging
employees do not want to stop working in their organizations but do want to have more time to
take care of their own health or their family members for a period of time, organizations in
Thailand provide these aging employees with long-term leave: aging employees can take leave
for a period of 3-6 months to address their personal issues. When these issues are resolved, they
can return to work as usual. In sum, HR practices, including reduced workload, working part-
time, exemption from working in shifts or overtime, early retirement, and long-term leave, are
significant to the success of organizations in managing aging employees because these HR
practices help employees tackle job demands that are reduced to fit health conditions or personal
issues when the current level of functioning cannot be maintained or restored.

Finally, one of the most important HR practices for managing aging employees in
organizations in Thailand and other developing countries or emerging market economies, where
the level of household debts and/or personal debt is high, is training courses related to financial
planning or so-called financial planning facilitation. This HR practice is classified under the
maintenance of the current level of functioning and plays a crucial role in helping aging
employees maintain the same standard of living even after retirement. Typically, many blue-
collar and white-collar employees in Thailand have had financial troubles and cannot manage

high levels of debt. When they are young, these employees rely on credit cards or external loans
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with high interest rates. Employees are unable to manage such high levels of debt that have
accumulated over many years. One reason is that they have no financial literacy or basic
knowledge of household accounting. Eventually, when they retire and obtain a sum of money
from their firms, instead of using this money from retirement to purchase what they need or to
further invest in high interest rate funds, they have to repay their debts. In this regard, we can say
that Thai labor is likely to become old before it becomes rich. Therefore, the HR practice of
financial planning facilitation is essential to ensure that aging employees have financial literacy
before retirement. Financial planning is a very important HR practice for firms located in
Thailand and other emerging market economies where the level of household debt and/or
personal debt is high. Accordingly, top managers, HR managers, and HR professionals within
Thai firms should facilitate financial planning among aging employees by offering training
courses and/or encouraging aging employees to attend financial planning programs early in their
careers, such as starting at 40 years of age, so that aging employees can plan their resources and
uses of funds more appropriately. This HR practice should also play a crucial role in encouraging
these Thai firms to become employers of choice and ultimately contribute to the overall national
economic and financial development of Thailand and other emerging market economies where
the level of household debt and/or personal debt is high.

In sum, this paper proposes four groups of HR strategies for managing aging employees
in organizations based on lifespan theory (specifically, the theory of selection, optimization, and
compensation). Each group of HR strategies consists of several HR practices that are bundled
together because they contribute to the ultimate goal of helping aging employees reach higher

levels of functioning, to maintain current levels of functioning in the face of new challenges, to
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return to previous levels of functioning after a loss, or to organize adequate functioning at lower
levels when maintenance or recovery is no longer possible.
Conclusions

This paper aims to contribute to the literature on HRM in the following ways. First, most
previous studies on HR practices for aging employees focused on the management of these
employees from an employer perspective. However, this study has examined these HR practices
from an employee perspective. In fact, the author triangulated the findings from aging employees
with those from employers to ensure that actual HR practices perceived by aging employees are
consistent with HR practices perceived by top managers and/or HR managers. Second, this paper
has applied lifespan theory to examine HR strategies and practices that are appropriate for
managing aging employees in organizations. The lifespan theory is more suitable than other
general theories because this theory adopts a contingency view in assessing how different
individual worker characteristics, including age, influence the retention of aging employees.
Third, the literature on HR practices for aging employees has overlooked developing economies
and emerging market economies, including the underresearched country of Thailand, as most of
the studies in this area have focused on developed countries.

This paper also provides practical implications for top managers and/or HR managers of
firms in Thailand and other developing countries or emerging market economies where the level
of household debt and/or personal debt is high. In particular, both employees and managers in
this study were able to mention various HR practices, including financial planning facilitation,
that were appropriate for aging employees and that were available in firms. In this regard, HR
managers should document these good and appropriate HR practices to ensure that they become

a part of official, structured HR strategies and practices. This would ultimately help line
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managers and aging employees think more positively about the future of aging employees within
the company and help retain invaluable aging employees over time.

Finally, this paper provides social/policy implications for the government and/or relevant
public agencies of Thailand and of several other developing countries/emerging market
economies. That said, these governments should encourage firms located in their countries to
implement these HR strategies and practices for developing, maintaining, deploying, and
supporting aging employees. In particular, these HR strategies and practices are very appropriate
for application in firms located in developing countries where the majority of aging people do
not have sufficient savings to support themselves after retirement, especially when these
countries are becoming aging societies, as in the case of Thailand.

One of the limitations of this research is its methodology. Because this research is based
on case studies of seven firms located in Thailand, the findings may not be generalizable to all
other firms across countries. Rather, the aim of this paper is to further the discussion regarding
HR strategies and practices for managing aging employees in organizations. Another limitation
of this research is that it does not include firms located in several other industries, including the
agricultural and fishery industry and the financial services industry. Future research may explore
HR strategies and practices for managing aging employees in organizations located in these
industries. Moreover, quantitative studies using large samples of firms across industries might
also be useful in deepening the understanding of HR strategies and practices for managing
aging/retired employees in organizations.

Table 1. The number of aging employees with older than 60 years across several industries in

Thailand for the year 2017*
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Number
Industry (persons) %
Agriculture, forestry, and fishery 18.2
87,099

Mining and quarry 1,599 3
Manufacturing 72,102 15.1
Electricity, gas, steam, and air-conditioning system 1,957 A4
Water supplies, management, and treatment of wastewater, waste, and 2,748 &
garbage

Construction 41,267 8.6
Wholesale and retail, motorcycle and automobile maintenance 49,918 10.5
Transportation and warehouse 15,291 3.2
Hotels and restaurants 29,591 6.2
Information and communication 1,718 4
Financial services and insurance 5,545 1.2
Real estate 8,020 1.7
Science and technical professionals 4,301 9
Administration and support services 30,773 6.4
i(?\g;/gggent administration, national defense, and compulsory social 41,013 8.6
Education 34,761 7.3
Health and social administration 7,157 15
Arts, entertainment, and recreation 3,117 T
Other service activities 14,506 3.0
Personal household employment 24,786 5.2
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| 477,272 | 100.0 |

Total
*Informal employees are excluded.
Source: National Statistical Office of Thailand
Table 2. List of interviewees
List of Chaiyaboon SE-ED IKEA Hino Centara Cho Samrong
Interviewees Brothers (Thailand) Hotels Heng General
Group and Hospital
Resorts
Top / Managerial Level 1 2 1 2 3 2
Aging employees 3 2 1 3 2 3 3

Table 3. Examples of Data Structure

Raw Data

Empirical Themes

Conceptual Category

“Aging employees who perform jobs that
are complicated or jobs that require special
expertise must transfer their knowledge,
skills, and experience to younger
generations... We have to pair up younger
generations with experienced aging
employees. In other words, these
experienced aging employees must mentor

younger employees”

Knowledge transfer / job

enrichment

Recovery from losses HR

strategy

“We have realized that if employees,
especially male employees, do not save
money for retirement at their early ages,
they will spend too much money and have
too many debts... We then ask employees
who are at least 40 years of age to attend
the project on retirement preparation.
Courses in this project primarily include

financial planning”

Financial planning

facilitation

Maintenance of the current
level of functioning HR

strategy
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Empirical themes Chaiyaboon SE-ED IKEA Hino Centara | Cho Heng | Samrong
Brothers (Thailand) Hotels General
Group and Hospital
Resorts
Courses/Classroom 4 1 6 5
training
On-the-job training 4 4 1 6 5
Several types of 4 4 5
development (e.g.,
coaching)
Career support/training 4
roadmap/promotion plan
Developmental 4
performance appraisal
Financial planning 4 4 4 6 5
facilitation
Safety & health training 4 1 4 4 6 5
Ergonomics 4 4
Compressed work week 5
Annual health check-up 4 4 4 4 6 5
Performance 4 4 6 5
appraisal/performance-
based pay
Flexible benefit package 4 1 4 5
Prohibition from 4 1 6
dangerous jobs
Teleworking/working 4
from home
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Knowledge transfer/job 4 4 4 6 5
enrichment
Advisor/Mentor 4 4 4 6 5
Participation in decision- 1 6
making
Job rotation/movement 4 4 6
Reduced workload 4 4 4 6
Exemption from working 1 6
in shifts and overtime
Working part-time 4 1
Early retirement 4 4
Long-term 4 4 4
leave/additional leave
without pay

Table 5. Summary of the empirical findings

Growth HR strategy

Maintenance of the
current level of

functioning HR strategy

Recovery from losses

HR strategy

Regulation of losses HR

strategy

- Courses/Classroom
training

- On-the-job training

- Several types of
development (e.g.,
coaching)

- Career support/training
roadmap/promotion plan
- Developmental

performance appraisal

- Financial planning
facilitation

- Safety & health training
- Ergonomics

- Compressed work week
- Annual health check-up
- Performance
appraisal/performance-
based pay

- Flexible benefit package

- Knowledge transfer/job
enrichment

- Advisor/Mentor

- Participation in
decision-making

- Job rotation/movement

- Reduced workload

- Exemption from
working in shifts and
overtime

- Working part-time

- Early retirement

- Long-term
leave/additional leave

without pay
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- Prohibition from
dangerous jobs
- Teleworking/working

from home
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UNANUN 2

The Influence of Institutional Contexts on the Implementation of Age-Related HR
Practices in Firms: Evidence from Thailand
ABSTRACT
This paper examines the influence of macro-level institutions on the design and
implementation of age-related human resource (HR) practices in organizations located in the
under-researched developing country of Thailand. It conducts a cross-case analysis of five
organizations across industries. The empirical evidence in this paper draws on semistructured
interviews and focus groups with aging employees of each organization, semistructured
interviews with top managers and/or HR managers of each organization, field visits to each
organization located in Bangkok and in other provinces in Thailand, and a review of archival
documents and web-based resources. This paper proposes that the skill shortage in the labor
market and the ‘productivist informal security’ welfare state regime in Thailand play a crucial
role in the design and implementation of age-related HR practices within firms. Specifically,
these firms design and implement these age-related HR practices in order to ensure that aging
employees in their firms maintain their current level of functioning to cope with the problem of
skill shortage, have sufficient amount of savings after retirement to respond to the ‘productivist
informal security’ welfare state regime, and return to previous levels of functioning after facing
losses in their career.
Introduction
Increasingly, scholars are likely to believe that the implementation of age-related human

resource (HR) practices is important in fostering aging employees’ employability and

motivation, thereby unlocking the fullest potential of these employees and retaining them with
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organizations over time (Boehm, Schroder, & Bal, 2018; Loretto & White, 2006; Naegele &
Walker, 2011; Walker, 2005). Age-related HR practices here refer to HR practices for managing
aging employees in organizations. That said, because aging employees possess characteristics
that make them different from young employees in organizations, it is possible that organizations
should design and implement age-related HR practices that are specifically designed to motivate
and retain this group of employees.

Actually, aging employees become much more important in the current situation of
several developed and developing countries because the proportion of aging employees has
increased across these countries while the birth rate has decreased. Thus, it is crucial that
organizations in these countries should understand how to manage aging employees in order to
lead to desirable work outcomes (Ng and Feldman, 2008; Truxillo and Fraccaroli, 2013).
However, prior studies on age-related HR practices have typically been conducted through
surveys of top managers or HR managers regarding HR strategies and practices that should be
appropriate for aging employees in organizations (e.g., Paul and Townsend, 1993) or regarding
the HR strategies and practices that play a crucial role in retaining aging employees in
organizations over time (Remery, Henkens, Schippeers, and Ekamper, 2003). These prior studies
have not paid sufficient attention to how age-related HR practices are designed and implemented
based on contextual influences, including labor markets and welfare state regimes, of each
country. In other words, previous research tends to ignore the influence of macro-level
institutions on the design and implementation of age-related HR practices in organizations
(Schroder, Hofacker, & Muller-Camen, 2009; Schroder, Muller-Camen, & Flynn, 2014; Boehm,

Schroder, & Kunze, 2013). It is possible that these macro-level institutions, especially labor
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market and welfare state regimes, lead to different types and designs of age-related HR practices
across national contexts.

Moreover, few empirical studies have examined age-related HR practices considered
particularly beneficial for aging employees in developing economies or emerging market
economies. Developing economies or emerging market economies are different from developed
economies in several aspects, including the standard of living. The standard of living in
developed economies is definitely higher than that in developing economies (Surbhi, 2015), and
this will, of course, influence age-related HR practices considered beneficial for aging employees
in developing countries where the majority of aging people do not have sufficient savings to
support themselves after retirement. This issue is especially important in countries that are
becoming aging societies, such as Thailand (Apinunmahakul, 2016).

Therefore, this paper aims to focus on examining the influence of macro-level institutions
on the design and implementation of age-related HR practices in organizations located in the
under-researched developing country of Thailand by asking the following research questions:
“How do macro-level institutions, especially labor market and welfare state regimes, influence
the design and implementation of age-related HR practices within firms?”

Specifically, this paper conducts a cross-case analysis of five organizations across
industries in Thailand: Samrong General Hospital in the healthcare industry, Chaiyaboon
Brothers Group in the screen printing and graphic imaging industry, Cho Heng in the rice
vermicelli manufacturing industry, Centara Hotels and Resorts in the hospitality industry, and
Hino Motors Manufacturing (Thailand) in the automobile industry. These case studies are used
to examine the influence of macro-level institutions on the design and implementation of age-

related HR practices within firms.
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The case study evidence in this paper draws on semistructured interviews and focus
groups with aging employees of each organization, semistructured interviews with top managers
and/or HR managers of each organization, field visits to each organization located in Bangkok
and in other provinces in Thailand, and a review of archival documents and web-based resources,
including newspaper reports and magazines. Here, the term “aging employees” refers to
employees who are at least 50 years of age (Kooij, de Lange, Jansen, and Dikkers, 2008; Kooij,
2010). Based on these five case studies, this paper proposes that the skill shortage in the labor
market and the ‘productivist informal security’ welfare state regime in Thailand play a crucial
role in the design and implementation of age-related HR practices within firms. Specifically,
these firms design and implement these age-related HR practices in order to ensure that aging
employees in their firms maintain their current level of functioning to cope with the problem of
skill shortage, have sufficient amount of savings after retirement to respond to the ‘productivist
informal security’ welfare state regime, and return to previous levels of functioning after facing
losses in their career.

Therefore, this paper contributes to the literature on HRM, specifically on age-related HR
practices, in the following ways. First, this paper examines how macro-level institutions
influence the design and implementation of age-related HR practices within firms located in
Thailand. In this regard, this paper aims to fill the gap in the literature on HRM, as proposed by
Batt and Banerjee (2012), who suggested that the literature on HRM should extend beyond the
organizational context and examine how institutional contexts influence the design and
implementation of organizations’ HR practices. In this paper, the author also triangulated the
findings from aging employees with those from employers to ensure that actual HR practices

perceived by aging employees are in line with HR practices perceived by top managers and/or
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HR managers. Second, prior literature has typically used general theories, including social
exchange theory or perceived organizational membership, to explore how age-related HR
practices influence the management of aging employees in organizations. This paper, however,
has applied lifespan theory to examine HR practices that are appropriate for managing aging
employees in organizations. The lifespan theory is more suitable than other general theories
because this theory adopts a contingency view in assessing how different individual worker
characteristics, including age, influence the management of aging employees. Third, the
literature on age-related HR practices has been likely to overlook developing and emerging
market economies, including the under-researched country of Thailand, as most of the studies in
this area have focused on developed countries. Therefore, the findings in this paper provide an
in-depth analysis of the influence of institutional contexts on the design and implementation of
HR practices in firms located in the developing country of Thailand.
Theory and Framework

Three important bodies of literature are reviewed to develop the conceptual framework
used in this paper: the lifespan theory of selection, optimization, and compensation, age-related
HR practices for managing aging employees in organizations, and institutional contexts.
Additionally, the institutional contexts in Thailand are reviewed to provide a better
understanding of how these contexts shape age-related HR practices examined in this paper.
Lifespan Theory of Selection, Optimization, and Compensation

According to the lifespan theory of selection, optimization, and compensation, Baltes,
Staudinger, and Lindenberger (1999) stated that people attempt to achieve three goals during
their own lifespan: (1) people need higher positions and greater responsibilities; (2) people need

to maintain their own positions or duties and responsibilities, or look for ways to return to the
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positions or duties and responsibilities that they used to have; and (3) people attempt to reduce
their duties and responsibilities to an appropriate level. However, the importance of these 3 goals
changes throughout people’s lifetimes. For instance, when people are getting older, the
importance of the goal of having higher positions and greater responsibilities decreases, while
the importance of the goal of maintaining positions or duties and responsibilities and the goal of
reducing duties and responsibilities to an appropriate level increases (Baltes, Staudinger, and
Lindenberger, 1999; Kanfer and Ackerman, 2004; Ebner, Freund, and Baltes, 2006).

Because the importance of the 3 goals changes throughout people’s lifespan, it is possible
that universal high-performance HR practices that are implemented in typical organizations may
not be appropriate for managing aging employees in those organizations (Kooij, Jansen, Dikkers,
and de Lange, 2014). In other words, because older employees possess characteristics that make
them different from younger employees in organizations, it is possible that organizations should
implement age-related HR practices that are particularly designed to motivate and retain these
older employees.

Age-related HR Practices for Managing Aging Employees in Organizations

From the perspective of the social exchange theory, organizations’ actions, especially the
implementation of HR practices, play a crucial role in retaining employees in organizations (e.g.,
Paré and Tremblay, 2007). However, the primary focus in prior literature on the social exchange
theory has not been on aging employees. Nevertheless, Armstrong-Stassen (2008) argued that the
implementation of HR practices that are specifically designed for aging employees (the so-called
age-related HR practices) is likely to be viewed by these employees as a signal that organizations
cares about them and, finally, these aging employees remain with their organizations over the

long run.
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Additionally, Finegold, Mohrman, and Spreitzer (2002); Conway (2004); Kooij, Jansen,
Dikkers, and de Lange (2010); and Kooij, Guest, Clinton, Knight, Jansen, and Dikkers (2013)
noted that the relationship between HR practices and employees’ job satisfaction and the
relationship between HR practices and employees’ affective commitment changes with
employees’ ages. In this regard, it is possible that some specific HR practices that are found to be
associated with young employees’ satisfaction and affective commitment may not be associated
with aging employees’ satisfaction and affective commitment. By contrast, some alternative age-
related HR practices, including part-time work, reduced workloads, or semiretirement, may be
more appropriate for aging employees in organizations (Remery, Henkens, Schippers, and
Ekamper, 2003; Rau and Adams, 2005; Kooij, 2010). Paul and Townsend (1993) also noted that
age-related HR practices that are appropriate for aging employees in organizations include
flexible work schedules, reduced work hours (and wages), compressed work weeks, job rotation,
voluntary demotion, and flexible compensation and benefits packages. In this regard, the
implementation of age-related HR practices in firms should play an important role in motivating
and retaining qualified, aging employees within organizations.

However, most of the previous studies regarding the implementation of age-related HR
practices in organizations were conducted from an employer perspective (Kooij, Jansen, Dikkers,
and de Lange, 2014). In addition, much of this literature has not paid attention to how
institutional contexts, including the skill development system and the welfare state system,
influence the implementation of age-related HR practices in firms. Moreover, prior research has
typically examined age-related HR practices in developed economies (e.g., Armstrong-Stassen
and Ursel, 2009; Armstrong-Stassen and Schlosser, 2011; Kooij, Jansen, Dikkers, and de Lange,

2014). By contrast, relatively little research has examined this topic in developing economies or
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emerging market economies, including Thailand. Developing economies or emerging market
economies are different from developed economies in several aspects, including the standard of
living. The standard of living in developed economies is definitely higher than that in developing
economies (Surbhi, 2015), and this will, of course, influence the implementation of age-related
HR practices in developing countries where the majority of aging people do not have sufficient
savings to support themselves after retirement.
Institutional Contexts

Institutions have been widely perceived as an important factor in explaining why each
country across the globe has different levels of economic development and long-term sustainable
growth (Haggard, 2004). One popular framework for examining the role of institutions in each
country is the varieties of capitalism (VoC) framework. Here, “institutions” are the set of
regulations that members within an organization must strictly follow (Hall and Soskice, 2001). In
this regard, an organization is an entity in which workers must behave according to the rules
established under these institutional contexts. Hall and Soskice (2001) suggested that in order to
develop their core competencies, firms must maintain several types of relationships within five
primary institutional domains: the skill formation system, the industrial relations system, the
corporate governance system, inter-firm relations, and the internal dynamics of firms. In addition
to these five institutional domains, Thelen (2004) and Estevez-Abe, Iversen, and Soskice (2001)
noted the other institutional domain, the welfare state regime, and proposed that this institutional
domain has also played an important role in the functioning of economies/countries across the
globe. Essentially, these institutional effects are the source of divergences or variations in HR

practices across economies/countries.
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With regard to the skill formation system according to the VoC framework proposed by
Hall and Soskice (2001), it refers to the full range of formal and informal vocational, technical,
and skills-based education and training for employment in each country. Specifically, in
countries with liberal market economies (LMES), such as the United States and the United
Kingdom, the system offers formal education that focuses on general skills because firms are
reluctant to invest in apprenticeship schemes that emphasize the cultivation of firm- or industry-
specific skills among workers. In other words, firms in LMEs are reluctant to invest in firm-
specific training and develop managerial and professional employees internally. These firms are
more likely to apply external hiring strategies when recruiting both managerial and professional
employees from the labor market. By contrast, countries with coordinated market economies
(CMEs), such as Japan and especially Germany, make extensive use of industry-specific
apprenticeship systems funded by the state and employers. Thus, in addition to general
educational systems, the skill formation system provides workers with firm-specific or industry-
specific skills through the German vocational education and training (VET) system (Finegold
and Wagner, 2002; Finegold, 1999; Culpepper, 1999; Crouch, 2005). In other words, firms in
CMEs are likely to focus on the internal development of managerial and professional employees
and invest in firm-specific training instead of general training. The VET system also plays a
crucial role in supplying a skilled workforce that responds to the needs of industries and firms
and in alleviating the skill shortage problems in the labor market (Finegold, Wagner, and Mason,
2000). However, one weaknesses of the VoC framework is that it has not been extended to cover
several emerging market economies or developing countries in Asia, including Thailand

(Jackson and Deeg, 2005; Batt and Hermans, 2012).
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The welfare state regime refers to the separation of employees, the so-called wage
earners, from dependence on market pressures in order to strengthen these employees and
weaken the absolute authority of the management or employers (Esping-Andersen, 1990). In this
regard, employees obtain benefits provided by the state in several cases, including the cases of
sickness, getting older, and unemployment, and obtain services in many areas, including the
areas of health and child care (Green-Pedersen, 2004). Esping-Andersen (1990) classifies the
welfare state regime into three types: social democratic, liberal, and conservative welfare state
regimes. The social democratic regime is likely to represent the ‘good’ regime because the
regime attempts to separate employees from market dependency (the so-called de-
commodification). It universally provides employees with generous benefits that are not
dependent on individual contributions. Here, the level of de-commaodification is quite high (Arts
and Gelissen, 2002; Manow, 2004). By contrast, the liberal regime tends to represent the ‘bad’
regime because the market acts as the primary institution for distributing income/benefits among
employees. Here, the state encourages the operations of the market and there is little correction
of the outcomes derived from the market. In this regard, the level of de-commodification is low
and the domain of social rights is quite limited (Arts and Gelissen, 2002; Manow, 2004).
Regarding the conservative welfare state regime, which has been characterized as the moderate
level of de-commodification, the role of the state is restricted to the provision of income-
maintenance benefits to some groups of employees based on the occupational status, leading to
the social inequality (Arts and Gelissen, 2002; Manow, 2004). Manow (2004, 2), thus, defines
this regime as the ‘ugly’ regime. Because the three types of welfare state regimes proposed by
Esping-Andersen (1990) primarily focus on developed countries or OECD (Organization for

Economic Cooperation and Development) countries, developing countries or emerging market
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economies in East Asia, South Asia, Africa, and Latin America are not included in this
classification. Later, Wood and Gough (2006) propose that countries in East Asia should be
classified as ‘a productivist informal security regime’ because economic policy in terms of the
maintenance of high rates of economic growth tends to be more important than social policy.
Additionally, social policy in these countries focuses on education and basic health rather than
on social protection. Moreover, the state in these countries serves as the regulator rather than the
provider. In this regard, this regime is primarily based on the commodification of employees and
the guidance of the state to drive the economic growth as the main policy goal (Wood and
Gough, 2006).
Thailand: Institutional Context

Typically, the national skill formation system plays a crucial role in producing qualified
and skilled labor that responds to the need of industries (Pholpiroon, 2014). However, Thailand
has faced several problems that threaten the production of qualified skilled labor for the labor
market, including a skill shortage. Here, a skill shortage refers to an expressed difficulty in
recruiting individuals with a particular skill set from the external labor market under current
market conditions due to a lack of applicants (Schwalje, 2011). As a result, most companies in
Thailand have been unable to fill vacancies within three months (Siam Commercial Bank
Economic Intelligence Center, 2015). The challenge in recruiting university graduates is the
lengthy time needed to find those with the right skill sets. One of the main factors that cause a
skill shortage in Thailand is rapid aging of Thailand’s population structure. As a consequence of
fewer births, the working-age population in Thailand eventually shrinks. There will be above 16
elderly people per 100 people of working age in the year 2020 (Siam Commercial Bank

Economic Intelligence Center, 2015). The main point here is that Thailand will reach the notion
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of “aging society” much faster than its neighboring countries with comparable levels of
economic development.

With regard to the welfare state regime, Thailand has been classified as ‘a productivist
informal security regime’ because social policy is perceived to be inferior to economic policy
(Upton, 2010; Wood and Gough, 2006). The government has primarily implemented economic
strategies, e.g., land reform and agricultural development programs, for solving serious
inequality problems between rural and urban areas (Tohyama, 2014). Additionally, the
government tends to focus more on responding to basic needs of ordinary people and improving
access to education than on developing social security systems. In this case, welfare expenditures
and levels of benefits are quite low. Thai people, therefore, cannot rely on welfare and benefits
provided the government.

Based on the literature review of the three theoretical perspectives (the lifespan theory of
selection, optimization, and compensation, age-related HR practices for managing aging
employees in organizations, and institutional contexts), the review of institutional contexts in
Thailand, and the qualitative data obtained from in-depth interviews with aging employees, HR
managers, and top managers within firms across industries and the non-participant observation of
firms’ aging employees, HR managers, and top managers, this paper therefore proposes the
following:

The skill shortage in the labor market and the ‘productivist informal security’ welfare
state regime in Thailand play a crucial role in the design and implementation of age-related HR
practices within firms. Specifically, these firms design and implement these age-related HR
practices in order to ensure that aging employees in their firms maintain their current level of

functioning to cope with the problem of skill shortage, have sufficient amount of savings after
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retirement to respond to the ‘productivist informal security’ welfare state regime, and return to
previous levels of functioning after facing losses in their career.

In sum, this paper aims to fill this research gap by examining how macro-level
institutions, i.e., the skill formation system and the welfare state regime, influence the design and
implementation of age-related HR practices within firms located in the developing
country/emerging market economy of Thailand.

Research Setting and Methodology

Thailand is an appropriate site for research on age-related HR practices for managing
aging employees in organizations because Thailand is in the phase of transition from an aging
society to an aged society at a faster rate than other developing countries (Bank of Thailand,
2018). By the year 2035, Thailand will be the first developing country to become a superaged
society. Specifically, the proportion of the population aged over 65 years has increased very
rapidly: from 7% of the total population in 2000 to 13% of the total population in 2020 (UN
World Population Prospects, 2015). However, most other countries that are superaged societies
are developed countries with per capita incomes of more than 12,500 US dollars per year,
whereas the per capita income of Thailand is only 5,700 US dollars per year (Thairath Online,
2018). Additionally, because the proportion of Thai labor has decreased at a faster rate than in
other developing countries (UN World Population Prospects, 2015) due to declining birth and
fertility rates (Thaiwebsites.com, 2017), firms in Thailand have had to adopt several practices,
including the extension of retirement age, to retain aging employees over time and to deal with
the situation of labor shortage in the labor market (Bank of Thailand, 2018). Moreover, only 12%
of Thai aging employees are highly educated, which is much lower than that in other countries.

In this regard, the Thai labor force tends to become old before getting rich (Thairath Online,
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2018) and needs to depend on the government welfare, which is not sufficient to cover their
standard of living, and company benefits package.

Relatively little research, however, has focused on how age-related HR practices are
designed and implemented based on contextual influences, including labor markets and welfare
state regimes, of developing countries, including Thailand. In this paper, the author designed a
cross-case comparison of five organizations in Thailand - Samrong General Hospital in the
healthcare industry, Chaiyaboon Brothers Group in the screen printing and graphic imaging
industry, Cho Heng in the rice vermicelli manufacturing industry, Centara Hotels and Resorts in
the hospitality industry, and Hino Motors Manufacturing (Thailand) in the automobile industry -
to examine the influence of institutional contexts on these firms’ age-related HR practices.
Eisenhardt and Bourgeois (1989) have noted that cross-case analysis is equivalent to the
embedded multiple case analysis proposed by Yin (1984, 2009). The advantage of cross-case
analysis is that each case study can confirm or disconfirm arguments drawn from previous cases.

The qualitative approach was applied in this study because of its exploratory nature.
Using the qualitative research method, specifically the case study approach, can also help the
author collect holistic data about contextual influences on the design and implementation of age-
related HR practices (Yin, 1984; Yin, 2009). One important recommendation for conducting
well-trusted case study research, however, is that the researcher remains neutral and detached
from the cases (Yin, 1984; Yin, 2009).

In this regard, the author attempted to conduct the research and presented the findings
based on this recommendation. Additionally, the case study approach allows the author to use
multiple data collection methods, including semi-structured interviews, field observations, and

archival document analysis (Yin 2009), to facilitate the theory-building process (Zhu, Zhang, and
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Shen 2012). Moreover, the case study research also provides the author with a better
understanding of how institutional contexts influence the design and implementation of age-
related HR practices (Cooke, 2012).

In this paper, the author used purposive sampling (Teddlie and Tashakkori, 2009) to
select five firms across industries as case studies: Samrong General Hospital, Chaiyaboon
Brothers Group, Cho Heng, Centara Hotels and Resorts, and Hino Motors Manufacturing
(Thailand). These five firms were selected because they have participated in the project
developed by the Ministry of Labor of Thailand regarding the extension of retirement age and
the recruitment of aging employees/retired employees (Matichon Online, 2016). Retired
employees here refer to employees who are retired from other firms and have been recruited to
work as new employees in the case study firms. Additionally, these firms have regularly been
featured on Thai news because of their willingness to recruit aging employees/retired employees
and the ways they manage aging/retired employees in their organizations. Moreover, these firms
have been successfully operating their businesses in Thailand for quite a long time. This should
guarantee that these firms are able, to some extent, to adapt themselves to institutional contexts
in order to survive in the competitive business arena and labor market.

To gain access to each of the five firms, the author submitted a formal letter to each one
(via email and fax) using the fax numbers and email addresses provided on the firms’ websites.
Each letter described the research project on age-related HR practices, and provided some
preliminary interview questions and asked for approval to conduct interviews with firms’ top
managers, HR managers, and aging employees. Finally, after waiting for the responses for some

time, the author obtained permission to conduct the interviews as requested.
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The author collected the data for this study between June and November 2018, with
approximately 4 months in the field. The research included a total 23 semi-structured interviews
(9 with top managers and HR managers of the five case study firms and 14 with aging employees
in each of the five case study firms; see Table 1 for the list of interviewees); five visits to
headquarters, factories, the hotel, and the hospital located in Bangkok and in other provinces;
and research using company archives and web-based resources. The age range of the aging
employees interviewed was 51-70 years. The age range of top managers/HR managers
interviewed was 40-60 years (some of the top managers/HR managers interviewed are more than
50 years of age). In this study, the non-participant observation of the attitudes and behaviors of
top managers, HR managers, and aging employees in the five case study firms occurred during
pre-interviews, interviews, and post-interviews. In sum, the author collected data via different
methods (i.e., semi-structured interviews, non-participant observation, and reviews of archival
documents and web-based resources) to triangulate the data and overcome the problem of the
single-source bias.

Each of the 23 semi-structured interviews lasted between 1.5 and 2.5 hours. All of the
interviews were conducted one-on-one and face-to-face, and all were conducted in Thai. The
author used the same interview protocols for all five case study firms. Questions for semi-
structured interviews with top managers and/or HR managers included the history and
background of each firm, number of employees, number of aging employees, overall HR
strategies and practices, and age-related HR practices for specifically managing aging
employees. In the case of semi-structured interviews with aging employees, questions included
each specific age-related HR practice used for managing these employees in organizations as

well as other age-related HR practices these aging employees expected their firms to have but
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were currently missing. Each interview was digitally voice recorded, and the author took field
notes during the interviews to help to facilitate transcription.

This paper applied a thematic analysis (Teddlie & Tashakkori, 2009) to pinpoint,
examine, and record patterns or themes within the data. In particular, the thematic analysis here
involved three main steps. First, the author categorized raw data obtained from semi-structured
interviews and nonparticipant observation into empirical themes. To identify empirical themes,
the author used language that was as close to the data as possible. As empirical themes emerged,
the author compared them within and across interview transcripts and field notes in order to
ensure that these themes fitted well with data across transcripts and field notes. Based on
empirical themes, the author constructed conceptual categories regarding the influence of macro-
level institutions on the design and implementation of age-related HR practices (Table 2 shows
how the author categorized raw data into empirical themes and consolidated these themes into
conceptual categories, and Table 3 shows the frequency of each empirical theme). With regard to
the saturation of data, the author believed that 9 semi-structured interviews with top managers
and HR managers and 14 semi-structured interviews with aging employees in each of the five
case study firms should be sufficient for robust research because there were no new themes,
issues, or insights obtained beyond this number of interviews (Strauss & Corbin, 1990).

In conclusion, the author triangulated interviews with top managers and HR managers in
five case study firms using perspectives from aging employees in those firms. Additionally, non-
participant observation of the attitudes and behaviors of top managers, HR managers, and aging
employees during company visits, the analysis of archival documents and web resources, and the
analysis of the author’s field notes were used to triangulate the interview transcripts before the

author developed inductive analysis of how macro-level institutions, i.e., the skill formation
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system and the welfare state regime, influence the design and implementation of age-related HR

practices within firms.

Empirical Findings

The findings show that the skill shortage in the labor market and the ‘productivist
informal security’ welfare state regime in Thailand play a crucial role in the design and
implementation of age-related HR practices within firms. Specifically, these firms design and
implement these age-related HR practices in order to ensure that aging employees in their firms
maintain their current level of functioning to cope with the problem of skill shortage, have
sufficient amount of savings after retirement to respond to the ‘productivist informal security’
welfare state regime, and return to previous levels of functioning after facing losses in their
career. The detailed case studies below provide empirical evidence to support these findings.
Samrong General Hospital

Background. Samrong General Hospital was established in 1981 by Suthep Wongpaet,
MD and his wife, Prapa Wongpaet, MD with the primary objective of providing healthcare
services for people who live in Samut Prakarn province (30" Anniversary of Samrong General
Hospital, 2011; Samrong General Hospital, 2018). A large number of patients who lived in
Samut Prakarn province (close to Bangkok) at that time had to wait for healthcare services from
public-owned hospitals. Thus, the establishment of Samrong General Hospital in that area could
substantially reduce wait time for patients. Samrong General Hospital has steadily grown from a

small-sized, 25-bed hospital to a 150-bed hospital with more than 600,000 patients per year (30™"
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Anniversary of Samrong General Hospital, 2011; Samrong General Hospital, 2018). Currently,
the hospital has approximately 600 employees. Among these employees, there are 132 aging
employees who are more than 50 years of age (Data obtained from field visit on November 16,
2018). Samrong General Hospital has received several awards, including the Thailand Labor
Management Excellence Award for 7 consecutive years from the Thai government and the
corporate governance award from Puey Ungpakorn Institute, Bank of Thailand in 2018 (Data
obtained from field visit on November 16, 2018).

Age-related HR practices. To alleviate the situation of skill shortage in the labor market,
the hospital has extended the retirement age (55 years old) for aging employees who are healthy
and demonstrate good work performance. Additionally, the hospital has recruited aging
employees who are more than 50 years old and are retired from other companies to work at the
hospital. The hospital also provides its employees with free-of-charge annual health check-up for
its aging employees to ensure that they are healthy and to protect any future diseases that may
incur. Moreover, the hospital provides several health training courses for its aging employees,
such as courses related to how to make healthy smoothie/ fruit juice and courses on how to
develop consciousness. Furthermore, the hospital offers the compressed work week for its aging
employees (Interview#1, top manager, November 16, 2018; Interview#2, HR manager,
November 16, 2018; Interviews#3-5, aging employees, November 16, 2018). For example, an
aging employee works 8am to 8pm a day for only 4 days a week and has 3 days off per week
(Interview#4, aging employee, November 26, 2018). According to an interview with an aging
employee,

“Our hospital has launched the “aging employees 4.0” project to ensure that our aging

employees are healthy and technology-savvy. We provide several training courses for them, such
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as how to make healthy smoothie/fruit juice and meditation. We also train our aging employees
to be able to use new types of technology that are necessary for performing their jobs
(Interview#2, HR manager, November 16, 2018).”

Samrong General Hospital also provides financial planning program for its aging
employees. Specifically, the hospital has cooperated with the hospital’s savings cooperative to
offer the program titled “Happy Retirement” for aging employees so that these aging employees
have sufficient amount of money for spending after retirement (Interview#1, top manager,
November 16, 2018; Interview#2, HR manager, November 16, 2018; Interviews#3-5, aging
employees, November 16, 2018). Aging employees receives provident fund and severance pay
when they retire from the hospital (Interviews#3-5, aging employees, November 16, 2018).
According to an interview with an HR manager,

“It is quite hard for aging employees to live happily after their retirement if they only rely
on social welfare provided by the government (Interview#1, top manager, November 16, 2018).”

Typically, aging employees at Samrong General Hospital serve as the mentor for young
employees. That said, they have to transfer knowledge and skills to these young employees
(Interview#1, top manager, November 16, 2018; Interview#2, HR manager, November 16, 2018;
Interviews#3-5, aging employees, November 16, 2018). According to an interview with an aging
employee,

“I have to serve as the mentor for young or newly recruited employees. I have to
encourage them to put their mind into their jobs. I also have to train them how to work
effectively. | have to work with young employees and do not let them work alone so they will

not feel isolated (Interview#4, aging employee, November 16, 2018).”
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In additions, the hospital has appointed aging employees to become the advisor to the
hospital’s top management (Interview#1, top manager, November 16, 2018; Interview#2, HR
manager, November 16, 2018; Interviews#3-5, aging employees, November 16, 2018).
Chaiyaboon Brothers Group

Background. The Chaiyaboon Brothers Group, which was established in 1956, sells
several types of screen printing products, such as emulsion, screen printing ink, and other
chemical products used for screen printing (Chaiyaboon Brothers Group, 2019). The company
also offers training courses related to screen printing and technical support services for
customers. The Chaiyaboon Brothers Group has received several national awards regarding good
corporate governance and quality management, including excellent corporate governance award,
white enterprise award, and TQM best practices award (Chaiyaboon Brothers Group, 2019). The
Chaiyaboon Brothers Group has long paid special attention to the development and maintenance
of aging employees. Currently, the Chaiyaboon Brothers Group has approximately 377
employees (as of June 18, 2018). The number of aging employees (who are at least 50 years of
age) accounts for 18.003% of total employees (Data obtained from field visits on June 18, 2018).

Age-related HR practices. The Chaiyaboon Brothers Group aims to create a happy
workplace via the rules of happy body, happy heart, happy relaxation, happy brain, happy soul,
happy money, happy family, and happy society (Data obtained from field visit on June 18,
2018). In order to alleviate the problem of skill shortage in the labor market, the company has
implemented several age-related HR practices to retain aging employees, who are healthy, are
experienced, and demonstrate good work performance, over time. The company provides
flexible benefits for aging employees. Some aging employees may choose a benefits package

that focuses on medical expense reimbursement for them, while others may choose a benefits
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package that focuses on medical expense reimbursement for their parents and children or
scholarships for their children. Aging employees at the managerial level can also choose to work
from home. However, choosing to work from home depends on the characteristics of each job
(Interview#6, top manager, June 18, 2018; Interviews#7-9, aging employees, June 18, 2018).
Additionally, the Chaiyaboon Bothers Group provides free-of-charge annual health check-up for
aging employees (Interview #9, aging employee, June 18, 2018).

Moreover, the group provides various training courses related to Buddhism, such as how
to be conscious through meditation, and training courses on how to exercise in the workplace,
how to control weight and reduce belly (through training courses and coaching), how to take care
of physical health before retirement, nutrition for aging employees, and ergonomics such as how
to sit appropriately to prevent backache in order to ensure that aging employees perform their
jobs happily within the organizational context (Interview#6, top manager, June 18, 2018;
Interviews#7-9, aging employees, June 18, 2018). According to an interview with an aging
employee,

“The main objective of training courses related to how to control weight and reduce belly
is to ensure that aging employees like us feel happy and healthy, so we will work with the
company over the long run. The company encourages us to change our lifestyles so the company
teaches us how to choose our meals. That said, we should have more vegetables and fruits and
should take less protein and fat. The company also encourages us to walk upstairs and downstairs
instead of using elevators (Interview #8, aging employee, June 18, 2018).”

In order to foster aging employees to have sufficient amount of savings after retirement,
the company provides training courses in the topics of financial planning before retirement. That

said, aging employees should attend training courses and start saving their money since they are
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40 or 45 years old so that they do not have to rely only on benefits from the social security
system which may not be sufficient to maintain good standard of living after retirement
(Interview#6, top manager, June 18, 2018; Interviews#7-9, aging employees, June 18, 2018).

The Chaiyaboon Brothers Group also encourages aging employees to transfer knowledge
and experience to younger workers or serves as a coach or mentor to younger employees. In this
regard, these aging employees are appointed to be an advisor to younger managers (Interview#6,
top manager, June 18, 2018; Interviews#7-9, aging employees, June 18, 2018). According to an
interview with an aging employee,

“I have been working here for 34 years so I have a very strong network with
stakeholders, including customers, associations, and government agencies. Currently, | have to
serve as an advisor to the manager of domestic sales department. | have to follow younger
employees to meet with customers. I have to show them how greet and serve our customers... [
have known these customers for a very long time so | have to use my own experience to
understand the needs of customers and encourage younger employees to be able to manage the
relationships with customers (Interview #7, aging employee, June 18, 2018).”

However, if the current job of aging employees is too heavy, the company typically
assigns the aging employees to jobs that are suitable for the physical health conditions of these
employees (Interview#6, top manager, June 18, 2018; Interviews#7-9, aging employees, June 18,
2018). Additionally, the Chaiyaboon Brothers Group has reduced workload for aging employees
(who reach 60 years of age but still have good work performance) by offering them to work only
3 days a week (Mondays, Wednesdays, and Fridays) (Interview#6, top manager, June 18, 2018;
Interviews#7-9, aging employees, June 18, 2018).

Cho Heng
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Background. Mr. So-kai Sae-Jeung established Cho Heng Rice Vermicelli Factory in
1930. Initially, the factory was operated under the title of “Cho Heng Limited Partnership”.
Later, in 1959, the status of limited partnership was changed to that of company limited under
the title of “Cho Heng Rice Vermicelli Factory Company Limited. The primary objective of this
factory is to produce rice vermicelli and products from rice, including rice flour, glutinous rice
flour, rice stick, rice starch, mixed flour, rice vermicelli, rice noodles, ready-made confectionary
flour, and glutinous rice starch, under “Erawan” brand (Cho Heng, 2019; Forbes Thailand,
2017). The company has exported 50% of its products to several countries across the globe,
including the US, the UK, Canada, China, and Australia. Currently, the headquarters of Cho
Heng is located at Sam Pran district in Nakhon Pathom province (close to the capital city of
Bangkok) (Cho Heng, 2019).

Cho Heng is considered a family-owned business under the management of the
“Wongsurakrai” family. The company has approximately 1,670 employees (as of June 30, 2018)
(Data obtained from field visit on July 12, 2018). The retirement age at this company is 60 years.
In case of retirement, if any employees would like to continue working after the age of 60 years,
the status of full-time employees will continue automatically.

Age-related HR practices. Cho Heng has faced the situation of skill shortage in the labor
market, especially the shortage of technicians and professional employees. Thus, in order to
alleviate this problem by ensuring that aging employees are healthy and can continue to work
with the company, Cho Heng provides free-of-charge annual health check-up for its aging
employees. (Cho Heng has approximately 332 aging employees who are more than 50 years of
age (Data obtained from field visit on July 12, 2018)). The company has provided 24-hour onsite

doctors and nurses with an ambulance for aging employees so that, in case of illness, aging
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employees are transferred to nearby hospitals as soon as possible. Aging employees can also
reimburse medical expenses from the company. Additionally, the company provides free-of-
charge fitness center for aging employees so that they do not have to go to fitness centers outside
the company. The company has also provided yoga, zumba, and fitness classes for aging
employees to create the environment of happy workplace. Moreover, the company has had
jogging and cycling club for aging employees. Furthermore, the company has no formal
retirement age. If aging employees who are 60 years of age would like to continue to work with
the company, they can do so automatically (Interview#10, top manager, July 12, 2018;
Interviews#11-12, HR professionals, July 12, 2018; Interviews#13-15, aging employees, July 12,
2018). According to an interview with an aging employee,

“The company’s top managers said that if we work hard to make a lot of money and,
eventually, we use our money to pay for medical expenses. This is useless. Thus, the company
provides us with fitness center and several exercise clubs to take care of our health conditions
(Interview#13, aging employee, July 12, 2018).”

The company has also provided lifetime monthly allowances for aging employees. In
particular, if aging employees have at least 30 years of service and reach 60 years of age, Cho
Heng has provided its aging employees of 3,000 Baht per month. If aging employees have at
least 30 years of service and reach 70 years of age, Cho Heng has provided its aging employees
of 4,000 Baht per month. And, if aging employees have at least 30 years of service and reach 80
years of age, Cho Heng has provided its aging employees of 5,000 Baht per month
(Interview#10, top manager, July 12, 2018; Interviews#11-12, HR professionals, July 12, 2018;

Interviews#13-15, aging employees, July 12, 2018).
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Additionally, one of the most important age-related HR practices at Cho Heng is the
facilitation of financial planning for aging employees. In this regard, Cho Heng has offered its
aging employees training courses related to financial planning. The company has always
encouraged its aging employees to be free from financial debts. It has also provided
recommendations for aging employees to save money and spend their money efficiently so that
these aging employees have sufficient savings for retirement. For instance, the company has
recommended its aging employees to purchase their own residences instead of purchasing
automobiles. In fact, the cost of living for aging employees at Cho Heng is very low. Aging
employees can purchase food and beverages at a very low price. The company has provided free-
of-charge drinking water and free-of-charge company-supported dormitory nearby the factory in
order for aging employees to save transportation expenses. Cho Heng also provides several types
of benefits for aging employees. Thus, it should not be difficult for aging employees at Cho
Heng to save money for their future retirement (Interview#10, top manager, July 12, 2018;
Interviews#11-12, HR professionals, July 12, 2018; Interviews#13-15, aging employees, July 12,
2018).

Aging employees at Cho Heng have been encouraged to transfer their knowledge and
skills to young employees (Interview#10, top manager, July 12, 2018; Interviews#11-12, HR
professionals, July 12, 2018; Interviews#13-15, aging employees, July 12, 2018). According to
an interview with a top manager,

“Our company appointed aging employees to be an advisor of the department manager.
This advisor also serves as a coach / mentor of younger employees in each department. His or
her workload has also been reduced... We asked our senior technicians to demonstrate their job

activities and record this demonstration via video for future references. In the future, young
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employees or newly recruited employees can learn how to perform jobs from watching videos.
This can encourage the knowledge management within our company and help promote the
feeling of pride among aging employees. They will perceive themselves as valuable assets of our
organization (Interview#10, top manager, July 12, 2018).”

In sum, Cho Heng has applied a variety of age-related HR practices for managing aging
employees in an organization, including free-of-charge annual health check-up, lifetime monthly
allowances, free-of-charge fitness centers, reimbursement of medical expenses, the facilitation of
financial planning, company-supported dormitory, several types of benefits, reduced workload,
and knowledge transfer from aging employees to younger generations.

Centara Hotels and Resorts

Background. Centara Hotels and Resorts were formed under the Central Group, one of
the leading retail groups in Thailand, in 1983. Its first property was established in the Ladprao
area of Bangkok entitled “Centara Grand at Central Plaza Ladprao”. Later, the Central Group has
expanded its network of luxurious and first-class properties throughout Thailand and has
rebranded to Centara Hotels and Resorts since June 2007. The group of Centara Hotels and
Resorts consists of six sub-brands: Centara Grand Hotels and Resorts, Centara Hotels and
Resorts, Centara Residences and Suites, Centara Boutique Collection, Centra by Centara Hotels
and Resorts, and COSI Hotels. Central Currently, there are 43 properties in Thailand (32 in
operations and 11 under development) (Centara Hotels and Resorts, 2019). Centara Hotels and
Resorts have planned to double the number of hotels and resorts in the next 5 years (Prachachat,
2019).

Centara Hotels and Resorts have employed aging employees for a long time. Most aging

employees at Centara Hotels and Resorts work in the areas that do not require these employees to



201

use much energy. Some of them serve as advisors to the management of Centara Hotels and
Resorts. The retirement age of employees who have worked at the hotel before the year 1975 is
55 years, while that of employees who have worked at the hotel since 1975 until now is 60 years
(Data obtained from field visit on July 26, 2018).

Age-related HR practices. Centara Hotels and Resorts have extended the retirement age
for aging employees who work in rare positions or aging employees who possess tacit
knowledge, skills, and experience that are important for the survival of the company in the
industry. However, in order to be eligible for the extension, Centara must prove that these aging
employees have good physical health conditions and have loyalty to the organization.
Additionally, their past work performance is a crucial factor in considering whether they should
continue working at Centara after their retirement (Interviews#16-17, top managers, July 26,
2018; Interviews#18-19, aging employees, July 26, 2018). According to an interview with a top
manager,

“If aging employees have negative attitudes toward the company, it is better that we do
not extend their retirement age...However, in cases that we extend the retirement age for aging
employees, their duties and responsibilities may be changed to fit with their expertise and their
physical health conditions. For example, they may be transferred from housekeeping station to
clothing rooms or uniform rooms or cloth-fixing rooms. (Interview#16, top manager, July 26,
2018)”

Centara has provided first aid room and free-of-charge annual health check-up for aging
employees. Aging employees are also eligible for medical expense reimbursement and service
charge. Benefits provided for aging employees are not different from other permanent, young

employees. Centara has also offered recommendations for aging employees regarding how to
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take care of their health and how to live and eat well (Interviews#18-19, aging employees, July
26, 2018). Aging employees have been encouraged to transfer their knowledge and experience to
young employees. According to an interview with an aging employee,

“I have been encouraged to transfer my knowledge and experience to young employees. |
have to train these young employees regrading cooking technigues and how to make food taste
better so that they could perform their jobs well in the future. (Interview#18, aging employee,
July 26, 2018)”

Centara Hotels and Resorts have facilitated the financial planning among their aging
employees so that these employees have sufficient amount of savings even after their retirement.
In this regard, Centara has provided training courses related to this topic and provided advice for
aging employees regarding how to save their money (Interviews#16-17, top managers, July 26,
2018; Interviews#18-19, aging employees, July 26, 2018). Additionally, Centara has appointed
some aging, experienced employees to serve as advisors of the company. This appointment
reflects the Thai culture in that Thai culture always places importance on aging, experienced
employees and aims to maintain these employees within organizations over time (Interviews#16-
17, top managers, July 26, 2018). However, the company has not supported aging employees to
work overtime, except in some special cases such as laundry and ironing functions and
maintenance functions, in order to prevent health-related problems among these aging employees
(Interviews#16-17, top managers, July 26, 2018; Interviews#18-19, aging employees, July 26,
2018).

In sum, Centara Hotels and Resorts have managed their aging employees through various
age-related HR practices, including the extension of the retirement age for aging employees who

work in rare positions or aging employees who possess tacit knowledge, skills, and experience
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that are important for the survival of the company in the industry, first aid room, free-of-charge
annual health check-up, medical expense reimbursement and service charge, training courses on
how to take care of their health and how to live and eat well, the facilitation of financial
planning, knowledge transfer from aging employees to younger generations, appointment of
aging, experienced employees to serve as advisors of the company, and exemption from working
overtime.
Hino Motors Manufacturing

Background. Hino Motors Manufacturing (Thailand) Company Limited, a successful
Japanese manufacturer of trucks, buses, and parts products under the brand of Hino, was
established in Thailand in 1964. The company primarily sells parts products to Toyota Motors.
The headquarters is located in Teparak, Samut Prakarn province, close to Bangkok. The
company has four factories: the first one located at the headquarters in Teparak, Samut Prakarn
province, the second one located in Bang Plee, Samut Prakarn province, the third one located in
Amata Nakorn industrial estate, Cholburi province, and the last one located in Asia industrial
estate in Suvarnabhumi, Samut Prakarn province (Hino Motors Manufacturing (Thailand),
2019). The company has been divided into several functions, including production, production
engineering, production control, vehicle engineering, quality assurance, accounting and finance,
administration (i.e., human resources, internal audit, and information technology), sales, and
purchasing. The average annual sales volume is approximately 50,000 million Baht. As of July
11, 2018, the company had approximately 3,514 employees. Among these employees,
approximately 30 people were Japanese who served as top managers at Hino. Previously, the
retirement age at Hino was 55 years. Currently, the retirement age has been extended to 58 years

(Data obtained from field visit on July 11, 2018).
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Age-related HR practices. In many cases, Hino has continued hiring retired employees,
who reach 58 years of age, on a yearly basis, especially when the company has found that these
retired employees possess tacit knowledge, skills, and experience that are rare in the labor market
or that these retired employees perform jobs that the company cannot find anyone to be
responsible for, such as some groups of technicians or some safety officers. Hino aims to
encourage these retired employees to transfer their tacit knowledge, skills, and experience to
young generations of employees. In this regard, the salary and benefits received by these aging
employees (after reaching 58 years of age) have been changed to reflect their new duties and
responsibilities. However, in order to continue working at the company after retirement, these
retired employees must be healthy (Interview#20, top manager, July 11, 2018; Interviews#21-23,
aging employees, July 11, 2018).

The culture of lifetime employment has still been considered important at Hino. Aging,
experienced employees have been maintained within the firm over time. The turnover rate
among employees is not high compared with the average rate in the labor market. Aging,
experienced employees have been hired after their retirement in order to serve as advisors and to
train the trainer and younger generations of employees. In particular, these aging, experienced
employees must teach younger generations of employees regarding how to perform job duties
with safety, how to be good supervisors, how to talk with their subordinates, how to deal with
problems at work, and how to make their subordinates feel comfortable to work with them.
Additionally, aging, experienced employees have to follow up with the young generations of
employees in order to ensure that these young employees are able to work with others in the
company. In many cases, these aging experienced employees have to write job manuals for

younger generations of employees so that job outputs at every factory under the operations of
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Hino (Thailand) are standardized (Interview#20, top manager, July 11, 2018; Interviews#21-23,
aging employees, July 11, 2018).

Hino has also paid special attention to the facilitation of financial planning among its
aging employees. Specifically, the company has prepared its aging employees before their actual
retirement. At the age of 40 years or above, every employee must participate in the project titled
“Preparation for Happy Retirement under the Royal Initiative of His Majesty the Late King
Bhumibhol of Thailand.” The main idea of this project is to help aging employees to conduct
financial planning before retirement so that these employees have no debts or less amount of
debts before retirement from the company. Aging employees are required participate in this
project and attend at least one training program related to financial planning per year. Aging
employees learn how to prepare household accounting, how to save their money, how to conduct
financial management and the second career after retirement (e.g., to become farmers). The
company teaches its employees regarding financial planning processes when its employees turn
40 years of age (Interview#20, top manager, July 11, 2018; Interviews#21-23, aging employees,
July 11, 2018). According to an interviewee,

“The most important issue is that our employees, especially male employees, should not
spend too much money. They should learn how to plan their use of money, so they do not have
too much debt” (Interview#20, top manager, July 11, 2018).

The company has also applied the principle of ergonomics to job design in order to
facilitate aging employees’ movement and to prevent backache and injuries. Additionally, it
provides free annual health check-ups for aging employees. Moreover, the company offers
training courses regarding how aging employees take care of their health and nutrition. One of

the strengths of Hino’s benefit packages for aging employees is that these employees can
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reimburse actual medical expenses from the company. In this regard, aging employees can
choose to get medical treatment from either private or public hospitals in Thailand that has
signed the contract with the company.

In sum, Hino has managed its aging employees through several age-related HR practices,
including the extension of retirement age, the appointment of aging employees as advisors, the
facilitation of knowledge transfer from aging employees to younger employees, the facilitation
of financial planning, the application of the principle of ergonomics to job design, several health
and nutritional planning courses, free annual health check-ups, and medical expense
reimbursement.

Overall, the empirical findings derived from the case studies of Samrong General
Hospital, Chaiyaboon Brothers Group, Cho Heng, Centara Hotels and Resorts, and Hino
(Thailand) demonstrate that all five firms have implemented a variety of age-related HR
practices for managing aging employees in their organizations. In this regard, these age-related
HR practices have been implemented to ensure that aging employees can maintain their current
level of functioning to cope with the problem of skill shortage, have sufficient amount of savings
after retirement to respond to the ‘productivist informal security’ welfare state regime, and return
to previous levels of functioning after facing losses in their career (see Table 4 for summary of
findings in this paper).

Discussion

Based on a cross-case analysis of empirical findings, the author found support for the
following arguments. First, an age-related HR practice, specifically the extension of the
retirement age for aging employees who work in rare positions or aging employees who possess

tacit knowledge, skills, and experience that are important for the survival of the company, tends
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to be influenced by the Thai institutional context regarding the deficiencies in the Thai education
and skill formation system. Here, the Thai education and skill formation cannot produce
sufficient numbers of employees/workers with right skill sets for firms. In particular, the
entrance of Thailand to an aging society and the movement of the country towards an aged
society in the future leads to the situation of increasingly severe skill shortage in the Thai labor
market. Due to lower number of graduates to enter the labor market, it is not very easy for firms
to attract high-quality candidates. In many cases, these firms may need to spend its budgets and
time to recruit the right candidates to hold rare positions and, ultimately, they could not get
anyone. In this regard, firms need to find ways to alleviate this problem and one possible way to
help firms regarding this problem is to extend the retirement age for aging employees, especially
those who hold rare positions, who are skillful, who are experienced in their jobs, who
demonstrate good work performance, who have had strong networks with a variety of
stakeholders with and outside firms, and who possess tacit knowledge and skills that are crucial
to the survival of those firms. Typically, the retirement age in Thailand is 60 years, while some
firms may set the retirement age at 55 years. To alleviate the problem of skill shortage in the
labor market, firms therefore extend the retirement age (e.g., from 60 to 65 years old, from 55 to
60 years old, or from 55 to 58 years old) for this group of employees so that this group of
employees can continue working with firms for a longer period. One important condition for this
age-related HR practice is that aging employees who are eligible for the extension of retirement
age must be in good health conditions in order for the company to ensure that benefits from the
extension of the retirement age outweigh costs that may incur from medical expense
reimbursement. In this regard, these aging employees are also able to maintain their current level

of functioning in the midst of challenges in terms of the skill shortage in the labor market.
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Additionally, firms have implemented other age-related HR practices, including free-of-
charge annual health check-ups, health training and nutritional planning courses, Buddhism
training courses, free-of-charge fitness centers, free-of-charge sports clubs and classes, 24-hour
doctors and nurses, first aid room with an ambulance, medical expense reimbursement, the
application of ergonomic principle to job design, compressed work week, and work from home
(teleworking), to ensure that aging employees are healthy and can still maintain their current
level of functioning. Of course, when these employees are able to maintain their current level of
functioning even though they are getting older, firms must be able to cope with the challenges
incurred from the situation of skill shortage in the Thai labor market. That said, when firms
extend the retirement age of aging employees in order to alleviate the problem resulting from the
skill shortage in the labor market, it is important that these aging employees are healthy enough
to continue performing their jobs during the extension period; thus, both the practice of the
extension of retirement age and age-related HR practices in terms of free-of-charge annual health
check-ups, several health training courses, Buddhism training courses, free-of-charge fitness
centers, free-of-charge sports clubs and classes, 24-hour doctors and nurses, first aid room with
an ambulance, medical expense reimbursement, the application of ergonomic principle to job
design, compressed work week, and work from home, complement with each other. However,
please keep in mind that the practices of compressed work week and work from home may not
be appropriate for every type of jobs. That said, some jobs may have to be performed on every
weekday (from Mondays to Fridays during normal operating hours) and cannot be compressed,
while some jobs may not be able to be performed from home. Thus, firms must carefully
implement these two age-related HR practices in order to protect any future problems that may

incur.
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Second, an age-related HR practice in terms of the facilitation of financial planning tends
to be influenced by the Thai institutional context regarding the ‘productivist informal security’
welfare state regime. That said, in the country with the ‘productivist informal security’ welfare
state regime, including Thailand, social policy is likely to be inferior to economic policy. The
government tends to pay less attention to developing social security systems. Actually, the social
security system in Thailand has continuously been improved. However, the improvement has not
been considered “enough” to catch up with the fact that Thailand is now in an aging society and
many aging people need to rely more heavily on this system. Currently, the maximum amount of
old-age pension for employees who used to pay into the social security system for at least 180
months is 3,000 Thai Baht per month. Additionally, aging people who are at 60-69 years of age
are eligible to receive an additional elderly allowance of 600 Thai Baht per month. The amount
of the elderly allowance is 700 Thai Baht for people who are 70-79 years of age, 800 Thai Baht
for people who are 80-89 years of age, and 1,000 Thai Baht for people who are 90 years of age
or older. However, the average monthly household expenditure among Thai people was 21,346
Thai Baht per month in 2018 (Matichon Online, 2019), while the minimum wage for
employees/workers living in Bangkok and other metropolitan areas is 331 Thai Baht per day.
Thus, welfare and benefits that employees/workers receive from the government are quite low
and, ultimately, these employees/workers cannot solely rely on these benefits. Unsurprisingly,
most aging employees in Thailand are currently facing the situation of “getting old before
becoming rich.” They typically do not have sufficient savings after their retirement. Rather, these
employees have a huge financial debt to be repaid. In this regard, firms should play a crucial role
in supporting their employees/workers to overcome this obstacle and are able to have a better

quality of living after retirement by encouraging their employees/workers to start savings their
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money early (at the age of 40 years), not spending their income wastefully, not accumulating
financial debt in an unnecessary way, creating an effective household budget, and continuously
saving their income through several types of saving plans and investments. That said, the HR
department of these firms should serve as the facilitator to help their employees conduct financial
planning in order to avoid a huge financial debt and have sufficient savings after retirement.
They should provide training courses and advice regarding the financial planning process for
employees who are at least 40 years of age and should regularly provide brush-up courses for
this group of employees. In some cases, firms may cooperate with savings cooperatives or banks
to provide appropriate saving plans for aging employees who may not have financial literacy.
Firms should also emphasize their employees to spend their money wisely for the future and to
stay away from financial debt. In summary, this age-related HR practice is very crucial in
helping aging employees overcome the weakness of the Thai welfare state regime, survive the
financial crisis after their retirement, and overcome their financial problems that may result from
the entrance of the country to an aging society.

Third, age-related HR practices, especially the appointment of aging employees as
advisors/mentors, the facilitation of knowledge transfer from aging employees to younger
employees, and the movement of aging employees across jobs that are suitable for their physical
health conditions, tend to help aging employees return to previous levels of functioning after
facing losses in their career. That said, these age-related HR practices tend to remove job
demands that aging employees may be unachievable (due to their deterioration in health
conditions) and replace them with other job demands that use the existing but previously
underused knowledge, skills and experience of aging employees. Typically, some aging

employees, who work in rare positions, possess tacit knowledge and skills that are valuable to
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the survival of firms in the industry. In some cases, if these aging employees cannot perform
their typical jobs successfully due to changes in their health conditions as they become aged, the
only way for firms to retain this groups of employees over time is to assign these employees to
work in new positions that may not be too heavy for their physical health conditions. In this
regard, the position of advisors/mentors help this group of employees feel that their knowledge
assets are still valuable and help these employees gradually transfer their tacit knowledge and
skills to younger generations of employees. This also helps make the transition of aging
employees’ status from full-time employees to full retirement become more smoothly. These
aging employees have some time to physically and mentally prepare themselves for full
retirement in the future. Additionally, these age-related HR practices help firms retain valuable
tacit knowledge within firms, achieve the goal of knowledge management, and are able to help
firms alleviate the problem of skill shortage in the labor market. At least, firms have some time
to prepare a new cohort of employees before the full retirement of aging employees who work in
rare positions or positions that are critical for the survival of firms in the industry.

Finally, the institutional context in terms of the skill formation system and the welfare
state regime has played a crucial role in shaping the design and implementation of age-related
HR practices used across firms in Thailand. This argument is in compliance with the literatures
on strategic human resource management (SHRM) and comparative institutional perspective
(Batt and Banerjee, 2012; Batt and Hermans, 2012). That said, within the SHRM and
comparative institutional perspective literatures, Batt, Holman, and Holtgrewe (2009) proposed,
based on the findings from the global call center project, that the national institutional contexts
influence the adoption of HR strategies and practices used across firms in each country (Batt,

Holman, and Holtgrewe, 2009). However, most of the literatures on SHRM and comparative
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institutional perspective have primarily focused on the group of typical employees working in
firms located in developed countries, while they ignore the group of aging employees working in
firms located in emerging market economies, including Thailand (Batt and Banerjee, 2012;
Napathorn, 2018). Therefore, the empirical findings in this study tend to further theoretical and
practical discussion regarding the influence of institutional contexts on the design and
implementation of age-related HR practices in firms. In this regard, the argument regarding the
role of institutional context in shaping the design and implementation of age-related HR
practices may lead to further discussion that it is the nature of businesses, rather than institutional
contexts, that influence the design and implementation of age-related HR practices in firms. The
author, therefore, has conducted this study across industries, including the healthcare industry,
the screen printing and graphic imaging industry, the rice vermicelli manufacturing industry, the
hospitality industry, and the automobile industry, to propose that the institutional context, at
least, play a role in influencing the design and implementation of age-related HR practices across
firms.

In summary, the author proposes that the skill shortage in the labor market and the
‘productivist informal security’ welfare state regime in Thailand play a crucial role in the design
and implementation of age-related HR practices within firms. Specifically, these firms design
and implement these age-related HR practices in order to ensure that aging employees in their
firms maintain their current level of functioning to cope with the problem of skill shortage, have
sufficient amount of savings after retirement to respond to the ‘productivist informal security’
welfare state regime, and return to previous levels of functioning after facing losses in their
career.

Conclusions
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This paper contributes to the literature on HRM in the following ways. First, this paper
examines how the institutional contexts, in terms of the skill formation system and the welfare
state regime, influence the design and implementation of age-related HR practices across firms in
Thailand. In this regard, this paper aims to fill the gap in the literatures on SHRM and
comparative institutional perspective by extending beyond the organizational context and
examine how institutional contexts influence the design and implementation of organizations’
HR practices. Second, this paper has applied lifespan theory to examine age-related HR
practices. This theory is quite different from other general theories in that it adopts a contingency
view in assessing how age influences the management of aging employees in organizations.
Third, the literature on age-related HR practices has been likely to overlook developing and/or
emerging market economies. Therefore, the findings in this paper provide an in-depth analysis of
how the Thai institutional contexts influence the design and implementation of age-related HR
practices across firms in the developing country of Thailand.

This paper also provides practical implications for top managers and/or HR managers of
firms in Thailand and other developing countries or emerging market economies. That said, these
top managers and/or HR managers can implement those age-related HR practices in order to
respond to the problem of skill shortage in the labor market, to ensure that aging employees have
sufficient savings after retirement, and to help aging employees return to previous levels of
functioning after facing deterioration in health conditions and/or losses in their careers.
Additionally, this paper provides policy implications for the Government and/or relevant
publicagencies of Thailand and other developing countries or emerging market economies where
the problem of skill shortage is still severe. Aging employees, who possess tacit knowledge and

valuable experience and who are still healthy, can be considered an excellent alternative for
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firms to help alleviate the problem of skill shortage in the labor market. However, firms should
implement age-related HR practices to maintain this group of employees over time.

The limitation of this research concerns its methodology. Because this research is based
on case studies of five firms across industries in Thailand, the findings may not be generalizable
to all other firms across countries. Rather, the aim of this paper is to enrich the discussion
regarding the design and implementation of age-related HR practices in organizations. Another
limitation of this research is that it does not include firms located in several other industries, such
as the financial services industry and the education industry. Future research may explore age-
related HR practices in organizations located in these industries. Moreover, quantitative studies
using large samples of firms across industries might also be useful in deepening the
understanding of the design and implementation of age-related HR practices in organizations.

Table 1. List of interviewees

List of

Interviewees

Samrong General

Hospital

Chaiyaboon

Brothers Group

Cho Heng

Centara Hotels

and Resorts

Hino

(Thailand)

Top Managers / HR Managers

Aging employees

2

3

1

3

3

3

2

2

1

3

Table 2. Examples of Data Structure

Raw Data Empirical Themes Conceptual Category

“It is quite hard for aging employees to live

The ‘productivist informal Welfare state institution

happily after their retirement if they only o
security’ welfare state
rely on social welfare provided by the

government regime

“The most important issue is that our

Financial planning Age-related HR practice

employees, especially male employees,

should not spend too much money. They facilitation

should learn how to plan their use of




money, so they do not have too much

debt”

“We have faced the shortage of

technicians and professional employees”

Skill shortage

Skill formation system

“We have continued hiring retired
employees, who reach 58 years of age, on
a yearly basis, especially when we have
found that these retired employees possess
tacit knowledge, skills, and experience that
are rare in the labor market or that these
retired employees perform jobs that we

cannot find anyone to be responsible for”

Extension of retirement age

Age-related HR practice

Table 3. Frequency of Empirical Theme

Empirical themes Samrong General Chaiyaboon Cho Heng Centara Hotels Hino (Thailand)
Hospital Brothers Group and Resorts
The ‘productivist 2 1 1 2 1
informal security’
welfare state regime
Skill shortage 2 1 1 2 1
Extension of retirement 5 4 6 4 4
age
Financial planning 5 4 6 4 4
facilitation
Safety & health training 5 4 6 4 4
Ergonomics 4 4
Compressed work week 5
Annual health check- 5 4 6 4 4
ups
Flexible benefit package 5 4 4
Teleworking/working 4
from home
Knowledge transfer 5 4 6 4 4
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Advisor/Mentor 5

4 6

Job movement

6

Table 4. Summary of findings in this paper

Findings

From literature review

From case studies

Extension of retirement age

Thai institutions, i.e., skill
formation system (especially
skill shortage in the labor

market)

Extension of retirement age
to alleviate the problem of
skill shortage in the labor

market

Financial planning

facilitation

Thai institutions. i.e.,
‘productivist informal
security’ welfare state

regime

Financial planning
facilitation to help aging
employees have sufficient

savings after retirement

Free-of-charge annual health
check-ups, health training
and nutritional planning
courses, Buddhism training
courses, free-of-charge
fitness centers, free-of-
charge sports clubs and
classes, 24-hour doctors and
nurses, first aid room with
an ambulance, medical

expense reimbursement, the

Thai institutions, i.e., skill
formation system (especially
skill shortage in the labor

market)

Firms have implemented
these age-related HR
practices to ensure that
aging employees are healthy
and can still maintain their
current level of functioning
during the extension period
in order to alleviate the skill

shortage in the labor market
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application of ergonomic
principle to job design,
compressed work week, and
work from home

(teleworking)

Appointment of aging
employees as
advisors/mentors, the
facilitation of knowledge
transfer from aging
employees to younger
employees, and the
movement of aging
employees across jobs that
are suitable for their

physical health conditions

Firms have implemented
these age-related HR
practices to help aging
employees return to
previous levels of
functioning after facing

losses in their career

217
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UNAUN 3

MANAGING EMPLOYEES IN THAI FAMILY FIRMS: THE MUTUALITY
PERSPECTIVE
ABSTRACT
This paper adopts the mutuality perspective from the field of human resource
management (HRM) to examine how employees are attracted, motivated, trained, and retained in
family firms and the impacts on employees’ well-being and firms’ performance indicators. This
cross-case analysis of three successful family firms in Thailand draws on semistructured
interviews with top managers and/or human resource (HR) managers as well as employees of
each family firm, field visits to each firm, and a review of archival documents and web-based
resources. This paper proposes that employees are typically attracted to family firms via
alternative or sub-stream recruitment channels and, to a lesser extent, via mainstream recruitment
channels. They are trained via on-the-job training and other methods to equip them with firm-
specific skills, motivated by extrinsic and, to a larger extent, intrinsic rewards, and retained over
time via extensive two-way communication, a climate of involvement, and a paternalistic and
family-like corporate culture. The attraction and development practices of family firms
contribute to positive employment relationships in terms of employees’ feelings of security and a
high-quality working life. Motivation practices contribute to employees’ well-being in terms of
positive social relationships at work and to positive employment relationships in terms of
feelings of security and high-quality working life. Retention practices contribute to employees’
well-being in terms of positive social relationships at work. Finally, employees’ well-being and
employment relationships are associated with firms’ positive performance indicators, including

low rates of labor turnover, sick leave, and absenteeism. Thus, the needs of both employers and
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employees of family firms are met according to the mutuality perspective, specifically the
contribution match, of HRM. This paper extends the literature on HRM regarding how family
firms manage their employees to meet the needs of both employers and employees.
Introduction

Family firms continue to play a crucial role in the economic development of Latin
American, East Asian, and Southeast Asian countries, including Thailand (Hoshino, 2004;
Khanna and Yefeh, 2007; Peng and Delios, 2006; Suehiro and Yabushita, 2004; Suehiro, 2006;
Yabushita and Suehiro, 2014). The size of family firms typically ranges from small and medium-
sized to large. In the case of Thailand, family firms, especially large family firms, are the main
contributors to industrial and financial development in the country. These family firms have
survived despite the country’s entrance into industrial capitalism and have prospered in a variety
of industries (YYabushita and Suehiro, 2014).

However, one of the management resource limitations faced by many family firms in the
emerging market economy of Thailand is human resource (HR) limitations (Yabushita and
Suehiro, 2014). There has been scarcity of well-trained professional employees to support
business expansion and innovation. Family firms in Thailand have thus begun to pay particular
attention to attracting, managing, and retaining these professional employees over time. In this
regard, the development and implementation of professional HR practices in family business
settings in Thailand have become more important to drive these organizations towards a
sustainable competitive advantage.

Previous research on human resource management (HRM) in these settings across
countries, especially in Thailand, is scarce and largely undertheorized (Cruz, Firfiray, and

Gbmez-Mejia, 2011; Gnan and Lambrechts, 2018). Additionally, the main assumption of the vast
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majority of previous HRM research has been that the primary objective of HRM is to ultimately
improve the financial returns to shareholders (Beer, Boselie, and Brewster, 2015). Guest (2017)
noted that the interests of stakeholders, including the well-being of employees, have been
neglected in previous HRM research. Furthermore, prior HRM research has not paid sufficient
attention to how HRM accommodates the interests of both employees and employers according
to the mutuality perspective (Boxall, 2013; Beer, Boselie, and Brewster, 2015; Edgar, Geare,
Zhang, and McAndrew, 2015; Valizade, Ogbonnaya, Tregaskis, and Forde, 2016; Guest, 2017).
Because several characteristics of family firms are likely to have an impact on a number of
mutuality issues, including the fit between individual employees and the organization, this paper
aims to bring the mutuality perspective from the field of HRM to family firms to answer the
following research questions: “ How are employees attracted, motivated, trained, and retained in
family firms? How does this impact employees’ well-being and the performance indicators of
family firms?” To answer these questions, this paper uses case studies of family firms in
Thailand. Thailand is considered an appropriate site for conducting research on this topic
because family firms have continued to play a crucial role in the economic development of the
country. In this respect, it is interesting to examine how family firms in Thailand successfully
manage their employees from the mutuality perspective to overcome the problem of the shortage
of well-trained human resources and to thrive in the business arena.

This study conducts a cross-case analysis of three successful family firms across different
industries in Thailand - Chaiyaboon Brothers in the screen printing and graphic imaging
industry, Sanguan Wongse Industries in the manufacturing industry (producing tapioca starch),
and Cho Heng in the manufacturing industry (producing rice vermicelli) - to examine how these

family firms manage employees from the mutuality perspective. This paper applies the
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framework of wellbeing-oriented HRM based on the mutuality perspective (Boxall, 2013; Beer,
Boselie, and Brewster, 2015; Edgar, Geare, Zhang, and McAndrew, 2015; Valizade, Ogbonnaya,
Tregaskis, and Forde, 2016; Guest, 2017).

The case study evidence in this paper draws on semistructured interviews with the top
managers and/or human resource (HR) managers of each family firm, semistructured interviews
with employees of each family firm, field visits to each family firm located in Bangkok and in
other provinces in Thailand, and a review of archival documents and web-based resources,
including newspaper reports and magazines. Based on these three case studies, this paper
proposes that employees are typically attracted to family firms via alternative or sub-stream
recruitment channels and, to a lesser extent, via mainstream recruitment channels. They are
trained via on-the-job training and several other training methods to equip them with firm-
specific skills, motivated by extrinsic rewards and, to a larger extent, intrinsic rewards, and
retained over time via extensive two-way communication, a climate of involvement, and a
paternalistic and family-like corporate culture. The attraction and development practices are
likely to contribute to positive employment relationships in terms of employees’ feelings of
security and a high quality of working life in family firms. The motivation practices are likely to
contribute to employees’ well-being in terms of positive social relationships at work and to
positive employment relationships in terms of a feeling of security and a high quality of working
life. The retention practices are likely to contribute to employees’ well-being in terms of positive
social relationships at work. Finally, employees” well-being and employment relationships are
associated with the positive performance indicators of these firms, including low rates of labor

turnover, sick leave, and absenteeism. In this regard, the needs of both employers and employees
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of family firms are met according to the mutuality perspective, specifically the contribution
match, of HRM.

This paper contributes to the two main bodies of literature on HRM and family business
in the following ways. First, most previous studies on HRM have focused on the relationship
between HR practices and organizational performance while neglecting the importance of
employees’ well-being. Relatively little research has specifically examined the mutuality
perspective on HRM. Specific HR practices can contribute to both high organizational
performance and enhanced employee well-being. Thus, this paper extends the literature on HRM
regarding how family firms manage their employees to meet the needs of both employers and
employees. Second, this paper contributes to the literature on family business settings by
examining how employees are managed in these settings to allow them to respond to the needs of
both sides (i.e., employers and employees) and continue to survive and thrive in the business
arena. Finally, the literature on HRM has typically overlooked the underresearched country of
Thailand; most studies in this area have primarily focused on developed countries or other
emerging market economies, including China and India. The findings in this paper provide an in-
depth analysis of how family firms located in the emerging market economy of Thailand manage
employees according to the mutuality perspective on HRM.

Theoretical Perspectives and Framework

Three important theoretical perspectives are reviewed in this paper to provide a
background for exploring the management of employees in family firms: family firms and their
management resource limitations, HR systems and practices to achieve high performance, and
the mutuality perspective on HRM.

Family Firms and Their Management Resource Limitations
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Unlike nonfamily firms (Astrachan and Kolenko, 1994; Beckhard and Dyer, 1983;
Holland and Boulton, 1984; Kepner, 1991; Taguiri and Davis, 1992; Whiteside and Herz Brown,
1991), family firms here refer to “a firm or a group which meets three major conditions: (1)
owner family members control its ownership through various means; (2) they exert control over
its top management; and (3) owner family members have succeeded, otherwise will intend to
succeed, the business of their founder (the succession of the office)” (Suehiro and Yabushita,
2004, p.82). These firms typically face several management resource limitations, including
investment fund limitations, production technology and market knowledge limitations, and
human resource limitations (Yabushita and Suehiro, 2014). These limitations are among the key
factors contributing to the failure of family firms in the competitive business world (Astrachan
and Kolenko, 1994). In terms of investment fund limitations, family firms traditionally had to
rely primarily on internal resources to fund their investments because they had limited access to
external resources, especially equity financing. Several family firms have gone public to be able
to gain access to a sufficient amount of capital. However, due to concern regarding the potential
loss of control in their firms, these family firms must restrict the trading of shares or use private-
owned holding companies to ensure that they still have full control of their subsidiaries that have
gone public (Yabushita and Suehiro, 2014).

With regard to production technology and market knowledge limitations, family firms
have typically had insufficient accumulation of production technology and market knowledge for
new products. Thus, they have had to pursue several strategies, including licensing arrangements,
original equipment manufacturing, and original design manufacturing, to be able to acquire
technological capacities and break into new markets to be competitive in the international arena

(‘Yabushita and Suehiro, 2014). Finally, family firms, especially those located in developing
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countries or emerging market economies, including Thailand, have typically faced the problem
of institutional voids that result in the shortage of well-trained employees in the labor market
(Guillen, 2000; Khanna and Palepu, 1997; Yui, Lu, Bruton, and Hoskisson, 2007). To cope with
the problem of HR limitations, family firms have thus had to develop and implement several HR
strategies and practices, including reliance on both internal and external labor market HR
strategies, to address this problem (Yabushita and Suehiro, 2014). However, prior research
(Carney, Gedajlovic, Heugens, van Essen, and van Oosterhout, 2011) has noted that family
firms, especially those operating in contexts with underdeveloped labor market institutions
leading to the problem of skill shortage in the labor market such as in developing countries or
emerging market economies, are likely to solve this problem better than non-family firms in that
family firms can develop skilled employees internally and efficiently share these employees
across affiliate firms within the group.

Within the family business literature, previous research by de Kok, Uhlaner, and Thurik
(2006), Engel, Hack, and Kellermanns (2015), and Steijvers, Lybaert, and Dekker (2017) has
noted that family firms tend to rely more on informal HR practices and make less use of
professional HR practices than non-family firms due to lower capability or a lesser need to do so
because of lower agency costs. However, the development and implementation of professional
HR strategies and practices have long been considered factors that explain family firms’ success
and potential competitive advantage in the business world (Lansberg, 1983; Astrachan and
Kolenko, 1994). In particular, when taking the heterogeneity of family firms into account,
McCann, Leon-Guerrero, and Hailey Jr. (2001) discovered that growth family firms were likely
to rate the importance of HR strategies and practices significantly higher than family firms that

were not growing. In this regard, scholars have begun to examine HR practices, their impact on
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family firms, and their consequences on these firms (Barnett and Kellermans, 2006; Cruz,
Firfiray, and Gomez-Mejia, 2011; Hauswald, Hack, Kellermans, and Patzelt, 2016; Kim and
Gao, 2010). Nevertheless, research on HR practices in family firms is still in its infancy and is
largely undertheorized (Cruz, Firfiray, and Gomez-Mejia, 2011; Hoon, Hack, and Kellermanns,
2017). In this body of literature, few empirical studies have explored HR practices in family
firms from the mutuality perspective.

HR Systems and Practices to Achieve High Performance

Strategic HRM (SHRM) research has long noted that the development of HR systems and
practices that achieve both vertical fit and horizontal fit enables an organization to achieve its
business objectives (Wright and McMahan, 1992; Baird and Meshoulam, 1988; Delery, 1998).
Vertical fit refers to the alignment of HR systems and practices with other organizational
characteristics such as business strategies or objectives, whereas horizontal fit refers to the
internal consistency among HR practices within an organization (Baird and Meshoulam, 1988;
Delery, 1998).

In terms of vertical fit, an organization should match its HR systems and practices with
its business strategies or objectives. In other words, the fit of the HR systems and practices with
the organization’s business strategies or objectives is crucial in helping the organization achieve
superior organizational performance (Baird and Meshoulam, 1988). Wright, Smart, and
McMahan (1995), Youndt, Snell, Dean, and Lepak (1996), and Chadwick, Way, Kerr, and
Thacker (2013) empirically tested the vertical fit perspective and emphasized the need to match
HR systems and practices with an organization’s business strategies or objectives to maximize

organizational performance.
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With regard to horizontal fit, scholars have argued that an organization should create a
bundle or an integrated system of HR practices that are internally consistent (alignment among
HR practices) with one another to achieve desirable organizational performance (e.g., Arthur,
1994; MacDuffie, 1995; Huselid, 1995; Batt, 2002; Evans and Davis, 2005; Combs, Liu, Hall,
and Ketchen, 2006; Jiang, Lepak, Hu, and Baer, 2012). This system of HR practices is referred to
as high-performance HR practices (HPWPS) in that the implementation of these HPWPs is
considered to enhance organizational performance, including greater job satisfaction, lower
employee turnover, better corporate financial performance, and higher productivity (Arthur,
1992, 1994; Huselid, 1995; Batt, 2002; Jiang, Lepak, Hu, and Baer, 2012). HPWPs are typically
interdependent among one another such that the inclusion of one HR practice necessitates the
inclusion of others. Examples of HPWPs include selectivity, training, incentive compensation,
employee participation, and flexible work arrangements (Huselid, 1995; Pfeffer, 1998; Combs,
Liu, Hall, and Ketchen, 2006; Jiang, Lepak, Hu, and Baer, 2012). In fact, HPWPs are considered
to be HR practices that are expected to enhance employees’ abilities (A), motivation (M), and
opportunity to contribute (O) and that may enhance both organizational performance and
employees’ well-being (Guest, 2017). However, Guest (2017, p.25) noted that in most previous
studies on HPWPs, employees’ well-being, attitudes, and behaviors are “viewed as a means
rather than an end, with the primary focus directed to performance suggesting little concern for
employee well-being and mutual gain” between organizations (employers) and workers
(employees). Boxall, Guthrie, and Paauwe (2016) also noted that HPWPs are likely to serve the
goal of corporate performance rather than the goal of employees’ well-being.

The Mutuality Perspective on HRM
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Because prior research on HR systems and practices has primarily focused on
performance and neglected employees’ well-being (Guest, 2017), Boxall (2013) proposed the
mutuality perspective (Kochan and Osteman, 1994) on HRM, which is built around the norm of
reciprocity (Gouldner, 1960). If employers implement HR practices that promote employees’
well-being, employees will respond positively in return, as reflected in performance indicators
such as higher performance, higher citizenship behavior, and lower intention to quit. In other
words, according to the mutuality perspective, it is very important to respond simultaneously to
the needs of both employees and employers.

According to the mutuality perspective on HRM, there are three main dimensions of
mutuality: capability match, commitment match, and contribution match (Boxall, 2013).
Capability match refers to the match or the alignment between the needs of employers or
organizations for employees who are knowledgeable, skillful, and competent and the needs of
employees for organizations with positive and attractive work environments (Guest, 2017).
Commitment match refers to the match or alignment between the needs of employers or
organizations for employees who are committed to their organizations (Rubery, 1994) and the
needs of employees for job security and fair treatment in the employment relationship (Clark,
2005). Contribution match refers to the match or alignment between employers or organizations
and employees, especially when both parties feel that their needs are addressed appropriately
(Boxall, 2013; Guest, 2017). The main idea of the mutuality perspective on HRM is that
organizations should implement HR practices that can contribute to the mutual gain of both
employers and employees so that organizations can achieve the goal of corporate performance

and employees can achieve the goal of well-being.



228

In this regard, Guest (2017) proposed the model of well-being-oriented HRM. The
outstanding characteristic of this model is that it attempts to bring the field of HRM closer to the
field of employment relations (Godard, 2004; Townsend and Wilkinson, 2014) by proposing five
sets of HR practices that are associated with high employee work-related well-being and a
positive employment relationship, both of which are related to positive individual and
organizational performance. The five groups of HR practices proposed in this model include
investment in employees, engaging work, a positive social and physical environment, voice, and
organizational support. Investment in employees refers to HR practices related to careful
recruitment and selection, training and development, and mentoring and career support for
employees (Guest, 2017). Engaging work refers to HR practice related to job design to
encourage autonomy among employees and information provision and feedback (Grote and
Guest, 2017; Guest, 2017). A positive social and physical environment refers to HR practices
related to employees’ health and safety, equal opportunities and diversity management, fair
rewards, and employment security (Guest, 2017). Voice refers to HR practices related to
extensive two-way communication, employee surveys or climate surveys, and relevant forms of
collective representation (Guest, 2017). Finally, organizational support refers to HR practices
related to family-friendly and flexible work arrangements, a climate and practices that support
employee involvement, and participative/supportive management (Guest, 2017).

Relatively little empirical research, however, has paid attention to the mutuality
perspective on HRM, especially in the domain of family firms. In fact, family firms’
characteristics can impact a number of mutuality issues related to HRM, including the match or
alignment between the needs of individual employees and the needs of organizations, such as

managing the recruitment and selection process of human potential, motivating people, and
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employee development with regard for work-life balance (Gnan and Lambrechts, 2018). Thus, it
is interesting to examine how employees are attracted, motivated, trained, and retained in family
firms and how these HR practices influence both employees’ well-being and the performance
indicators of family firms, which are the primary focus of this paper.

Based on a review of three main bodies of literature (family firms and their management
resource limitations, HR systems and practices to achieve high performance, and the mutuality
perspective on HRM), qualitative data obtained from in-depth semi-interviews with top
managers and/or HR managers as well as employees working in family firms across industries,
and nonparticipant observation of the characteristics and behaviors of top managers and/or HR
managers as well as employees, this paper proposes the following:

Employees are typically attracted to family firms via alternative or sub-stream
recruitment channels and, to a lesser extent, via mainstream recruitment channels, trained via
on-the-job training and other training methods to equip them with firm-specific skills, motivated
by extrinsic rewards and, to a larger extent, intrinsic rewards, and retained over time via
extensive two-way communication, a climate of involvement, and a paternalistic and family-like
corporate culture. Attraction and development practices are likely to contribute to positive
employment relationships in terms of employees’ feelings of security and a high-quality working
life at family firms. Motivation practices are likely to contribute to employees’ well-being in
terms of positive social relationships at work and to positive employment relationships in terms
of feelings of security and a high-quality working life. Retention practices are likely to contribute
to employees’ well-being in terms of positive social relationships at work. Finally, employees’
well-being and employment relationships are associated with the positive performance

indicators of these firms, including low rates of labor turnover, sick leave, and absenteeism. In
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this regard, the needs of both employers and employees of family firms are met according to the
mutuality perspective, specifically the contribution match, of HRM.

In sum, this paper aims to fill the research gap by examining the management of
employees in family firms from the mutuality perspective of employees’ well-being and
organizational performance.

Research Setting and Methodology
Research Setting

Thailand is an appropriate site for conducting research on the management of employees
in family firms because family firms have continued to play a crucial role in the national
economic development and the upgrading of the industrial structure (Suehiro and Yabushita,
2004; Yabushita and Suehiro, 2014). Yabushita and Suehiro (2014) identified 215 family firms
that were very powerful in controlling the Thai economy. They also classified family firms in
Thailand into 3 types: the unreformed or authoritarian type, the hybrid type, and the modernized
type. The unreformed or authoritarian type refers to family firms controlled closely by an owner
family. The hybrid type refers to family firms in which an owner family partly appoints
employed managers but continues to play a significant role in the top management structure. The
modernized type refers to family firms that permit non-family members from external labor
markets to hold key positions within the company. These non-family members play an important
role in driving the success of these firms in the new global economy. According to Yabushita
and Suehiro (2014), the majority of family firms in Thailand are the unreformed or authoritarian
type.

Prior literature also suggests that most family firms in Thailand are owned by Chinese

families, as is the case in other countries in Southeast Asia (Lawler and Atmiyanandana, 1995).
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The Chinese management of these firms is primarily based on family networks and connections.
In particular, this Chinese management uses networks and connections not only to maintain
positive relationships within the firms but also to extend and develop their relationships with
external parties. For instance, they use their relationships with Chinese people in other countries
to expand their businesses abroad. Thai scholars have called this type of management system
“management by entourage” (Israngkun Na Ayuthaya and Taira, 1977). The Chinese
management system is likely to be influenced by Confucianism (Lawler and Siengthai, 1997).
That is, managers demand loyalty from their subordinates, and the subordinates anticipate that
their managers will take care of their needs.

Relatively little empirical research, however, has focused on how family firms located in
the developing country or emerging market economy of Thailand attract, motivate, train, and
retain employees and how these HR practices influence both employees’ well-being and the
performance indicators of family firms according to the mutuality perspective on HRM.
Therefore, this paper examines three family firms across industries in Thailand: Chaiyaboon
Brothers in the screen printing and graphic imaging industry, Sanguan Wongse Industries in the
manufacturing industry (producing tapioca starch), and Cho Heng in the manufacturing industry
(producing rice vermicelli).

Research Methodology

The author designed a cross-case comparison of three family firms across industries to
examine the similarities and/or differences in how these family firms attract, motivate, train, and
retain employees and how these HR practices influence both employees’ well-being and the
performance indicators of these firms according to the mutuality perspective on HRM. Cross-

case analysis enables the so-called logic of replication; each case study confirms or disconfirms
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arguments regarding how family firms manage employees according to the mutuality perspective
on HRM drawn from previous cases. This paper uses a qualitative approach to collect
comprehensive and holistic data (Eisenhardt, 1989; Yin, 1994) on the three family firms. This
type of approach permits deep exploration of the interactions among several actors, including top
managers, HR managers, and employees, at different levels of analysis (Cooke, 2012). One
important recommendation for conducting trustworthy case study research is that the researcher
must remain neutral and detached from the cases (Yin, 1984; Yin, 2009). The author attempted
to conduct the research and present the findings based on this recommendation. Another
advantage of conducting a cross-case comparison is that it allows the collection of data using
multiple methods, including semistructured interviews, field observations, and analyses of
archival documents and web-based resources (Yin, 1994).

The three family firms were selected via purposive sampling (Teddlie and Tashakkori,
2009) because these firms are located across industries and have successfully operated long-term
businesses in Thailand. Additionally, these firms have regularly been on the Thai news regarding
their special attention to their employees’ well-being and the management of aging employees
who have worked in their organizations for a very long time. Moreover, these firms are
considered unreformed or authoritarian family firms according to Yabushita and Suehiro (2014).
Thus, it is quite interesting to examine how these firms successfully manage employees
according to the mutuality perspective on HRM.

The data in this paper were collected between June and July 2018, with a total of
approximately 2 months in the field. This research involved 7 interviews with top managers and
HR managers of the three case study firms and 11 interviews with employees who had worked at

each of the three firms for quite some time (see Table 1 for the list of interviewees). The age
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range of the interviewed employees was 51-70 years. The age range of the interviewed top
managers/HR managers was 40-60 years. Additionally, this paper involved 3 field visits to
headquarters located in Bangkok and other provinces in Thailand and research using the firms’
archival documents, newspaper articles, interview reports, and web-based resources, including
the family firms’ websites (if applicable). Nonparticipant observation in this study occurred
during the pre-interview, interview, and post-interview periods. The primary objective of
nonparticipant observation was to observe the characteristics and behaviors of top managers, HR
managers, and employees in the three case study firms. In summary, the author collected data for
these case studies via different methods (i.e., semistructured interviews with top managers and
HR managers, semistructured interviews with employees, nonparticipant observation, and
reviews of archival documents and web-based resources) to triangulate the data and overcome
the problem of single-source bias in this study.

The author submitted a formal letter to each of the three family firms (via email and fax)
using the email addresses or fax numbers provided on the firms’ websites to gain access to each
family firm. In some cases, however, the author had to make telephone calls to each family firm
to ask for email addresses or fax numbers to submit a formal letter. Each letter described the
research project on HR strategies and practices for managing employees/workers in
organizations, provided some preliminary interview questions, and asked for approval to visit the
firms’ headquarters and to conduct interviews with each family firm’s top managers and/or HR
managers as well as its employees. The author obtained permission to conduct the interviews and
visit the firms’ headquarters as requested.

Each of the 18 semistructured interviews lasted 1-2 hours. All of the interviews were

conducted one-on-one and face-to-face, and all were conducted in Thai. The author asked the
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same questions for all three family firms. Questions for the semistructured interviews with top
managers and/or HR managers included the history and background of each family firm, number
of employees, overall HR strategies, HR practices used for managing employees’ well-being in
organizations, and various indicators of organizational performance. In the case of
semistructured interviews with employees, questions included each specific HR practice used for
managing employees in organizations and various indicators of employees’ well-being. Each
interview was digitally voice recorded, and the author took field notes during the interviews to
help facilitate transcription.

This paper applied a thematic analysis (via Atlas.ti) (Teddlie and Tashakkori, 2009) to
pinpoint, examine, and record patterns or themes within the data (Table 2 shows how the author
categorized raw data into empirical themes and consolidated these themes into conceptual
categories, and Table 3 shows the frequency of each empirical theme). With regard to the
saturation of data, the author believed that 18 semistructured interviews with top managers
and/or HR managers and with employees of all three family firms across industries were
sufficient for robust research because there were likely to be no new themes, issues, or insights
obtained beyond this number of interviews (Strauss and Corbin, 1990).

In this study, the interviews with top managers and/or HR managers of each of the three
family firms were triangulated using perspectives from employees of these firms. Additionally,
nonparticipant observation of the characteristics and behaviors of interviewees of the three firms
during company visits, the analysis of archival documents and web resources, including
newspaper reports and magazines, and the analysis of field notes were used to triangulate the
interview transcripts before the development of an inductive analysis of how these family firms

successfully manage employees according to the mutuality perspective on HRM.
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Empirical Findings

The findings show that employees are typically attracted to family firms via alternative or
sub-stream recruitment channels and, to a lesser extent, via mainstream recruitment channels,
trained via on-the-job training and several other training methods to equip them with firm-
specific skills, motivated by extrinsic rewards and, to a larger extent, intrinsic rewards, and
retained over time via extensive two-way communication, a climate of involvement, and a
paternalistic and family-like corporate culture. The attraction and development practices are
likely to contribute to positive employment relationships in terms of employees’ feelings of
security and a high-quality working life. The motivation practices are likely to contribute to
employees’ well-being in terms of positive social relationships at work and to positive
employment relationships in terms of employees’ feelings of security and a high-quality working
life. The retention practices are likely to contribute to employees’ well-being in terms of positive
social relationships at work. Finally, employees’ well-being and employment relationships are
associated with the positive performance indicators of these firms, including low rates of labor
turnover rate, sick leave, and absenteeism. In this regard, the needs of both employers and
employees of family firms are met according to the mutuality perspective, specifically the
contribution match, of HRM. The detailed case studies below provide empirical evidence to
support these findings.
Chaiyaboon Brothers Group

Background. Chaiyaboon Brothers Group was founded in 1956 by Mr. Direk
Kulsirisawat with the primary objective of selling screen printing products, including emulsion,
screen printing ink, and other chemical products used for screen printing (Chaiyaboon Brothers

Group, 2018; 100 Happy Workplaces Project, 2009). The company has successfully operated its
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businesses in Thailand for quite a long time. Currently, Mr.Pattanachai Kulsirisawat, the son of
Mr. Direk and Mrs. Amporn Kulsirisawat, serves as the managing director of Chaiyaboon
Brothers Group. Chaiyaboon Brothers Group has 8 affiliated firms under the group: Chaiyaboon
Brothers, Kullawongse, Saha Sticker, Chai Screen Machinery, Amporn Design International,
Tei-Oku and Chaiyaboon, Silk Cut, and Dap U.V. (data obtained from a field visit on June 18,
2018). There are 377 employees at Chaiyaboon Brothers Group (as of June 18, 2018) (data
obtained from a field visit on June 18, 2018). Many employees at Chaiyaboon Brothers Group
have many years of service. Thus, it is interesting to examine the HR practices used at
Chaiyaboon Brothers Group and how they contribute to the mutual gains between the
organization and its employees.

HR practices — Attraction. Employees have been attracted to Chaiyaboon Brothers
Group via several recruitment channels, including employee referrals (especially employees’
children) and e-cruiting. The most important issue here is that Chaiyaboon Brothers Group aims
to attract “good” candidates to the company. In this regard, the company has attempted to apply
several selection methods to screen good candidates and to ensure that these candidates have
characteristics and attitudes that fit the corporate culture. First, candidates must pass a 275-item
attitude test. Then, candidates must pass semistructured interviews with the interview committee.
All of the interview questions are open-ended. Finally, candidates must pass the 3-month
probationary period. During this period, candidates must pass several on-the-job tests, such as
tests at the gas station near the company when an employee fills up the company’s car. These
tests are administered to ensure that candidates have attitudes that fit the company’s culture
(Interview#1, top manager, June 21, 2018; Interviews#2-4, employees, June 21, 2018).

According to an interview,
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“In Buddhism, we believe that monks and nuns are good people... Thus, we aim to attract
candidates who have characteristics, behaviors, and attitudes similar to those of monks and
nuns... Employee referrals have been used to ensure that candidates have characteristics,
behaviors, and attitudes that are in accordance with the corporate culture... We also recruit
candidates via e-cruiting such as Jobthai.com.... We definitely believe that clean water in our
company will help eliminate waste water from our company. In other words, monks and nuns
will help eliminate bandits or criminals from our company” (Interview#1, top manager, June 21,
2018).

HR practices — Development. Chaiyaboon Brothers Group has trained its employees to
possess firm-specific skills primarily via on-the-job training (through procedure manuals) and
other training methods, including classroom training. Although it is a family-owned Thai firm, it
requires that its employees, including security officers, must be able to speak the English
language. Additionally, its employees must be multiskilled. Employees are encouraged to
constantly learn new things. Every employee must be an expert in at least one topic. All
employees are encouraged by top managers to think, question, and share their own opinions
(Interview#1, top manager, June 21, 2018; Interviews#2-4, employees, June 21, 2018).
According to an interview,

“I believe that all of my employees must graduate with PhD. That said, I don’t mean that
they must have a real PhD. But they must have in-depth knowledge and skills in topics/issues in
which they are experts. | have to pretend to be stupid and ask my employees about almost every
issue/topic so that they are able to participate and share their opinions... In addition to training
employees in topics such as innovation, total quality management (TQM), Six Sigma, and

Customer Relationship Management (CRM), the company provides training courses related to
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Buddhism, such as how to be conscious. We ask every employee to practice 3-minute meditation
in order to be conscious 3 times a day (before starting jobs, after lunch, and before going back
home)...Typically, if the company is able to find internal instructors for any courses, they
primarily conduct in-house training... The company needs employees who think well, speak
well, and act well. Thus, every employee at Chaiyaboon Brothers Group must attend the course
on how to be conscious” (Interview#1, top manager, June 21, 2018).

In addition to these training courses, Chaiyaboon Brothers Group has offered courses
related to financial planning before retirement, how to take care of health before retirement, how
to live happily in the workplace and after retirement, nutrition for aging employees, how to
exercise in the workplace, and how to control weight in the workplace. These courses help
employees feel like work is their second home and help to prepare these employees for their
retirement (Interview#1, top manager, June 21, 2018; Interviews#2-4, employees, June 21,
2018).

The company also provides scholarships for its employees. There are only two rules that
employees at Chaiyaboon Brothers Group must follow. First, employees who request company
scholarships must have strong intentions to further their study at any level (i.e., secondary school
degree, vocational certificate, high vocational certificate, bachelor’s degree, master’s degree, or
doctoral degree) and must pass every related exam. If they fail any exam, they must pay for the
scholarship. After graduation, they must apply their knowledge and skills to develop their own
life and their organizations. Organizations here refer to any organizations, not just Chaiyaboon
Brothers Group. Thus, employees who obtain scholarships from the company do not need to
work for the company after graduation. The company’s scholarships are therefore likely to be a

psychological contract between the firm and employees. There are no legal requirements that
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employees must return and work for the company (Interview#1, top manager, June 21, 2018;
Interviews#2-4, employees, June 21, 2018).

In terms of the performance appraisal, the company evaluates the performance of its
employees on a monthly basis so that employees know their own weaknesses/areas of
improvement and have enough time to improve their performance. There is no quota for
employees who will receive grade “A,” so all of the company’s employees can be either good,
excellent, or best with no average or poor performance (Interview#1, top manager, June 21,
2018; Interviews#2-4, employees, June 21, 2018).

HR practices — Motivation. Chaiyaboon Brothers Group pays attention to motivating its
employees via both extrinsic rewards and intrinsic rewards. However, intrinsic rewards are more
important because they are sustainable in motivating employees over time. In terms of extrinsic
rewards, Chaiyaboon Brothers Group pays its employees according to their performance (so-
called performance-based pay). The pay rate is competitive to the labor market (Interview#1, top
manager, June 21, 2018; Interviews#2-4, employees, June 21, 2018). However, benefits play a
more important role in motivating employees at Chaiyaboon Brothers Group. In particular, the
company provides flexible benefit plans for its employees. Employees can choose a benefit plan
according to their needs and lifestyles (Interview#1, top manager, June 21, 2018; Interviews#2-4,
employees, June 21, 2018). According to the interviewees,

“I chose the benefit plan that focuses on reimbursement of medical expenses for my
parents... Typically, the company has conducted an employee survey to ask about the needs of
employees. For instance, if an employee chooses the annual benefit plan that focuses on

scholarships for his or her children (maximum of 3 persons), he or she may not be able to obtain
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allowances for housing maintenance or reimbursement of medical expenses for his or her
parents” (Interview#3, employee, June 21, 2018).

“I chose the benefit plan that focuses on my annual dental expenses™ (Interview#2,
employee, June 21, 2018).

“I chose the benefit plan that focuses on reimbursement of my own medical expenses”
(Interview#4, employee, June 21, 2018).

Nevertheless, intrinsic rewards are likely to be more important and sustainable than
extrinsic rewards. Chaiyaboon Brothers Group provides a certificate of years of service at the
company for employees who work at the company for 15 years, 20 years, 30 years, and 35 years.
The company sends a letter to the employees’ wives or husbands or to other family members of
employees to praise the employees. This is considered a type of psychological reward
(Interview#1, top manager, June 21, 2018; Interviews#2-4, employees, June 21, 2018).
According to an interview,

“The psychological reward is more valuable than money... In other words, we always use
intrinsic rewards to motivate our employees because they are more sustainable than extrinsic
rewards... Extrinsic rewards are just the sauce, not the main course” (Interview#1, top manager,
June 21, 2018).

HR practices — Retention. Chaiyaboon Brothers Group has no labor unions at the
workplace level. It applies the concept of a happy workplace to make the company the
employees’ second home. The relationships between the managing director or top managers of
the company and the employees are very close. Thus, the main principle of management is that

everyone is treated as part of the same family (Interview#1, top manager, June 21, 2018;
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Interviews#2-4, employees, June 21, 2018; Observation, June 21, 2018). According to an
interview,

“My father and mother taught me to play three main roles: father, older brother, and
friend. I should play the father’s role for 5% of my total time. Regarding the role of an older
brother, | have to teach, make recommendations, and provide suggestions to employees, and ask
employees to share their opinions. In terms of the role of a friend, | have to act as a friend to the
company’s employees after working time... I have attempted to encourage my employees to
participate in decision-making. In this regard, two-way communication is very crucial”
(Interview#1, top manager, June 21, 2018).

Because top managers treat employees as family members, the company attempts to
retain employees who work with the company for a long time, even after their retirement age.
After retirement age (60 years old), the company appoints these employees to be advisors. The
advisors play a role in teaching and transferring knowledge and skills to younger employees.
They do not need to work full time; rather, they can work part time such as 3 days a week
(Interview#1, top manager, June 21, 2018; Interviews#2-4, employees, June 21, 2018).

Employees’ well-being and employment relationships. In terms of positive relationships
at work, there are several mechanisms that foster good relationships between top managers and
employees and among employees themselves, including town hall meetings, knowledge-sharing
activities, offering sick employees hospital visits and get-well baskets from top managers,
sending a letter to employees’ wives, husbands, or other family members to praise employees’
behaviors, and appointing a suffering alleviation committee. Additionally, because top managers

treat employees as their family members, the relationships between these two parties within the
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workplace tend to be family-like, paternalistic, informal, and positive (Interview#1, top manager,
June 21, 2018; Interviews#2-4, employees, June 21, 2018; Observation, June 21, 2018).

With regard to a feeling of security, Chaiyaboon Brothers Group typically recruits
employees at the entry level, primarily through employee referrals. It continuously trains and
develops employees over time through on-the-job training and mentoring and eventually
promotes them to become top managers. This group of people is called “Look-Mor” in Thai
(Interview#1, top manager, June 21, 2018; Interviews#2-4, employees, June 21, 2018;
Observation, June 21, 2018). Based on the author’s field visit, most of the top managers at
Chaiyaboon Brothers Group are “Look-Mor”. They have worked at the company for at least 30
years (data obtained from field visits on June 18, 2018). Chaiyaboon Brothers Group fosters a
sense of security among its employees through the use of rewards, including awards for
employees who have 15, 20, 25, 30, and 35 years of service (Interview#1, top manager, June 21,
2018; Interviews#2-4, employees, June 21, 2018). Moreover, the company has implemented a
policy of no dismissal or lifetime employment. It takes care of employees from their first day to
their last day of work. Even after retirement age, the company appoints employees who have
worked with the company for a long time as advisors (Interview#1, top manager, June 21, 2018;
Interviews#2-4, employees, June 21, 2018).

Regarding the high quality of working life, Chaiyaboon Brothers Group attempts to use
several HR practices to promote the quality of working life among its employees. For instance,
the company offers its employees many training courses that aim to improve the quality of
employees’ working life, including how to be conscious, how to exercise and control weight
(reduce belly) in the workplace, how to prevent office syndrome, nutrition preparation, and

financial planning (Interview#1, top manager, June 21, 2018; Interviews#2-4, employees, June
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21, 2018). Additionally, the company provides several types of flexible work arrangements,
including teleworking (only for some types of jobs), part-time work, and flexitime, for aging
employees (Interview#1, top manager, June 21, 2018; Interviews#2-4, employees, June 21,
2018). Moreover, the company is willing to rotate aging employees, pregnant employees, and
employees who have health issues (such as backache) to different jobs that are not too difficult
for these employees. Furthermore, employees can choose the benefit plan that fits their lifestyle
and needs (Interview#1, top manager, June 21, 2018; Interviews#2-4, employees, June 21, 2018).

Organizational performance. Employees at Chaiyaboon Brothers Group tend to work
happily, are likely to be loyal to the workplace, and have good health (Interview#1, top manager,
June 21, 2018; Interviews#2-4, employees, June 21, 2018; Observation, June 21, 2018). Better
collective health conditions, greater collective happiness, and greater engagement and loyalty to
the company reflect better organizational performance, especially in terms of lower rates of
employee absence and intention to quit, as shown in the low turnover rate among employees at
Chaiyaboon Brothers Group (Interview#1, top manager, June 21, 2018; Interviews#2-4,
employees, June 21, 2018).

In sum, attraction, development, motivation, and retention HR practices are associated
with good employee well-being and positive employment relationships, and employees’ well-
being and employment relationships are associated with organizational performance.

Sanguan Wongse Industries

Background. Sanguan Wongse Industries were established in 1947 with the primary
objective of manufacturing tapioca chips. Later, the company changed its primary objective to
producing tapioca starch (Sanguan Wongse Industries, 2018). The company accumulated

experience in producing high-quality tapioca starch and modified starch for coating until its plant
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became the largest single tapioca starch plant in Asia, with a maximum capacity of 1,000 metric
tons of tapioca starch per day. The headquarters of Sanguan Wongse Industries is located in
Nakhon Ratchasima Province. As of July 3, 2018, Sanguan Wongse Industries have
approximately 837 employees, including approximately 147 aging employees who are over 50
years of age (data obtained from a field visit on July 3, 2018). The company operates as a family
firm under the management of Dr. Tosapol Tantiwongse. The primary HR philosophy of
Sanguan Wongse Industries is lifetime employment. The company typically employs entry-level
employees, develops them, and retains them over time until their retirement age. However, if
employees who are about to retire from the company are still healthy, the company continues
their employment until these employees no longer want to work for the company (Foundation of
Thai Gerontology Research and Development Institute, 2016).

HR practices — Attraction. Employee referrals are the most widely used recruitment
channel at Sanguan Wongse Industries because this channel can ensure that employees who
come into the firm have characteristics, attitudes, and behaviors that fit the family-like corporate
culture (Interview#5, top manager, July 3, 2018; Interviews#6-7, HR professionals, July 3, 2018;
Interviews#8-12, employees, July 3, 2018). According to an interview,

“My son works as a technician at this company. My daughter also works for this
company. We all live at the company dormitory. We really love the company’s chairman”
(Interview#8, employee, July 3, 2018).

Additionally, the company recruits new employees from universities located in the
northeastern part of Thailand where the headquarters is located, including Suranaree University
of Technology and Rajamangala University of Technology Isan. However, due to the recent

national economic situation, the company has frozen the recruitment of new employees.
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Nevertheless, the company has no dismissal policy (Interview#5, top manager, July 3, 2018;
Interviews#6-7, HR professionals, July 3, 2018).

HR practices — Development. Sanguan Wongse Industries train their employees
according to the company’s policy and training roadmap. On-the-job training is very useful in
training and developing employees to possess skills that fit their job requirements. In particular,
Sanguan Wongse Industries pay special attention to equipping their employees with firm-specific
skills, especially skills to operate the machinery and systems within the company and technical
skills. Employees must also be multiskilled so that the company can rotate their employees
across functions. For instance, when a function/department faces a shortage of skilled employees
while other functions/departments face a labor surplus, the company can rotate its employees
across functions/departments (Interview#5, top manager, July 3, 2018; Interviews#6-7, HR
professionals, July 3, 2018).

Because Sanguan Wongse Industries pay special attention to the employment of aging
employees, the company provides several training courses to prepare aging employees for
retirement, including financial planning course, basic accounting or household accounting, and
meditation (Interview#5, top manager, July 3, 2018; Interviews#6-7, HR professionals, July 3,
2018; Interviews#8-12, employees, July 3, 2018). According to an interview,

“Our company provides several training courses to prepare our aging employees for
retirement. These courses can be divided into three main groups: financial planning, household
accounting, and meditation. First, our financial planning course helps employees efficiently plan
their receipt and usage of money so that our employees do not have too much debt. Second, our
household accounting course lets our employees know how to prepare for revenue and

expenditure accounts. Finally, our meditation course teaches employees to do simple meditation.
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The aim of this course is to take care of our employees’ minds” (Interview#5, top manager, July
3, 2018).

Moreover, the company typically appoints aging employees/retired employees, especially
technicians, to serve as mentors for younger generations of employees. The mentors can transfer
knowledge, skills, and experiences to the younger employees (Interview#5, top manager, July 3,
2018; Interviews#6-7, HR professionals, July 3, 2018; Interviews#8-12, employees, July 3,
2018).

In terms of performance appraisal, Sanguan Wongse Industries evaluate the performance
of their employees according to the criteria specified by top management. The performance of
retired employees is evaluated using the same criteria as other typical employees. However, in
the case of retired employees, the performance evaluation results are not linked to a salary
increase. Rather, they are used for renewal of the employment contract (Interview#5, top
manager, July 3, 2018; Interviews#6-7, HR professionals, July 3, 2018).

HR practices — Motivation. Sanguan Wongse Industries pay attention to both extrinsic
and intrinsic rewards in motivating its employees. In terms of extrinsic rewards, the company
does not provide its employees with high wages/salaries. The wages/salaries are competitive
with the market. However, the company provides several types of benefits for its employees,
including medical expense reimbursement, several types of leave, annual health check-ups, loans
with low interest rates, provident funds, social insurance, company-supported houses, company-
supported free shuttle buses for employees and their children, employees’ cooperatives, and a
welfare store (Interview#5, top manager, July 3, 2018; Interviews#6-7, HR professionals, July 3,

2018; Interviews#8-12, employees, July 3, 2018). According to an interview,



247

“My family members have also been working here. This company is similar to a
breadbasket for me. In other words, it looks like the land of plenty for me... If I face cash
shortages, | can borrow an emergency loan from the cooperative. Additionally, | can purchase
grocery items or matters of subsistence from the welfare store at the beginning of the month and
pay them at the end of the month. Typically, the company deducts the money from employees’
accounts to pay for the welfare store expenses” (Interview#8, employee, July 3, 2018).

Intrinsic rewards are also important in motivating employees at Sanguan Wongse
Industries. In particular, the company provides recognition for employees who have worked at
the company for quite a long time, such as 20, 25, 30, and 35 years. Additionally, the company
attempts to engage employees in their organization and their job by developing an informal and
family-like atmosphere within the company, extending employees’ years of service after their
retirement age, and upgrading skills among employees through several methods of training and
development (Interview#5, top manager, July 3, 2018; Interviews#6-7, HR professionals, July 3,
2018; Interviews#8-12, employees, July 3, 2018). According to an interview,

“I feel like this company is my second home. This company is more than an office for
me. [ really love the informal work atmosphere within the company” (Interview#9, employee,
July 3, 2018).

HR practices — Retention. Sanguan Wongse Industries have no labor unions at the
workplace level. The company applies the framework of a happy workplace to its HR practices.
Its top managers implement this management principle by wandering around and talking and
chatting with employees at the factory level. It retains its employees over time via the family-
like, informal, and paternalistic work atmosphere within the company. Typically, employees

refer their children or even grandchildren and other family members to work at Sanguan Wongse
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Industries. The company also extends the retirement age for aging employees who have worked
at the company for a long time in important functions, including technicians. These aging
employees can negotiate with the chairman or top managers regarding their work conditions. For
instance, some aging employees may negotiate with top managers to work at the company 5 days
a week, while others may want to work 4 days a week. In some cases, the chairman of the
company repays personal debts for his aging employees. Thus, the chairman is likely to act as the
father of his employees. This is how informal and family-oriented relationships have been
cultivated within this family firm (Interview#5, top manager, July 3, 2018; Interviews#6-7, HR
professionals, July 3, 2018; Interviews#8-12, employees, July 3, 2018; Observation, July 3,
2018).

Employees’ well-being and employment relationships. In terms of positive relationships
at work, the implementation of management by wandering around, the negotiated agreement
between employees and the chairman or top managers in issues such as working conditions, and
the informal, family-like, and paternalistic corporate culture at Sanguan Wongse Industries play
crucial roles in cultivating positive relationships between managers and employees and among
employees themselves. Additionally, intrinsic rewards for employees, including recognition for
long years of service, foster positive relationships between employees and the company
(Interview#5, top manager, July 3, 2018; Interviews#6-7, HR professionals, July 3, 2018;
Interviews#8-12, employees, July 3, 2018; Observation, July 3, 2018).

With regard to a feeling of security, Sanguan Wongse Industries rely on the principle of
lifetime employment. They recruit their employees, such as engineers and technicians, at the
entry level through several channels, including employee referrals, continuously equip them with

firm-specific skills via on-the-job training and coaching/mentoring, and promote them to become
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top managers. In other words, this group of people is recruited and developed internally over
time. Many employees have worked at the company for 25 — 30 years. (Interview#5, top
manager, July 3, 2018; Interviews#6-7, HR professionals, July 3, 2018; Interviews#8-12,
employees, July 3, 2018; Observation, July 3, 2018). Additionally, Sanguan Wongse Industries
provide several types of benefits and recognition for its employees to foster a sense of job
security among them, including gold necklaces for employees who have worked at the company
for 20 years (Interviews#8-12, employees, July 3, 2018).

The company provides several training courses to ensure that its employees have a good
quality of working life. The criteria for a good quality of working life among employees at this
company include no financial debts, good physical health, and strong mental health. Examples of
training courses are financial planning courses and meditation courses. Additionally, several
types of extrinsic rewards, such as welfare stores, annual health check-ups, and company-
supported houses, play crucial roles in developing a high quality of working life among
employees (Interview#5, top manager, July 3, 2018; Interviews#6-7, HR professionals, July 3,
2018; Interviews#8-12, employees, July 3, 2018).

Organizational performance. Collectively, the positive social relationships at work, the
sense of security, and the high quality of working life among employees are likely to be
associated with better organizational performance, especially in terms of low turnover rate or low
employees’ intention to quit, as reflected by only 1-2% turnover rate per year at Sanguan
Wongse Industries (Interview#5, top manager, July 3, 2018; Interviews#6-7, HR professionals,
July 3, 2018; Interviews#8-12, employees, July 3, 2018).

In sum, the attraction, development, motivation, and retention HR practices used at

Sanguan Wongse Industries are associated with their employees’ well-being and positive



250

employment relationships. These employees’ well-being and employment relationships are
associated with collective organizational performance, especially in terms of low turnover rates
among employees.

Cho Heng

Background. Cho Heng was established in 1930 with the primary objective of producing
rice vermicelli and other types of rice products, including rice flour, glutinous rice flour, rice
stick, rice starch, and mixed flour, under the “Erawan” brand (Cho heng, 2018). The company
operates under the management of the “Wongsurakrai” family. Currently, the third and fourth
generations of this family play an important role in driving the company towards success in both
domestic and international markets (Forbes Thailand, 2017). Currently, Cho Heng has
approximately 1,670 employees. The headquarters of Cho Heng is located in Sampran district,
Nakhon Pathom province. The organizational structure of Cho Heng is divided into 28 different
functions, including production, engineering, human resources, domestic marketing, and
international marketing. The retirement age of employees at Cho Heng is 60 years old (data
obtained from a field visit on July 12, 2018). Most of the employees at Cho Heng feel engaged
with the company because they have worked for the company since they were young.
Approximately 332 employees are over 50 years of age (data obtained from a field visit on July
12, 2018).

HR practices — Attraction. Cho Heng primarily relies on employee referrals and, to a
lesser extent, other recruitment channels in attracting potential candidates to the company. The
referral recruitment strategy plays a crucial role in maintaining the culture of Cho Heng as a
family firm. This recruitment channel helps maintain the close relationships between top

managers and employees and relationships among employees (Interview#13, top manager, July
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12, 2018; Interviews#14-15, HR professionals, July 12, 2018; Interviews#16-18, employees, July
12, 2018; Observation, July 12, 2018). According to an interview,

“Four or five out of 10 newly recruited employees have been attracted through employee
referrals. Those 4-5 employees are family members (i.e., children or grandchildren) of our
current employees... This recruitment channel plays an important role in maintaining our current
corporate culture... Typically, newly recruited employees who are family members of our
current employees are familiar with our corporate culture as a family firm where members have
close relationships with one another... We want to maintain this culture over time... We want
everyone to be in the same family” (Interview#13, top manager, July 12, 2018).

Many candidates who are family members of Cho Heng’s current employees resigned
from other firms located in the urban area of Bangkok to apply for jobs at Cho Heng because
they could stay with their parents when they work at Cho Heng. Additionally, these candidates
learned from their parents that working at Cho Heng should provide them with a good standard
of living (Interview#13, top manager, July 12, 2018; Interview#16, employee, July 12, 2018).

HR practices — Development. On-the-job training is one of the most effective training
methods at Cho Heng. Typically, senior employees serve as mentors for younger generations of
employees so that they can transfer their firm-specific knowledge and experience to these young
employees. This transfer has been very important for the long-term success of Cho Heng. For
instance, the invention and maintenance of machinery is considered firm-specific knowledge that
is crucial to the company’s success. In this regard, senior technicians must serve mentors for
younger employees. In some cases, the company records a VDO when senior technicians
conduct maintenance of the machinery so that younger employees can learn directly from the

VDO (Interview#13, top manager, July 12, 2018; Interviews#14-15, HR professionals, July 12,
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2018; Interviews#16-18, employees, July 12, 2018). Top managers of Cho Heng believe that
transferring knowledge and skills by recording the VDO is better than writing detailed processes
in a manual (Interview#13, top manager, July 12, 2018; Interviews#14-15, HR professionals,
July 12, 2018). Cho Heng has also implemented the policy of appointing senior technicians as
advisors to the technical department after the retirement of these senior technicians so that the
advisors can facilitate the transfer of knowledge to younger generations of employees
(Interview#13, top manager, July 12, 2018; Interviews#14-15, HR professionals, July 12, 2018;
Interviews#16-18, employees, July 12, 2018; Observation, July 12, 2018)

Additionally, classroom training is used to equip employees with various electrical,
mechanic, electronic techniques, such as how to operate machinery, knowledge and skills about
occupational safety, 5S techniques (i.e., seiri, seiton, seiso, seiketsu, and shitsuke), and computer
skills. Moreover, each level of employees at Cho Heng has its own training roadmap, and all
employees must be trained in topics related to their own expertise and their roadmap
(Interview#13, top manager, July 12, 2018; Interviews#14-15, HR professionals, July 12, 2018;
Interviews#16-18, employees, July 12, 2018).

Cho Heng also provides several training courses that aim to improve the quality of
employees’ lives, such as a financial planning course. The financial planning course helps Cho
Heng’s employees to be free from debt, learn how to manage their money, and have a better
quality of working life, especially after retirement (Interview#13, top manager, July 12, 2018;
Interviews#14-15, HR professionals, July 12, 2018; Interviews#16-18, employees, July 12,
2018).

HR practices — Motivation. Cho Heng provides its employees with both extrinsic and

intrinsic rewards. In terms of extrinsic rewards, the company provides quite competitive wages
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and/or salaries for its employees, especially employees who have worked with the company for a
very long time. For instance, some blue-collar employees who receive daily wages and who have
worked with the company for a long time (more than 20 years) receive 700 — 800 Baht or even
1,000 Baht per day (the minimum daily wage in Thailand is approximately 300 Baht). The
company provides a salary increase for all employees even though some of these employees are
retired employees (who are over 60 years of age). The company also provides special money for
employees who have long years of service. For instance, employees who have worked with Cho
Heng for 30 years and are at least 60 years of age receive an additional 3,000 Baht per month.
Employees are at least 70 years of age receive an additional 4,000 Baht per month, and
employees at least 80 years of age receive an additional 5,000 Baht per month. Cho Heng also
provides special bonuses or profit sharing for its employees on Chinese New Year’s day or New
Year’s day (Interview#5, top manager, July 3, 2018; Interviews#6-7, HR professionals, July 3,
2018; Interviews#8-12, employees, July 3, 2018). According to an interviewee,

“Our company has paid special money for employees who have worked with us for a
long time.... An employee who worked with us until this person was 89 years old still receives
special money. Currently, this person is 91 years old... In other words, even though this person
cannot work with us because of deterioration in health, the company still pays special money for
this person in recognition of this person’s very long years of service” (Interview#5, top manager,
July 3, 2018).

In addition to wages/salaries, benefits play a crucial role in motivating employees at Cho
Heng. These benefits include company-supported dormitories or houses, annual health check-up
packages, zumba classes, yoga classes, 24-hour doctors and nurses with an ambulance on

campus, medical expense reimbursement, company uniforms, on-campus fitness and a library,
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and company-supported food and beverages (Interview#5, top manager, July 3, 2018;
Interviews#6-7, HR professionals, July 3, 2018; Interviews#8-12, employees, July 3, 2018).

Additionally, Cho Heng provides its employees with several types of intrinsic rewards,
including recognition for long years of service, pride in being one of the organization’s drivers,
and employee participation in decision-making processes. These intrinsic rewards play a crucial
role in engaging employees in the organization and in their jobs (Interview#5, top manager, July
3, 2018; Interviews#6-7, HR professionals, July 3, 2018; Interviews#8-12, employees, July 3,
2018).

HR practices — Retention. Cho Heng is a traditional family firm, and the owner family
members continue to play a crucial role in the management of the company and its employees.
Because the company has no labor unions, top managers simultaneously play both the role of the
management, which takes care of the wealth of the shareholders and/or founders, and the role of
an HR manager, who takes care of the well-being of the employees. The relationships between
managers and employees are very close. Top managers of the “Wongsurakrai” family from
generation to generation really care about their workers and treat these workers like their family
members. Employee referrals play an important role in maintaining the informal and family-like
work atmosphere at Cho Heng (Interview#5, top manager, July 3, 2018; Interviews#6-7, HR
professionals, July 3, 2018; Interviews#8-12, employees, July 3, 2018; Observation, July 3,
2018).

An open-door policy is used to facilitate two-way communication within the
organization. Top managers consistently intermingle with factory-level employees to understand
the real working conditions and workers’ concerns. In this regard, workers’ problems are solved

directly by top managers. Additionally, to foster positive relationships between two parties (i.e.,
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employers and employees), several activities, including sports contests, company-supported
annual trips, the Songkran festival, the Labor Day’s festival, and singing contests, are regularly
performed (Interview#5, top manager, July 3, 2018; Interviews#6-7, HR professionals, July 3,
2018; Interviews#8-12, employees, July 3, 2018).

Employees’ well-being and employment relationships. The close, family-like, and
informal relationships between managers and employees, the treatment of employees as family
members, activities performed by both employers and employees, and regular two-way
communication between employers and employees encourage positive social relationships at
Cho Heng. Additionally, the use of intrinsic rewards, including employees’ participation in
decision-making processes and recognition of employees’ long years of service, foster good
relationships between the management and employees at this company (Interview#5, top
manager, July 3, 2018; Interviews#6-7, HR professionals, July 3, 2018; Interviews#8-12,
employees, July 3, 2018; Observation, July 3, 2018).

The primary recruitment channel of employee referrals, investment in firm-specific
training and development, the principle of lifetime employment, and the no-dismissal policy at
Cho Heng foster employees to feel engaged with the company and to feel satisfied and secure in
their jobs over time. Thus, many employees have worked with the firm for more than 30 — 35
years since they were young (Interview#5, top manager, July 3, 2018; Interviews#6-7, HR
professionals, July 3, 2018; Interviews#8-12, employees, July 3, 2018; Observation, July 3,
2018). Additionally, the provision of various types of benefits and intrinsic rewards, including
awards for long years of service, foster a feeling of security among employees at Cho Heng
(Interview#5, top manager, July 3, 2018; Interviews#6-7, HR professionals, July 3, 2018;

Interviews#8-12, employees, July 3, 2018).
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Cho Heng provides its employees with financial planning courses and several types of
benefits, such as company-supported dormitories or houses, annual health check-up packages,
zumba classes, and yoga classes, to promote the high quality of working life among employees
(Interview#5, top manager, July 3, 2018; Interviews#6-7, HR professionals, July 3, 2018;
Interviews#8-12, employees, July 3, 2018).

Organizational performance. Collectively, the positive relationships between managers
and employees, the feeling of job security, and the high quality of employees’ working life at
Cho Heng are associated with improved organizational performance, especially in terms of low
rates of sick leave and low rates of absenteeism (Interview#5, top manager, July 3, 2018;
Interviews#6-7, HR professionals, July 3, 2018; Interviews#8-12, employees, July 3, 2018).

In sum, the attraction, development, motivation, and retention HR practices applied at
Cho Heng are associated with employees’ well-being and positive employment relationships in
various aspects. In turn, employees’ well-being and positive employment relationships are
associated with collective organizational performance, especially in terms of low rates of sick
leave and low rates of absenteeism among employees.

Overall, the empirical findings derived from the case studies of Chaiyaboon Brothers
Group, Sanguan Wongse Industries, and Cho Heng demonstrate that the HR practices used by
the three case study firms are associated with several aspects of employees’ well-being and,
collectively, with some aspects of organizational performance (see Table 4 for the summary of
empirical findings).

Discussion
Based on a cross-case analysis of the empirical findings, this paper finds support for the

following arguments regarding how family firms manage their employees from the mutuality



257

perspective. First, family firms recruit employees via alternative or sub-stream recruitment
channels and, to a lesser extent, mainstream recruitment channels such as web-based recruitment
(e-recruiting) and campus recruitment. The alternative or sub-stream recruitment channels,
specifically the employee referral strategy, are primarily applied to ensure that candidates have
characteristics, attitudes, and behaviors that fit the family-like and informal corporate culture of
these firms. This recruitment channel also leads to low turnover rates among family firms’
employees in the long run because it typically gives candidates realistic job previews through
discussions between current employees and candidates. Additionally, the employee referral
strategy plays a role in helping family firms obtain qualified candidates without having to
compete with large-sized, powerful, privately owned organizations. Moreover, family firms use
employee referral strategies to facilitate the internal development of their own employees (the
so-called Look-Mor) over time. In particular, family firms typically recruit employees at the
entry level via sub-stream or alternative recruitment channels and continuously develop them
over time via on-the-job training and other types of training methods, including classroom
training, coaching, and mentoring, to equip their employees with firm-specific knowledge and
skills. Firms typically invest in firm-specific knowledge and skills only when they perceive their
employees as valuable and unique. In this regard, employees are likely to feel more secure in
their organizations and their jobs. Additionally, because persons outside these family firms are
typically not eligible to be hired directly for higher positions, employees in these firms are likely
to expect lifetime employment after they pass the probationary period. Thus, a sense of security
among employees is fostered in family firms.

In addition to equipping employees with firm-specific knowledge and skills, family firms

typically offer their employees training courses that aim to improve employees’ quality of
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working life, including financial planning courses, meditation courses, weight control courses,
and nutrition planning. Thus, it is likely that training and development practices are associated
with a high quality of working life among employees in family firms. In sum, attraction and
development practices are likely to contribute to positive employment relationships in terms of a
feeling of security and a high quality of working life at family firms.

Second, family firms motivate their employees via extrinsic rewards and, to a larger
extent, intrinsic rewards. The use of extrinsic rewards in terms of pay and several types of
benefits, including welfare stores, company-supported shuttle buses for employees’ children,
company-supported dormitories or houses, annual health check-up packages, zumba classes, and
yoga classes, play a crucial role in fostering a high quality of working life among employees in
these firms. In terms of intrinsic rewards, several types of recognition, the informal and family-
like work atmosphere, and the participation of employees in decision-making processes are
likely to foster positive social relationships between managers and employees as well as among
employees because these practices make employees feel closer to their managers and feel that
these managers pay special attention to them and perceive them as important resources to drive
the company toward success. The use of intrinsic rewards, especially in terms of recognition for
long years of service, is also likely to be associated with a sense of job security among
employees. Aging employees who have worked with these firms for a long time feel that the
company realizes their importance, while younger employees feel more engaged with the
company, perceive that their job status is secure, and want to work with the company over the
years. In sum, the motivation practices used in family firms are likely to contribute to
employees’ well-being in terms of positive social relationships at work and positive employment

relationships in terms of a feeling of security and a high quality of working life.
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Third, the retention practices applied in family firms, including extensive two-way
communication, a climate of involvement, and a paternalistic, informal, and family-like
corporate culture, are associated with positive social relationships between managers and
employees as well as among employees. Specifically, two-way, informal, and family-style
communication between two parties (i.e., managers and employees) is likely to foster
cooperation within firms, which ultimately leads to the fulfilment of a psychological contract
between both parties. On the one hand, employees have greater happiness with their
organizations, their jobs, and their relationships with their superiors, so they work hard to
achieve their goals. On the other hand, employers are able to smoothly operate their firms and
gain profits because there is a lower likelihood of conflicts or disagreements between the two
parties that will impede the firms’ business operations. In sum, the retention practices tend to
support a stakeholder perspective and are likely to contribute to employees’ well-being in terms
of positive social relationships at work.

Fourth, collectively, employees’ well-being and positive employment relationships within
family firms are associated with positive organizational performance, especially in terms of low
rates of turnover, sick leave, and absenteeism among employees. This is partially because a high
level of well-being is reflected in better health conditions, higher energy, and greater job
satisfaction among employees and partially because of the mutual gains between the two parties
(i.e., employers and employees) that play an important role in the employment relationships in
family firms. Additionally, it is possible that the positive employment relationships in family
firms serve as an “intangible and enduring asset” (Gerhart and Scott, 2003, 965) that may reflect
collective organizational performance in terms of low turnover rates, low rates of sick leave, and

low rates of absenteeism among employees. However, the findings in this paper are not sufficient
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to assume that employees’ well-being and positive employment relationships within family firms
are associated with the financial performance of these firms.

Fifth, it is possible that the mutuality perspective between employers and employees in
family firms, especially those located in Thailand, is influenced by Confucianism because most
family firms in Thailand are owned by Chinese-Thai families, and the Chinese management
system seems to be influenced by Confucianism. According to Confucianism, managers should
demand loyalty from their subordinates, and subordinates should anticipate that the managers
will take care of their needs. This management system tends to be compatible with the mutuality
perspective on HRM. Additionally, employees in family firms, especially those located in
Thailand, typically view their employers and/or top managers as parents or other family
members. Thus, one possible reason why these employees do not become involved in conflict is
that they want to be part of the family firm or team, and they do not want to be isolated from
their colleagues. In other words, these employees are likely to be passive in expressing their real
ideas or opinions to maintain the informal and family-like atmosphere and the paternalistic
nature of family firms. These actions are in accordance with Thai culture, which is characterized
as having high power distance, quite high uncertainty avoidance, and high collectivism. In sum,
it is possible that the mutuality perspective and the characteristics of employees in family firms,
especially those located in Thailand, are influenced by contextual factors.

The actual implementation of HR practices is unlikely to foster employees’ well-being on
ethical grounds alone. Rather, it is necessary for the adoption of HR practices to take into
account a pluralist perspective and to accommodate the interests of both employees and
employers. Firms should adopt HR practices that foster employees’ well-being so that employees

will work hard and respond positively in return, as reflected by various indicators of
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performance. Therefore, this paper proposes that the HR practices, specifically attraction,
development, motivation, and retention practices, used in family firms are likely to be associated
with several aspects of employees” well-being and positive employment relationships.
Collectively, higher employee well-being and positive employment relationships are associated
with better organizational performance. Family firms, especially those in Thailand, have several
characteristics that are appropriate for the study of HR practices from the mutuality perspective.
These characteristics include the owner family members’ attention to both employees’ well-
being and organizational performance as well as the fit between candidates’ characteristics and
the organizational culture. In this regard, these family firms are likely to adopt the norm of
reciprocity by attempting to respond to the needs of employees for high well-being and by
encouraging these employees to work hard towards organizational goals. Thus, the needs of both
employers and employees of family firms are met. Therefore, it is interesting to examine the HR
practices used in these family firms to understand which HR practices are likely to contribute to
mutuality between the two parties.

In sum, this paper proposes that the attraction and development practices used in family
firms contribute to positive employment relationships in terms of employees’ feeling of security
and high-quality working life. Motivation practices contribute to employees’ well-being in terms
of positive social relationships at work and to positive employment relationships in terms of a
feeling of security and a high quality of working life. Retention practices contribute to
employees’ well-being in terms of positive social relationships at work. Finally, employees’
well-being and employment relationships are associated with the positive performance indicators

of these firms, including low labor turnover rates, low rates of sick leave, and low rates of
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absenteeism. In this regard, the needs of both employers and employees of family firms are met
according to the mutuality perspective, specifically the contribution match, of HRM.
Conclusions

This paper primarily examines how family firms located in the emerging market
economy of Thailand manage employees from the mutuality perspective. It contributes to the
two main bodies of literature on HRM and family business in the following ways. First, this
paper extends the literature on HRM regarding how family firms manage their employees to
meet the needs of both employers and employees. Second, this paper examines how employees
are managed in family firms to allow them to respond to the needs of both sides (i.e., employers
and employees) and continue to survive and thrive in the business arena. Finally, this paper
provides an in-depth analysis of how family firms located in the emerging market economy of
Thailand, one of the underresearched countries in the literature on HRM, manage employees
according to the mutuality perspective on HRM.

This paper also provides practical implications for top managers and/or HR managers of
family firms as well as other types of firms in Thailand and other countries. In particular, the
implementation of the attraction, development, motivation, and retention HR practices proposed
in this paper is likely to foster employees’ well-being and positive employment relationships
within firms, which might collectively lead to positive organizational performance. In other
words, these HR practices are likely to benefit both employees and employers simultaneously.
Thus, the challenge is for firms to initiate/alter organizational policy and practice according to
the mutuality perspective on HRM.

Finally, this paper provides social/policy implications for the government and/or relevant

public agencies of Thailand and several other countries. These governments should encourage
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firms in their countries to change or implement HR policies/practices to promote employees’
well-being (i.e., decent work and a high quality of working life) while supporting positive
organizational outcomes.

One of the limitations of this research is its methodology. Because this research is based
on case studies of three family firms in Thailand, the findings may not be generalizable to all
other family firms across countries. Rather, the aim of this paper is to further the discussion of
HR practices for managing employees in family firms based on the mutuality perspective on
HRM. Another limitation of this research is that it does not include firms located in other
industries, including the healthcare industry and the hotel and restaurant industry. Future
research may explore HR practices in family firms in these industries. Moreover, quantitative
studies using large samples of family firms across industries might be useful in deepening the
understanding of HR practices for managing employees in family firms from the mutuality
perspective on HRM.

Table 1. List of interviewees

List of Chaiyaboon Brothers Sanguan Wongse Cho Heng
Interviewees Group Industries
Top / Managerial Level 1 3 3
Employees 3 5 3

Table 2. Examples of Data Structure

Raw Data Empirical Themes Conceptual Category

“4-5 out of 10 newly recruited employees Employee referrals Recruitment practices

have been attracted through employee
referrals. That said, those 4-5 employees are
family members (i.e., children or

grandchildren) of our current employees. ..
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This recruitment channel plays an important
role in maintaining our current corporate
culture... Typically, newly recruited
employees who are family members of our
current employees are familiar with our
corporate culture as a family firm where
members have close relationships with one
another... We want maintain this culture
over time... We want everyone to be in the

same family.”

“My father and mother teach me to play
three main roles: father, older brother, and
friend. I should play the father’s role for 5%
of my total time. Regarding the role of older
brother, I have to teach, make
recommendations, and provide suggestions
to employees, and ask employees to share
their opinions. In terms of the role of friend,
I have to act as friends of the company’s
employees after working time... I have
attempted to encourage my employees to
participate in the decision-making. In this
regard, two-way communication is very

crucial.”

Extensive two-way
communication/involvement

climate

Retention practices

“My family members have also been
working here. This company is similar to
the breadbasket for me. In other words, it
looks like the land of plenty for me... If I
face cash shortages, | can borrow
emergency loan from the cooperative.
Additionally, | can purchase grocery items
or matters of subsistence from welfare store
at the beginning of the month and pay them
at the end of the month. Typically, the

company deducts the money from

Extrinsic rewards (several

types of benefits)

Motivation practices




265

employees’ account to pay for the welfare

store’s expenses.”

Table 3. Frequency of Empirical Themes

Empirical Themes Chaiyaboon Sanguan Wongse Cho Heng
Brothers Group Industries

Employee referrals 4 8 6
Firm-specific 3 4 4
training
On-the-job training 4 8 6
Extrinsic rewards 4 8 6
Intrinsic rewards 4 8 6
Extensive two-way 4 8 6
communication /
Involvement climate
Paternalistic and 4 8 6
family-like corporate
culture
A feeling of security 4 8 6
High quality of 4 8 6
working life
Positive social 4 8 6
relationships at work
Low turnover rate 4 8 -
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Low rate of 4 - 6

absenteeism

Low rate of sick - - 6

leave

Table 4. Summary of Empirical Findings

HR Practices Employees” Well-being Organizational Performance

Recruitment Practices
(Sub-stream recruitment channels
and, to a lesser extent, mainstream

recruitment channels)

Development Practices Sense of security/high quality of
(On-the-job training and several working life

other training methods)

Motivation Practices Sense of security/high quality of Low turnover rates/low rates of
(Extrinsic rewards and, to a larger working life/positive social absenteeism/low rates of sick leave
extent, intrinsic rewards) relationships at work
Retention Practices Positive social relationships at
(Extensive two-way work

communication, involvement
climate, as well as paternalistic and

family-like corporate culture
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