Branding Municipal Employment Within Metro Vancouver to Enhance Appeal to
Generation Y Post-Secondary Students

Joey Brar

BBA, Simon Fraser University, 2003

Project Submitted In Partial Fulfillment Of
The Requirements For The Degree Of

Master Of Business Administration

The University Of Northern British Columbia

April 2008

© Joey Brar, 2008

UNIVERSITY OF RORTH;
BRITISH COLURMBIA
LIBRA

Prince George, BEC




Abstract

This study uses primary research to examine the attitudes of Generation Y post-secondary
students towards municipal employment in the Metro Vancouver region of British Columbia,
Canada. Secondary research is used to define the individual elements of the research
question; outline the importance of attracting younger workers to the municipal sector;
examine what attracts Generation Y to an employer; investigate methods of employer
branding; define the value proposition offered by Metro Vancouver municipal employers
and; recommend branding strategies that municipal employers can use to enhance their

attractiveness as employers to Generation Y.

The research shows that the Generation Y post-secondary students surveyed held both
positive and negative perceptions of municipal employment. The final section of the study
makes recommendations on how to strengthen the positive perceptions and eliminate the

misconceptions through an employer branding campaign.
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Research Question: How can Metro Vancouver municipalities brand themselves to

enhance employer attractiveness to Generation Y post-secondary students?

Objective: To recommend how Metro Vancouver municipalities can use employer

branding to enhance employer attractiveness to Generation Y post-secondary students.

1.0 Introduction
This section defines the research question and discusses the aging municipal workforce and
attraction and recruitment challenges in the Metro Vancouver municipal sector. It is these

factors that have provided the impetus for this study.

1.1 Defining the Research Question

To provide an understanding of the research question, it is essential to first define its

individual components.

Metro Vancouver, formerly known as the Greater Vancouver Regional District (GVRD), is

composed of the following 21 member municipalities:

e Village of Anmore e City of North Vancouver

o Village of Belcarra e District of North Vancouver
o Bowen Island Municipality o City of Pitt Meadows

e City of Burnaby e City of Port Coquitlam

e City of Coquitlam e City of Port Moody



o Corporation of Delta ¢ City of Richmond

e City of Langley o City of Surrey

e Township of Langley o City of Vancouver

» Village of Lions Bay o District of West Vancouver
» District of Maple Ridge o City of White Rock

o City of New Westminster

Within each of these municipalities there are individual employers such as libraries,

recreation centres, municipal halls and parks boards.

I have limited the scope of the research question to this one specific geographic region since,
generally speaking, these municipal employers are all subject to the same labour market
conditions as they are competing for the same pool of workers against the same set of
employers. It would not make sense to include all municipal employers in B.C. or Canada

because the realities of their individual labour markets would be different.

Noted employer brand strategist Brett Minchington defines employer branding as “the image
of the organization as a ‘great place to work’ in the minds of current employees and key
stakeholders in the external market (active and passive candidates, clients, customers and
other key stakeholders).”! Careers are a highly significant aspect of individual’s perceptions
of themselves — they want to work for the organizations that mean the most to them. The
value of employment branding is immense. Enhanced employer attractiveness is an outcome

of successful employer branding.’



The definition of Generation Y varies by plus or minus 5 years depending on the source. For
the purpose of this project, it will be defined as people born between the years 1978 to 1995.°
This cohort is similar to Generation X but most definitely has its own unique dimensions.
The scope is limited to Generation Y as this project is intended to be forward looking in
nature so that it can serve as a resource to municipal gmployers in their efforts to position
municipal employment as an attractive option for the next generation of workers. Further,
studies have shown that there are unique challenges with attracting Generation Y to the
public sector, therefore, this cohort requires ‘special attention’. With the Baby Boomer
generation set to retire en mass within the next 15-20 years and the competition for skilled
labour expected to intensify, an attractive employment value proposition will be critical to

ensure that municipal employers will be able to attract the best and the brightest.

Focusing on Generation Y will potentially have the greatest impact as the literature suggests
that the majority of people make career choices between the ages of 5 — 25.* After the age of
25, the potential for changing opinions lessens considerably as impressions have already

become crystallized.’

1.2 Setting the Stage -- The Aging Workforce.

Canada's population is aging and baby boomers are fast approaching their retirement years. If
labour force participation by age remains around the present rates, more seniors will likely
mean a shrinking workforce. In fact, the overall participation rate could fall as low as 57% by
2025, a considerable drop from its current level of 67%.° In addition, the median retirement

age has dropped—from 64 in 1987 to 61 in 2006.”



Figure 1

The Aging Population

Canada's population will undergo
considerable aging in the 21st
century:

- Fertility rate below replacement rate

- Increased life expectancy due to
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The aging in the overall British Columbia workforce is a concern but within the public
service the problem is more imminent. Employees of the British Columbia government are
increasing in average age partly because of the baby boom phenomenon but also due to the
incredible growth in government during the late 70’s and early 80°s, followed by restraint
and downsizing in the 1990’s. This is most dramatically illustrated by the fact that only 16%
of the government’s workforce, or one in six, are currently under the age of 35 compared to
37% for the workforce as a whole.® In terms of human resources planning, the critical aspect
of the agé structure is that one half of the British Columbia public service is currently over
the age of 45. Virtually all of these employees will have retired, or will be eligible to retire
with a pension, 10 years from now.” The situation within the Metro Vancouver municipal
sector is similar as its workforce demographics are almost identical to those of the British

Columbia public service.'



1.3 Attraction and Recruitment Challenges

It is recognized that municipal employers face a number of attraction and recruitment
challenges which are unique to their sector. In recent years, there has been a growing concern
that the municipal sector is not attracting individuals with the skills required to address future
challenges.'' Traditional public stereotypes continue to erode the desirability of municipal
work and the media continue to highlight negative stories about public servants rather than
their many positive contributions. These factors do little to attract new recruits. Damaging
stereotypes of municipal work that make it unattractive to younger workers include: seniority
rewarded over merit; lack of decision making power; low pay; bureaucratic; old fashioned

culture and work processes; jobs that do not change and a lack of fresh new challenges.

Fierce competition for talent in the market place means that the municipal sector has to
ensure that its brand remains a positive and desirable one to entice young Canadians to work
in the ‘public interest’ instead of in the private or not-for-profit sector. The competition for
talent is global and is further confounded by the increasing knowledge and skill demands of
modern government. The challenge of recruiting high quality employees that will replace
retiring municipal staff can only be met, in part, with a strong employer brand which appeals

to the new generation of workers.



2.0 Research Methodology

This section outlines the research methodology used to produce this study.

2.1 Research Preparations, Requirements and Scope of Work

To produce this study, the following activities were completed:

» Project Proposal
A 5 page report describing the research question, a preliminary survey of the literature, an
outline of the methodology, expected outcomes and a timetable were submitted to a group of
examiners. An oral presentation was also provided and approval was granted in December

2007.

» Review of Internal Documentation
Background information on Metro Vancouver municipalities including performance plans
and succession planning documents, quantitative reports, along with past employee surveys

and results were reviewed.

» Development of the Survey
A 42 question survey was developed with the sole purpose of gauging the attitudes of
Generation Y post-secondary students towards municipal employment in Metro Vancouver.
Essentially, there are 21 unique questions that each consist of two parts — municipal and
private sector. Even though the primary subject of interest is attitudes towards municipal

employment, questions pertaining to the private sector were included to allow for comparison



between the two sectors and, thus, quantify the existence of differences in attitudes. The only
personal information gathered was to confirm that participants were born between the years

1978 — 1995, and gender.

» Ethics Committee Approval
Primary research involving human interactions was a component of this study, thus, a
proposal to the UNBC Research Ethics Board was required and approval was granted in
December 2007. In addition, approval from the University of British Columbia Research
Ethics Board was also needed in order to administer the survey on their campus. Approval
was granted in January 2008. Simon Fraser University and Kwantlen University-College did
not require submissions to their Research Ethics Boards as both of those institutions allow for

research to be conducted on their campuses if it has been approved by the originating school.

» Literature Review
Numerous journal articles, books, research studies, government documents and websites

were referenced in this study.

> Administration of Survey
Field testing began on January 7, 2008 and ended January 9, 2008. The survey was pre-tested
with 10 students from Simon Fraser University. In general, the results of the field test
resulted in only minor changes in the survey instrument. Full survey administration began on
January 10, 2008 and lasted until January 24, 2008. No difficulties were found in

comprehension or administration of the survey.



In total, 4 post-secondary institutions within the Metro Vancouver region were targeted for
the survey. These particular institutions were chosen in order to ensure a geographically
representative sample; moreover, a significant number of graduates from these institutions
are employed in the municipal sector. Of the 4 post-secondary institutions initially targeted,

the three listed below agreed to participate in the survey.

1. Kwantlen University-College
2. Simon Fraser University

3. University of British Columbia

British Columbia Institute of Technology declined participation as no faculty member would

agree to sponsor the study.

Kwantlen University-College
A sample of 50 students with equal gender representation was selected from the Surrey

campus. Surveys were administered in different areas of the campus.

Simon Fraser University
A sample of 100 students with equal gender representation was selected from the Burnaby

campus. Surveys were administered in different areas of the campus.



University of British Columbia
A sample of 100 students with equal gender representation was selected from the Point Grey

Campus. Surveys were administered randomly in different areas of the campus.

In attempt to ensure a high response rate, participants were given a bottle of water and an

energy bar for completing the survey. In total, 580 students declined participation.

» Analysis
Statistical methods utilized in this study include frequency and tabular analysis as well as
mean, median, and mode calculations. A more complex statistical analysis was not
performed as it was deemed unnecessary. The primary intent of the survey was to assess
attitudes of Generation Y post-secondary students regarding municipal employment and to
compare them with attitudes on private sector employment. This was achieved using the

methods described and, therefore, did not necessitate further analysis.

» Research Limitations
It should be noted that while the results presented in this report are based on a robust sample
0f 250 surveys, there are limitations associated with the information obtained. The following

are possible caveats associated with the use of information in this study.

Possible Sampling Error. While the data obtained from this survey can be viewed with

confidence given the high response rate, there is always a possibility that the data collected is

not an exact representation of the population.
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Misinterpretation of Survey Questions. Although the survey instrument was tested for

applicability and understanding, there remains the possibility that respondents misunderstood
some questions and, therefore, certain information provided by respondents may not be

entirely accurate.

Data Represents a “Snapshot” of Respondent Input. As the data collection for the survey was

undertaken during a single time period, from January 10, 2008 to January 24, 2008, the data
only represents a “snapshot” of respondents’ situations at that time. Thus, the information
obtained might not be reflective of the future circumstances and opinions of participants. For
example, the high profile City of Vancouver strike could have been at the forefront of
participants’ minds and, thus, negatively affected their attitudes towards municipal
employment. Had the survey been administered at a time of labour harmony, municipal

employment might have been perceived more favorably.

Although there is a possibility that these research limitations could have some influence
on the findings, the participation of 250 people in this study indicates that the results can be
viewed as a good approximation of Generation Y post-secondary students’ attitudes towards

employment in Metro Vancouver’s municipal public service.
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3.0 Theoretical Framework
This section provides an overall framework and academic context in which to understand the
research and covers the topics of generational cohorts; employer branding; employer

attractiveness and; defines factors Generation Y values in an employment relationship.

3.1 Generational Cohorts

To create an employer branding campaign targeted towards a particular age group, it is

essential to validate the premise that indeed there are distinct generational cohorts.

The notion of distinct generational cohorts based on year of birth is one that is important as it
allows us to categorize and, thus, make broad generalizations about segments of the
population. It provides us with a way of understanding differences between age groups that
are widespread in society today. Members of a generation are linked through shared life
experiences which create a bond that ties members together in what has been termed cohorts.
Thus, generational cohorts are groups of individuals who were born during the same time
period and who experienced similar events during their formative years.'? These common life
experiences create cohesiveness in values, attitudes and beliefs that result in a social
character distinct to each generational cohort that are formed through socialization and

remain relatively stable throughout the cohort's lifetime. "’

Fundamental to generational theory is that each generation is shaped by a series of events
that people with common birth years relate to and develop common beliefs and behaviors

around. These commonly held beliefs and behaviors then form the personality of that

12



generation.'® For example, ask any Generation Y member where they were on September 11,
2001 and most can tell you, and most will share common perspectives about that event; the
same is true for the Baby Boomers in regard to when Kennedy was shot and Generation X in

regard to the Challenger disaster.

Feeding into the formation of different generations is the concept that the personality of a
generation is cyclical. With that, approximately every third generation will closely emulate

the values and beliefs of three generations prior:'®

1. Each generation breaks with the generation nearest in age to them, whose style no
longer functions well in the new era (For example, Gen Y prefers to work in teams

whereas Gen X is very independent).'®

2. Each generation wants to correct what it perceives as the excesses of the current
midlife generation (For example, Boomers were active protesters while many
members of Generation Y are not politically active, nor do they express a propensity

to do so in the future).!”

3. Each generation fills the social role being vacated by the departing elder generation
(Generation Y has a strong connection to the Silent Generation’s upbeat and trusting

attitude. The Silent Generation is the generation preceding the Baby Boomers).'®

It is in this way a generation is born.

13



In their seminal work titled Generations, Strauss and Howe observed cyclical trends in
people's attitudes concerning religion, government, education, drugs and alcohol, conformity,
materialism, occupation, wealth disparity, suicide, self esteem, and others. Of course not all
persons share their particular generation's traits, but the claim is that on average the

definitions are largely accurate.

Strauss and Howe proposed that the cycle is driven mainly by the desire of parents to
overcompensate for the flaws they remember from their own childhood. This is expressed in

the raising of their own children and in attitudes towards childrearing by society in general.

One example given by Strauss and Howe would be a father who remembers his childhood
(1930's) as being restrictive and smothering. As a parent he might try to provide his Boomer
child with a childhood (1960's) that has greater freedom and less supervision than he had.
That Boomer child might become a parent who remembers his childhood environment as not
controlled enough, and swing back to being a more restrictive parent to his Generation Y

child (1990's).

The four cycle model proposed by Strauss and Howe is (1) underprotection, (2) increasing
nurture, (3) over protection, and (4) decreasing nurture. After the cycle of open upbringing
given to the Boomer generation, a cycle of underprotection was provided to the Generation X
youth. Now we see a reversal of those trends in the increased attention being paid to the

raising of children today.
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Strauss and Howe describe four generational phases of life, each with distinct roles to play in

the social scheme.

¢ Elders - Main role is stewardship and the passing on of values.
o Midlife Adults - Main role is leadership and directing the institutions.
e Rising Adults - Main role is activity serving the institutions.

¢ Youth - Main role is a dependent one involving learning and acquiring values.

When a major social trauma occurs, such as a war or famine, each of the generational groups
reacts to the crisis according to the phase of life they are in. As time passes, the lasting effect
of the event tends to mold each group’s personality differently. As each group moves into a
new phase of life they carry a different perspective from the previous generation and carry on
the role in their own distinctive way. This feedback system tends to repeat itself every four

generations.

Strauss and Howe’s theories present a logical framework in which differences between
generational cohorts can be understood. It is important to note that Strauss and Howe do not
contend that there are rigid and finite boundaries between generations, which is crucial to the
validity of the framework. It would be unrealistic to view the characteristics of each
generation as exclusive and absolute. A useful way to look at differences and similarities
between generations is in terms of a continuous spectrum (see Figure 2) wherein each

generation differs in the level of importance it places on a certain variable.
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Figure 2
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Generational theory states that generational characteristics are generalizations by which one
can draw broad conclusions about the collective group, but not necessarily of the individuals.
For instance, if there is a large age gap between siblings—one that crosses generations—the

younger sibling may relate with many of the events and values of their older brother or sister.

Building on the concept that unique generational cohorts do in fact exist, I will now discuss
some of the widely accepted characteristics of the Baby Boom Generation, Generation X and
Generation Y. Although the primary cohort of interest is Generation Y, a brief discussion of
the others will provide a more complete contextual picture by differentiating between

generations.

3.2 Baby Boom Generation

The Baby Boom describes a period of increased birthrates lasting from the early 1950’s to
about 1965. The Great Depression of the 1930’s had prolonged the decline in Canada's

birthrate, as it had in most Western countries. The low point in Canada was reached in 1937,
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when the gross birthrate (the annual number of live births per 1000 inhabitants) was 20.1."
Improved economic conditions caused a recovery that accelerated during World War I1. By
1945 the birthrate had risen to 24.3 per 1000 inhabitants; by 1946 it had jumped to 27.2 per
1000 inhabitants and remained between 27 and 28.5 per 1000 until 1959 after which it

gradually declined.*

Between 1940 and 1965 the annual number of births in Canada rose from 253 000 in 1940 to
479 000 in 1960, but dropped to 419 000 in 1965.2' Over a period of 25 years, the baby boom
produced about 1.5 million more births than would otherwise have occurred (about 8.6

million), an increase of more than 18%.

The Baby Boomers were the first group to be raised with televisions in the home and
television has been identified as the institution that solidified the sense of generational
identity more than any other. Starting in the 1950’s, people in diverse geographic locations
could watch the same shows, listen to the same news, and laugh at the Asame jokes. Television

shows such as Father Knows Best and Leave it to Beaver showed idealized family settings.
One of the contributions made by the Boomer generation appears to be the expansion of

individual freedom. Boomers often are associated with the civil rights movement, the

feminist cause in the 1970’s, gay rights, handicapped rights, and the right to privacy.

17



Baby boomers presently make up the lion's share of the political, cultural, industrial, and
academic leadership class in the world. To date, baby boomers also have the highest median

household incomes in North America.”

3.3 Generation X

Generation X is a term first made popular by acclaimed Canadian author Douglas Coupland
and is used to describe generations in many countries around the world born during the
1960’s and 1970’s. Although the exact demographic boundaries of Generation X are not well
defined, Coupland used it in 1989-1991, when he wrote his book "Generation X", to describe
young people like him. Coupland was born in 1961. The term became used in demography,

the social sciences, and marketing, though it is most often used in popular culture.

Some of the defining factors used in describing Generation X stem from social transitions
resulting from the decline of colonial imperialism to the fall of the Berlin Wall and the end of
the Cold War. Another more prevalent factor is a bell curve bottoming out in Canadian births
from 1960 through 1980, after the baby boom. A small, often "invisible generation" in the
wake of the socially-reconstructing baby boomers, those born between 1964 and 1978

received the "X" tag for lack of a defining social identity.

As young adults, Generation X drew media attention in the late 1980’s and early 1990°s,
gaining a stereotypical reputation as apathetic, cynical, disaffected, streetwise loners and

slackers.

In addition, Generation X is noted as one of the most entrepreneurial and technology friendly

generations in Canadian history as it has driven a majority of the Internet's growth and
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ingenuity from day one. Google, Yahoo!, MySpace, Dell, YouTube, and other billion-dollar

technology companies were founded by people in the Generation X demographic.?*

Generation X thinking has significant overtones of cynicism against things held dear to the
previous generations, mainly the Baby Boomers.*> Many of those in Generation X tend to be
very consumer driven and media savvy. Another cultural hallmark of Generation X was
grunge music, which grew out of the frustrations and disenchantment of some teenagers and

young adults.

Generation X grew up during the end of the Cold War and the Brian Mulroney/Ronald
Reagan eras. As the first of their cohort reached adulthood, they experienced the collapse of
the Soviet Union and the United States of America's emergence as the world's lone

superpower.

The employment of Generation X is volatile as members grew up in a rapidly
deindustrializing Western world, experienced the economic recession of the early 1990’s and
2000’s, saw traditional permanent job contracts being supplanted with unsecured short-term
contracts, experienced off-shoring and outsourcing and often experienced years of
unemployment or underemployment at typical jobs in their young adulthood. Many found
themselves overeducated and underemployed, leaving a deep sense of insecurity.*
Generation X does not take any employment for granted as their baby boomer parents did,

nor do they consider unemployment a catastrophe.”’
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3.4 Generation Y

Generation Y, born between 1978 and 1995, goes by many names: Millenials, Echo
Generation, Internet Generation, Nintendo Generation, Digital Generation, Sunshine

Generation, Nexters, and Boomlets.?

For a group as large, diverse, and keen at multi-tasking as this one is, having a multitude of
names to describe it is not surprising. What might be more surprising is how little Generation
Y has in common with its predecessor, Generation X. In fact, Generation Y is more closely

aligned with the Silent Generation than any other generation.*®

Members of Generation Y are very confident in themselves and optimistic about the future.
Unlike Generation X, many of whom were latchkey kids and children of divorce, Gen Y’ers
were given full attention by their parents. As a result, this generation is strongly family-

focused, and shares a fundamental traditionalist view of the importance of family.*

Gen Y ’ers are sociable, collaborative, and open-minded. Having grown up with more
interaction from other ethnicities, cultures, and sexual orientations than any previous
generation, they prefer working together for a cause. They are global thinkers, attuned to the
‘big picture’ and see everything as connected. As would be expected, this group is
technically literate like no one else. Technology has always been part of their lives, whether

it is computers and the Internet or cell phones and text pagers.

No discussion concerning the characteristics of Generation Y can be complete without

reviewing Howe and Strauss’s extensive research on the topic that suggests members of
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Generation Y are best characterized as optimistic, team players, followers, smart, coddled,
and accept authority. They are the most demographically diverse and numerous generation
that has ever existed. Academic standards for this generation have sharply risen from when
Generation X was in elementary school.’’ Generation Y is much more community-oriented
and they desire to do good civic deeds and take advantage of “service learning”

opportunities. >

3.5 Employer Branding

If governments are both to compete successfully for talented applicants and retain high
performing employees, they need to brand government as an employer of choice that
provides challenging work, progressive human resource policies, and opportunities for

promotion and career development.

Employer branding has been described as the sum of a company’s efforts to communicate to
existing and prospective staff that it is a desirable place to work.*® Advertising is a critical
tool in the efforts that firms make to identify, acquire and retain skilled employees.
Increasingly, it is likely to also be used to create what has in the popular business press

*3 _ building and sustaining employment

recently been referred to as ‘employment brands
propositions that are compelling and different. The moniker ‘employer brand’ appears to
have first been coined by Ambler and Barrow, who defined it as ‘the package of functional,
economic and psychological benefits provided by employment, and identified with the

employing company’.*® The authors go on to suggest that, just like a traditional brand, an

employer brand has both personality and positioning. Employment branding is therefore
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concerned with building an image in the minds of the potential labour market that the

company, above all others, is a ‘great place to work’.*®

According to human resources consultants Hewitt Associates, there are five steps to
developing a strong employer brand: (i) understand your organization, (ii) create a
‘compelling brand promise’ for employees that mirrors the brand promise for customers, (iii)
develop standards to measure the fulfillment of the brand promise, (iv) ‘ruthlessly align’ all
people practices to support and reinforce the brand promise, and (v) execute and measure.’’
Moreover, it is posited that companies with strong employer brands can potentially reduce
the cost of employee acquisition, improve employee relations, increase employee retention

and even offer lower salaries for comparable staff of firms with weaker employer brands.*®

Collins and Stevens, confirming prior research, suggest that early recruitment activities are
indirectly related to intentions and decisions through two dimensions of employer brand
image: general attitudes towards the company and perceived job attributes.’® Examples of

employer brands, and indeed employer advertising, are becoming increasingly common.

Ewing et al. classify existing approaches to employment branding by identifying three basic
types of employment advertising strategy, and provide numerous examples of each.*® While
there are numerous examples of ‘employer advertising’, few are as explicit as a recent
DaimlerChrysler ad, which appears to target potential employees as the primary audience.
The double-page spread advertisement in Figure 3 shows a number of DaimlerChrysler

vehicles, positioning them not as consumer products but as company cars (i.e. a potential
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benefit for prospective employees). The messaging is even more direct: ‘As a successful car

company there are many things that make working for us an attractive prospect.’

Figure 3

Join the company with
the most exciting choice
of company cars.

- - A s mna,

— - .
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3.6 Employer Attractiveness

A closely related concept to employer branding is the notion of employer attractiveness. This
concept has been broadly discussed in the areas of vocational behaviour, applied psychology,

and marketing. It has also become an increasingly hot topic in contemporary business and
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‘Best Employer’ status is something that more and more organizations are striving for, as

attention is drawn to this honor in both the electronic and print media.

Employer attractiveness can be defined as “the envisioned benefits that a potential employee
sees in working for a specific organization.” *' The construct may be thought of as an
element of the more general concept of employer brand equity. In other words, the more
attractive an employer is perceived to be by potential employees, the stronger that particular

organization’s employer brand equity.

While employer branding can be a highly effective human capital management tool, the
2006/07 Vedior Asia Pacific Employment Trends Survey found that government sector
respondents were much more likely to consider investment in employer branding
unimportant. This is surprising not only because of the benefits offered by employer
branding, but because the need to change perceptions of government sector employment have
long been recognized. Internationally, research has identified the need for public
organizations to make a comprehensive investment in building a positive and credible image

of their work and working conditions.

3.7 What Does Generation Y Value in an Employment Relationship?

Having defined the general differences between generational cohorts, we will now look

specifically at what Generation Y values in an employment relationship.
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Work values can be defined as generalized beliefs about the desirability of various aspects of
work (e.g., pay, autonomy, working conditions), and work-related outcomes (e.g.,
accomplishment, fulfillment, prestige).** Work values are viewed to be hierarchically ordered
in the individual’s mind in terms of their relative importance. Work values represent
cognitive expressions of the various needs or goals that are addressed through one’s work
and working, including monetary security, social interaction, intellectual stimulation, status,
esteem and self-actualization needs.*® In simple terms, work values answer the question of
what is important to the individual in their work. It is critical to note that work values are not
evaluations of specific work aspects or outcomes, but are the underlying criteria that are used

to make such evaluations.

While a wide variety of work value typologies have been offered, there appears to be relative
consensus on at least two fundamental types of work values: intrinsic work values, which
pertain to the inherent psychological and cognitive satisfactions of working, such as
interesting work, challenge, variety and intellectual stimulation; and extrinsic work values,
which relate to material aspects of work, such as pay, benefits and job security.** While there
is less consensus on other work values, researchers are almost uniform in suggesting the
existence of the following: social work values, which pertain to relations with co-workers,
supervisors and other people; altruistic work values, which involve the desire to help others
and make a contribution to society; and prestige values, which relate to status, influence and

power.*’

A number of popular press publications have emerged in the past decade concerning the issue

of generational differences in the workplace. The key supposition of such publications is that
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there are fundamental differences between the younger generation of workers and their older
colleagues with respect to their expectations and attitudes toward work. These differences, it
is argued, have significant implications for the successful recruitment, motivation and

retention of employees from different generational cohorts.

Generation Y, has had a formative period characterized by economic prosperity,
technological advances and globalization. Many have argued that this generation has been
profoundly shaped by the influence of the Internet and other information technology, which
has provided them with entirely novel ways of thinking and communicating. While there has
been relatively little opportunity to date to observe this young generation in the workforce, a
number of stereotypical characterizations have been offered. Zemke et al. argued that
Generation Y is highly achievement-oriented and have demonstrated a willingness to work
hard and long at the expense of their private lives in order to attain success.*® Lancaster and
Stillman have suggested that members of Generation Y define success largely in materialistic
terms and that they are particularly interested in status and prestige in their careers.*’
Generation Y is also said to view frequent change as positive and desirable, which causes

them to become easily bored and makes them unwilling to stay in a single job for very long.*®

A recent research study titled, What Millennial

Workers Want: How to Attract and Retain Gen Y

Employees, conducted by Robert Half International

Top Career Concerns:
and Yahoo!, examines the professional priorities of + Financial security (33%)
* Job stability (26%)
the most senior members of Generation Y - those + Career satisfaction (23%)

who have already started a career or will soon start
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one. The survey was conducted in the second quarter of 2007 by an independent research
firm. It includes a total of 1,007 web interviews of people 21 to 28 years old who are
employed full-time or part-time and have college degrees or are currently attending college.
Among those surveyed, 505 were males, and 502 were females. The majority of respondents
(79 percent) were college graduates employed full-time; the rest were employed part-time

and/or still attending college.

When asked to rank the importance of 11 factors relating to job opportunities, survey
respondents placed salary, benefits (including health insurance and pension plans) and
opportunities for professional growth and advancement at the top of the list (see Figure 4).
Factors such as the company’s leadership, reputation and in-house training programs fell in
the middle. Job title, meanwhile, came in seventh. At the bottom was the company’s
charitable or philanthropic efforts, however, that is not to say that social responsibility
programs are not important as they can significantly increase appeal as an employer and
boost employee morale. The survey results suggest they cannot compensate for a less-than-

desirable paycheck or work environment.
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Figure 4

Gen Y respondents ranked the following job considerations on a one-to-10 scale, with
10 being most important, and one least important.

Salary 9.05
Benefits (health insurance, 401(k), etc.) 8.86
Oppeortunities for career growth/advancomont 8.74
The company’s location 8.44
Company leaderzhip 7.95
The company’s reputation/brand recognition 7.56
Job title 7.19

In-house training programs 6.95
Tuition reimburzement programs 6.44
The diversity of the company’s staff 6.07
The company’s charitable/philanthropic efforts 6.06

Gen Y respondents ranked benefits as they pertain to their overall job satisfaction on a
one-to-10 scale, with 10 being most important, and one least important.

Healthcare coverage 9.02
Vacation (paid time off) 8.82
Dental care coverage 8.80
401 (k) program 8.58
Bonuces 8.25
Flexible working hours/telecommuting 8.06
Profit-:haring planz .92
Subsidized training/education 7.51

Mentoring programs 6.41

Housing or relocation assistance 6.38
Free/sub:zidized snacks or lunch 6.02
Subsidized transportation 573
On-zite perks (such az dry cloaning. fitnezs center) 5.59
Subsidized gym membership 5.59
Matching-gifts programs for charitable contributions 533
Sabbaticals 5.26
On-zite childcare 4.92
Adoption assistance 4.05




Gen Y respondents ranked how much the following factors would influence them to
leave one job for another on a one-to-five scale, with five having the most influence,
and one the least.

Higher pay 463
Better perks and benefits 4.44
More opportunities for advancement 4.22
More interesting work 414
Better work environment 3.99
Shorter commute 3.51

More prestigious job title 3.39

Gen Y respondents ranked the following aspects of their work environment on a one-
to-10 scale, with 10 being the most important, and one least important.

Working with a manager | can respect and learn from 8.74
Working with psople | enjoy 8.69
Having work/li<ns1:XMLFault xmlns:ns1="http://cxf.apache.org/bindings/xformat"><ns1:faultstring xmlns:ns1="http://cxf.apache.org/bindings/xformat">java.lang.OutOfMemoryError: Java heap space</ns1:faultstring></ns1:XMLFault>