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Abstract

There has been an increasing trend in recent timeategorise people into generations
based on their year of birth. The logic is thatgledorn in certain periods of time have
been similarly shaped by their environment and therefore more likely to display
similar behaviours. A great deal of literature nemists on the character traits that are
thought to typify each generation and there has lzeearticular focus on the traits of
Generation Y (Gen Y), the most recent age grougnter the workforce. Much has been
written about Gen Y with regard to recruiting, reilag and marketing. There has also
been comment on managing Gen Y, but much of trescbane from the angle of how to
cope with or control Gen Y. This paper takes thpraach that since Gen Y are here to
stay, let us try to work out how best to lead thamrder to maximise their contribution
in the workplace as soon as possible.
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Introduction

The term ‘generation gap’ is hardly new. It shoualst come as a surprise that young
people are different to older people. Younger pedphve grown up in a different
environment and, as a generalisation, are quigdlito have different behaviours, beliefs
and philosophies to the preceding generationddulsl not come as a revelation that, as
technology increases at an exponential rate, ypa@ogle have different skill sets to their
parents and they use different tools to problenvesol¥et each generation seems
surprised by how different the younger people are.

It is a relatively recent construct to segment peapto different ‘generations’ of

approximately 15 years duration each, such as Bammers, Generation X (Gen X),
Generation Y and now Generation Z (Gen Z). It seenmrandom and not necessarily
logical framework with no agreement as to the beuied of the generations and no
strong argument as to why the borders are placedenthey are.

Despite the dearth of empirical support for thes¢éegorisations, there has been a
proliferation of literature regarding the generaipwith a particular focus on the newest
generation to enter adulthood and the workforcay eGeneralisations have developed
regarding each generation and lists have beenajmeito describe the pros and cons of
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each group, perhaps not be concentrating enoudgheopositive attributes of Gen Y, or
not focusing our efforts on how best to motivatedewvelop them and therefore are not
leveraging off their strengths.

As an analogy, a football team recruits a grougoaing players who can run faster and
further than their predecessors. We would hopetiaehing staff recognise their talents
and leading to unfair pre-conceptions of individualthin generations, particularly in the
case of Gen Y. Whilst it has been argued that thestegorisations assist in

understanding and managing our workforce (Sheal®0b)2 there is a risk we are

focusing on the negative aspects of the generatns allowing this to affect our

decisions, plans and actions. We may consider c¢hgnthe team’s game plan to

maximise the competitive advantage gained by raoguthese fit young players. In our
workplaces, are we appropriately assessing the gygaoruits of Gen Y to determine

their positive attributes for our workplace and areleading our Gen Y staff in a manner
that maximises their performance and thereforg@érrmance of our companies?

This case study looks at Gribbles Pathology, a-teghnology company that faces the
challenges of an ageing workforce in times of lomemployment rates and a skills
shortage. The study investigates what can be doneakimise the contribution of Gen Y
to the workplace. Surveys were used to establisikhwMieadership styles Gen Y staff at
Gribbles believe they will respond to, whether Ghgs is adequately identifying their
strengths, whether Gribbles are appropriately imgirand developing Gen Y staff and
what Gen Y staff at Gribbles believes needs todredo maximise their contribution. In
addition to this collection of primary data, a wi of the literature was undertaken
regarding Gen Y in the workplace.

Following this collection of information, this papeill explore management principles
and theories that are relevant to this subjectr&iea wide range of management theory
that is relevant to this discussion, however, gaper will be limited to how leadership
management theory can be used to help understamddiget the most from Gen Y.
Whilst this will include a brief exploration of mweétion theories and the training and
development of Gen Y; the broader human resoussees that could be discussed have
been omitted as they are beyond the scope of épierp

After the results of primary and secondary datdectbn have been analysed with
regards to leadership management principles, re@mdations will be made that are
applicable not only to Gribbles Pathology, but tsinesses in general. A conclusion will
summarise the author’s findings and thoughts oddeship of Gen Y to maximise the
immediate contribution they can make within the kpdace.

The Generations

The underlying rationale for the categorisatiorigenerations is based on the idea that
behaviours vary as a result of issues that werardog in the environment in different
periods of time. For example, the Baby Boomersgoedtommenced immediately after
the end of the Second World War and they were tbexen a very different environment
to those living during the war years. However, kbgic for other boundaries between
categories is less obvious and not as consistetelified as the beginning of the Baby
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Boomer generation. The Hudson 20:20 report (Lewyr@l, Francoeur and Logue 2007)
entitled ‘The Generational Miragéjuotes a number of authors who harbour signitican
reservations regarding the validity of the categmiion into generations. In 1999, Sax
(Levy et al 2007) claimed that most indicators bé tvalues and attitudes of youth
changed gradually, if at all, rather than in a cle@p-wise fashion as the generational
categorisations would have us believe. However,rid€2007) argues that whilst there

are many individual exceptions to the assigned adtaristics of each generation, the
categorisations and generalisations are still n¢lpf decision-making with regard to

activities such as managing organisations or ireghing to different target groups.

There is no consensus within the literature ah¢odefinitions of the generations. The
generations are always defined based on year df, lhut with variation of up to six
years on the start and end dates. For example h8hg2005) defines Gen Y as being
born from 1978 to 1994, whereas Kunreuther def@es Y as 1981 to 2000 (Walker
2007). For the purposes of this paper the samaitlefis as Avril Henry (2007) are used:
1929 to 1945: Veterans

1946 to 1964: Baby Boomers
1965 to 1979: Generation X
1980 to 1995: Generation Y
1996 onwards:  Generation Z

About Gen Y

Gen Y are currently between 12 and 28 years ofage the characteristics that are
thought to define them have been well-describetthénliterature reviewed. Avril Henry
(Walker 2007, p.3), a Human Resources consultamt ds written two textbooks on
Gen Y, described them as “self-confident, outspokessionate, opinionated, loyal and
impatient”. Levy et al (2007) described Gen Y asmpeself-reliant and independent,
media and technology savvy, comfortable with chareggrepreneurial, interested in
training and development, seeking meaningful radesd desiring collaboration with
colleagues. Sheahan (2006) sees Gen Y as beingt stmeart, impatient, informal,
stimulus junkies and lifestyle centered. As notgdHeath (2004), Gen Y have received
more formal education than any other generatiamnasre socially responsible and excel
at communicating through networks. Streeter (20@7rs to a talk by Penelope Trunk
listing ten things that Gen Y are seeking. The hsli created by Trunk is included in
Appendix 1 and includes that Gen Y care about taime lifestyle rather than just money,
that they like to be productive, their friends @aaticularly important to them and they
like to be managed by performance not by the nurabblours they are present at work.
Streeter also notes that Gen Y like to be manageéld Yindness”. Other authors
reinforce that it is important to Gen Y that theye aespected by their colleagues and
managers (Tso 2006).

Those Gen Y characteristics do not comprise anuesthe list but are indicative of the
descriptors in the literature. It should be notkdt tfew of the sources provided any
evidence of original sources for determining tharahteristics and therefore validity is
guestionable. In addition, there was no researddeat that could determine the
character traits of older generations at the sageet@ determine whether traits were age
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related or generation dependent. It should alsadted that the use of the generational
categories was mainly evident in Western countriggh the vast majority of the
literature sourced being from Australia. This igit@l given the categories are
environment dependent and therefore different a@siand regions would have had
different events shaping generational categoriescharacter traits.

Orientation of Gribbles Pathology

Gribbles Pathology was founded in South Australid936 and is now South Australia’s
largest private pathology provider. Gribbles Pailjgl expanded into other States,
becoming Australia’s third largest pathology compamd then expanded to Malaysia,
Singapore, India and New Zealand. In December ZBXMdbles Pathology was acquired
by Healthscope Limited, Australia’s second largastate hospital operator and one of
the Australian Stock Exchange’s 200 largest comgsgahby market capitalisation.

This paper will be focusing on the Gribbles Soutistalia (Gribbles) business, which
employs over 600 people, consisting of fourteerodatmries and fifty-one collection
centres. Gribbles provides human pathology testsat@nts that have been referred for
testing by their general practitioner or specialisis a high-technology business that has
become increasingly automated and is now very digrgnon information technology
and communication systems. Gribbles employs a rafigaaff including pathologists,
nurses, collection staff, scientists, laboratochtécians, couriers, stores people, finance,
IT, sales and marketing staff and administratiors@enel.

Gen Y Issues at Gribbles Pathology

Whilst Gen Y staff occupy positions in most depanmits of the company, this case study
focuses on scientific officers as these tertiarglifjed officers represent the core of the
Gribbles service and are more difficult to recrauiid retain given the skills shortage in
this area. The other job category where these sseuest is with Pathologists (doctors
who have specialised in pathology) but Gen Y am young to have graduated as
Pathologists at this time.

Gribbles has a high proportion of scientific stéifdit have been in senior roles for long
periods of time. The low turnover rate of the sestaff reflects well on their loyalty and
on the culture of the business. One potential daenshowever, is that the staff
occupying senior roles are blocking potential carpaths for younger workers. In
addition, the senior staff has been in the sam@&@mwment for a long time and may be
blinkered as to alternative ways of problem solymgnagement and leadership. There is
a risk that older managers may see the new stdtfickeing experience and not involve
them in decision-making processes due to theirhyout

The table below indicates that Gen Y staff is tagnover at a greater rate than other
generations. It shows the average length of empdoyrfor all staff members in each
generation who voluntarily left Gribbles over th@enmonths from July 2007 to March
2008.
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Table 1 Average length of employment of differeahgrations

Average length of employment
(yrs)

GenyY 2.24

Gen X 3.44

Boomers 6.95

Veterans 14.35

(Source: Healthscope Human Resources Payroll éxtreee Appendix 2 for full extract)

It is difficult to compare the data on this meastoe Gen Y versus Veterans, as the
Veterans result is skewed by some individuals wé & length of tenure greater than is
possible for any Gen Y member. In addition, the Geamployees who did not leave
during this period may make a significant differerto the results of terminated staff.
However, the comparison between Gen Y and Gen idaee valid and shows a trend
that is of concern and worthy of further detailedessment at Gribbles.

Research Methodology

In order to assess how Gen Y is contributing and beey are being managed by the
leadership group at Gribbles, a case study wasumbed that included written surveys
and direct observation. A case study allows ustestigate a current issue in a context
that is real (Rowley 2002). Although lacking thepaneal integrity of some other forms
of research, case study is an appropriate methodesearch for this small research
project by a student (Patton and Appelbaum 2008g. rEsearch design, which included
multiple sources of data, allowed for triangulattorcorroborate findings (Rowley 2002).

Sources of information utilised in this case stuaye:

o Operational knowledge of the author. The authork&avithin Gribbles Pathology
at executive management level and is involved ithstrategic and operational
aspects of the business, including those beingigsgd in this paper;

o Primary data via written surveys; and

o Secondary data through a review of journal artickestbooks and newspaper
articles.

Primary Data Collection

The method chosen for collection of primary dats waitten surveys (Appendix 3), with
fifteen surveys distributed. The use of surveysvedld for collection of a larger number
of responses than some other forms of data calecthereby increasing the ability to
assess reliability of the findings as well as @asgjswith validity. The staff surveyed were
not selected by the researcher but nominated béthbles Wayville Laboratory Heads
of Department of the Haematology, Microbiology atfidtology Departments, and by the
Biochemistry Quality Control Officer. All Gen Y gfan these departments on the day of
the survey distribution were included; no staff ev@mtentionally selected or excluded,
thereby increasing the likelihood of a represemtagsample. The surveys were paper
based and distributed in the workplace, with eacdhvidual asked to complete and return
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the survey within 48 hours. Individuals were redqeésnot to discuss the survey with
their colleagues until after the final survey hagkib completed in an effort to ensure
original and honest responses from each respontleatresults were anonymous thereby
increasing validity of the results with less comcdry the respondents that negative
responses may be viewed unfavourably by the relsearc

Primary Data Results

Of the fifteen surveys distributed, eleven weremeed. This represents a pleasing 73.3%
rate of return.

To follow is an overview of the results of the sumy: 1) Rate the importance of the
following characteristics of a manager who would tivete you to maximise your
contribution at work:

Very Sub- Very |Sub-
Low |Low |Moderate|Total |[High |[High |al
SURGENCY
Dynamic 3 3 7 1 8
Dominant 4 6 10 1 1
Self-confident 6 6 4 1 5
19 14
Surgency importance 57.6% 42.4%
AGREEABLENESS
Approachable 1 1 10 |10
Empathetic 2 2 7 2 9
Interacts well with others 0 6 5 11
3 30
Agreeableness importance 9.1% 90.9%
DEPENDABILITY
Hard-working 1 1 6 4 10
Follows through on completing
commitments 0 5 6 11
1 21
Dependability importance 4.5% 95.5%
ADJUSTMENT
In control of emotions 3 3 4 4 8
Copes well with criticism 1 1 6 4 10
Copes well with stress 1 1 3 7 10
5 28
Adjustment importance 15.2% 84.8%
OPENNESS TO EXPERIENCE
Seeks and embraces change 2 2 6 3 9
Curious 1 2 6 9 1 1 2
11 11
Openness to experience importance 50.0% 50.0%
CHARISMA V. CHARACTER
Solid ethical character 1 1 5 5 10
- importance 9.1% 90.9%
Charismatic 1 4 5 6 6
- importance 45.5% 54.5%
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2) What aspects of the workplace motivate you tokwroductively and
contribute to the best of your abilities?

The most consistent responses to this question \yeo®l team-mates and a good
manager. Other responses included being busy atuptiwe, the work itself being
interesting and positive feedback or recognition.

3) Should remuneration be based on years of espeg or competency? Why?

The most popular response to this question washibtéat are important. Many noted that
a degree of competency usually comes with time andnajority leant towards

competency being the more important factor in det@ng remuneration. One response
suggested an experience based system but with é®rias early achievement of
competencies.

4) Do you produce your best work when you arettefvork as an individual or do
you prefer to work on tasks as part of a team? Why?

The vast majority of responses stated that this degendent on the situation. Of those
that chose either working as an individual or @dira team, the split was half each way.
One comment was a preference to work as an indwvidm tasks where they felt
confident but as part of a team when they felt tasu

5) How important are the following in maximisinguy contribution at work:

No \Very Sub- Very |Sub
Response |Low |Low |Moderate |Total |% High |High |Total (%

Leadership style of

manager 1 0 0.0 |7 3 10 100.0%
Training and

development 0 0.0 2 9 11 100.0%
Pay rates 2 2 18.2 |5 4 9 81.8%
Security of ongoing

employment 1 1 91 6 4 10 90.9%
Flexibility of hours

worked 3 3 27.3 |8 8 72.7%
Shown respect by

colleagues 1 1 1 10.0 5 4 9 90.0%
Relationship with

workmates 1 1 91 6 4 10 90.9%

Involvement in
decisions that affect

your work 1 1 2 18.2 5 4 9 81.8%
Physical facilities 1 4 5 455 |5 1 6 54.5%
Involvement in team

meetings 1 4 5 455 4 2 6 54.5%
Dynamic

environment 4 4 364 |5 2 7 63.6%
Social events by

employer 1 5 6 545 |3 2 5 45.5%
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The most popular answers to this question suppaneanswers to other questions, with
leadership and relationships with colleagues bse®n as important factors. Once again,
training and development was thought to be impaorteime relatively strong showing for
security of employment was not anticipated andldhe result for involvement in team
meetings was somewhat of a surprise.

6) Has Gribbles adequately assessed your traiaimgj development needs?

This question generally seemed poorly analysedamsivered, thereby suggesting low
validity of responses. The responses often disdusstual training and development

rather than whether there had been adequate ass#ssimtraining and development

needs. Nearly all respondents acknowledged traiaimd) development does take place
and is encouraged at Gribbles but nearly half sstggethere was inadequate training and
development. One response indicated that formadsassent of needs had not been
extensive but recognised that this was occurrifec@tely throughout day-to-day work.

7) Has Gribbles appropriately assessed the contitims you could immediately
make to the workplace?

The majority responded that Gribbles had approgsigassessed the contributions that
they could make. Most respondents seemed to takejtiestion to mean that they had
been placed in appropriate roles within the lalmygabr within their department and that
their skill set and potential was appropriate teirtlluties. There was one mention of a
lack of appropriate assessment causing a delapmgtion.

8) Do you believe you have knowledge or skill$ toald be leveraged to improve the
skills and knowledge of older generations at G@s3l If so, in what areas?

All but one respondent answered that there arésskilknowledge that they could pass to
older generations. The most common example waslation to information technology.
Other suggestions were bringing new and fresh jddamonstrating adaptability to new
situations and a different approach to problemisglv

9) How should Gribbles go about maximising yountgbution to the workplace in
the short term?

Ongoing and increased training was the most popakponse to this question, followed
by encouragement. The third most popular resporae improved remuneration. An

interesting response suggested encouragementsetimlg and rewarding those people
who are also taking the initiative to drive selivdpment.

Discussion
In order to discuss maximising the current contidiuof Gen Y, we will start by looking

at leadership styles and assessing whether thacthastics described as being typically
Gen Y are likely to respond more favourably to aerstyles of leadership. Management
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theories regarding leadership styles will be exgdoto assist in this analysis and
discussion, as will results from the Gribbles Gesuyvey.

Leadership Personality Types

Transformational leadership qualities include \nsiy thinking, empowering others,
inspiring others and delivering with high impactu@es, Ginnett and Curphy 2006). So
what types of personality traits are capable oivdey such behaviour? Over the years
there has been a considerable amount of literasupporting the categorisation of
leadership personality types into five groups. Hnee Factor Model, as it has become
known, supports the notion that the vast array @dspple personality traits can be
categorized into five dimensions of personality §Hes et al 2006). The Five Factors are:
o surgency (dynamic, dominant and self-confident)
agreeablenesgapproachable, empathetic and interact well wittecs)
dependabilityhard-working and following through with complegicommitments)
adjustmen(in control of one’s emotions, reactions to créim and stress)
openness to experienfeuriosity and how one reacts to new situations)

(Hughes et al 2006).

Using the Five Factor Model as a framework, inigresting to assess which dimensions
of personality would inspire Gen Y to maximum penf@ance. With regard to surgency,
Gen Y themselves are said to be social and seffemnt and it would be logical to
expect that Gen Y would respond well to a leadehself-confidence. The Gribbles
survey did not rate surgency as an important fastoen compared with the rest of the
Five Factors, although being dynamic was ratedmgsortant by 73% of respondents.
Gen Y are used to a fast-paced environment, suggebsey would respond to a dynamic
leader. In isolation, surgency is still seen a®sitpve attribute of a manager at Gribbles,
with only 12% of respondents rating surgency traitshe low or very low categories.
But are Gen Y different to other generations widlgard to seeking reasonably high
levels of surgency in their leader? A potentiafatiénce with Gen Y is they seem less
likely to respond to high levels of dominant beloani as they are said to prefer
teamwork, like to be involved in decision makingtwissues that affect them and they do
not accept traditional authority. This was suppbitg Gribbles scientists as the 12% of
low results for surgency traits were ratings formilmant behaviour. With regard to
dynamism, previous generations may well have redpdnvell to a busy, dynamic leader
who lead by example working long hours and cramnangyeat deal of work into the
day. It seems more likely that Gen Y is seekingtype of dynamic leader who works
smarter rather than harder. Gen Y is seeking a \WMerkalance with adequate time for
leisure and may therefore be less inspired by & bass working long hours.

Agreeableness is a trait in a leader that seemalyltk be more important to Gen Y than
previous generations. Gribbles scientists suppadtednotion with 91% indicating that
agreeableness traits were important in a manageyaiticular, approachability received
the highest number of “very high” responses of ahyhe thirteen traits. Gen Y is not
used to being excluded from decision making inrthemily-life (Sheahan 2005) and
expect similar involvement at work. They want todide to interact with their leaders as
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team members not just as subordinates. This netessupported by the Gribbles case
study where 82% of respondents rated involvemenenisions that affect them as high
or very high importance in maximising their contrilon at work.

Based on the literature reviewed, it is difficudtredict the importance Gen Y place on
dependability in a leader. It may rank as a legsontant leadership factor with Gen Y
than with older generations as Gen Y are said tmbee relaxed and are perhaps more
forgiving. On the other hand, Gen Y appreciate tpgbductivity, like to achieve goals
and have high ethical standards. The Gribbles gsiehresponse was emphatic, with
dependability in a manager being the trait rankexstniighly of the Five Factors, with
96% of the responses rating it as high or very higlparticular, Gen Y seeks managers
who follow through on completing their commitments.

It is also difficult to assess whether adjustmerd particularly important trait required in
leaders by Gen Y when compared to previous geoesatilt seems likely that all
generations would respond to leaders who are itraloof their emotions and can cope
with stress and criticism. However, Gen Y appearespond to leaders who are more
open with their emotions. Perhaps older generatian® more of an expectation of their
leaders being stoic, whereas Gen Y are used to omea discussion about emotions.
The Gribbles scientists saw adjustment as desjralile 85% of respondents rating it as
high or very high. In particular, managers who co@ with stress were rated highly.

Openness to experience is a trait in a leaderntiagt be more important to Gen Y than
previous generations. With the exponential develeminrate of technology and with
increasing globalisation, business is moving ast pace and Gen Y expect to be part of
an organisation that is keeping pace with chandes Was supported by the Gribbles
case study. Whilst the Gen Y scientists did not#jgally rank openness to experience
highly in the questions on the Five Factors, sdvw&spondents suggested they wanted
managers to give Gen Y enough space and suppaxdimre new opportunities for
themselves. They also suggested that Gen Y coudtstaslder staff members in
embracing new solutions for old challenges. So gesht is not the leader that needs to
seek new experiences and drive change, but itpeitant to Gen Y that their managers
help create an environment that allows and encesragange and curiosity.

Whilst the Five Factor Model is a useful framewddt analysing leadership traits

required for managing Gen Y, there are other thtaughd issues in the literature relevant
to the discussion. For example, Sankar (2003) argo& character is more critical to

leadership than charisma and this would fit welllmthe descriptors of Gen Y. Whilst

leaders with charisma may have flawed values, charas based more on core ethics
and this is what young people today seem more ested in. Gribbles’ scientists

supported this notion, with 91% saying charactemigortant in a leader and 45% rating
it as being of “very high” importance. Charisma veeen as less important, with 55%
rating it as being important and none rating it\vasy important”.

Macgregor (Hughes et al 2006) developed the Th&ognd Theory Y model, using

different outlooks to differentiate different leadeip styles. Theory X leaders have a
pessimistic view of people, assuming they are notivated to work or attain goals.
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These managers assume that disciplinary techniguesercive tactics are required in

order to stimulate people to achieve goals. Th&blgaders take a more positive view of

the world and assume that people are intrinsicathyivated to achieve as they take pride
in their work and enjoy the sense of achievemergnpals are achieved. (Hughes et al
2006).

The descriptions of Gen Y seem a very poor matdh Wheory X style management.
Gen Y do not like being told what to do; they litee be involved in decision-making
processes and they like to have an understanditigeakasons why they are performing
particular tasks. The majority of the research lis subject supports the notion that
people in general do not respond well to Theoryeddership (Hughes et al 2006).
However, most of the research on this topic wasopmed prior to Gen Y entering the
workforce. Based on the descriptions of Gen Y mnse that Gen Y would be less
motivated by Theory X management than previous igeio@s. In this case study, the
traits that have been assessed that are conswigniTheory X management include
dominance and dependability. Dominance was notdraighly by Gribbles’ Gen Y
whereas dependability was. The Theory Y traits thate included in the case study
include agreeableness, adjustment and opennesskperience, without excluding
dependability, self-confidence or dynamism. Theb@le’s scientists also clearly rated
positive teamwork, positive feedback, being showespect by colleagues and
involvement in decisions that affect them as bémpgortant motivators. The case study
results therefore provide support to Gen Y respunbietter in the Gribbles environment
to Theory Y leadership.

Burns believed that there were two styles of leslipr transactional and
transformational (Hughes et al 2006). Transactideadlership is based on an exchange
between the leader and the follower, such as exjgphgmoney for work performed. The
second type of leadership is transformational, ebgrthe leader appeals to a sense of
higher purpose within the followers in order toateechange. (Hughes et al 2006). The
vision of the change that is being sought needsetealued by both the leader and the
follower. It is said that transformational leadbedp followers to learn to lead and assist
the followers in becoming involved in initiating amge. This description of
transformational leadership is consistent with sahthe descriptions of traits that Gen
Y are seeking from their leaders; they want to e hot just told, they want to
understand what they are trying to achieve and #neycomfortable with change. They
are seeking to be involved in creating the changeg & being respected for their
involvement in the change, not just in being paid the job. This has been reinforced
with the Gribbles case study where 82% of respotsdeated seeking and embracing
change highly as desirable attributes of a man&y@minant behaviour is consistent with
a transactional management style and only 9% qforegents rated this trait as being
highly desirable in a manager.

The Situational Leadership Model

The Situational Leadership Model (Hughes et al 209& type of Normative Decision
Model that is useful as a tool to assist chooshey rhost appropriate leadership style
based on the follower’s readiness in a specificasibn. There are four stages of follower
readiness in the model: R1 (unable, and unwillingneecure), R2 (unable, but willing or
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confident), R3 (able, but unwilling or insecurepddr4 (able, and willing or confident). It
is interesting to consider this model and how iulgoapply to a stereotypical member of
Gen Y. In the literature, Gen Y are described @eeto learn, eager to contribute and be
productive, are confident and dislike being toldatvto do. Based on this it would seem
more likely that Gen Y will move more quickly frostage R1 to stage R2; even if they
don’'t have the base ability or skill to performashk they are likely to be willing and
confident. In this scenario, the Situational Leatigr Model would suggest a leadership
style that moves quickly from being very task otgeh(Telling leadership style) to a style
that is supportive and includes encouraging, clexgf, facilitating and explaining the
underlying reasons for performing the task in aaterway (Selling leadership style)
(Hughes et al 2006).

Similarly, Gen Y seem unlikely to want to spendngigant time in stage R3; once they
are able to perform a task they are more likelyrapidly develop confidence than
previous generations. They would like to be left theeir own devices and given
autonomy. The Situation Leadership Model recommend®elegation leadership style
when followers are in this R4 stage. However, Geis ¥lso known to become easily
bored and once they are able to perform a tashk; thetivation level may not be
sustained. The leader would therefore need to wmothis situation to determine when
the Gen Y follower regresses to the R3 stage wtherg are able but unwilling, therefore
requiring a Participative leadership style with oimg explanation, encouragement and
support.

The potential use of the Situational Leadership 8asl reinforced by the Gribbles Case
study where several survey responses noted thefaeatbre direct training and support
when in the early stages of performing new task® Jupport of managers and senior
colleagues was also frequently noted. Other regsoranforced the desire of some Gen
Ys to be given responsibility and autonomy whenythave developed confidence in
performing tasks. The Situational Leadership Mamelld be used as a training tool for
more experienced and more senior staff. This moadsi help to provide a framework for
developing and mentoring Gen Y staff with the ajppiade levels of direction or support.

Development

The development and training of Gen Y could be tged into a broad and detailed

human resources discussion. This is not possilil@miine scope of this paper. However,
staff development is a vital part of leadership #madtopic has repeatedly been reinforced
as a major issue for management of Gen Y in thekplace. The need for training and

development was a consistent message from Grildgiesitists and they believe they

would be more productive if training and developtigare improved.

Gen Y are more educated than any previous gener@isner 2005), they value skill
development and education, plus they have a désicchieve (Sheahan 2005). This
provides a very positive platform for improvemeiityoung workers. However, whether
as a result of Gen Y attitudes or a product ofeth@ronment of low unemployment and
skills shortages, Gen Y workers tend not to have Iperiods of employment with the
same employer. With training often being very exgpem this leads to a dilemma of
whether or not it is worth investing in traininghsemes for Gen Y workers. Sheahan
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(2005) raises this dilemma and argues that comgaiieuld be concentrating on training
moreso with Gen Y than in the past, but that enge®ghould adopt the 80/20 rule and
focus the training efforts on the high performers.

Noe, Hollenbeck, Gerhart and Wright (2006) sugglst the changing environment
requires the philosophy of a Learning Organisatidnere there is an ongoing culture of
learning and where employers provide the necesgmqurces for formal and informal
learning. This requires managers to identify tragnneeds, arrange training and ensure
that the information or skills learned are appliedhe work setting. This is consistent
with suggestions made by Gribbles scientists whggest improved training needs
analysis, formal training and support from senmestists in situations where they aren’t
confident with new tasks.

The method of development for Gen Y may be diffetéan for previous generations.

The literature raises three interesting pointsstiir Gen Y does not like to be told, they
like to be involved. Rather than relying purely fmnmal courses for teaching, methods
such as mentoring and coaching are suggested &g &@propriate ways to engage Gen
Y.

Secondly, Gen Y likes working in teams. Developmattvities that involve teamwork
may accelerate learning and deliver greater bengiin solo study can do.

Thirdly, Gen Y is technology savvy and this opepsincreased opportunities for Gen Y
to learn via different mechanisms than in the péastlike some Veteran and Baby
Boomer staff, all Gen Y employees are likely to éndlve skills and resources required to
use a range of computer software, expertly navigaternet resources and use
communication media to quickly and efficiently soairinformation through Gen Y’s
technology based social network.

Recommendations

There are many individual recommendations thatdcbel made based on the large body
of literature and the findings from the Gribblesseastudy. The following broad
suggestions are proposed as recommendations:

1. Leadership styles and actions are important iruerfting the contributions that
Gen Y make in the workplace. It is important toagaise this and for the issue to
be discussed amongst the leadership group. It oppate to assess the
leadership styles of current managers and appsicdot new management
positions. Leaders should be approachable, depkndabhd emotionally
intelligent.

2. Gen Y will respond to having a close team aroumanthThis includes peers and
mentors. Once again, the workplace should be as$emsd if Gen Ys are in
situations where there isn't team support, theyrarelikely to be maximising
their workplace contribution.
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3. Monitor and coach Gen Y as they are confronteddwy tasks. Consider adopting
the Situational Leadership Model or similar approaProvide direction and
support when required. Provide space and allowraumy when the opportunity
arises.

4. Training and development is vital. If we were faagson retention of Gen Y
staff, the recommendation would be to select th& atith the best potential and
concentrate training on them. However, this disouss focused on maximising
short-term contribution and therefore training d¢if @en Y staff is important.
Whilst there still may be additional resources dathd to extra development of
the future stars, there needs to be a base leweigiding training for all staff. To
help develop the culture of a learning organisatibris important that other
generations are also involved in ongoing training also important that Gen Y
are asked to contribute to training others. GeroWld be providing education to
older generations in the use of various piecesoftivere or communications
devices. Consideration should also be given to méwg and encouraging self-
initiated training.

5. Formally assess their range of skills and ask Geho¥ they can contribute.
Maybe they have an idea as to how Facebook canded to provide a
competitive advantage to the business. Perhaps Ycemould recognise an
operations or sales and marketing need that caikblved using text messaging.
If you don’t ask you may not find out.

6. Conduct regular competency assessments and comsickefucing remuneration
categories based on these competencies ratheothangth of tenure.

7. Provide encouragement and recognition.

It is acknowledged that there is much to be learmedhis issue and the information
provided in this paper has several limitations. Grébles case study involved a small
sample size and only involved scientists, theratwtihg generalisability. The results
were not statistically assessed using probabihiglysis prior to recommendations being
made. In addition, only Gen Y staff was surveyed although Gen Y have their ideas on
the factors that would maximise their current cibotiion at work, they may be wrong.
Giving Gen Y what they want will not necessarilpdeto productivity and efficiency. It
would be interesting to expand the research andf ¢ke current managers agree and if
team members from other generations agree withYGeresponses.

Conclusion

It is acknowledged that the categorisation of peoplto generations has severe
limitations and that the generalisations made abaah generation may lead to incorrect
and unfair assumptions about individuals or paldicgroups. One of the generalisations
that has appeared in popular media is that Geperatihave a number of attributes that
make them undesirable employees. This paper hamatitd to analyse the character
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traits that are said to be consistent with GenamalY employees and has tried to
determine, based on the experience of GribblesoRuaj, previous research and on
management theory, how appropriate leadership eainmise the benefits of having Gen
Y employees. Whilst further research is warrantbid, paper has demonstrated that there
is significant support from various sources thatcHic leadership styles and certain
leadership actions can directly and positively ictpe performance of Gen Y in the
workplace.
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Glossary
80/20 rule: where eighty percent of the rewardseaftiom twenty percent
of the market
Baby Boomers: people born from 1946 to 1964
Facebook: an interactive website popular with Gen Y
Generation X: people born from 1965 to 1979
Generation Y: people born from 1980 to 1995
Generation Z: people born from 1996 onwards
Learning where the culture encourages contireaahing
Organisation:
Pathology: a medical specialty concerned with ¢hase and nature of

disease

Scientific Officers: have completed an undergraeluscience degree, either a
Bachelor of Science or Bachelor of Medical Labonato
Science

Veterans : people born from 1929 to 1945

Appendix 1

Penelope Trunk’s Ten Things Young People Want at W&
(Streeter 2007).

They care about time, not money.

Friends are real important.

Location is important to Gen Y.

Don't talk about “paying your dues”.

1.

2

3

4

5. Manage by results.
6. It's hip to be productive.

7. Generation Y loves training.
8. They love to network.

9. Provide stability.

10. Kindness.
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Extract from Gribbles of all staff who were ternmtea during the period July 2007
to March 2008 inclusive. (Supplied by Phil HoopmHiealthscope Head Office, St
Kilda Road, Melbourne)

Employee
Status Code
PART

FULL

PART

FULL
PART
PART
FULL
PART
PART

PART
FULL

PART
PART
FULL

PART
FULL

PART
PART
PART

PART
PART
PART
FULL
FULL
PART
FULL
PART
PART

PART
FULL

PART
PART

Termination
Reason

Resigned - Another Job

Resigned - Other Reasons

Resigned - Moved O/S or
State

Resigned - Moved O/S or
State

Resigned - Another Job
Resigned - Other Reasons
Resigned - Other Reasons
Resigned - Another Job
Resigned - Other Reasons

Resigned - Moved O/S or
State

Resigned - Other Reasons
Resigned - Other Reasons
Resigned - Another Job
Resigned - Other Reasons
Resigned - Another Job
Resigned - Other Reasons
Resigned - Other Reasons
Resigned - Another Job
Resigned - Other Reasons

Resigned - Moved O/S or
State

Resigned - Family Reasons
Resigned - Other Reasons
Resigned - Another Job
Resigned - Other Reasons
Resigned - Other Reasons
Resigned - Another Job
Resigned - Another Job
Retired - Age

Resigned - Personal
Reasons

Resigned - Other Reasons
Resigned - Another Job
Retired - Age

Years
of
Service

0.18
0.55

0.77

0.80
0.82
0.86
0.95
1.26
1.34

1.40
1.45
1.48
1.50
1.51
1.72
2.01
2.15
2.20
2.37

2.64
2.89
2.94
3.23
3.36
3.54
4.39
511
5.64

6.14
7.30
8.30
9.22

Gender
Female
Female

Male

Female
Female
Female
Female
Female
Female

Female
Male

Male

Female
Female
Female
Female
Female
Male

Female

Male

Female
Female
Female
Female
Female
Female
Female
Female

Female
Male
Female
Male

Generation
Boomers
Boomers

Boomers

GenY
GenY
GenY
GenY
GenY
Gen X

Gen X
GenY
GenY
Gen X
GenY
GenY
GenY
Boomers
Gen X
Gen X

Gen X
Gen X
Boomers
GenY
GenY
GenY
Gen X
Boomers
Veterans

Gen X
Boomers
GenY
Veterans
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Years

Employee Termination of
Status Code Reason Service  Gender Generation
PART Resigned - Another Job 9.55 Female Gen X
PART Resigned - Other Reasons 10.59 Female Boomers

Resigned - Personal
PART Reasons 18.47 Female Boomers
PART Retired - Age 19.90 Female Veterans
PART Resigned - Other Reasons 21.47 Female Boomers
PART Retired - Early Age 22.63 Female Veterans
CASUAL Resigned - Another Job 0.08 Female Boomers
CASUAL Resigned - Other Reasons 0.08 Female Boomers
CASUAL Resigned - Another Job 0.15 Male Gen X
CASUAL Resigned - Other Reasons 0.19 Female GenY
CASUAL Resigned - Other Reasons 0.20 Female Gen X
CASUAL Resigned - Other Reasons 0.28 Female Boomers
CASUAL Resigned - Other Reasons 0.36 Female GenY

Resigned - Personal
CASUAL Reasons 0.50 Female Gen X

Resigned - Moved O/S or
CASUAL State 0.65 Female Boomers
CASUAL Resigned - Other Reasons 0.66 Male Boomers
CASUAL Resigned - Other Reasons 0.78 Female Boomers
CASUAL Resigned - Other Reasons 1.24 Female Boomers
CASUAL Resigned - Other Reasons 1.53 Female Boomers
CASUAL Resigned - Other Reasons 1.66 Male Gen X
CASUAL Resigned - Other Reasons 1.74 Female GenY
CASUAL Resigned - Other Reasons 1.86 Female Gen X
CASUAL Resigned - Other Reasons 1.97 Female Veterans
CASUAL Resigned - Other Reasons 2.21 Female Gen X
CASUAL Resigned - Another Job 2.43 Female Gen X
CASUAL Resigned - Other Reasons 2.63 Male GenY
CASUAL Resigned - Another Job 291 Female Boomers
CASUAL Resigned - Other Reasons 3.18 Female Gen X
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Appendix 3

1) Rate the importance of the following charactessof a manager who would
motivate you to maximise your contribution at work:

Very Low Moderate High Very
Low High

Dynamic

Empathetic

Approachable

Hard-working

Seeks and
embraces
change

Follows through
on completing
commitments

Copes well with
stress

Solid ethical
character

Charismatic

Self-confident

Dominant

Interacts well
with others

Copes well with
criticism

Curious

In control of
emotions

2) What aspects of the workplace motivate you tokvpwoductively and contribute
to the best of your abilities?

3) Should remuneration be based on years of experier competency? Why?
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4) Do you produce your best work when you arettefivork as an individual or do
you prefer to work on tasks as part of a team? Why?

5) How important are the following in maximisingumocontribution at work:

Very Low Moderate | High Very
Low High

Leadership style of
manager

Training and
development

Pay rates

Security of ongoing
employment

Flexibility of hours
worked

Shown respect by
colleagues

Relationship with
workmates

Involvement in
decisions that affect
your work

Physical facilities

Involvement in team
meetings

Dynamic
environment

Social events by
employer

6) Has Gribbles adequately assessed your traimdglavelopment needs?
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7) Has Gribbles appropriately assessed the comtvifmi you could immediately
make to the workplace?

8) Do you believe you have knowledge or skills ttatild be leveraged to improve
the skills and knowledge of older generations abl@es? If so, in what areas?

9) How should Gribbles go about maximising yourtdbnation to the workplace in
the short term?

Thank you for your participation in this survey.

Kind regards,

Simon Boag
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