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ABSTRACT

The purpose of this study is to identify generatiodifferences in the behavioral patterns of empésyin
hospitality industry in Trichy. The study also intks to identify the management styles that cantitieed to increase
employee morale and productivity while enhancingrugment and retention rates of highly qualifiedrikers. Data for
this study were collected through a series of disimns. Findings indicated significant generatiadieferences in world
views, attitudes toward authority and perspectimesvork. Findings suggested Gen Y-ers expect imatediecognition
through title, praise, promotion, and pay. Theyailsant a life outside of work—they are not likety gacrifice theirs for
the company. They also believe in collective actiaith optimism of the future, and trust in splirgd authority and
collective responsibility. They like teamwork, shiog a strong will to get things done with a gregitis Gen X- ers are

well — based, consistent but move restrained.
KEYWORDS: Generational Differences, Human Resource Manageiespitality Workforce, Work Values
INTRODUCTION

For the first time in the history of the modern Wiorce, employees from so many different generatiare
working and closely both with people who are asngpas their children and as old as their parergsni® et al., 2000).
Managers are realizing that age has just as mudo twith employees’ hopes, learning styles and etgtens as do
culture, gender and other characteristics. By witdading each generation and by giving employeest wey need to
thrive, leaders can do more to increase produgtivitorale and employee retention (Kogan, 2007).itMsrreplacing
longevity in the deciding factors that contributegromotion. People from very distinct generatians competing for
leadership positions in the workplace (Raines, 19G&éneration X and Millennial Generation employeempete for the
same jobs and often younger generations get themefimes, because of the post-industrial info-aedtevork world, the

person in charge may be younger than those hesomsinages.

In the past, multiple generations had worked indtwme organization, but they were usually separfatead each
other by virtue of their job descriptions and hiehy. Middle-aged employees tended to be in midadésmagement, and
younger workers were everywhere else. Their costaere mostly with their peers or one level uphwfteir supervisor
(Kogan, 2007). Generational mixing was rare, omi§igantly structured by formality and protocol. \ah veteran

employees made decisions, they were handed downanohunicated to the younger workers through the diupervisor.
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There was no sharing of how decisions were madestilategy behind the order, or for that mattey, r@quests for input
or feedback (Martin and Tulgan, 2002).

The management style was based on a top-down hueg@uapproach (Hogan et al.,, 1994). The top-down
management and leadership practices were largieirced by the feudalism paradigm (Barker, 199hich describes
leaders at the top of the hierarchy where theyctlaad control all activities of the people workipglow for them. Studies
suggest that this type of leadership mainly origgidafrom a bureaucratic framework, which is morerapriate for the
Industrial Age (Gronn, 2002).

The most important element of the bureaucratic éaork is the traditional assumption that controlsinbe
rationalized. As a result, the bureaucratic manageérand leadership style were developed aroundt#eethat goals are
rationally conceived and, therefore, manageriacicas should be structured to achieve those gddsnard, 1938;
Uhl-Bien et al., 2007). In this approach, organimal success or failure can be explained by achaiagers’ attributes
(Ogaard et al., 2007). This model centers on issuel as motivating workers toward task object{¥#zsuse and Mitchell,
1974), leading them to produce efficiently and efffeely (Zaccaro and Klimoski, 2001) and inspiritigem to align with

and commit to organizational goals (Bass, 1985cZaxand Klimoski, 2001).

In the past, many hospitality companies utilize@ ftbrinciples of top-down bureaucratic managememt an
leadership framework which resulted in cost-drivemman resource policies where employees were treseanother
resource to be deployed to achieve organizationalsg(Lucas and Deery, 2004). It is true that, lither resources,
human resources should be utilized as effectivelg as efficiently as possible to reach organizatiogoals; but
management has to remember that employees shouleédied as human with feelings, aspirations, petsgoals and
priorities in life, the need for self-fulfilmentnd satisfaction, and the potential for developniéntas and Deery, 2004;
Ross, 1994; Ogaard et al., 2007). Studies sugigastarge parts of the hospitality industry useitianal management and
leadership styles (Mok et al., 1998; Pittaway et®98; Tracey and Hinkin, 1994, 1996). While ngara in some of the
hotels appreciate the value of participative lesldigr they are inclined to utilize a more authdmita style due to

difficulties associated with the participative leaship style (Worsfold, 1989).

However, in recent years, significant changes haken place in the workplace. Major hospitality gamies
such as holiday inns, resorts, hotels, drive — riestaurants etc,. recognize that human capital resdurces are
significantly different than other resources a camphas. They are realizing that resource-based:alné-added policies
are essential to achieve the delivery of high serguality and customer care. That is why theydanesloping programs
and policies to create a work environment that krsalemployees to have a satisfactory experienceoak, good

relationships with their superiors and peers, afadraeward for the effort they have contributépg@ard et al., 2007).

While hospitality companies are slowly changingirtimanagement practices, labor force demographieazo
changing. These changes and employees from salifesbnt generations working together are haviothtpositive and
negative impacts on employee retention, morale aimdpany profitability (Gordon and Steele, 2005).eQr the most
important and unique benefits of generational bilemds creativity. People who come together froffiedént perspectives
always have the potential to bring different thoisgnd ideas to problem solving. The potential gositive creative
synergy is immense. However, the generational limgndnd integration is also creating intergeneretigoroblems in the
workplace due to generational differences in valuesldviews, ways of working, ways of talking, tking, even dressing

in the workplace (Raines, 2003).
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These generational differences are likely to créatiher conflicts in the workplace by dividing theorkforce
into an “us vs. them” mentality (Leadership Adtage, n.d.; Yang and Guy, 2006). In a workplace teguires
collaboration and cooperation among workers froffedint generations to deliver the best possibieice to customers,
generational conflict among workers, combined \aittop-down bureaucratic management approach,dlyltk adversely
influence service delivery. Thus, the interdepemdeture of the hospitality industry cannot succegth the underlying
tension of intergenerational conflict in the workpe. The need for understanding differences andcomeng them is
crucial in creating positive and fruitful workingeditions that are likely to enable hospitality ustty leaders to attract

and retain workers that will ensure and improvedgtality of service delivery and productivity (Raesd Boles, 1994).

Development of effective and efficient workplaceastgies and management practices requires a tjorou
understanding of workforce needs and wants. To garea very diverse workforce, hospitality leaderssimury to
understand the mindsets of different generatioms,lw each group sees the world based on its iexpess (Zemkeet al.,
2000). Therefore, the purpose of this study is xangine similarities and differences in the goalgpeztations,

worldviews, work philosophies and values of eachegation of hospitality employees and managers.

REVIEW OF LITERATURE
Generations and Work Values

One of the factors that is likely to significanilyfluence employee’s job satisfaction and their odtment to
work is their work values. Chu (2007) argues thadlarstanding employees’ values is of vital impartamecause the
degree to which employees value their job influsniteir attitudes towards work. White (2006) suggésat values have
cognitive, affective and behavioral dimensions the¢ closely linked to motivation and satisfacti®everal studies
reported that values are likely to have significarftuence over a variety of attitudes and behaviBrown, 2002;
Chu, 2007). Work values have also been relateds$pitality job burnout (Kim et al., 2007), orgartipaal commitment
(Elizur and Koslowsky, 2001; Ogaard et al., 200GQs& and Boles, 1994) and showing initiative in sne/ork
(Pizam et al., 1980).

Most of the research on work values have been htaound three main areas: definition of the comepts of
the work value domain and testing of the structbfrthat domain (Bolton, 1980; Hendrix and Supet68;9Neumann and
Neumann, 1983); the examination of the relationsfdpveen work values and other personal, socialoagdnizational
variables (Judge and Bretz, 1992; Ladkin, 1999; éte@., 2000; Meglino et al., 1989); and the impzfcculture on work
values (Chu, 2007; Elizur et al.,1991; Mok et aB98; Pizam, 1993; White, 2006). Since employeemfthe same
generation are likely to share similar norms, Itksly that their work value and their attitudesvard work are likely to be
influenced by the generation they belong to, wisahgests that changes are likely to occur in thettre of work value

domain from generation to generation.
Generational Categories

Researchers and social scientists, who study fleetefof population on society, use the term “gatien” to
refer to people born in the same general time splam share key historical or social life experien@i€apperschmidt,
2000; Smola and Sutton, 2002). The effects of thesdife experiences tend to be relatively staber the course of their
lives (Smola and Sutton, 2002). Due to these distiry life experiences, each generation developsigue personality
that determines its feelings toward authority angaaization (Kupperschmidt, 2000; Smola and Sutt2@02).

For example, members of generations who come ofra¢gan times or war years tend to think and di¢emntly than
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those born and raised in peace and abundance. &riferagional personality is also likely to determimeat individuals
want from work, what kind of workplace environméhey desire and how they plan to satisfy those svand desires.
Due to generational differences, these wants asiledetend to vary from generation to generatidrer&fore, people from
different generations may have problems understgnaiihers’ perspectives of the work, which cantbessful, confusing,

and frustrating in a demanding workplace like thepitality industry (Zvikaite-Rotting, 2007).

Several researchers have labeled the generatiaghe @0th century (e.g., Smola and Sutton, 2002¢nEhough
classifications of generations and the time spasd usave been inconsistent, behavioral sociologistgest that each
generation lasts approximately two decades, aftéchwit fades into the background as the next gditar comes into its
own (Schaeffer, 2000; Shepard, 2004).

This study mainly focuses on generations GeneraXo(Gen X-ers) and the Millennial Generation are th

Generations Y or the Next generation.
Generation X (1961-80)

They were born into a rapidly changing social clenand economic recession. They grew up in twoetare

families with rising divorce rates, downsizing, tewning of the high-tech age and the informatige. a
Generation Y (1981-2000)

They represent the current high-tech, neo-optimigtnes. Although being the youngest workers, thegresent
the most technologically adept. They are fast le@and tend to be impatient (Zemke et al., 2000).

METHODS

In order to examine generational similarities arftecbnces among hospitality employees and managessries
of focus group discussions were conducted on emsploypf mid- to upper-scale full service hotelstasmnts and holiday

resorts.
RESULTS

In-depth focus group discussions revealed the cheratics that define each generation and diffegeramong
those generations. Perhaps the biggest differamdbei world views of these generations were thiéferihg attitudes
toward authority and the perceived importance ofkwio their lives. In the workplace, the differiragtitudes toward
authority showed up in either accepting or questipnor even rebelling, against traditional viewgsiand orders handed
down from above. The perceived importance of waorkhieir lives influenced how seriously they take thork and how

much time they are willing to spend in the workgac
Characteristics of the Generation X

* Respond to instant gratification

*  Work to live

» ldentify with the lone ranger

e Friends in high places
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Characteristics of the Millennials Generation
*  The more the merrier
* Rules are made to be broken
» Here today and gone tomorrow
*  Show me the way

Indicated that Gen X-ers like being the starhef show and getting credit for everything perceiasgositive in
the workplace. They tend to have big vision foritlidepartments and for the company. They are wjllim share vision
with everyone as long as they get the recognifitrey are willing to support proposals and ideas d@ha in line with their
vision. They tend to be very positive, sometimegh® point of overconfidence and exuberance. THeay important,

seemingly risky projects. However, when a riskyjgcofalters, they are likely to look for someorseeto blame for the
failure.

They are tough to teach new tricks. They are hap@mpide by the rules and very resistant to chéegause they
tend to be comfortable with the way they have abvdgne things. They tend to be very detail orieraed prefer hands-
on experiences. However, they are not good at taslting. They have never developed multitaskintsskecause they

did not need them growing up. They tend to viewnger staffers as scattered and inattentive toldetai

Technology is a big issue for them. They are nohnelogically (tech) savvy. They do not like congrst
As some of them suggested, “my computer is oudgbme.” Another one indicated that “It is a pensl daily war with

my computer.” If they are asked to perform someghilifferent or new, they require very detailedcfiedirections.

They enjoy and want personal gratification. Motivaal messages such as: “You're important to awocsss”,

“your contribution is unique and important to ust “We need you” are likely to go a long way Wwithem.

Generation X

They expect immediate recognition through titlegipe, promotions and pay. If there is a problemy tivant to
solve the problem immediately. Even if all the geshs are solved immediately, it is hard to makerthappy. They tend
to complain about everything. The best work envinent for them is the one that is fun, keeps thesyphut not too

busy, so that they can do fun things while workifilgey also want everyone, including their supemgssnd managers, to
be direct with them.

They work to live. Their job provides the mean®tgoy their life. Their life outside of work is wermportant for
them. They are not likely to sacrifice their liferfthe company. They want to work as many hourtheg have to, not a
minute longer because they want to go home and flagy learned from their parents’ experience ti@hg by the
company rules is not likely to guarantee their jbbeir philosophy is “Leave work at work.” Theytvery hard to strike
a good balance in their lives. For that reasonfeggions requiring overtime or varied shifts do match up well with
their desire to work steady shifts, avoid long Isp@nd keep work and personal lives separate.ditia, they have very

low tolerance for bureaucracy and rules, especiatharding time and attendance.

They tend to prefer companies that offer flexiblthedules, independence, professional growth, mgntor

interesting work and time off. They expect morenirthe company they work for such as free workoutlifees, free
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childcare facilities, and free meals.

Findings also indicated that they are very seffarg|] and often choose to be seen as self-sufficiérey work
better in isolation. They are not into teams or tings. They sometimes lack interpersonal skillswideer, they are very
tech savvy, and they have great respect for teolggollhe best work environment for them is one firavides the latest
technology, and leaves them alone to do their woekause they like to be in charge of their owipast Since they are

good at multi-tasking, they like to work on simulémus projects as long as the company lets theoritizé the projects.

They tend to distrust big institutions and assuhe every job is temporary, every job is a stepgpstone.
They are not very loyal to any particular compafiiey are very skeptical, self-focused and selfgmite at work
(Adams, 2000). However, they expect opportunit@ddarning on the job so they can get promotitvey desire or find a

better job somewhere else. They have little patemaespect for the ignorant or those unwillindetarn.

X-ers tend to like having friends in high placesthat they can participate in developing goals axdn in
strategic planning because they believe they angsmart. They like communicating directly with thpper management.
They have no problem questioning authority. Thethlexpect and demand change. If they do not get thleg want, they

have no problem looking for a new job.
Millennial Generation

Unlike the X-ers, the Millennials tend to believe dollective action, are optimistic about the fetuand trust
centralized authority. Although they have not baethe workplace for long, they are already showangtrong will to get
things done with great spirit. They are great dmitators and favor teamwork. This might be dueawirig functioned in
groups in school, organized sports and extracuaii@ctivities from a very young age; but they also very independent,
self-confident and self-expressive. They like toréeognized and respected because they believéhdhaput so much of
themselves into their work. They expect their sujgers and managers to, at least, know their nsandsacknowledge
their good work. This generation believes managkasild try to get to know everyone and give perkattantion to each

employee.

Even though the Millennials believe in collectiveian, they have a tendency to question everylagause they
believe rules are made to be broken. They simpbécteéhe notion that they have to stay within tigédrconfines of a job
description. They are likely to challenge workplammgms such as dress codes, inflexibility of ttendtird workday and

employee—supervisor relations.

Since they are the first generation to grow up it Internet, they take electronic collaborationdranted. Like
X-ers, they like working with the latest technolodgyaving grown up in the video age, wielding a résnoontrol and
clicking a mouse, they assimilate information qlycknd can focus on many things at once. They aen detter at

multitasking than the X-ers.

The biggest problem Millennials are having in therkplace is that they believe that no one respaots
appreciates them because they are young. Durindottiess group discussions, one of the Millennialggasted that
“employees will work harder if they know their lthwork is being recognized.” Millennials tend telieve that they do

not get the treatment they deserve from many obttier co-workers and managers. That makes thest.ups

Findings suggested that the Millennials are in gleaf role models. They value professional develepiand
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seek mentors to show them the ropes. They are éadearn and enjoy questioning things. They amy wenfident and
have high self-esteem. They are motivated by sinmieentives like previous generations, but seekentirection. They

tend to work best when there is personal contareing leadership, and direction.

DISCUSSIONS
Strategies for Bridging the Generation Gap

With looming retirements of Gen X, it will be in@singly important for organizations to attract aethin quality
employees. The hospitality industry is no exceptibm do so, the hospitality industry will need tevelop new standards
of human resource management in order to succhssfuinect with a multi generational workforceidtpossible that a
top-down and bureaucratic management and leadesgi@may not be effective with younger generatiohemployees.
Workplace policies and leadership approaches may t@ become flexible in addressing issues relatddclusiveness,
recognition and alignment of generational valuesvoikers in order to create greater work-life batafDeloitte, 2006).
A key to bridging the generation gap is the abilifyhospitality leaders to create a supportive wenkironment for an

increasingly diverse population of workers.

Bridging the generation gap requires acknowleddgiag everyone is different. Everyone’s unique eigrares,
backgrounds, culture, etc. are likely to influertbeir attitudes toward work. These differences rhaye positive or
negative consequences for a company. Generatidffetethces are likely to be a source of frustrationleaders if they
see those differences as potential problem areaspitdlity leaders need to understand that everyasesomething good
to offer and they may bring something better to tiiae if they are given a chance. That is whyhd teaders learn to
appreciate those differences by focusing on pesitittributes and take time to consider the strengich co-worker
brings to the workplace, they are likely to man#gese differences effectively and create a positweek environment.
This positive dialogue bonds the participants invemoent forward, celebrating their past successdsuaifying their
vision of the future while rebuilding their dailyctivities to be more closely aligned with their maily discovered
possibilities (Mann, 2006).

A useful leadership tool capable of stimulatingifies dialogue and bridging generational groupimgght be
Appreciative Inquiry. Appreciative Inquiry offers rew way of dealing with organizational developmbwgtnurturing
positive employee-centered dialogue over deficiasdnl thinking and problem-solving processes. Itefitsn an
organization by bridging diversity and facilitatirige alignment of organizational goals (vision) ghd human needs
(social actors) within the system. This inquiry atfidlogue process can promote the unification wédjent generational
interests of social actors within the organizaiiGooperrider et al., 2003). Application of the giples of positive inquiry
may lower the tensions caused by the divergentrgéoaal interests that can result in politicalighiting, formation of

power alliances and increased turnover.
Recommended Strategies for Generation Y-ers to Mamg@ Gen X - ers

More and more X-ers are moving into managerialtpos where they frequently manage employees frigharo
generations. It is crucial for companies to provattequate training for the Gen X managers on howieal with
employees from older generations. Such training ifoaer tensions in the workplace by teaching youngenagers
critical supervisory skills. The training shouldalsuggest techniques for handling multigeneratissaes and problems.
These training sessions should especially focubcam to show respect to the experiences of older@raps. To make

older employees feel more important and to gaiiir theperiences, the Gen X managers should ackngelddat they
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have less experience and can learn from older gmp The Gen X managers should be encouragecdtkoosé more
experienced employees, seeking their input anctadvihis strategy will not only make older emplas/éeel more valued,
but it will also help the Gen X managers to impraleir knowledge and skills. The Gen X managersikhanderstand
that older generations are not very tech savvy; farmie-mail or voice mail too impersonal, prefagiinstead to speak

face to face.

Another important issue when dealing with older egations is the amount of attention they receivédew
dealing with Gen X managers should give their dttiéntion. Multi-tasking may help the Gen X managacomplish a lot
during the day. However, Gen X manager is writingeamail while the two are talking. Giving full atttion actually may
be beneficial in the long run because it may gheimpression to older employees that their younggnagers are really

interested in what they have to say. This may tésgaining the respect of older employees.
Recommended Strategies to Manage Millennial Generatn

Even though the Generation X and Millennial Gerierahave some similarities, they are also signifiba
different. The Millennials tend to “hang” with p@le from their own generation. They may look Ikds on the corner,
which may be seen as immaturity by some of the gensaand supervisor (Armour, 2005). As indicatetiezaone of the
complaints the Millennials have is that everyonesséhem as the “kids.” Regardless of how they ns@gm when
interacting with co-workers from their own generpati managers and supervisors should treat them reipect,
embracing their fresh perspectives. To make Miligisnfeel important and part of the team, managex$ supervisors
should ask them their opinions. They love to callabe and be team players. They tend to resposctgusiastically to
an autocratic manager. Millennials have no probkdth managers challenging them. In fact, they tkallenges because
they like working on things that really matter. Ooé the best ways of motivating them might be dffgr more

responsibility as a reward for their accomplishradfiulgan, 2003).

Establishing a mentor—-mentee relationship betwbeget two groups may be beneficial to both generatind
may enable companies to lower generational tensiotise workplace. Because Millennials desire tpriove their skills
and their knowledge. These are likely to make tlikelhials very loyal to the company while improgitheir perceptions
of how much the company values them.

Leaders should also understand that some of tHervial employees are likely to lack good interpeed skills.
They may need help and guidance improving thearpdrsonal skills. One way of dealing with thisussnay be offering
opportunities for them to socialize with other eaygles. To make them part of the team and help thgmove their
social skills, companies can organize outing evsnth as picnics, going to a sporting event ornmeli outing. These
events are likely to help the Millennials to feikkl they are part of a bigger family, which is likéo make them very loyal

to the company.
CONCLUSIONS

The purpose of this study was to examine genealtigdifferences and similarities among hospitalitypboyees
and managers in order to develop leadership stemtep increase employee morale and productivitging the
information in-depth focus group discussions frompyees of hotel and restaurants in Tiruchirapsathilarities and
differences were identified. Findings suggested tha collected things Generation X-ers work toelivihey want

immediate recognition through title, praise, proimot and pay. They also want a life outside of wetkey are not likely
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to sacrifice theirs for the company.

The Millennials believe in collective action, argtimistic, and trust decentralized authority. Thi&g teamwork,
showing a strong will to get things done with grepirit. Clearly, the current study is just onepstewards a thorough
understanding of generational differences and aritiés among hospitality employees and managedemtification of
generational issues is likely to result in develepinof leadership strategies that increase employeeale and
productivity by lowering workplace tensions and getional conflicts in the workplace. Therefordsthtudy holds the
potential for helping companies and managers ttebenderstand generational issues in the workplacaddition, the

results of the study will, hope fully, serve asasdfor more comprehensive research.
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