PAD530: Week 5 Part 1: Public Human Resource Management: 

Affirmative Action and the Law 
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	Introduction


	Welcome to Public Human Resource Management. 
In this lesson, we will discuss generational differences and the public sector workplace.
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	Topics
	The following topics will be covered in this lesson.

Managing Generations in the Workforce; and

The Making of a Generation, including:

· •
Background  on generational research

· •
Responses to managing multiple generations in the workforce

· •
Generational differences and work values

· •
Interest to serve the public, and 

· •
Differences between age and generation
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	Managing Generations in the Workforce
	Generational differences in the workforce and the changing demographics we are seeing create serious challenges for HR professionals in a variety of contexts. The older workers in the workforce have presented issues that require attention. The public sector will be hit hard by aging and possible personnel shortages resulting in intense competition for talented employees (Scott, 2004). In fact, HR managers are struggling to balance the different needs and working styles of different generations in the workplace.

The four major changes in the U.S. public workforce over the past five years include the demographics of age, gender, ethnicity, education level, geographical locations, knowledge of languages, and disabilities.  

Demographic changes force public organizations  to adjust virtually all of their policies and practices to the values of the new generations and cultures.  The workforce will be more diverse as the population changes, and more members of society will be represented.  The median age of the workforce is rising, and older workers may be rehired or retiring later in order to meet shortages of labor and expertise. And finally, employers will need to find new ways to motivate the new workforce generation and provide opportunities for training to improve skills and knowledge base. 

Conflicts play out in ways that may hinder productivity and lower morale due to the fact that younger employees are more likely to challenge authority, are less loyal to their organizations, and look at promotions based upon job performance (Shelton and Shelton, 2005; smith, 2007).  Moreover, researchers believe that these individuals will have a predisposition to serve the public (Perry, 1996, 1979; Perry and Wise, 1990). 

HR management is becoming aware that their workforce is growing older and retiring, and that less individuals are going into public service today.

(Leibowitz, 2004).

Managing multigenerational workforces has also presented money constraints in terms of HR management’s inability to attract qualified individuals. However, the image created by public administrators such as politicians and civic leaders may also affect the competitiveness of civil service positions (Nigro and Nigro, 2000). 

Recruitment and retention are elements that will remain relevant and important for many public sector organizations. Recruiting the best and brightest talent has always been a challenge for organizations.  Recruiting methods are constantly evolving and improving. That is, HR managers have begun to organize individuals in this evolving and improving workforce, so as to understand how individuals’ age and life experiences affect their life style and work.

The researchers have found that across generations, the distribution of personality factors and traits with older workers and younger workers can work together, and that their differences are consistent across generations. Whether or not generations differ in the ways they approach work, their interest in serving the public, the length of time spent in jobs, and how these factors may influence an individual’s career are all important areas to consider.
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	The Making of a Generation

	A generation has been defined as a small number of multi-generational individuals that share a common history and significant life events at critical developmental stages (Lancaster and Stillman, 2002).

 And, within each stage, there is a prevailing characteristic that influences their feelings toward authority, organization, work and social styles (Kupperschmidt, 2000).

The basic generations in America’s workforce are defined as the Traditionalists, Baby Boomers, Generation X, and Generation Y (Lancaster and Stillman, 2002; Mitchell, 2000).   Perhaps, since the workplace has always represented a melting pot of ages and life stages, it is nothing new to find different types of employees in the workplace with conflicting communication styles, opposing values, and preferred ways of doing business working together.  However, what is new that this represents the first time in American history that we’ve had four distinct generations :  Traditionalists (born before 1946),  (Baby Boomers (1946-1964), Gen X (1965-1980), and Gen Y (born post-1980)  in the workplace together simultaneously.

Next slide.

	Slide 5
	The Making of a Generation, continued

	The figure shown on the slide here presents information regarding older people in the workplace. The percent increase in employment by age and sex over the years 1977 to 2007 is shown.
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	Background on Generational Research Make-up

	From 2000 to 2001, the Bridgeworks Corporation conducted a nationwide survey to help bring merit to the idea that different generations may have difference values and attitudes toward life which may reflect in the workforce.  The following profiles provided by Lancaster and Stillman, 2002, are as indicated:

The Traditional Generation, born 1920–1945,  also known as veterans, are continuing to lead and contribute to organizations or are re-entering the workforce. Managers of the Traditional Generation are the keepers of the organization’s past and founding goals and beliefs. They are also likely to be stable, detailed oriented, thorough, loyal and hard working.

Baby Boomers, born between 1946 and 1964 are predominately in their 40s and 50s. They are well-established in their careers and hold positions of power and authority. This generational segment constitutes almost 80 million workers.  

According to Adams, 2000; Bradford, 1993; Kupperschmidt, 2000), baby boomers are the generation that grew up in an era of reform and believe they can change the world. They question established authority systems and challenge the status quo.  They are extremely hardworking and motivated, confident, independent and self-reliant.  However, they do have the responsibility of caring for aging parents and their children as well.  

Generation X  (Gen X), born between the years 1965 and 1980, are the generation following the Baby Boomers. Jurkiewicz and Brown, 1998  describes Gen X’ers with the characteristics of "underemployed, overeducated, intensely private, and unpredictable."  The authors, Jurkiewicz and Brown, 1998; Kark, Sirias, and Arnold, 1999; Kupperschmidt, 2000; O’Bannon, 2001) explained that compared with previous generations, Gen X represents a great variety of diversity in such aspects as race, class, religion, ethnicity, and sexual orientation.  Gen X-ers are the children of older baby boomers and were the first to grow up with computers in their homes.  Their characteristics vary by region, depending on social and economic conditions. It is generally marked by an increased use and familiarity with communication, media, and digital technologies.

Generation Y may include individuals born between 1981 and the present.  Another label associated with this generation is “ Millennials”. Research suggests that they are just beginning to enter the workforce and that the millennials have chosen to follow the lead of Gen X-ers, in that they want higher salaries, more financial leverage, and more flexible work arrangements (Jennings, 2000; Smola and Sutton, 2002).

Many public agencies may have set cultures and policies in place in order to accomodate this new employee workforce, because conflict between these generations can result in a loss of valuable employees, reduced efficiency, poor customer service, and/or heath care issues.
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	Responses to Managing Multiple Generations in the Workforce

	The influx of new cultures, race, and ethnic diversity has brought about managerial challenges in the public organizational structure.  In terms of organizational structure, centralized organizational structures rely on one individual to make decisions and provide direction, and are said to be a process where the concentration of decision making is in a few hands. All of the important decision and actions at the lower level are subject to the approval of top management. The important and key decisions are taken by the top management, and the other levels simply perform implementations as per the directions of the top level. 

On the other hand, decentralization is a systematic delegation of authority at all levels of management. In a decentralization organization, authority is retained by the top management for making major decisions and framing policies concerning the whole concern. The rest of the authority may be delegated to the middle and lower levels of management.  

The  degree of centralization or decentralization in an organization will depend upon the amount of authority delegated to the lowest level of the workforce. 
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	Responses to Managing Multiple Generations in the Workforce, continued
	The figure shown on the slide here represents the labor force participation rate of workers ages 65 and over from the years 1948 through 2007. Please take a few moments to review the information before continuing.
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	What Does the Future Hold?, continued
	When looking at generational differences and work values and life state development, one has to think about a systematic process with clear-cut objectives and goals that can be put into practice for the good of the organization.

The Protestant work ethic of the sixteenth century is described as a belief that hard work, dedication, frugality, and perseverance are both pleasing to God and necessary for salvation (Steiner and Steiner, 2000). Generally speaking, most would think that religion or beliefs can also influence one’s ethical decisions in the workplace.  

 

As with any value, work values help define what people believe is right and wrong (Smola and Sutton, 2002).  Right and wrong are issues of morality.  In fact, according to the literature, moral standards of behavior differ between generations because the goals, norms, beliefs, and values upon which they depend differ, and those goals norms, beliefs, and values in turn differ because of variations in the religious and cultural traditions and the economic and social situations in which the individuals are immersed.

 

Moreover, “work values are the evaluative standards related to work or the environment by which individuals discern what is right and assess the importance of preferences.”  To really explore generational differences, attention must be paid to the changing nature of work along with individuals.

 

The Singer Group is an organizational consultant firm that gives a description of current generations in the workforce to help manage people and organizations.  When getting compensated, Gen X-ers are often independent contractors with a need for rapid results and broader roles rather than specified jobs (The Singer Group, 1999).  Also, according to The Singer Group (1999), Gen-Xers are not concerned with Social Security. However, they are concerned with work flexibility, and they will not sacrifice  personal or family-related goals for their careers (Gerkovich, 2005).
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	Generational Differences and Work Values, continued
	The figure shown on the slide here shows the percentages of workers age sixty-five and over who worked full time and/or part time in the years 1977 to 2007. 
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	Interest to Serve the Public
	The focus of interest to serve the public must be on both institutional efficiency and effectiveness of key services and support areas. There are different level of work in either public or private sectors that match with different candidates with various work practices and educational backgrounds.  
The general idea is that federal, state, and local government must give the rights to all Americans to have equal opportunity of employment.  In the economy and legal system, all qualified candidates have rights to work in both the public and private sectors. This way, perhaps the economy and educational programs can “give back” to society.   It is a win, win situation for everyone in the society.   


The public sector organization is designed to provide a fair and equitable public personnel management program dedicated to the recruitment, retention and development of classified employees on the basis of merit and fitness.

The system ensures that employment, job classification and termination are practiced fairly with respect to classified employees. Therefore, the public Personnel Commission operates on a merit system with the following objectives:

 

-Hiring of classified employees is based on job   qualifications and not on ”whom a job applicant knows.” An individual is not prevented from working for the office because someone working here does not like him or her.

 

-Employees have a competitive chance for promotional opportunities.

 

-Employees are placed in the proper job classification. If an employee is found to be doing tasks outside of his or her job classification, the commission has the legal authority to reclassify the employee to a different, more appropriate job classification.

 

-If an employee is suspended, demoted, or terminated from the office, it is for a justifiable reason.  The merit system principles deal with efficiency, effectiveness, fairness, honesty, and competent managers.  
On the other hand, social goals are improvement in communications, productivity, and engagement; the offering of recognition and feedback; and the creation knowledge-based organization within a multicultural environment.
An agency engaged in social goals is happier, more productive, and more enthusiastic about their work.   It assures fair treatment of applicants and employees in all aspects of HR personnel management without regard to sex, age or religious creed, and with proper regard for their privacy and constitutional rights as the agency workforce.
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	What Groups Should be Represented?
	The problems associated with an increasingly aging and retiring workforce have led to increased attention by management to generational challenges in the public HR workforce.

 

Because of the transition from an older to younger workforce, public HR managers are beginning to recognize organizational responsibilities may be compromised by a shortage of available workers as older workers retire.  Recognizing the talent of these older workers, managing organizational strategies must focus on the hiring and retraining of these workers.   Managers have observed that older workers are more likely engaged than younger workers. HR managers may wish to maximize the strengths of these two groups in the workforce by developing strategies and a talented workforce that align with the key goals of the organization. 

On the other hand, hiring younger talent is challenging to a degree in that some established practices of HR managers present changes in today’s public HR culture. With the shift of the younger employment workforce, managers are also finding that there are different attitudes and work habits that need to be incorporated into the existing workforce culture.  These differences are now resulting in different generational mentalities and priorities as well.
While HR managers assess these generational differences, it is important that this younger workforce needs to be understood. The older workforce needs help understanding and embracing the change and this diversity.  
Diversity in the workplace means having different races, cultures, sexes, age ranges, capabilities and personality within a group. The concept of diversity encompasses acceptance and respect. It means understanding that each individual is unique, and recognizing our individual differences.  
Managers must adhere to the exploration of these differences in a safe, positive, and nurturing environment. And it is about understanding each other and moving beyond simple tolerance in the workplace to embracing and celebrating the rich dimensions of diversity contained within each individual difference.  Public HR diversity refers to the variety of differences between people in an organization. 

 

That is, these differences not only involve how people perceive themselves, but how they perceive others within the workplace, and those perceptions affect their interactions. 

 

For a wide assortment of employees to function effectively as an organization, human resource professionals need to deal effectively with issues such as communication, adaptability and change. Diversity will increase significantly in the coming years. Successful organizations recognize the need for immediate action, and are ready and willing to spend resources on managing diversity as well as cultural differences in the workplace now.

 

HR managers in public service are expected to perform their duties in accordance with what is considered ethical behavior.  Managers play an integral part in how the workforce reacts to certain cultures and values.  Organizational culture is increasingly understood as a critical element in the creation of high performance workplaces.

 

Modern organizational culture has taken on many forms in the past ten years, because of the changes within culture and technology. Today’s public managers must be able to relate to the world and adopt new beliefs every day in order to grow their workforce. Tradition is a thing of the past. Tradition can only take you so far in life. The way public administrators change the world of politicians and   society, public HR managers will change the world of  managing personal differences in the workplace.
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	What Groups Should be Represented, continued
	The figure on the slide here shows the percentage distribution of employed women age 65 and over by marital status in the years 1977 and 2007.

Next slide.

	Slide 14
	Differences Between Age and Generation
	Our ability to work in a collaborative way is often affected by the difference between age and generation. The different generations span almost fifty years in the workplace today. However, the life cycle of stability concept suggests that generations really don’t matter, but rather that each generation will act a certain way based upon when they are observed.

 

In terms of life cycle and research, Glen Elder, a leading researcher in this field, emphasizes  the value of linking life stages and examining transition into research aging (1998). 

 

Moreover, the life cycle approach to understanding aging suggests that individual will have difference values and experiences throughout the aging process.  That is, young adults could be considered to have less stable values compared to older adults (Johnson, 2001).  Young cohorts were found to have more separation hazards, which suggest they may have an increase in job instability.

 

In addition, social psychology has informed much of the research on job values and the aging process, which suggest that job values and the rewards obtained on a job grow more important over time (Kohn and Schooler, 1983; Lindsay and Knox, 1984; Mortimer and Lorence, 1979). And based upon the life cycle, it is expected that older cohorts will have longer job durations that younger cohorts.

 

In terms of less experienced workers, those that feel less compensated for their positions are more likely to leave (Mor Barak, Nissly, and Levin, 2001).  However, employers who invest in training and job-related education help lessen the likelihood of individuals leaving their organization. And research also suggest that individuals who leave their jobs do so because they feel excessive burnout; however, some of the behavioral differences of generations may be functions of life or career stage.
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	Differences Between Age and Generation, continued
	The figure on the slide here shows employment distribution by age and education in the years 1997 and 2007.
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	Check Your Understanding
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	Median Earnings of Workforce by Age and Sex
	The figure on the slide here shows the median weekly earnings of full-time workers by age and sex in the years 1979 and 2007.
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	Summary
	We have reached the end of this lesson. Let’s take a look at what we’ve covered. 

 

We began with an overview of managing generations in the workforce. Here, we learned that generational differences in the workforce and the changing demographics we are seeing create serious challenges for HR professionals in a variety of contexts. 
We then moved on to look at the making of a generation. We reviewed some background on generation research, looked at responses to managing multiple generations in the workplace, studied generational differences and work values, looked at the interest to serve the public, and finished with a review of key differences between age and generation.
This concludes this lesson.


