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The Generational Gap Between Symptom and Reality
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The Conventional Blame The Demographic Reality

- Shortened attention spans We rarely examine what young employees

- Social media conditioning actually experienced at work before they left.
- Lack of inherent organizational loyalty The question is no longer whether to adapt,
but how to deliberately build an employment
relationship that earns loyalty.




Shifting the Architecture of Human Resources

The Logic of Satisfaction
Outdated

Measurement
Annual engagement surveys.

Intervention
Find low scores, attempt to fix broadly, hope

retention follows.

View of Gen Z
Generational stereotypes and traits to be
accommodated.

Indicator

Trailing (Job satisfaction as a lagging signal).

The Logic of Daily Experience
Evidence-Based

Measurement
Real-time exchange and continuous pulse
listening.

Intervention
Shape concrete daily realities (support,
flexibility, environment).

View of Gen Z
Early-career professionals engaging in a
reciprocal exchange.

Indicator
Leading (Observable organizational actions).




The Surabaya Breakthrough:
Direct-Only Nonmediation

Work-Life
Balance

Job
Satisfaction

Work
Commitment

Work

! Explains 81% of
Environment

variance in satisfaction

B = 0.403

Satisfaction does not
act as a reliable bridge

Key Insight: Commitment is shaped by direct, lived

experiences, not a general sense of contentment.

Practitioner’s Note: Data reflects a cross-sectional study in Surabaya; generalizability
requires longitudinal tracking. Explains 38% of total variance in commitment.

Human Capital
o’ﬁCM Innovationg




The Science of Earned Commitment

Normative
(Ought to stay)

Continuance

(Need to stay)
Calculation of
leaving costs.

Obligation-based.

negative link to
performance.

Social Exchange Theory

Affective
(Want to stay)

Emotional attachment.

Meta-analytic

evidence shows this
drives the highest

attendance,

performance, and

organizational
citizenship.

Relationships develop through reciprocal exchanges. When organizations
invest in wellbeing, employees return the benefit via commitment.
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Deconstructing the Daily Experience

Time Balance & Flexibility: Control over scheduling
and predictability.

Work-Life Balance
Not an internal feeling, but an
organizational action

Organizational Support: Actual policies and
managerial behaviors enabling balance.

Relational Quality: Relationships among peers and
supportive supervision.

Work Environment
Physical and psychosocial conditions

Enabling Conditions: Comfort and resources that
actively enable productivity, rather than hindering it.

Young employees read these daily conditions as direct, observable
evidence of how the organization regards them.
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The True Cost of a Broken Exchange
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Commitment is the strongest predictor —| Affective commitment directly fuels Job Demands-Resources Model: Without

of turnover (Griffeth et al., 2000). Losing ,/ organizational citizenship behaviors support and autonomy to buffer =
early-career employees means losing - | (Meyeretal., 2002). A broken exchange workload, employees face burnout. When |~
heavy recruitment and training / "| ' results in quiet quitting—the loss of the work aggressively crowds out personal -

investments before they yield returns. extra-role effort that keeps teams functioning. life, health and home life deteriorate.
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Employee-
Controlled -
Flexibility

Affective Supportive

| t Identity-Affirming : r
Commitment Supervisors

Onboarding

Psychological ;&
Safety

Commitment is not demanded; it is designed. These four structural interventions change

the daily experience in visible, credible ways based on randomized field experiments.
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Pillar 1: Flexibility Designed Around Control
Iy

1 Key Insight: Flexibility is a team design problem, not an individual perk. Time-flexibility
- reduces family conflict more effectively than location-flexibility alone.

| TripcomHybridTrial  |§MMll Best Buy ROWE & TOMO STAR

Action: Action:

2 days WFH for graduate engineers and Shifted expectations from visible hours to
- || marketers. outcomes (Results-Only Work Environment);
o - — trained supervisors to support personal lives.
| Result: T =L
-| Quit rates fell by ~33% over two years | Result:
~| with zero drop in performance reviews or Greater schedule control, substantially
Lpromotlons (Bloom et al., 2024). J lower turnover, reduced work-family conﬂic&l
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Pillar 2: Building
Supportive Supervisors S e

« M1

Core Truth: For Gen Z, the supervisor is
the organization. When remote work is

Targeted Behavioral Training

Move beyond theory. Train supervisors to ask about scheduling constraints and
model healthy boundaries.

Span-of-Control Realism

Ensure managers actually have the time to support teams, rather than just
adding “coaching” to an overloaded role.

Midwestern Grocery Chain Study

12-store field evaluation proved that face-to-face manager training combined with
self-monitoring significantly improved job satisfaction and reduced turnover intentions.
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Pillar 3: Cultivating Psychological Safety

The Google Project Aristotle Finding: Internal research proved that how team members treated one
another matterod far more than team composition or skill mix. Psychological safety was the dominant

norm.

Anatomy of a Safe Team

Structured Voice Opportunities:

Leader Modeling of Fallibility:

Junior members are systematically

Managers explicitly acknowledge i
uncertainty to normalize admitting - : invited to speak first in meetings.

errors.

Constructive Response to Bad News:

Replacing blame with curiosity; a
‘ . single punitive reaction permanently
silences a team.

The Team
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Pillar 4: Identity-Affirming Onboarding & Development

! | | |I| ! ! ! ! ! ! | ! ! ! The FirSt 30 Days ! ! ! I | ! | | ! ! m ! ! !

Standard Onboarding

- Focus on learning company rules

- Absorbing organizational identity

N

- Passive listening

The Evidence Base
Wipro: Redesigned call-center onboarding to have newcomers US University Call Center: Brief, meaningful contact between
- share personal strengths. Result: Higher 6-month retention and ‘ - callers and scholarship recipients resulted in substantially more

customer satisfaction from just one hour of changed onboarding. time on phones and money raised. Impact must be made visible.
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Long-Term Capability 1:
Recalibrating the Psychological Contract

Young employees enter with a psychological contract—implicit beliefs about their exchange with the
employer. Breaches are devastating to trust and retention (Zhao et al., 2007).

|

I ‘|l Promises Made > -|l| Realities Delivered
o . Flexible Work Hours | + Mandatory Overtime
||+ Clear Promotion Path « Unclear Criteria
|| - Mentorship Opportunities BREACH « Minimal Support
“|| -« Work-Life Balance ¢ + Always-On Culture
“[| < Learning & Development + Limited Training
“|| « Competitive Compensation « Stagnant Pay /[
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Systematic Revisions: Revisit

Make Terms Explicit: Do not leave
expectations formally at predictable

flexibility to individual managerial
discretion; this creates unequal "deals".

Audit Recruitment Messaging:
Ensure claims about flexibility and culture
exactly match recent hire realities.

i

intervals to maintain the norm of reciprocity.
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Long-Term Capabilities 2 & 3:
Continuous Listening & Distributed Support

N | s

Support
Flowing Down

and Across

TDZIRNANN | WAVAVAVA|AVA
/Il Continuous Listening Systems Distributed Support NN/ N
= ']

| - If commitment doesn't follow general satisfaction, annual - Supportive supervision must be a core leadership {
surveys are dead. competency, not a personality trait. _\

- Implement pulse surveys focused on concrete experiences - Build peer mentors, cohort networks, and cross-team ”

(e.g., 'Did you have the flexibility you needed this week?"). rituals so young employees don't rely entirely on one ’

- Utilize stay interviews and team-level reporting to catch overloaded manager. L\
issues before exit. ‘
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The Architecture of Exchange

Commitment isn generatlonal
)
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