GIVING VOICE To VALUES ON
BUSINESS ETHICS AND CORPORATE
SOCIAL RESPONSIBILITY COLLECTION

Mary Gentile, Editor

Engaging
« Millennials
for Ethical

Leadership
What Works for
Young Professionals
and Their Managers

Jessica McManus Warnell

BUSINESS EXPERT PRESS




Engaging Millennials
for Ethical Leadership






Engaging Millennials
for Ethical Leadership

What Works for Young
Professionals and Their Managers

Jessica McManus Warnell

@ BUSINESS EXPERT PRESS



Engaging Millennials for Ethical Leadership:
What Works for Young Professionals and Their Managers

Copyright © Business Expert Press, LLC, 2015

All rights reserved. No part of this publication may be reproduced,
stored in a retrieval system, or transmitted in any form or by any
means—electronic, mechanical, photocopy, recording, or any other
except for brief quotations, not to exceed 400 words, without the prior

permission of the publisher.

First published in 2015 by
Business Expert Press, LLC
222 East 46th Street, New York, NY 10017

www.businessexpertpress.com

ISBN-13: 978-1-60649-988-7 (paperback)
ISBN-13: 978-1-60649-989-4 (e-book)

Business Expert Press Giving Voice to Values on Business Ethics
and Corporate Social Responsibility Collection

Collection ISSN: 2333-8806 (print)
Collection ISSN: 2333-8814 (electronic)

Cover and interior design by S4Carlisle Publishing Services
Private Ltd., Chennai, India

First edition: 2015

109876543121

Printed in the United States of America.



Dedication

10 the first author I ever knew, Linda DeCicco,
and my fearless father, Don McManus.






Abstract

By 2020, half of Americas workforce will be millennials; by 2050,
millennials will represent 75 percent of the global workforce. Corporate
trainings and consultant workshops-for-hire on dealing with this influx
abound, but how, specifically and with impact, can young professionals
and their companies flourish? In this era of transparency and account-
ability, explorations of effective organizations are inseparable from con-
siderations of ethical leadership. How can we best prepare the millennials
for productive and positive careers? Can managers leverage the unique
skills and talents of this generation toward shared goals and business
success? Designed for millennials and their managers, we consider how
we can cultivate the strengths of this generation toward a new business
paradigm. Engaging Millennials for Ethical Leadership provides strate-
gies for optimizing performance at work, drawing on emerging research
and complemented with perspectives gleaned from students at a top-tier
business school and from a diverse group of corporate executives. The
book is structured around millennial capacities and inclinations, with
each chapter dedicated to specific characteristics and including manager
action items for each. We explore the Giving Voice to Values framework
as one promising approach to managing millennials, with its focus on
enhancing our capacities for ethical action. Through strategic attention
to hiring, training, and development, organizations can capitalize on the
promise of these new professionals. Companies are compelled to consider
these issues for two primary reasons: (1) to attract, develop, and retain top
talent, these characteristics, dynamics, and processes must be explored;
(2) we are in the midst of a new business paradigm, and many of the gifts
and proclivities of this generation of emerging leaders can be leveraged to
strengthen and grow effective, ethical organizations that will flourish in

this context.
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Introduction

“The Millennials Are Coming!”

All photographs used with permission, Copyright © 2014 by Della Dewald

A new breed of American worker is about to attack everything you
hold sacred: from giving orders, to your starched white shirt and tie.
They are called, among other things, “millennials.” There are about
80 million of them, born between 1980 and 1995, and theyre
rapidly taking over from the baby boomers who are now pushing 60.
They were raised by doting parents who told them they are special,
played in little leagues with no winners or losers, or all winners. They
are laden with trophies just for participating, and they think your

business-as-usual ethic is for the birds. And if you don'’t like it, you can
take your job and shove it.”

Mortley Safer, 60 Minutes, CBS

Energy and passion around the topic of millennials in the workforce
is palpable. By 2020, half of America’s workforce will be millennials;
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by 2050, millennials will represent 75 percent of the global workforce.
Corporate trainings and consultant workshops-for-hire on dealing with
this influx abound, but how, specifically and with impact, can young pro-
fessionals and their companies flourish? Several helpful resources provide
tips and strategies for general management of this new talent; I recom-
mend some later in this volume. My focus here is the intersection between
ethics and values, and effectively engaging young professionals toward
building sustainable, successful businesses. In this era of transparency
and accountability, explorations of effective organizations are inseparable
from considerations of ethical leadership. Can millennials and their man-
agers incorporate the dual goals of effective and ethical business? How
can we best prepare millennials—today’s business students and emerging
professionals—for productive and positive careers? Can managers lever-
age the unique skills and talents of this generation toward shared goals
and business success?

I developed this book in response to a disconnect between what ap-
pears in the press, and what my colleagues and I see every day in class-
rooms and on campuses and what we learn from corporate partners at
all levels of business. To judge by media coverage such as the 60 Minutes
piece, millennials do not have much to offer. They are fairly consistently
portrayed as entitled, lazy narcissists. Yet, these stereotypes do not reso-
nate with my own experiences, nor with what emerging research tells us.

For over 10 years, I have had the good fortune of teaching hundreds
of undergraduate business students each semester at a top-ranked U.S.
business school. Absolutely, our students and young alumni, and their
counterparts all over the country, spend a lot of time on their smart-
phones, have grand expectations for work-life balance, and possess many
of the other stereotypes about “kids these days”. . . . Yet they also start
b-corps and social ventures, develop financial literacy programs for the
most vulnerable, create impact investing initiatives, solve intractable
problems with efficiency and commitment, and contribute to, manage,
and own innovative, ethical businesses with tremendous positive impact.

Three years ago, I developed a course called Managing Millennials, and
from day one the course was an interactive, iterative opportunity for these
undergraduate business students in their senior year of college to push

back on these stereotypes—and recognize where they rang true—and



INTRODUCTION XV

acknowledge that both emerging professionals and those who manage
them must take steps toward the table for effective engagement toward
shared goals. Managers can be instrumental in fostering alignment be-
tween millennials’ expressed values, interests, and objectives at work with
those values, and the decisions that reflect them, in their companies.

Of course, effective professional impact can not be considered dis-
tinctly from considerations of ethical business. Explicit attention to ethics
in the business school has been part of our program since its inception.
Along the way I have been tremendously grateful for and inspired by the
opportunity to utilize Giving Voice to Values (GVV)?, an innovative ap-
proach to professional development in business, developed by a remark-
able scholar, mentor, and friend, Mary C. Gentile, PhD. In addition to
many courses devoted to ethics in the core business disciplines of accoun-
tancy, finance, management, and marketing, since 2008 my university
has offered the first dedicated undergraduate business course in GVV.
Students consider topics derived from organizational behavior, psychol-
ogy, cognitive neuroscience, and applied ethics to explore actionable,
values-based decision making in business. This book evolved from these
experiences and, I hope, reflects the optimism and promise of emerging
professionals who have chosen business as their path toward contribution
and engagement.

So as popular media lament the failings of the millennial generation
and management experts resignedly sigh and focus on making do, we
consider what might happen if we change the frame, and leverage the
strengths of the millennial generation toward a new business paradigm.
Engaging Millennials for Ethical Leadership provides strategies for opti-
mizing performance and ethical commitment in the corporate context,
complemented with perspectives gleaned from students at a top-tier busi-
ness school and from a diverse group of corporate executives.

The book, designed for millennials and their managers, is structured
around millennial capacities and inclinations, with each chapter dedi-
cated to specific characteristics. Chapter 1 provides an introduction to
the context of today’s business, explores why this generational cohort is so
important to business, and provides an overview of millennial traits. We
then present an introduction to the GVV approach as an effective strategy

for engaging young talent toward values-driven organizational goals.
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Next we explore the characteristics of these young people, and how
they influence our business culture. My contention is that many of these
characteristics can be leveraged toward building ethical organizations,
and each chapter explores the connections between millennial traits and
the potential for ethical impact. One of the most salient issues for mil-
lennials is fluency with technology. Chapter 2 explores this new reality,
including social media, at work. Most of us work with colleagues from
many generations. Chapter 3 examines some of the challenges and op-
portunities around collective engagement of multigenerational talent at
work. In Chapter 4, we discuss millennials’ penchant for, and the promise
of, professional mentorship—both leader-led and peer-to-peer. Chapter 5
presents a discussion of values at work—and millennials’ expressed desire
to “do well” and “do good.”

Lastly, to both inspire and illustrate, we hear from the frontlines of
business. Chapter 6 provides the results of existing research and our own
explorations of millennials’ values, interests, and challenges in their own
words, and Chapter 7 presents example best practices gleaned from cor-
porate profiles and our own interviews with professionals from a variety
of industries.

To complement our discussion, we conducted our own examination
of millennials at work. We interviewed a group of 22 senior business stu-
dents and surveyed 138 more business sophomores, juniors and seniors at
atop U.S. business school, to learn from their perceptions and aspirations.
We also include perspectives from 75 senior business students reflecting
on their own specific recommendations for millennial management,
developed after taking a course on the topic. Additionally, we surveyed
65 executives from diverse industries, ranging from small companies with
one employee to large with over 200,000 employees, and with annual
revenues of $40,000 to over $35 billion USD.? The student and corporate
perspectives offer helpful insights to inform our exploration.

Thus, Engaging Millennials for Ethical Leadership explores these mil-
lennial characteristics, strengths, and challenges, drawing on emerging
research and corporate best practices. These characteristics can absolutely
be a net positive for organizations—they can be harnessed to create both
more economically successful as well as more ethical organizations. The

book will consider why effective, ethical leadership is critical in a global
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context where sustainability is an obligatory backdrop. Equipping young
professionals to contribute in today’s businesses requires explicit atten-
tion to acknowledging the variety of stakeholders impacted by business
in society.

Building on the GVV approach, which we describe in Chapter 1,
the book prompts readers toward practical application of values-based
decisions in real-world contexts of professional life. The GVV tenets
of acknowledging choice, aligning actions with values through self-
assessments and explorations of purpose, and examining common reasons
and rationalizations for not acting on values, can provide a foundational
professional development approach for millennials and their manag-
ers. Equipping emerging leaders with relevant and practical fluency in
values-based decision making requires teaching thoughtful analyses and
actionable skills. Millennials are primed for a managerial approach that
channels their strengths (and challenges) into action-oriented, values-
based contribution and leadership.

Companies are compelled to consider these issues for two primary
reasons: (1) to echo the warning sounded on 60 Minutes, the millennials
are coming—to attract, develop, and retain top talent, these characteris-
tics, dynamics, and processes must be explored; (2) we are in the midst
of a new business paradigm, and many of the gifts and proclivities of
this generation of emerging leaders can be leveraged to strengthen and
grow effective, ethical organizations that will flourish in this context.
A caveat—while this book is written from the perspective of an American
academic using American student and corporate examples, my hope is
that many of these approaches will resonate in other global contexts. The
GVYV approach has been piloted in hundreds of academic and business
settings on all seven continents and is growing all the time. Many of our
challenges are global and interconnected. This book is intended to be a
resource for exploring how characteristics of millennials can contribute to
organizations that represent the promise of business—a vibrant, ethical,

innovative sector that has unmatched potential for impact.






CHAPTER 1

Millennials at Work

All photographs used with permission,
Copyright © 2014 by Della Dewald

Why Business? A Prosocial Conception

Young professionals and those who manage them are working in a chal-
lenging and tremendously exciting environment. In the public sphere,
business is typically presented representing two extremes—first, the
province of crooks, pursuing personal gain at the expense of societal
well-being, and second, those who seek to answer to the woes of society,
through diverse efforts including mega-philanthropy and social enter-
prise. As the business-scandal-of-the-day ticks along the bottom of our

television screens and the economy lumbers out of the financial crisis,
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the ranks of students studying management, finance, accountancy, and
marketing swell.* In the last several years, in the United States, more un-
dergraduate and graduate business degrees were awarded than any other
type of undergraduate or masters-level degree. Nearly one in three inter-
national undergraduates studying in the United States majors in business,
management, or marketing.” As increasing calls for business accountabil-
ity are offered alongside exciting movements that illustrate the business
community’s remarkable potential for good, emerging professionals may
be left shaking their heads. Are business schools producing nothing more
than “jargon-spewing economic vandals™ or is business, the institution
with the agility, scale, reach, resources, and innovation to solve the world’s
most pressing problems, part of society’s salvation?

Perhaps not surprisingly, my perspective is that business is one of the
most critical components of solutions required for today’s societal chal-
lenges. These two extremes—scourge or salvation—do not adequately
account for business’s role in our society. Effective, ethical business is a
primary means to economic progress. It is instrumental to personal and
community wealth, necessary new products and services, development of
peaceful societies with adequate access to resources, new technologies that
can address critical health needs, and so many other contributions toward
personal, community, and global well-being. Equipping students study-
ing business with the tools to channel their efforts accordingly recognizes
the vast space in between these two extremes—the space in which most of
us operate. So how do we prepare young professionals—today’s students
and workforce, tomorrow’s leaders—to contribute in a sector in which
the stakes are so high?

As we consider the impact of business in society, we must acknowl-
edge the formative role of our business schools. Is teaching “business eth-
ics” the answer to societal ills? These days, it is a rare business school that
does not include some explicit attention to ethics in the curriculum. Yet
pedagogy and practice differ tremendously. Consistent with outcomes
from other studies,” students who have completed a course with substan-
tive ethics content at one top-tier business school show a solid grasp of the
concepts and theoretical foundations of ethical decision making, but still
display room for growth in translating “knowing” to “doing.”® Resembling

the progression from memorizing theoretical management approaches to
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developing the acumen to execute them in the real world, opportunities
exist around developing skills necessary for translating moral intention (a
principled, reasoned analysis of an ethical dilemma: “I know what should
be done!”) to application and behavior (ethical action: “I did it, success-
fully!”) in the business context. Scholars offer models for ethical decision
making—we provide one model later in this volume—and management
techniques for problem solving. Yet schools often struggle to teach strate-
gies for effectively acting on those decisions—the critical step. We fail if
we teach students how to discern the “right” thing to do, but then leave
them unequipped to put their decision into action.

The call for actionable skills in values-based decision making also
comes from the business community. Corporate studies indicate the mar-
ket’s demand for emerging leaders to possess proficiency in application,
integration, problem solving, and fluency in broadly defined sustainabil-
ity solutions.’ Legislation such as Sarbanes-Oxley and Dodd-Frank arises,
attempting to fill the void between ethical intention and action, and
companies scramble to create a culture of internal resolution in the face
of increasing incentives for whistleblowing. Urgent societal challenges—
sustainability and global climate change, and globalization of business
in the context of political, economic and social inequity and instability,
among others—prompt business toward a triple bottom line approach to
management that pursues financial, social, and environmental goals in
the changing, global context.

Research tells us that millennials studying business display a strong
commitment to prosocial enterprise.'’ They intend and expect to work
for organizations whose missions align with their values of social en-
gagement, sustainability, and other ethical considerations. At the same
time, we know that managers often express struggles with engaging these
emerging professionals in a way that channels this interest into productive
organizational development. Today’s global business demands actionable
skills for ethical decision making and leadership. A common refrain from
recruiters and managers of these young people is the gap between a firm
grasp of theoretical business principles, and the skills to move toward ac-
tion and implementation.

Educating and managing millennials in a way that bridges the gap

between intention and action is critical. This challenge of translating the
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skills and content of “learning” to “doing” is a feat that all new profes-
sionals must master. In this era of nonstop information flow and global
connectedness, the challenge of navigating and applying this informa-
tion toward effective business is even more acute. Student proclivity, the
need, and the demand for these skills are there. Millennials often can
and do act on their values, and businesses can implement mechanisms
to foster values-based decision making toward organizational culture and
shared goals. As we consider strategies for equipping young professionals
to operate successfully in this context, a promising approach is a frame-
work called Giving Voice to Values (GVV). The GVV approach provides
explicit and actionable professional development toward these goals and
we will explore its key concepts and action items for millennials and their
managers. We can recognize that the ways that millennial traits are experi-
enced and expressed are critical, and through strategic attention to hiring,
training, and development, organizations can capitalize on the promise of
these new professionals.

So we begin in the spirit of optimism. When the topic of millennials
at work arises at academic and professional conferences, and, as we will
explore, in interviews with corporate leaders, it is inevitable that partici-
pants have horror stories of social media mavens gone rogue, demanding
or unreliable new hires, and other grievances. These issues are real and they
matter. Such frustration can easily dominate the dialogue and become
immobilizing. In contrast, channeling the energies and talents of young
professionals can help us create stronger, more vibrant, forward-looking
organizations. Both sides have a role, with young people respecting or-
ganizational requirements—show up, work hard, learn from others, be
committed—and managers fostering a culture of engagement and shared
goals, incorporating the values of sustainability, values-based work, and
balance. Our business schools can help prepare these young professionals.
Our corporations can recoghize, incentivize, and foster their gifts, talents,

and passions. Both can prosper.

Who Are the Millennials?

Generally defined as young people who have graduated high school since
the year 2000, or those born after 1980 but before 1995, these young



MILLENNIALS AT WORK 5

professionals will soon represent a majority of the global workforce. As
with most attempts to standardize large groups, scholars disagree on the
boundaries, with the empirical data suggesting often contradictory char-
acteristics of this cohort. Readers of this book, millennials or otherwise,
may see themselves and this cohort in these pages, or not at all. The vari-
ance in empirical results reflects a gift of this generation—this may be the
most diverse group of emerging businesspeople ever seen. Our explora-
tion is about generalities, and is undertaken in the spirit of maximiz-
ing professional and organizational effectiveness. Young professionals are
working in an environment in which these generalities are widely per-
ceived, so by exploring them, we can enhance our capacities together.
Thus, despite some differences in the values and virtues ascribed to this
generation, a general consensus emerges around several key characteristics
that can drive our strategies for effective engagement. These characteris-

tics include the following:

* technological fluency and facility with social media;

¢ proclivity to multitask;

* teamwork capacities;

* a preference for training and mentorship to reflect sustained
and personal attention;

* adesire for meaningful and fulfilling work;

* an increasing awareness of social and environmental

sustainability issues."’

In addition, immediacy might be a helpful term to frame our think-
ing around this cohort. Identified as a core value of the millennials,'? a
desire for rapid response to queries, reaction to achievement, connection
with others, and other manifestations of an open, quick, and continu-
ous feedback loop characterize millennials more than any generation be-
fore. This desire, of course, can pose challenges for managers. As we will
explore in Chapter 2, it can be channeled more positively toward ethical,
effective organizations.

The reality is that most of us operate in multigenerational workplaces.
Much is made (including in this volume!) about differences by generational

cohort. But the nature of the challenge prompts critical considerations
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for professional and organizational development. A research finding with
helpful implications can be considered here. Thus, although broad differ-
ences can be observed between generational groups at work, interestingly,
specific characteristics seem to differ by institution.'” These generational
traits and characteristics manifest themselves in different ways depending
on the organizational culture and conditions. This finding suggests that
how these differences are experienced and expressed matters, and that the ways
these traits are managed makes a difference. Managers have tremendous
potential for impacting the ways millennials engage with their work, and
are encouraged to interpret these generalizations as they apply to their
specific companies.

Thus, the ways these intergenerational differences are acknowledged
and translated into employment skills can be enhanced strategically by
the organization through the approach to hiring, training, and develop-
ing its talent. GVV is an approach that provides tangible strategies to
enhance engagement of millennials and to effectively manage multigen-

erational cultures.

Why Now?

The question may be raised—is the “back in my day” plaintive view of the
next generation simply cyclical? Does not every generation lament the one
that follows? While certainly this dynamic is not exclusive to the ascension
of the millennials, several features of this generation and the era in which
they are coming of age merit our close attention and demand response
from business leaders. First, millennials, as children of the baby boom-
ers, numerically represent a proportion of the business community—
employees, managers, and consumers—that will be unmatched.
There are nearly 90 million people in this age group in the United States
alone. This bodes well for the American economy—the youngest of these
young people (there are more 23-year-olds than any other age group in
the United States'®) are the most aggressive about avoiding and paying
down consumer debt, are starting their careers largely missing the worst
of the economic recession, and through sheer size will help create and
sustain employment and wealth.'> The ranks of millennials in manage-

ment are increasing tremendously. As noted above, business degrees are
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being awarded now more than ever—in the United States, more than any
other type of degree.

Yet other issues are perhaps even more important. Critically, technol-
ogy is a multiplier. These generational characteristics are more acute and
impactful because their reach and scope are much broader. Relatedly, we
are in an era of transparency never before experienced. Corporate respon-
sibility (and lack thereof) is regularly tweeted around the world in less
time than it takes us to complete this sentence. In some cases, we know,
minutiae by minutiae, what one another are doing like never before. Pri-
vacy challenges abound. This transparency and constant communication
influences who we are and what we do. It changes the playing field for
employee recruitment and retention, as job seckers (and, of course, con-
sumers, investors, competitors, and other stakeholders) have instant ac-
cess to information on policies and procedures of companies—those they
desire, and those they seek to avoid. Accountability has changed—pro-
and antisocial behavior is visible and we, as individuals, and as corpora-
tions, are increasingly subject to influence and to be influenced.

Because of these advances, business is operating in a global context
where geographic borders no longer limit us—they are permeable and
regularly penetrated. We source products and labor around the world.
Our shared context leads to shared concerns. The stakes are higher. We
ignore the changing nature of business, and the interconnectedness of
business leadership and ethical considerations, at our peril—and at the
risk of jeopardizing our people and our planet. The GVV approach is a

resource for navigating these challenges.

The Giving Voice to Values Framework

GVV is a new framework for values-driven professional development
that draws on organizational behavior, social psychology, cognitive neu-
roscience, and management research, in addition to observation and
interaction with top business schools and corporations around the globe.
Engaging Millennials for Ethical Leadership explores the particular appli-
cability of key concepts of the approach as resources for corporations to
cultivate opportunity around millennial professionals. Because of this

generation’s gifts, talents, and challenges, GVV is well matched to foster
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professional development and effective organizational cultures. GVV,
used successfully in hundreds of business schools, companies, and other
organizations around the world, and growing fast, has unique relevance to
this cohort of young talent secking to align values with work and contrib-
ute meaningfully to the corporations in which they are employed.

What is the GVV approach? We start with an assertion: regardless of
our generational cohort, most of us would like to integrate who we are,
and what we value, with what we do. Of course, research and experi-
ence demonstrate that values conflicts are inherent in professional life.
The things we want to accomplish and the way we want to live often
seem in conflict with expectations of clients, peers, bosses, and our orga-
nizations.'® GVV was developed to help individuals acknowledge, clarify,
speak, and act on their values in the face of these conflicts. It is a cur-
riculum designed to maximize professional impact that has been used
successfully with experienced professionals, emerging leaders, new hires,
and graduate- and undergraduate-level students, and we will explore its
alignment with and promise for engaging millennials toward organiza-
tional effectiveness.*

Importantly, considerations of ethical leadership and effective orga-
nizations are inseparable. One need only open a newspaper (or, in the
spirit of our tech-savvy millennials, queue up the front page on a mobile
device) to witness our ongoing challenges to effective, ethical business.
Business schools and corporations at every level of employee engagement
think carefully about cultivating ethical business leaders. Different ap-
proaches abound—from curricula and experiential opportunities to com-
pliance trainings and character development—ryet our best organizations

universally recognize their role in developing the capacities of value-based

“This book presents several key components of the Giving Voice to Values approach to
professional development. Much more material is available, including case studies,
teaching notes, foundational readings and exercises, and self-assessment instruments.
Faculty and professionals can adapt the GVV approach into stand-alone work-
shops, functional or topical modules within existing courses and activities, dedicated
programs of studies, custom peer coaching programs or custom curriculum develop-
ment and training exercises. Much of these materials are free for use, “open-source,”
with permission. See www.GivingVoicetoValues.org and www.GivingVoiceToValues

TheBook.com for more information.
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leaders. The GVV approach is particularly suited toward cultivating mil-
lennial talent and engaging young professionals toward ethical leadership.

GVYV has been described as “post-decision making”—that is, once an
individual determines what he or she would like to do, based on his or her
values, how might an individual, in a given context, act on this decision?
The power of the GVV approach is rooted in the idea that “if enough of
us felt empowered—and were skillful and practiced enough—to voice
and act on our values effectively on those occasions when our best selves
are in the driver’s seat, business would be a different place.”17 Our global,
interconnected society demands this new paradigm for business. College
students and emerging professionals in the workplace face societal and
market demands for effective, implementable, ethical decision-making
skills. Developing skills necessary for translating intention to application
and behavior in the business context is a key goal of business education
and a necessary aptitude of professional life. The progression from knowl-
edge to action is critical.

This dynamic is echoed in corporate contexts. Common approaches
to training around ethics and compliance certainly help, and we are en-
couraged by the proliferation of such programs in this era, yet they often
do not go far enough. From compliance and ethics seminars to simula-
tions and other technology-driven approaches, companies explicitly at-
tend to decision making and behavioral expectations for ethical issues
at work. Companies have developed some effective approaches and we
explore these best practices further in Chapter 7. GVV is a unique con-
tribution to personal and professional development. The knowledge is the
content supplied by the company—its mission, values, and objectives—
and the progression toward effectively voicing and acting within this par-
ticular content is the contribution of the GVV approach. The integration
of knowing and doing is thus realized. We explore this much more in the

chapters ahead.

The Pillars: Giving Voice to Values

Millennial characteristics reflect two broad categories—capacities and
inclinations, or skills and tendencies, and preferences for integration

of values (both personal and societal) into professional life. The seven
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“pillars” of the GVV approach are well aligned with these characteris-
tics.'® Throughout this volume we will explore the pillars and their prom-
ise for professional development of millennials and their managers. These
pillars can provide a helpful framework for thinking about values at work,
and embedded in each are ideas that can relate directly to enhancing mil-
lennials’ potential for positive, ethical impact in their organizations. We

begin with a brief introduction of each.

The Pillars of GV~
Values
Choice
Normality
Purpose
Self-Knowledge and Alignment
Voice

Reasons and Rationalizations

Values

When we discuss values, we are considering those values with an ethi-
cal dimension to them, a necessary deliberation as we explore success-
ful personal and organizational development for millennials and their
managers in today’s professional environment. Often, questions of which?
and whose? values can quickly dominate discussion of decision making—
particularly in this increasingly globalized business environment. These
considerations are important but ultimately can be disabling. A discussion
of this challenge is beyond the scope of this exploration. There are broad
frameworks companies can consider when identifying their mission and
goals, and their organizational values in the global context. The United
Nations Declaration of Human Rights, the UN Global Compact, ISO
Standards and other attempts to universalize and operationalize values for
organizational use provide helpful guidance.

Our pragmatic focus suggests we (1) identify and appeal to widely
held values when facing ethical conflicts, and (2) allow that these uni-
versal values often motivate our desire for ethical action. These univer-

sal values—called hypernorms, moral obligations, or virtues—appear
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fairly consistently regardless of context. Rushworth Kidder’s crosscultural
studies'” led him to identify consensus around the core values of honesty,
respect, responsibility, fairness, and compassion. We include further dis-
cussion of these virtues in our decision model, presented in Appendix C.
World religions, codes of conduct, cultural norms, and other guiding
frameworks reflect these values broadly. Despite some differences, it is
both useful and practical to consider our shared values as we move toward
addressing aligning values with decision making at work. An explora-
tion of millennial talent, a group of young professionals with expressed
desire to integrate values with their work, is not complete without con-
sidering the ways we can leverage these desires toward successful, ethical
businesses.

These shared values can provide common ground in our work. A use-
ful position to adopt when we think about how to voice and act on values
at work can be acknowledging that our disagreements and differences
about values do not preclude that the development and pursuit of shared
goals.®® Again, in the spirit of practical implementation, our goal here is
not to decide what to do—it is to determine how to do it. The approach
is useful regardless of context if we acknowledge our shared values and the

shared space of the commons in today’s business and society.

Choice

A foundational tenet of the GVV approach is acknowledging choice—the
reality that despite pressures, ultimately we all possess the ability to decide
how to respond to challenges at work, particularly those with a values or
ethical dimension. This positioning of efficacy at work resonates well with
millennials and can be leveraged toward organizational goals. As we ex-
plore millennial characteristics, we see their desire for a sense of contribu-
tion, impact, connection, and meaning at work—perhaps more acutely
than in previous generations, and likely due to their upbringing—and
this desire can be channeled in ways that align with the goals of successful,
ethical organizations.

The “Action Item” exercise at the conclusion of this chapter provides
a specific opportunity to consider how we put values into action. It is

both empowering and enlightening to recognize the fact that we are all
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capable of speaking and acting on our values—we have done so in some
instances, and we have not in others—and this exercise, “A Tale of Two
Stories,” allows us to explore this element of choice.”! Considering spe-
cific instances of acting in accordance with our values, and instances when
we have not, prompts us to reflect on choice. We have all exercised it. To
“voice” our values, we must first acknowledge that we can, and do, act on
our values—every day, personally and professionally.

Further, recognizing choice prompts self-knowledge and situational
analysis. Being mindful about this reality is a necessary first step. Voicing
values, explicitly acknowledged and considered, can develop our “mus-

cle,” our default habit. It can become a part of how we define ourselves.

Normality

What role do ethical questions play in professional life? If we consider
workplace values conflicts as dilemmas that strike us without warning, it
is no wonder that our immediate reaction to them is immobilization. If
we see a dilemma as something to “get through” so that we can return to
business as usual, we are marginalizing the ethical dimensions of work.
Millennials are ahead of the game in this respect. They conceptualize
business as inherently values-laden. Their experiences in business school
and their coming of age in the post-Enron, current-financial-crisis era
familiarize them with the disastrous effects of a values vacuum. Through
technology and globalization, they have unprecedented access to witness-
ing the impact of best practices and corporate malfeasance in a variety of
contexts.

At minimum, millennials orientation acknowledges a risk-
management conception of corporate responsibility. At their best, they
pursue careers with, design and manage nimble, financially and ethically
successful companies that integrate a triple bottom-line approach—
consideration of ethical, environmental, and financial performance.
These concerns have been part of their development as emerging profes-
sionals. These sensibilities can be translated into professional processes
and decision-making capacity. The critical GVV element of moving from
the often immobilizing contemplation of “What is the right thing to do?’

to the questions “What if you were going to act on your values? What would
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you say and do? progresses the issue away from lofty considerations of
“right and wrong” to the practical.”* The “hands-on, can do” approach
favored by millennials is thus activated.

Thus, approaching careers with the expectation that values conflicts
will be faced, and anticipating some of the most common types of con-
flicts characterizing our industries and our functional areas allow us to
manage them much more effectively. We acknowledge our efficacy, our
choice, and we can anticipate or normalize the idea that we may have to
take risks to align with our values—we thus expand our understanding
of the true degree of freedom we have in our decision making. We then
experience these conflicts as normal and survivable, and we can more
effectively and easily communicate with those who put us in these chal-
lenging situations.”

The integration of values as “business as usual” extends to organiza-
tional mission and processes. Scholars cite data from the Cone Millennial
Cause Study®* that indicates that nearly 80 percent of millennials explic-
itly desire to work for a company that is concerned with its contribution
to society, and that millennials have internalized the need for societal con-
tribution to include activities like volunteering for social causes. Further,
millennials expect that the philanthropic approach to corporate social
responsibility (CSR) is not adequate; companies they work for should
integrate CSR strategically across their business models. This echoes the
GVV conception of normality—values considerations should be a man-

agement activity just like any other.

Purpose

This idea of integrating values at work, commitment to social and en-
vironmental sustainability, and other millennial proclivities leads us to
consider purpose. When students and young professionals identify busi-
ness as the profession through which they can share their skills and tal-
ents, managers have ambitious young energy on their hands. When asked
why they are studying business, students rarely cite salary as their primary
motivation>>—these young people are passionate, thoughtful, and ambi-
tious. How can managers most effectively translate their capacities and

preferences into positive impact?
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The GVV approach calls us to define professional purpose explicitly
and broadly—allowing us to see values conflicts as an expected part of
business, with costs and benefits just like any other occupational chal-
lenge. Millennials’ expressed desire to align purpose with professional life
is useful for them and for their organizations—it can be a sustainable

competitive advantage in today’s business context:

For example, if we think of our purpose as doing well, pleasing
our bosses, making a good living (or even a great living), then
when we face values conflicts in the workplace, we will see our
degrees of freedom narrowed by the desire to please those very
individuals who may be presenting us with the values conflict.
They are the ones who give us performance reviews and raises,
or with whom we need to cooperate in order to accomplish our
goals, or to whom we need to make the sale to meet a quota. We
may feel we have little choice but to do what they ask. Of course,
the pursuit of any goal—even a narrowly defined goal—can still
be guided and disciplined by a set of commitments and rules.
Even if we define our purpose narrowly as “doing well financially,”
we can still choose to be guided by a set of values and principles
that determine how we feel comfortable and justified in doing so,
but they may feel more like constraints within which we must
operate rather than goals to which we aspire. If, however, we think
of our purpose in a broader sense as building and being part of a
company that is a respected corporate citizen—for example, pro-
viding valuable products or services to consumers, creating good
jobs in a healthy work environment, building a firm that investors
can trust to report honestly on its performance—then we will see
that we have a broader span of operation when we confront values
conflicts. We will have a wider set of positive principles and goals

to which we can refer and by which we can guide our behavior.?

This is a prosocial conception of purpose and one that aligns clearly with
millennials and their goals. Of course it is also not the exclusive domain

of young professionals. All of us can frame professional purpose broadly
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and explicitly and thus take steps toward building and sustaining organi-
zations of which we can be proud.

Importantly, this broader definition of purpose should not lead us
to infer that values conflicts are easy; rather, it may complicate matters
because it requires us to see choices where we may have previously de-
ferred to the “authority” of our superiors in the organization.” What
this broader definition allows, however, is recognition of our efficacy and
dignity at any level within an organization—we are part of something
valuable that matters, as entry-level employees and as the CEO. We can
“lead from any chair.” This approach is reflected in increasing attention to
collaborative organizations with flat rather than hierarchical structures.”®
This model resonates strongly with the strengths and preferences of mil-
lennials, and is the emerging model of today’s business. Companies must
develop a broad array of leaders, not simply a select few. We should also
note here empirical research supporting the idea that millennials desire
to contribute, express comfort with interaction with those in authority
positions, and desire to be taken seriously as contributing members of the
group.”” We will discuss these implications in Chapters 4 and 6.

Additionally, millennials, those who follow Generation X, have been
called “Generation Y —alternatively, “Gen Why’—for good reason.
They were taught that the context and significance of our actions matter
and that there is something to be learned in everything they do.*® They
want to know how their contribution fits with the whole—this informa-
tion on the “why” of what we do in our organizations must be commu-
nicated clearly and consistently for effective millennial engagement, and
to the benefit of all workers and their managers. In Chapter 5 we explore

this notion of purpose.

Self-Knowledge and Alignment

As we consider values and purpose, we must start with self-awareness.
As young professionals and those who manage them consider their role
and impact on their organizations, we can consider fostering values-based
decision making. All managers have an interest in developing young

talent who can contribute to effective, ethical organizations. To consider
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ethical judgment and action, we must explore the precursor of values
identification—What do I value? What do I believe should be done?
Various exercises are available to explore personal and professional
goals and our approaches to implement them, including comfort with
risk, preferences in communication styles, and self-image. We include one
of these tools, the “Personal-Professional Profile,”" as Appendix B. When
we explore these inclinations we can more effectively enable ethical action
that is consistent with who we are. Organizations that create opportu-
nities to engage in this self-reflection and values alignment signal and
operationalize a proactive, strength-building approach to professional
development. This may become easier and more common in business,
because this introspection and self-efficacy may come more naturally
to millennials who have been raised to express opinions, feelings, and
recommendations in ways that previous generations generally were not.
Channeled around values, this tendency can help provide a foundation
for ethical behavior. More information on self-knowledge and alignment

is included in Chapters 5 and 6.

Voice

The ideas of how and why we express ourselves are fundamental when
considering millennials at work—just ask any of their managers. Research
indicates that most of us, regardless of generational cohort, share goals for
our lives—live comfortably, raise families, contribute, feel engaged—ryet
the manner in which these goals are expressed and manifest at work can
vary tremendously. Therein exists a major challenge. If we step back and
consider “voice” at work—what we believe, and how we express what we
believe—we can find useful insights.

Managers can consider exploring these topics with young talent, and
with multigenerational employees throughout the organization, to root
professional development in a commitment to values-based decision
making at work. Tools for this approach are available. When we consider

an exercise such as “Tale of Two Stories™? (¢

‘Action Item,” this chapter, and
Appendix A), or in any reflection of our professional selves, we can rec-
ognize occasions when we successfully acted in accordance with what we

believed to be right, and episodes when we were unsuccessful. The factors
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that influenced the outcome—self-inflicted (rationalizations, short-term
thinking) or other-related (pressure from superiors, expedience)—can, in
many ways, be managed. Further, strategies adopted for resolving ethi-
cal issues within the organization, as opposed to externally (i.e., whistle-
blowing), vary tremendously. We will discuss some of these reasons and
rationalizations, and enablers to help managers and their millennial work-
ers to confront them, later in this volume. But key at this point is the
recognition that there are many different ways to speak. Thus, we can
acknowledge: (1) that there are many ways to express values at work, and
some are more effective in certain contexts than in others, (2) that all of us
may be more skillful at, or more likely to use, one approach over another,
(3) that some organizational conditions, and types of leaders within these
contexts, will have a strong likelihood on our and others’ likelihood of ex-
pressing values, and (4) that there are things millennials and their manag-
ers can do to make it more likely that we will voice our values effectively.*

Thus, these realities of expressing ourselves at work have tremendous
implications for millennials and their managers. Research on leadership
and organizational behavior indicates consistently that structure and style
of our communication clearly influence outcomes. If managers desire
behavior in accordance with shared values and organizational goals, we
must think strategically about our organizational policies, processes, ap-
proaches, expectations—our organizational culture. We discuss this topic

further in Chapters 3 and 6.

Reasons and Rationalizations

Managers (and most of us) are quite concerned with exploring the ques-
tion, Why do people behave unethically? Research tells us that most of us
consider ourselves to be ethical people, and most of us want to act in
accordance with what we believe is right. Millennials and their manag-
ers, like all of us, can enhance professional impact by strengthening our
resolve toward ethical behavior. Emerging research provides some answers
as to why we fail to act on our values. Barriers to action—reasons and
rationalizations—challenge our best attempts to achieve personal and
organizational purpose.’® Despite noble intentions, we may act unethi-

cally, we overestimate our ability to act ethically, and we are vulnerable
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to dynamics such as ethical fading, through which ethical dimensions are
eliminated from decision making.*> These barriers can be self- or other-
imposed. Fortunately, we can consider categories of argument and ratio-
nalization, along with categories of values dilemmas, to help us recognize
them, understand the ways of thinking that produce them, and to be
practiced in responding to them. We can explore common barriers to
ethical action by industry and job function. With explicit attention, they
can become expected and normalized, and we can acknowledge that they
are susceptible to reasoned response.

‘Thus, what are these reasons and rationalizations for behavior that
is counter to our values, and how can we persuasively respond to them?
How can managers create space for consideration of these critical profes-
sional issues? Young professionals seem to want to do what they think
is right, and they need the skills necessary to communicate persuasively
around values at work. Understanding the reasons and motivations for
why we behave as we do—and why others behave as they do—helps us
all become more effective at work. Further discussion of these strategies

appears in Chapters 6 and 7.

Rethinking Ethics at Work

GVV incorporates an innovative and actionable premise. GVV founder
Mary Gentile describes the process of developing the approach by
imagining a bell curve: “At one tail-end of the bell curve . . . are people
who would self-identify as opportunists, people who would say, “I will
do whatever it takes to maximize my material self-interest, values be
damned.” Now, those people do exist. . . . And at the other end of the
tail we'll say, “These are the people who would self-identify as idealists.”
Now, nobody fits into any of these categories all the time. It is often
the perspective. But idealists would say, “I will always try to act on my
values regardless of the impact on my material self-interest.” Whar we
say is the majority of the people in the business school classroom . . . and
the majority of people in business . . . are under the bell, and we call them
pragmatists. We define pragmatists as people who would say, “I would
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like to act on my values as long as it doesnt put me at a systematic
disadvantage.” Now, that’s not the same as saying “as long as I know
I will succeed”; it's not the same as saying “as long as I know I won't
lose.” It means “I think I might have a shot.” So if you think of people
that way, then our task as educators or as managers [changes]. . . . We
don’t have a lot of leverage with the opportunists, frankly. I'm not so
worried about the idealists, except I wish they were more skillful and
more competent. But I think our leverage is with the pragmatists. 1 think
our leverage is with these folks who say, “I'd like to act on my values if
I thought I had a shot.” What we say is, “Well, let’s give you the skills,
the tools, and, importantly, the practice, to feel more equipped, so that
you feel that you have more options, so that you feel like you can be
more likely to succeed. . . . Were trying to help you be who you want
to be at your best.” So that’s where we're focusing [with GVV]. That’s
where we feel that we may have some leverage. You know, the oppor-
tunists will always be with us. The point is you don’t need everyone to

behave perfectly. You need enough.”3 €
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Chapter 1: Action Item

“A Tale of Two Stories”

Readers are encouraged to engage with this book; future chapters will
include key highlights from each topic to consider implementing in our
own organizations. This first chapter includes an “Action Item” that al-
lows us to put into practice the idea of implementing our values.

The exercise is a foundational GVV activity that has been used suc-
cessfully with corporate and academic audiences. Managers can facilitate
the exercise with their direct reports as the focus of a workshop, or it can
be integrated into existing training and professional development pro-
grams. Additionally, millennial readers (or their managers) can consider
the exercise as a tool for self-reflection.

The goal is to consider specific instances when the participant acted
in accordance with what he/she believed to be right, and when he/she was
not successful in acting on his/her values. Individual and group versions
are included, and are readily adaptable for independent exploration or
for a group development activity facilitated by a manager or other team
member.

Our values and their impact on workplace decision making are part of
daily professional life. Thinking explicitly about what we value, and our
individual strengths and challenges around acting on them, is a helpful

place to begin.
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Chapter 1: Action Item

Exercise: A Tale of Two Stories

The exercise can be completed individually, or as part of training and
development facilitated by a manager or group leader. If used as a
group exercise, please see Appendix A for Facilitator Guide/Reflection
Debrief.

In your careers thus far, you have likely encountered workplace situa-
tions when your values conflicted with what you experienced, observed,
or were asked to do. Often it is not easy to align your own personal values
and purpose with those of your boss, your coworkers, your direct reports,
or your firm.

This exercise is designed to help you identify and develop the compe-

tencies necessary to achieve that alignment.

Objectives

(1) To reflect on your previous experiences, successful and less so, at ef-
fectively voicing and acting on your values in the workplace.
(2) To discover which conditions and problem definitions empower you

to effectively voice your values, and which tend to inhibit that action.

Instructions>”

Part |

* Recall a time in your work experience when your values®®

conflicted with what you were expected to do in a particular,

This material has been included with permission from the Giving Voice to Values
curriculum  collection, www.GivingVoicetoValues.org and www.MaryGentile.com,
developed by Mary C. Gentile. The Aspen Institute was founding partner, along with
the Yale School of Management, and incubator for Giving Voice to Values (GVV).
Now Funded by Babson College.
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nontrivial management decision, and you spoke up and acted

to resolve the conflict.

* Consider the following four questions and write down your
thoughts and brief responses:

* What did you do, and what was the impact?

*  What motivated you to speak up and act?

* How satisfied are you? How would you like to have
responded? (This question is not about rejecting or
defending past actions but rather about imagining your
ideal scenario.)

* What would have made it easier for you to speak/act?

* Things within your own control

¢ Things within the control of others

Part I1

* Recall a time in your work experience when your values
conflicted with what you were expected to do in a particular,
nontrivial management decision, and you did nor speak up or
act to resolve the conflict.

* Consider the following four questions and write down your
thoughts and brief responses:

e What happened?

¢ Why didn’t you speak up or act? What would have
motivated you to do so?

* How satisfied are you? How would you like to have
responded? (This question is not about rejecting or
defending past actions but rather about imagining your
Ideal Scenario.)

* What would have made it easier for you to speak/act?

* Things within your own control

* Things within the control of others



CHAPTER 2

Always On:
Technology & Voice

We begin with a discussion of how we can utilize technology to enhance
the employment experience for managers and their teams, specifically
in the realm of ethical impact. As we consider “voice” at work—whether,
and the ways in which employees and their managers express themselves—
we must explore one of the most salient issues of today’s workforce: social
media. We will focus on this water in which millennials swim as well
as other opportunities for embracing technology toward organizational

effectiveness.
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Millennials use social media—a lot! In addition to using these tools to
connect with one another, millennials talk publicly and often about their
work, the resources they are using, their progress, and the challenges that
arise. For better (and sometimes worse), this sharing, or “work narration” on
blogs and other social networks, becomes part of their organizations’ digital
records.”” Managers may immediately view this phenomenon with concern.
Clear expectations around use of these technologies are critical. Yet, ultimately
these tendencies can enhance organizational effectiveness. This “digital trail”
can enhance efficiencies and create opportunities for dialogue.** With explicit
attention, this form of voice can be channeled toward organizational devel-
opment, and millennial comfort and fluency with technological voice may
promptinnovative approaches to voicing valuesand new ideas within the orga-
nization. This addition to the organization’s digital record and its processes—

when managed well—can add to efficiencies and learning from others.

Harnessing the Power of Social Media

Much has been written about channeling technological capacities in a
positive way toward organizational communication, branding, event, or
product marketing. These skills clearly align with young professionals’ in-
terests and talents. “Millennials prefer quick results and find life easier by
using Google rather than a dictionary. . . 24 This fluency extends to all
arcas of work. Thus, “the best way to get around an issue is to use it to your
advantage. . . . Use the technologies that engage these individuals, and
invest in them.”** Social media can be utilized in two broad ways—as a
means to connect with one another, and as a platform for distributing con-
tent, knowledge, and information. These technologies are also inherently
team-centric—they involve interactive, collaborative communication as
opposed to one-on-one, face-to-face connections—which may be particu-
larly useful for millennials with their penchant for team orientation.

Of course social media and the ubiquitous access to technology can
be misused. Social media use in highly regulated sectors like finance, for

example, can be a legal minefield:

[For example,] Goldman [Sachs’] communications are scruti-

nized by an alphabet soup of state and federal regulators to ensure
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investors enjoy a level playing field. All activity—every last post,
tweet, check-in, and poke related to business—must be recorded
and archived. Firms can be held liable for tweets fired off from an
employee’s iPhone, outside the office, and after working hours.
Even something as innocuous as clicking the Like symbol next to

a Facebook post could run afoul of the SEC.*#

Sectors other than financial services also face explicit regulations, of
course, and companies may be underestimating some of the challenges
due to the rapid spread of these technologies. As one strategist notes,
“Go to LinkedIn and do a search for people currently employed by your
enterprise . . . You will likely see thousands of them . . . without any com-
pliance process or technology in place.”**

Our corporate survey of over 60 executives from a variety of indus-
tries also reflected this concern about misuse and sharing of proprietary
information, or information that reflects poorly on the company brand
(note to millennial: do not post photos of yourself imbibing, wearing
your corporate-logoed polo!).

Yet the news is not all bad. The best of our educational institutions
are instilling this awareness in our graduates. Students responding to our
survey of their perceptions reflected strong levels of recognition that it is
inappropriate to compromise a corporate brand with negative imagery or
narrative online. Yet reinforcement at the company is key. As we will explore
in more detail below, a specific social media policy with clear and consis-
tent guidelines for appropriate use is the responsibility of an effective and
engaged management team. Inviting the perspectives of those most fluent
in these technologies in the design of these policies can be invaluable. There
are also many models of such policies available via a simple internet search.
Companies can adapt the policies to suit their industry and specific needs.

Implementing a social media compliance process is manageable and
effective. Start with a clear and specific policy, with the best of these reflect-
ing collaboration—employees provide case examples from the front lines
of the company, marketing determines the scope of messaging, I'T outlines
the technologies and devices, and the legal department ensures consis-
tency with regulatory criteria. The next step is training and reinforcing the

policy, and finally, some companies might consider specialized tools that
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monitor these types of communications.”’ As multiple cases illustrate, the
alternative to these approaches, namely banning social communications
altogether and hoping for compliance, is not feasible. “Restricting commu-
nication, access to information and people networks is something I doubt
you would champion as a sound business practice for the 21st century. . . .
You can resist, but your competitors and customers are moving ahead.”*® A
recent report from Cisco reminds us that companies should embrace social

networks effectively, rather than fear or attempt to eradicate them:

One in three college students and young employees under the age
of 30 would prioritize device flexibility and social media freedom
over salary in accepting a job offer. In fact, 40 percent of college
students and 45 percent of young employees said they would ac-
cept a lower-paying job that had more device flexibility and social
media access, than a higher-paying job with less flexibility. . . .
More than half of college students globally (56%) said that if they
encountered a company that banned access to social media, they
would either not accept a job offer or would join and find a way to

circumuvent corporate polz’cy.47 (emphasis mine)

This same report reiterated the importance of proactive social media in
recruiting, training, and managing young talent—these techniques are
positively associated with retention and engagement of top performers.
By providing clear expectations about use by employees, and, more im-
portantly, bringing millennial talent into the fold of development and
management of these tools, we are channeling these tendencies in a posi-
tive way. Millennials are encouraged to use their talents in ways that bene-
fic the organization, and thoughtful attention is paid to encourage ethical

and positive use of the technologies toward shared goals.

Voice and Transparency

This proactive incorporation of technology is a manner of encouraging
“voice”—whether, and the ways we speak out—toward ethical leadership.
Particularly in this era of the transparency of the internet, we can consider

the difference between expressing “voice” internally versus public sharing,
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or even whistleblowing. Employees who are part of a culture that encour-
ages dialogue, considers respectful debate, and allows for “speaking up”
are far less likely to turn outward. Cultures that allow and encourage
voice are able to adapt and change in ways that allow for financial and
reputational sustainability. When deconstructing the path toward disaster
of almost every major corporate scandal brought to light by a whistle-
blower, we see moments when intervention by responsible management
could have prevented major harm to many stakeholders, including the
firms themselves. Corporate cultures that encourage voice could render
whistleblowing unnecessary.

This internal resolution of ethical concerns is responsible busi-
ness. Clearly there are circumstances when whistleblowing is appropri-
ate. Ethicist DeGeorge (2009) offers helpful considerations. In essence,
whistleblowing sets the loyalty an employee has to third parties against
the loyalty he or she has to her employer—requiring us to consider when
itis permissible and when it is obligatory. DeGeorge suggests that internal
resolution is almost always preferable—recognizing that although there
can be occasions when this is inappropriate, in general, employees should
make good-faith efforts to work within firms toward positive change and
to minimize any potential harm to all parties.*® In addition, allowing for
“speaking up” creates a climate where diversity of thought is encouraged,
innovation is possible and creativity is embraced. As millennials ascend to
leadership roles in business, perhaps we will see this dynamic of cultivat-
ing positive change through voicing values—even when it means raising
questions or expressing dissent—embraced more readily.

The comfort with expressing “voice” that may come naturally to mil-
lennials is associated with their use of technology. Social networking is
changing the game for companies—the frequency of use is a challenge
and an opportunity. A growing number of employees spend some of their
workday connected to one or more social networks, and young talent will
continue to support this trend—according to a recent national survey,
at this point, more than 1 in 10 employees are “active social networkers”
who spend at least 30 percent of their workday linked up to one or more
networks.*” Our own research indicates that over half of the business stu-
dents we surveyed engage with three or more different social media plat-

forms daily.
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2%

Figure 2.1 How many different social media platforms do you engage
with daily? (n = 138)

The national study recognized both the challenges and potential of
this new reality. Thus,

Social networkers are clearly breaking old barriers and talking
more freely than ever about their jobs and their company. They
say they think about the risks before posting online and consider
how their employers would react to what they post, but social
networkers, and active social networkers in particular, do air com-
pany linen in public. . . . Workplace “secrets” are no longer se-
cret, and management must assume that anything that happens
at work, any new policy, product, or problem, could be publicly

known at almost any time.*

This new transparency creates new management concerns. But the
risks are manageable—clear policies, training about the use of social net-
works, and an ongoing commitment to an ethical culture in which em-
ployees act with integrity can mitigate these risks.”' The key is proactive

attention. When policies are in place and training is explicit, the content
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of social media posts changes. Additionally, these same networkers say
that they are enthusiastically willing to use their time to use these tools to
advocate for their companies.

Most successful large firms already use these tools to communicate new
services and products, community engagement efforts, and promote brand
awareness. But this attention should be inward- as well as outward-facing to
ensure sustainable business success. “Creative businesses can also use social
networking to their advantage in terms of workplace ethics, using it inter-
nally to reinforce company values and build workforce loyalty and cohe-
sion. . . . Build[ing] trust in managers . . . and inform[ing] and educat[ing]
employees on ethics issues that arise at work.””* The benefits of these in-
ternal or enterprise social networks can include reduced communication
costs, increased employee engagement, collaboration, and innovation, and
they can bridge the gap between formal and informal learning, and lead
to increased business performance and enhanced competitive advantage.”

A report produced by professional services firm Deloitte notes that

applying “social software” can help companies generate tangible results:

As the organization builds confidence and proficiency using social
software, it can expand use of the tool to address additional attrac-
tive opportunities where the potential impact and the employee
engagement are high. Companies can reap significant financial
rewards and develop skills and experience that have the potential

to help them build a stronger competitive position over time.>*

Using social media to enhance efforts toward engaged, connected em-
ployees resonates well with millennial abilities and interests and contrib-
utes to a culture of transparency and shared values. These young people
can help develop and grow these tools.

But this potential is unrealized—Iess than half of all respondent com-
panies in a survey of over 2,000 professionals nationwide use social net-
working to assist senior leadership in communicating company values, to
build trust in managers, and to inform and educate employees on ethical
issues that may arise at work.”” This finding was echoed in our own sur-

vey of corporate managers, with 47 percent reporting use of social media
y g g
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internally and 53 percent indicating no use of such technologies to con-
nect employees together and with management. For those in our study
whose companies do use such technologies, platforms included dedicated
Facebook pages, Yammer (an enterprise social networking tool for use
within individual businesses), Google tools, Twitter, YouTube, and in-
ternally managed wellness tools such as NOVU. Effective use of these
tools was also a concern. One of the minority of managers reporting use
of social media at work noted that these technologies were used, “but
badly. The people providing the content don't really know how to do so
in a timely manner, so it’s a lost opportunity.” This finding was echoed
several times.

Involving millennials in the design and implementation of these
social media policies and platforms is invaluable. Not only will buy-in
increase, but these young people can help managers navigate the ever-
changing technologies and tools. What worked in the past can quickly
become obsolete and less-than engaging. Without input from young
professionals, we run the risk of implementing social media approaches
that will be underutilized and ineffective. Several young people in our
study shared examples of unsuccessful attempts at technological connec-
tion by companies at which they were employed. These were typically
characterized as “top-down,” required, and thrust-upon employees with
no incorporation of feedback on design and use; they were not seen as
meaningful nor were they used in any significant way. Unfortunately for
us non-millennials, by the time these technologies make their way across
our desks, the young people have moved on. Consider the MySpace
(remember that?) and Facebook phenomena, described by one of our

millennials thus:

[Facebook] was the first big social media [tool] that I used so
I experimented with it a bit, figuring out what you can put on
there like your bios and all of the other features. Then once it
got popular with people who were significantly older, like my
grandma and my parents and aunts and uncles, I stopped using
it regularly. I still have some information up there—you can’t
not be “friends” with your grandma—but it’s not [something I

regularly use].
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Enhancing Ethical Cultures with Social Media

Ethical cultures can be reinforced through these tools. A national study
of social networking in business provides specific suggestions.”® Thus,
strategies and social networking policies should be grounded in ethics
and values and not merely compliance—the environment is continually
changing and employees must be able to handle new situations with ethi-
cal implications. Additionally, social networking policies should be estab-
lished from the outset, and should be reinforced with training to reduce
risks for employees and for management. Rules must be rooted in reality
to reflect the ways people actually interact with these technologies. Social
networking should be used to the company’s advantage for internal and
external communications and outreach to employees, including content
that reinforces the company’s ethical culture. Finally, social networkers
themselves should help shape the policy and help the ethics and compli-
ance teams engage employees through social networking.

Assuming that transparency is essential for today’s sustainable busi-
nesses, management must acknowledge that just about anything that
occurs could become public. This does not mean airing dirty laundry;
rather, proactive and consistent attention to these dynamics mitigates
risk by creating a culture of integrity that will make risk management
pro- rather than reactive. Another tip is involving managers in direct and
regular discussion with their reports around these issues—this explicit
and ongoing interaction, favored by millennials, fosters an ethical culture

of engaged employees.

Technology for Training and Engagement

Research indicates other specific techniques for engaging millennials
around effective use of technology. Thus, of course, “computers are not
ends in themselves” and technology is not a substitute for instruction and
training; however, they can absolutely enhance learning outcomes and
success.” Blogs, gamification (computerized simulations and role plays),
collaborative learning and discussion portals (i.e., Google Docs), Twitter
and related tools, and wikis (open access [or relatively open—these can

be managed within the company] information gateways) are several
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approaches. Incorporating the GVV tenets of voice and peer coaching can
be helpful here. Peer coaching, or opportunities to consider workplace
challenges interactively with colleagues, can be used to consider tech-
nology concerns at work. Through training and development activities,
managers and discussion facilitators can propose ethical dilemmas around
technology issues and participants can develop and practice “scripts” for
addressing them. This allows for engaging and action-oriented consider-
ation of issues likely to arise in the specific context of the organization.
Participants then “coach” one another on enhancing the responses to best
reflect corporate policy to develop realistic and implementable solutions.
It is a collaborative and hands-on, action-oriented approach, which reso-

nates well with millennials:

Insightful and supportive peer feedback on discussants’ proposed
“scripts” and strategies for responding to values conflicts is an es-
sential part of the Giving Voice to Values approach. . . . [T]hose
who share their proposed responses to the values conflict, as well
as those who are serving as “peer coaches,” all adopt a stance of
joint problem solving. That is, the role of the coaches is not to
“grade” their peers’ responses, but rather to work as a team to
enhance them. This includes noting the strengths of a proposed
response (so that they can be retained) as well as identifying the
remaining questions (so that the group can collaborate on more

effective solutions).>®

Benchmarking best practices in social media compliance, consid-
ering cases that illustrate potential challenges at work, and discussion
of responses are all opportunities for managers to engage their teams
around such issues. Using these mechanisms to generate examples of
ethical decision making at work reinforces and motivates good behavior,
and also triggers the collaborative, team-oriented, peer and aspirational
leader motivation millennials appreciate. This focus is clearly consistent
with leveraging millennial interest and talent toward organizational
effectiveness.

Additional suggestions might include gamification of training and

development materials, engaging employees with short, frequent, and
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positive communications around values (for example, through case
exercises or videos), supporting technology for employees and your stake-
holders (consumers and investors use these tools as well!), and providing
innovative access points such as apps and accessible internet presence—
and, as noted above, these approaches can be designed and managed by
young talent to enhance the organizational effectiveness of all.
“Gamification” has been noted as a strategy for training and develop-
ment and its rise merits consideration here. “Serious games” or simula-
tions that include elements of games such as stories, goals, feedback, and
play allow for experiential learning, skill reinforcement, supplemental
instruction, access opportunities for practice, and increasing contact
with content in a learning environment.”® Early adopters of these tech-
nologies report satisfaction with engagement and learning outcomes.
Careful and deliberate use of these approaches can be effective with
millennial talent and impactful across the organization. Resistance is
clearly an issue for more traditional managers—one respondent in our
survey of corporate leaders noted that Social media does not belong in the
workplace—work is not play!” For these technologies to be useful, they
must be managed. These tools must be framed explicitly to acknowledge
the distinction between resources that incorporate elements of gaming,
and “games” that may carry implications that are not optimal for values
discussions. Providing evidence of the connection between engagement
with such tools and enhanced learning outcomes is key. Clarifying the
distinction between “gamification” and simply “games” means acknowl-
edging that the former focuses on cognitive processes and tries to bring
what we know about effective engagement into the learning environ-
ment. Gamification can be associated with enhanced intrinsic motiva-
tion and memory, and with greater engagement and attention to the

learning content.’%?

“Giving Voice to Values offers an optional mobile and social learning tool called @GVV
which aligns well with the digital environment in which today’s professionals operate.
Participants learn through modular units that incorporate “web-based text, video,
illustrations, quizzes, polls, debates and group projects” that allow learners to explore
key concepts determined by the facilitator or manager as an extension of existing
programs or as a stand-alone opportunity to reinforce learning. Nomadic Learning,

“Giving Voice to Values” Mary C. Gentile.
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Communicating Explicitly and Often

In today’s workplace it is vital that employees feel connected. Technology
is an efficient and effective way to keep people engaged—if it is meaning-
ful, and if it represents multiple “voices,” including fostering communi-
cation initiated by these young professionals. Empirical research found
that those managers of all age groups who are deliberately redundant as
communicators—communicating the same message over and over, via
both face-to-face and technology such as e-mail and texts—are more suc-
cessful at moving projects along faster and more smoothly than those who
are not.”! This millennial proclivity actually helps members of all genera-
tions work more productively. As we will discuss in Chapter 7, we also
see benefits from prompting frequent retrieval of values and expectations
among our employees to reinforce and operationalize ethical cultures. Ad-
ditionally, as we will explore further in Chapter 4, scholars have found
that manager-led or peer-to-peer mentoring at top companies, including
such approaches as online platforms, leads to decreased training costs and
enhanced communication.®

The connections between creation of ethical and productive cultures
at work and communication through social networking are many, and
the tools of the social network that reflect transparency, simplification,
and amplification are vital for clearly and easily communicating expec-
tations. The tools have enhanced our ability to document and describe
our interactions and activities, which can be “a winning combination for
organizing a shared behavioral context, establishing trust and motivating
action. Contrast this with historical efforts to engender sustainable behav-
ior change, which are often underpinned by factual content, yet delivered
through opaque and largely symbolic formats devoid of personally relat-
able experiences.”®

Further, setting these expectations around ethical cultures with em-
phasis on social and environmental sustainability of business, an increas-
ingly critical concern, is within the province of millennials, and there
remains much potential for development of this new paradigm. Social
networking and attention to social and environmental sustainability have
evolved rapidly over the last decade to emerge as significant drivers of so-

cial change, and both are largely produced and consumed by millennials.®*
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Social Media and Social Activism

We can consider the myriad ways social media has been used to promote
positive change in the areas of activism and global connectedness—shining
a light on unethical practices, providing a mechanism for communicat-
ing and connecting, crowd funding social causes, and mobilizing change.
Companies can get out in front of these trends rather than merely react,
often when it is too late. Managers can lead the way in integrating social
changes in ways that align with their specific company’s mission and that
leverage existing resources to channel these social commitments into im-
pactful solutions with shared values. Our corporate survey results indicate
strong manager perceptions of this social and environmental awareness
among young talent. Yet this passion can be enhanced by channeling it
in ways that create shared value and impactful solutions. Translating this
awareness into action may be untapped potential for many businesses.
As one of our corporate executives noted, “We can do more [in the area
of social and environmental awareness]. [Millennials] are aware of the issues
bur move on quickly ro the next thing withour necessarily sticking with it long
enough for long term solutions.”

I have witnessed this phenomenon of fleeting attention in my own
classrooms. For example, a recent episode of this “viral activism” occurred
en masse during the Kony 2012 Invisible Children incident. A quick
background: a compelling video purporting to expose Joseph Kony, the
guerrilla leader of a Ugandan rebel movement, his atrocities, and the fail-
ure of authorities to contain him, began making the rounds among college
students and other young people seemingly overnight in March 2012.
The video was covered by news outlets from NPR to the Washington Post
but most interestingly, it was a movement birthed by the internet. The
YouTube upload of the video received over 43 million views in 72 hours,
and “sharing” the link on Facebook and other tools was rampant. By
the time I had seen the new coverage, of course, my young students had
already heard all about it. In classes, we discussed the issue and its salience
among social media users. Nearly all of my students had viewed the video.
The debate in the public sphere was fascinating. “Invisible Children” has
since come under fire for incomplete coverage of a nuanced topic, and

while there is broad agreement about the atrocities, a concern was that the
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video was misleading in some of its details. A more important concern,
in my opinion, is what the episode vividly illustrated about the power
and implications of social media for activism. Many students knew very
litcle about the issue beyond what they had seen in the clip, and most did
not actively seek out confirmation or more detail. They were confident
spreading the clip to others without independent verification.

At this writing, the “ice bucket challenge” phenomenon is spreading
as participants douse themselves (and, of course, videotape and upload
the footage to the internet) and challenge others to do the same, purport-
edly in the name of ALS (“Lou Gehrig’s Disease”) charities. Footage of
celebrities and others undertaking the “challenge” is making the rounds at
warp speed. A criticism that is beginning to emerge, however, is whether
participants know the mission behind the meme, or are contributing to
the cause in any meaningful way. While money raised for a worthy cause
is certainly nothing to lament, a concern might be the dynamics that
the episode illustrates—{fleeting attention for social commitment, dilu-
tion (pardon the pun) of core social missions, lack of understanding and
sustainable contributions—awareness should be a precursor to an engage-
ment, not the end itself.

What are the implications of these phenomena for the workplace?
Perhaps we can consider how this awareness can translate into action,
particularly in collaboration with efforts in corporate social responsibility.
At best, these internet memes can raise awareness and prompt further ex-
ploration of critically important issues, often generated by those without
access to traditional means of engaging with others. Of course, around
the world, social media has played an instrumental role in movements for
positive social change and freedom. A concern, however, is that these viral
video phenomena may promote a type of token engagement that pro-
motes self-satisfaction on the part of the “activist” with no true commit-
ment to understanding, dialogue, or problem solving involved—activism
is as simple as clicking a “like” button. Opportunities for meaningful en-
gagement in complex issues may be lost. Many of my students felt moved
by the Kony video movement and considered it thoughtfully. Most, how-
ever, had moved on by the time I revisited the topic in class shortly after
the story reached the traditional news media. So can we build on this
energy more fruitfully, perhaps through the institution of business, with

its reach and scale—its tremendous potential for impact?
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Committed young people, educators and managers can channel these
passions and interests from fleeting concerns to the pursuit and realiza-
tion of actionable solutions. Millennials have their fingers on causes that
matter and on issues that engage their counterparts. The business com-
munity can have a positive impact on urgent social needs through efforts
ranging from cause-related marketing to strategic alliances between cor-
porations and social movements. Managers can institutionalize solutions

that align with corporate purpose.

One illustrative new approach that signals the willingness of corpora-
tions to use technological tools in innovative ways—and that recognizes
the scale and urgency of global social issues demands new models based
on collaboration—is a new tool called Collectively, a nonprofit venture
launched by corporate giants (and rivals) Coca-Cola, PepsiCo, Unil-
ever, and Nestle, among 29 others. Collectively is a digital hub designed
to inspire collective action by young people around climate change.
“Collectively will connect millennials to the innovations that are shap-
ing the future, making it easy for them to act, buy, invest and promote
the ideas that they believe in. To be part of the solution.”®> Through
stories and information highlighting innovations, the goal is to connect

passions with information and opportunities for engagement.

We will discuss these ideas of individual and corporate purpose fur-
ther in Chapter 5. Yet the link between social networking and these issues
is important. Companies are encouraged to foster sustainable business
cultures by cultivating the gifts of millennial talent. These young influ-
encers can be enabled to promote and share specific solutions within their
networks. Companies interested in promoting ethical causes can work
with these passionate young people to spread the word and motivate
action—"socially networked millennials could just be our best bet for

positive action toward sustainable future.”*®

Social Media for Recruiting and Connecting Employees

In this globalized work environment, connectedness via social media
can be invaluable. Channeling this proclivity during the transition from

college to the workplace can have real impact on our young employees.
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Research tells us “as organizations embrace a team approach to address an
increasingly competitive global business environment, higher education
must provide students the skills necessary to succeed in team-oriented
business environments”; further, “better knowledge, understanding and
application of how social media technologies can support group work
could enhance the ability of individuals to work collaborative in remote
teams, an increasingly important requirement in today’s workplace.”®’
Anecdotal and empirical evidence illustrates the increasingly diverse
nature of our companies.68 Because of technology (webcams, virtual
conferencing, and so on), we have increased collaboration among diverse
participants. This is unequivocally good for business.

An additional note on technology as a critical consideration merits at-
tention. As companies work to design effective recruitment and retention
strategies for millennials, and all employees, the transparency the internet
provides raises the stakes dramatically. Candidates and employees are well
aware of those companies identified as “best to work for,” and of policies
and practices of individual companies.*” Current and former employees
can “narrate” their work experiences for all to see. Managers would do
well to acknowledge the accessibility of this information. It clearly im-
pacts job seckers—and, of course, other corporate stakeholders including
consumers, investors, employees, competitors, and others—and must be
managed well. Millennial employees, with their fluency and skill in these
domains, can be an asset to proactive companies seeking to manage their
online presence. Effective engagement with social media platforms, and
monitoring of stakeholder perceptions and other techniques are squarely
within the domain of millennial workers and can be leveraged toward
organizational success.

This technology can enhance every stage of the employment experi-
ence. New models are emerging all the time. Online shoe retailer and pe-
rennial example of engaging corporate culture Zappos.com recently made
headlines” when it announced that it would no longer post job openings,
in favor of a truly networked alternative. Their social network, “Zappos
Insiders,” will serve as a place for employees and fans to interact and
will allow management to cultivate their talent pool and connect with
candidates—interested job seekers must join the network and participate

in digital discussions and Q&As—the employer will use new technology
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to sort candidates into functional area “pipelines” and hire through the

site. The Wall Street Journal notes,

In some ways, Zappos can seem less like a shoe retailer than an
experiment in how a company can be run. Chief Executive Tony
Hsieh has confessed in media interviews to having a ‘negative
interest’ in shoes and has set a corporate goal to ‘create fun and a
little weirdness.” The company also practices holacracy, a manage-
ment system that rejects hierarchy and instead spreads authority
and decision making evenly across an organization.”!

With these and other innovations that resonate well with today’s top
talent, it is not surprising that Zappos makes regular appearances on “best

company to work for” lists.

Scholars also recognize that it is not perks alone, like colorful work-
places and workout rooms, which attract millennial talent. A professor

of systems thinking notes,

Companies such as Zappos, Google, and Microsoft have become
destinations for young workers not just because of their attractive
salaries and benefits, but because they created collaborative offices
and pushed their companies’ social ethos. . . . Managers should
take note, and motivate workers by stressing the social value of
millennials’ work. . . . As baby boomers, we learned the culture of
the organization and played by the rules. Millennials are coming
in and saying, “This is what we value. This is what's important, and

my commitment is not to the company but is [to] what they do.””
The role of purpose at work is explored further in Chapter 5.

Several approaches to effectively manage young professionals resonate
directly with the GVV principles of building ethical corporate cultures.
For example, while suggested perks like collaborative office design, pro-
viding snacks, and casual dress days may certainly prove effective with
millennial and other workers, and may in practice foster ethical cultures

through shared experience and feelings of connectedness, other techniques
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offer immediate returns. Thus, modeling the sentiment that all workers
are value-added colleagues from the start fosters a norm of mutual respect

that can be expected from millennial workers in return.”?

Networking Literacy and Implications
for Training and Development

We can consider the new fluencies that the most successful millennials
possess. This “networking literacy” involves interpreting and contributing
to the vast trove of information online, navigating this information and
using context and connections to make sense of it, and multitasking and
focus literacy in this era of nonstop access.”* Again we must acknowledge
the ethical issues inherent in these connections. This communication ca-
pacity involves an unprecedented level of transparency and access, and
millennials have known no other platform for social and market com-
merce.”” From internet etiquette, both social and professional, to issues of
loyalty, information privilege, and other implications, we are in a new era
with new responsibilities for ethical management and decision making.
Best practices in facilitating professional development trainings can
be effective for all the generations in our organizations by leveraging these
millennial capacities around technology. Traditional classroom training,
“blended learning” that incorporates web-based components, and online-
only approaches can be enhanced in multigenerational workplaces. Sug-

gestions for effective training’® include:

e Embrace active “classrooms”™—avoid the traditional leader-led,
lecture approach to distributing contents.

¢ Establish credibility quickly and carefully.

* Include visual elements and use technology in an engaging way.

 Allow for blended learning that incorporates some content
available “on demand.”

* Provide young people opportunities to lead the group.

* Explain the “whys”—the big picture and significance.

* Ask for the opinions of those in the group.

Again, these strategies are not only effective for managing young

professionals. Providing all participants with clear expectations for the
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training, and acknowledging the “why” of what we do, does not need to
be restricted to manager—millennial communication. This attention to or-
ganizational purpose benefits all employees, and the company as a whole.
The knowledge and content areas of the training can effectively be con-
veyed using technology. Delivery options ranging from online information
portals to “serious gaming” can be employed effectively and with impact.
Employee input, collaboration, feedback, and development can be trans-
formational to traditional performance processes through the effective use
of technology. Employers can consider various available approaches, and
can enhance the culture of the organization through tools that help with
engagement, connection, and transparency. Additional examples are pro-

vided in our discussion of corporate best practices in Chapter 7.

Companies benefit from transparency around their vision and prac-
tices, and their approaches to employee engagement are evident to job
seekers early in the process. One business student shared his process of

determining where to work:

I had multiple offers from big four firms and [many students at
this point find it] hard to differentiate between the firms. . . . For
me it really came down to the type and degree of communication
I had with my contacts there, and how comfortable I felt with
them. It really came down to who I could see myself working with
at 10 or 11 o’clock at night in a team room and not want to just
kill the other person. You really have to think about where you

can see yourself and what kind of culture you picture yourself in.

Another student remarked, “I really look for the culture of helping
each other out and showing they’re investing in you with mentors and

»

coaches. . . . 'm willing to work like a dog [if they invest in me]

Multitasking and Community

A final note on technology merits mention. Because the GVV approach is
inherently behavior- and action-oriented, it requires a level of contextual
and self-awareness. In this era where we are “always on,” we must ac-

knowledge the relationship between mindfulness and multitasking. Some
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interesting questions arise for managers concerned about ethical culture
at work. When we multitask, are we capable of true collaboration, of
empathy, of community? Socially networked communities may foster a
false impression of context around norms and values. We are influenced
by the conduct of others—thus, we must be intentional about creating
communities in this new environment. To guard against context collapse,
millennials and those who hope to engage with them successfully must
cultivate relationships and consensus around values and mission. Is the
very nature of relationships changing due to social media? How can man-
agers acknowledge both the relational aspect of millennial talent, and this
new paradigm of social media environments?

A challenge these technologies present involves the potential dangers of
one-sided communication. Companies may fear (and in some cases, justi-
fiably) that social media “shining a light” on alleged unethical practices can
result in misinformation to stakeholders if allegations prove unfounded—
sometimes in a big way. Proactively managing online presence is a must
for today’s companies. Yet this “single stream” communication also has
implications for our society more broadly. As social media tools become
ever more concise, in some cases limited to 140 characters, and as images
increasingly replace text to communicate ideas, this potental for risk
increases. Consider one university students appreciation for tools like
Twitter because you can speak out without repercussion: “You7e less likely
to get into an actual conversation with someone [then on other tools such as
Facebook]”. Another noted, “What you tweet is straight out of your mouth.”

There is also the siren song of the anonymity of the internet to guard
against; proactive attention to use of these technologies can reinforce their
effective use and acknowledge that we must consider context and impact.
Explicitly naming these concerns to young talent is encouraged. Students
in our study, despite recognition of privacy considerations, still perceive a
level of namelessness—with some even sharing that they post under pseud-
onyms. “Ifs quicker, faster and easier to see what people think and are talking
about.” The beauty of these tools is that they can cultivate transparency
and collaborative interaction. Smart young people, such as one who re-
marked “face to face conversations [must not be entirely replaced by electronic
communication]. . . . Interaction and adjusting the conversation based on

nonverbal queues is helpful in avoiding misunderstandings,” recognize these
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tools as complements, not replacements for, traditional communication.
Yet, potential for misuse of social media communication must be managed
through policies and reinforcement at work. Broader implications for the

future of communication in our society are a topic for another book!

A recent study from Rutgers University and Pew Research describes

”’7 in which social media users may be less likely

the “spiral of silence
to share opinions if they run counter to prevailing thought expressed
by others in their network. The implications for robust and principled
debate of important issues are concerning. Encouraging the best of
what social media has to offer—communications and connections,
and “shining a light"—and guarding against its potential harm—
discouraging thoughtful reflection—can be actively pursued by engag-
ing young people in discussions of these issues, by exploring examples,
and by considering their implications. Doing so in collaboration with
peers and managers at work can be effective and engaging, and signal
that these conversations are part of the new normal for professional
life. Replacing dialogue with one-sided communication leaves us all
sorely lacking. “Zoo ofien we enjoy the comfort of opinion without the
discomfort of thought.”—John E Kennedy

Responsible Use

Responsibility for effective use of technology does not only rest with our
companies. Millennials must proactively manage their online presence.
“To navigate the new workplace. . . . millennials need to master a new
set of rules that aren’t taught in school. Advances in technology, the rise
of social media, and 24/7 connectivity mean young people have to pro-
mote themselves and take ownership of their careers in ways that previous
generations wouldn’t or couldn’t have imagined.””® We discuss “personal
branding” later in the book but in my experience teaching hundreds of
these young people, they do acknowledge their responsibility here, and
though we have engaged in passionate discussion about privacy and the
blurring of boundaries between personal and professional identities, there

is consensus around professionalism and good judgment. For example,
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emerging data suggest that millennials are more astute about protect-
ing their individual data online than are members of other generations.
Harris Interactive surveyed over 2,000 Americans on their online privacy
habits and found that 78 percent of users aged 18 to 34 expressed a wish
for privacy, compared to 59 percent of users 35 and up.” These results are
consistent with those from other studies. The Pew internet and American
Life project found that “the youngest social media users surveyed (those
aged 18 to 29) are more likely to have cleared their browser histories,
deleted or edited past social media postings, set their browsers to disable
cookies, declined to use a website that required them to go by their real
name, and employed a temporary username or e-mail address to hide
their identity online. A 2007 Pew report found that among teenagers
who use the internet, only 6 percent ‘post their first and last names on
publicly-accessible profiles.”®’

One of our survey respondents, echoing the remarks of several others,
noted, “We have grown up with these technologies. Our use [of these tools]
allows us to be independent and creative.” Perhaps we have reason to be
optimistic that millennials are becoming more thoughtful about respon-
sible use.

From recruiting and hiring to professional development throughout
the employment experience, practices can be enhanced through strategic
use of technology. Thoughtful approaches can encourage worker interac-
tion, accessibility, purpose, and engagement—these new instruments for

voice can help us build stronger, more sustainable organizations.
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Chapter 2: Action Items

Effective use of technology can enhance our organizations toward ethical

impact, and millennial talent is poised to help make this happen. Below

are key suggestions millennials and their managers can consider to maxi-

mize technological tools toward organizational goals.

(1)

)

3)

(4)

To manage privacy and appropriate use, to signal commitment to
effective and collective use of technology toward organizational
goals, and to mitigate risk, develop a clear, specific, consistent and rel-
evant policy around use of social media ar work. Clarify how and when
information should be shared. Develop the policy collaboratively,
involving multiple departments in design and implementation, and
include millennials in development and ongoing management of
the policy and its administration.

Train employees on the policy and provide opportunities for reinforce-
ment, using engaging methods such as group discussion of “live” case
examples related to technology use at work. This has the dual benefit
of providing examples and context for discussion of corporate val-
ues, including around issues of loyalty, diversity, privacy, and other
ethical considerations prompted by social media use.

Use technology for connection and for sharing content—within and
outside of your organization. Inward-facing communication through
social media can reinforce corporate values and build cohesion. Ex-
ternal communication can engage stakeholders, including potential
talent, and millennials can help drive this content to ensure that it is
relevant and engaging,.

Consider incorporating technology into training and development ac-
tivities to incorporate elements of “gaming” to include stories, goals,
and feedback, and to engage employees and reinforce key concepts,
including corporate mission and values-based decision making. Ele-
ments such as immediate feedback loops can engage employees at all

levels of the organization in meaningful ways.
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)

(©)

7)
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Encourage expression of voice through social media—content can be
generated by millennials, or others at work, and can provide dis-
cussion starters and information sharing. Post interesting news sto-
ries. Share accomplishments and highlights of the work experience.
Foster connections among employees, and between employees and
management, so that communication is meaningful and ongoing.
Engage millennial talent to enhance corporate involvement with social
and environmental sustainability. Encourage employees to acknowl-
edge causes that matter to them, and consider building corporate
partnerships and community engagement around these interests.
Leverage millennial strengths including networking and communi-
cation to share stories and increase impact.

Recognize that information about our organizations is readily avail-
able to a variety of external constituents through these tools, and allow
millennial employees to help manage the companys online presence.
Recruiting and retaining committed, bright, and values-oriented
young professionals, and connecting with others, and with social
impact and other opportunities that reflect shared goals, can be

enhanced through this presence.



CHAPTER 3

Altogether, Now:
Engagement &
Multigenerational
Workplaces

All photographs used with permission, Copyright © 2014 by Della Dewald

Next we turn to exploration of the changing nature of business, and the
particular relevance of millennial skills and interests to this new space in
which engagement and connections are critical. We will explore these
characteristics, and consider how they can contribute to productive cor-
porate cultures. Companies are increasingly relying on groups, teams, and

multi-team systems to accomplish the complex tasks faced by the modern
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workplace.81 Businesses are more connected and communicative, inter-
nally and externally, than ever before. These connections can be lever-
aged toward effective, ethical business, and collaboration is key. Thinking
about our connections at work prompts consideration of “voice,” or the
ways in which we engage with one another around values, goals, objec-
tives, and activities. Importantly, the decision to voice and act on values,
both in accordance with personal goals defined individually, and with
professional goals such as those defined by our organizations, can be en-
hanced through training and development.

Why does this consideration of voice matter and have particular reso-
nance with millennial talent? We know that engaged and connected work-
places make for productive and successful companies. Millennial workers
are motivated to contribute to the connected workplace, because we
also know that millennials express an explicit desire for connections
with peers and colleagues. This penchant can enhance economic viabil-
ity. Research supports the idea of shared leadership, noting that long-
term benefits accrue through more balanced, collaborative perspectives
in leadership and decision making.** “Nearly every person is capable of
taking on some leadership responsibility and positively contributing to
organizational success. In this regard, knowledge should always trump
status. . . . It is important for the organization to create an environment
where every employee is encouraged to provide leadership, not simply
those with the highest status or title.”® These scholars also note the con-
nections between responsible leadership, corporate social responsibility
(CSR), effective teamwork, and productive organizations: “Shared lead-
ership offers the potential to encourage responsibility at the core of the
influence process through the naturally occurring balance that is fostered
by spreading leadership throughout a workforce rather than centralizing
it in the hands of a few formally designated leaders.”®* Not surprisingly,
this approach is quite attractive to millennials, and it has been shown to
enhance success across all levels of the organization. Thus, exploring these
dynamics can be helpful for young professionals and their managers.

Shared decision making acknowledges that collaborative work is key,
and this collaboration can begin between employee and manager. We dis-
cuss mentoring more specifically in Chapter 4, but for our purposes here

it is important to acknowledge the foundation of the employee—manager
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relationship for engaged, collaborative, multigenerational cultures. Thus,
we can consider another expressed desire of millennials ac work—training
and development, and regular and open feedback from their superiors.
This desire for information exchange extends to mactters typically reserved
for more senior ernployees,85 which, of course, has implications that are
interesting for multigenerational cultures. Our task as managers is to in-
fluence these dynamics. If we emphasize developing one’s skills and voice,
in light of research that demonstrates that exchange of diverse ideas and
analyses lead to enhanced creativity, opportunities, risk management
strategies, and other benefits, we acknowledge that millennials’ procliv-
ity toward and comfort with dialogue—encouraged, open, ongoing and
two-way—fosters organizational cultures that encourage leveraging our
voices toward shared goals.

When we thoughtfully design and implement professional develop-
ment at work, we can enhance learning and contribution by all employees
toward shared goals and outcomes. Managers have a mandate to culd-
vate employee behavior to align with values and ethical standards of the
organization. They can also foster new and further development of key
issues within the company as identified by employees, who are increas-
ingly expressing their commitments to ethical workplaces. Fostering a
collaborative culture engages all levels of talent, allows for employee align-
ment with corporate goals, and encourages ownership and commitment
toward enhancing the success of the firm.

Commitment to working together toward shared values can begin
with considerations of motivation—uw#hy do we do what we do at work?
A fundamental consideration, again reflected in the “Tale of Two Stories”
provided in Chapter 1, explores why individuals choose to act, or not.
This practice “voicing values” can be an invaluable part of professional
development. Research indicates that a shared characteristic of those
who act with moral courage in the face of confounding circumstances—
gathered from situations as perilous as those faced by rescuers providing
safety to those under Nazi threat during WWII—is prescripting, or an-
ticipating values challenges and sharing, out loud, how to confront these
challenges.86 Again we see the roles here for professionals, both business
people and academics in our business schools. Professional development

that involves exploration of case studies, such as those provided in this
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volume, and “scripting” responses to ethical challenges, can be an effective
approach. Determining mechanisms for practicing choice and developing
our professional voice is the domain of business schools, and should be
that of management as well.

We can consider another millennial phenomenon for clarity. We have
all heard the frustration aimed at “helicopter parents” and perhaps la-
mented the state of “kids today” (as we simultaneously help our progeny
complete their college applications with verve and polish). The culture of
attention in which millennials were raised—these children of the baby
boomers, let us remember who parented them!—is unprecedented. Those
experiences of early and consistent intervention and feedback, with their
corollary—the self-esteem-building focus where every child gets a trophy,
for showing up and giving his or her best—can prove challenging as these
young people enter a world rife with competition and little hand-holding.

It is unsurprising that these experiences translate into specific desires
at work. Millennials expect not only frequent communication with super-
visors, but that the communication be more positive and more affirming
than has been the case with those in other generations.*” Scholars posit
that this need for affirmation develops from a constant flow of supportive
messages from parents, teachers, and coaches during childhood. Perhaps
we can understand, then, why young professionals may be struggling to
reconcile the messages from their youth—Reach for the stars! You can be
whatever you want to be (and you'll be great at it)'—with the current eco-
nomic conditions and a business community that does not always seem

to respond to this approach.

Toward Effective Engagement

Can we channel these tendencies in a positive way, rather than simply
lamenting them? Collaborative cultures begin with communication. At
even entry- and low-level positions, millennials express a need to be “kept
in the loop” of information and expect that supervisors will freely share
information such as strategic plans even during the formulation stage by
senior memagement.88 These tendencies have strong roots, thus, “as teens,
[millennials] became comfortable expressing their thoughts and opin-

ions to adults, expecting credibility despite their young age and lack of
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experiences. . . . They have also been encouraged by their parents to chal-
lenge authority, and to assert themselves, asking for preferential treatment
when they believe they can get it.”®

Therein lies the responsibility of our business schools, and of manag-
ers. We would do well to emphasize to young talent that increased en-
gagement must be associated with increased responsibility. Experiential
learning through internships and project-based learning are helpful ap-
proaches here and many business schools offer these opportunities as a
core component of the curriculum. Modeling and providing opportuni-
ties for exercising this responsibility is critical for managers. It is worth
it—research tells us that investing millennials with more and broader
responsibilities can foster feelings of involvement, which in turn fosters
organizational attachment and performance.”

The goal again becomes encouraging manager openness to millennial
strengths, and its necessary corollary, enhancing millennials’ appreciation
for work relationships and respect for experience. Organizational open-
ness can create a space in which frank communication and problem solv-
ing between millennials and their supervisors occurs.”’ Research indicates
that consistent communication, regular feedback, and other engagement
between supervisor and employee lead to enhanced organizational out-
comes. We saw this finding reflected in our own millennial interviews,
and as one that may be quite different than that of previous generations:
“I had two different internship experiences . . . [during one] I talked to my
boss every single day, multiple times a day and I was getting constant feedback
on how I was doing. . . . I always knew if I was doing a good job or whar I
could do differently. I enjoyed this much more.”

Developing and encouraging voice at work, which includes effective,
constructive engagement around values and perspectives, can channel
these characteristics. Further, because of the parenting millennials have
often experienced, they clearly value and expect personal achievement.
Managers can capitalize on this value toward organizational goals. These
need not be resource-intensive. Techniques might include peer recogni-
tion of goal achievement and other means to incentivize performance
toward shared goals. Acknowledging the role of institution-building
in professional leadership development is another opportunity here. A

natural place for fostering consensus is around values at work, including
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considerations of such questions as, What is our firms purpose? How can we
meet our goals responsibly and sustainably? Open and participatory commu-
nication on these issues can net important advantages for the company.
This task of building consensus and shared engagement is not easy.
‘The oppositional nature of millennials and other age cohorts at work, and
of young talent “versus” the establishment, is regularly highlighted in the

media, such as this Businessweek feature:

It's the fight of a generation. In this corner, weighing in at
42.5 million people, with a 12.3 percent unemployment rate
and $294 billion of combined student loan debt, wearing skinny
jeans and headphones: 20 to 29-year-olds. And in this corner, tip-
ping the scale at 36.9 million people, with an unemployment rate
of 6.6 percent and a median houschold net worth of $162,000,
wearing Crocs and a pair of bifocals: 55 to 64-year-olds. Let’s get

ready to rumble.”

Of course, and as this article’s author notes, more realistically millennials
and baby boomers are not competing for the same jobs. But considering
the relative status of each group can illustrate some of the respective chal-
lenges that may engender more understanding and connection. The economy
macters for both. Young people with lower earning potential in their future
than their elder peers, mounting student loan debt, and significantly higher
unemployment rates (and the societal challenges we all face) are immediate
concerns for millennials, while boomers struggle with relatively more dam-
aging unemployment and shrinking retirement funds—our Businessweek
author here ends with this less-than-optimistic quote: “Both [millennial
and boomer] situations are terrible, but their problems are different.””?

One student respondent noted his perception of a disconnect and

misunderstanding:

I think that there is a definite distinction between the work ethic
of my generation and that of my grandparents. I think that the
generalization that my entire generation is comprised of selfish,
lazy, & entitled individuals is unfair. I have many peers who are
quite the opposite. I think the problem that causes these percep-

tions is how drastically different the culture that these different
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generations were born into. My generation seems to be more open
minded on social issues. . . . We were also born into a more stable
and very technologically advanced economy. I believe this greatly
impacts older generations’ view of us millennials because the
concept of what constitutes work has greatly changed . . .. Instead
of looking for jobs, many of us are looking for callings. This is an
opportunity many members of older generations did not have. In
addition, with how quickly technology has evolved in the last 10
to 15 years our entire world has been changed. It is my generation
that has grown up with all of the technological advancements and
because of this I think it has impacted our way of problem solving
in that we instinctively tend to find solutions that involve technol-

ogy as a way to minimize the necessary work for a result.

Focusing on shared values is more productive for all of us. My con-
tention is that we share many values, and we simply manifest them dif-
ferently. A study of generations and their values at work™ found that
millennials, generation Xers, and baby boomers all shared the same top-

five expectations of their employers:

¢ challenging work;

* competitive compensation;

* opportunities for advancement, and chances to grow in their jobs;
* fair treatment;

e work-life balance.

This does not mean that cross-generational friction does not occur.
Rather, it reminds us of a useful starting point for organizational cohesion
and development. All employees can benefit from a culture that encour-
ages proactive decision making and provides opportunity for develop-
ment and growth. Here we can consider the Giving Voice to Values pillar
of emphasizing shared values for effective decision making. These values
can be a foundation to which we can appeal when trying to address values
conflicts. They allow us to consider effective strategies for pursuing shared
goals. Articulating and communicating these values, including through
technological tools such as those mentioned in Chapter 2, is step one. We

can then consider how we model, incentivize, and reinforce them.
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Managers can help build these bridges toward engaged multigenera-
tional workforces that collaborate around organizational goals. Recogniz-
ing potential issues and proactively addressing them is key. Research on
generational team conflict at work” identifies four organizationally es-

sential team activities as the roots of most challenges:

* choosing where and when to work;
* communicating among team members;
* getting together;

* finding information or learning new things.

Older colleagues’ general conception of work as a “place” versus younger
employees’ perspective of work as something you do, anywhere, anytime,
can be challenging for shared responsibilities. Acknowledging the chang-
ing nature of business can be reflected in policies and procedures. Thus,
“today most tasks do not require synchronous activities, yet many in older
generations—including many senior executives—continue to expect syn-
chronous behavior” despite the realities that the nature of work in most
sectors of the economy has changed from the 8 to 5 of previous iterations

of work life.” In addition, communication can be an issue.

The crux of most technology-based team misunderstandings is
not the technology per se—it is how team members interpret each
others” intentions based on communication approaches. Younger
members are accustomed to rapid responses from peers; they are
likely to feel frustrated and, at times, rejected if they don’t hear
from older colleagues for a day or so. Team members from older
generations may not only be uncomfortable with digital commu-
nication, they may even feel offended by a lack of face-to-face or at

least voice-to-voice interaction, or left out of the loop.””

Additionally, the nature of scheduling can be a concern, with the flex-
ibility of millennials contrasting with the preference for preplanning by
older colleagues. Finally, older professionals may often be linear learn-
ers with a desire to absorb requisite information via training and manu-

als before beginning the task at hand, while millennials are largely “on
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demand” learners that figure things out along the way, reaching out to
personal contacts with relevant expertise as needed, with “[millennials]
likely to be bored and turned off by a project that begins with a lengthy
training phase . . . [and older workers] annoyed by [millennials’] frequent
questions and requests for input”.”®

One additional insight merits consideration. Research indicates very
real differences in the perceptions of management and authority at work,
with “baby boomers” and older members of “Generation X” coming of
age with a distrust of leaders, and believing that the best work is per-
formed without direct supervision.” Millennials, conversely, tend to trust
authority figures and look to them for guidance, and this difference poses

unique challenges for intergenerational effectiveness at work.

Forty years ago, young boomers were famous for wanting more per-
sonal freedom to direct their lives as they wished, without interfer-
ence from authority figures in families, schools, or workplaces. In
today’s workplace, these attitudes have been turned upside-down.
It is the younger generation of workers—millennials—who most
welcome a closer relationship with supervisors. And it is the older
generation of workers—those same boomers—who least welcome

a closer relationship.'®

These differences, as we have discussed, can manifest in many ways.
Buct these characteristics can be channeled to positively impact our orga-
nizations. Millennials want consistent feedback and redirection so that
they can minimize uncertainty and make sure they are on track for suc-
cessful achievement of these goals. They want to please the boss and do
their job the right way the first time.""!

Many of the potential pitfalls in intergenerational connection can be
mitigated with communication and understanding. Clear expectations
on the front end of shared tasks must be explicitly determined. Openness
to different ways of thinking is invaluable to intergenerational effective-
ness, and allows for voicing ideas, questions, and approaches that can en-
hance the ethical climate of the organization through greater engagement
and transparency. Some of the techniques provided in these chapters can

help, for example, starting by explicitly naming shared goals and values,
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in collaboration with colleagues, and with attention to differences in re-
spectful and open ways. The emerging models of flatter organizational
structures rather than the purely hierarchical approach, and greater inter-
est in and potential for interaction with aspirational leaders, facilitates
this intergenerational collaboration. Millennials can help us build more

collaborative and effective workplaces.

An interactive activity corporations and universities around the
country have used to illustrate issues of collaboration, innovation,
and creativity is the “marshmallow challenge”—using simple materials
like uncooked spaghetti, participant teams are challenged to build the
tallest freestanding structure supporting the marshmallow. Who typi-
cally excels at this challenge? Kids—kindergarteners in particular. They
prototype and use hands-on, experiential methods of devising their
structure—older participants plan and plan, and then plan some more.
Interactive, iterative experiences with feedback loops can be invaluable
for problem solving at work. Consider one millennial’s reflection on
his introduction to using computers: “Our teacher would say ‘2o ahead
and take a few minutes and try things out on the computer, explore the
buttons and start looking things up.”. . . . that curiosity is something that

characterizes the way we are today. g0Z

Acknowledging the Benefit of Engaged,
Ethical Cultures

Research on corporate best practices for millennial management'® in-
cludes suggestions specific to cultivating teamwork, effective multitask-
ing, and fostering dialogue—all characteristics of millennial workers and
the focus of this chapter. These strategies foster an organizational culture
of openness, transparency, and shared purpose that promotes opportuni-
ties for voicing values and can be foundational for ethical organizations.
These include several approaches.

First, attention can be paid to physical space, including lowering
walls between workspaces and designing opportunities for connection

such as dynamic break rooms. Zappos.com, for example, signals this
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from the start of each day because workers at every level of the company
enter through the same front door, and Zappos provides free lunch to
all employees. Second, companies can consider hosting events—off- and
on-site—that allow for engagement and connection. When structured
around community service opportunities these events can enhance pro-
ductivity, team capacities, and company engagement while modeling
business as community citizen. Third, companies can foster peer inter-
action through “onboarding” practices that encourage interaction with
existing employees, recognition of employees and teams who achieve
organizational goals, and enhancing technology to facilitate team con-
nectivity. Some strategies on effectively using technology are provided in
Chapter 2. Recognition can be communicated through these tools or in
person, including techniques such as direct communication between se-
nior and junior employee when the junior achieves a milestone—given
only when it is earned, and as soon as possible after achievement—and,
perhaps, communicated to the organization.

Additionally, companies can allow for consistent accessibility and con-
nection with management. Some companies suggest the act of managers
walking around the organization and a literal “open door” policy; others
create online portals that function as modern-day suggestion boxes. Here

104 15 an effective mantra.

we can consider “highly present role models
Other suggestions include “leveling” the value of all workers by providing
health insurance and stock options to all, modeled perhaps most promi-
nently by Starbucks; rating 401(k) portfolios for sustainability, which can
engage younger and more experienced employees and spur productivity;
consideration of approaches such as “reverse mentoring,” perhaps in the
area of technology, where astute millennials can mentor senior executives
on technological tools and trends; and recognition of service anniversary
awards.

Experts in the field share the perspective that millennials’ inclina-
tions and motivations will change the nature of work for the better. “In-
novation thrives when information is unfettered, education is nurtured,
people can readily form new groups, and decision-making is inclusive,”
and to compete for the best young talent, companies must change in
fundamental ways.'” In a move reversing years of tradition, Goldman

Sachs recently announced a goal to improve working conditions for its
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junior bankers by reducing their time spent at work (now advising their
employees that an average work week is [only?] 70 to 75 hours, when no
such guidelines existed before)—a change prompted in part by the loss
of talent to start-ups.'® Other banks have followed, introducing varying
policies with such names as “protected weekends.” Early feedback sug-
gests that these new policies have measurable positive effect, and that the
effect extends to others in the organization. As one analyst from Goldman
noted in an article for Businessweek, “All of the new initiatives, such as
no work on Saturdays for analysts and associates, have begun to change
mindsets . . . Executives, rather than dwelling on the industry’s pressures,
speak of the need for a well-rounded life.”""”

Thus, even those organizations in highly regulated or time-sensitive
industries can benefit from changes that maximize millennial contribu-
tion. Transparency in the recruiting process about the required time spent
at work or other factors relating to these issues signal respect for the can-
didate and will allow for a determination of fit early in the process. Con-
siderations of changes within the organization that align with these work
preferences may be transformative for all.

Companies are vulnerable if they do not embrace methods to cultivate
young talent, characteristics required for competitiveness in this environ-
ment, namely “transparency, free flow of information, and inclusiveness
that millennials highly value—and that are also essential for learning and
successful innovation.” Thus, “rather than complaining [about them], it’s
time to embrace millennials for what they have to offer, to add experience
from older workers to the mix, and to watch innovation explode.”108

I have learned from the examples of my students as they navigate early
career challenges, and this penchant for connectedness and transparency
has been a net positive. Students have shared stories of internship chal-
lenges that involved uncertainty about the ethical questions including
billable hours, expense reporting, client communication, and other very
real concerns. For just one example, one student interning at a prestigious
investment bank had questions about the appropriateness of a recom-
mendation he and his supervisor had been asked to formulate for the
board of directors regarding new investment opportunities. The student
first collected data that seemed to confirm his concern, vetted his ques-

tions with a trusted friend, and then framed his concerns as questions
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he raised in a respectful, nonconfrontational manner with his supervisor.
The act of raising the questions led his supervisor to view the transaction
more closely; he was impressed with the intern’s diligence and this student
received an employment offer from that firm upon graduation. I am opti-
mistic that he, and the firm, will benefit from his commitment to ethical
decision making.

These examples are illustrative for other students. These types of “case
studies” are invaluable to me as an instructor, and likewise can be helpful
for managers with their young employees. In this way, we are modeling
and exploring potential interactions between employee and supervisor,
identifying the Giving Voice to Values techniques, such as those the student
in this episode displayed including collecting data to clarify and support
his position, acknowledging his role within the organization as an intern
who could frame his concerns by asking questions of his more senior col-
league, and embracing a tone of shared learning and purpose. Dialogue
among employees and with management thus operationalizes some of the
key components of the Giving Voice to Values approach, including voice,

normality, purpose, and self-knowledge and alignment.

“Take Me to Your Leaders”

We also know that millennials are poised to respond to organizational
structures and leaders when explicitly introduced to them. Unlike previ-
ous generations, such as “Gen Xers” who largely created new paradigms
for work including freelancing and other models, “millennials care about
authenticity and institutional values because they are counting on work-
ing within organizations to drive change. . . . [They] seem much more
inclined to operate within existing structures. Thus far, they have been
able to rely on institutions to provide them with the resources and sup-
port they need to solve the tasks set before them, and they are likely to
continue to do so.”'"” This sensibility bodes extremely well for our busi-
nesses. “The members of this generation have a great deal to bring to the
organizations within which they operate. Their comfort with technol-
ogy enables them to not only access information and resources creatively
and easily, but also to think and function in a world that, to them, has

always been without boundaries . . . . [T]hey are, as a rule, people- and
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organization-oriented rather than alienated, thus easing the process of
engaging and acculturating them.”'"

We saw this willingness to learn and take queues from leadership
throughout our student survey and focus group results. One student

shared this anecdote of positive professional development he experienced:

At [the large firm where I interned last summer] I was the only
one within probably twenty or thirty years of my age in my
department. . . . Instinctively when I got there I thought if T had
questions, even quick ones, I should email my superiors. After a
very short period I realized that they preferred, and it was easier,
for me to walk a few minutes to their office and ask them face-
to-face. I quickly adapted to how they did things and it ended up
being better.

Reflecting the sentiments expressed in our own study, a 2013
Millennial Branding study finds that these workers largely express a posi-
tive view of their managers, and appreciate the experience, wisdom, and
willingness to mentor that their leaders possess.''' Managers in the 2013
study expressed some concerns about their millennial employees, includ-
ing that some have unrealistic compensation expectations, a poor work
ethic, and are easily distracted. The research team suggests that the num-
ber one thing managers must do to engage millennials is to set expecta-
tions clearly and consistently, and to clarify the path toward leadership
for the younger employee. Millennials want to know their path, and they
want to learn why they are doing a task a certain way.

This potential for engagement may again be under-realized in our
companies. According to a large national study, only about half of the
millennials feel that the organization for which they work encourages em-
ployees to suggest new ways of doing things or rewards them for innova-
tive ideas, and only about half of them agree that their organization does
all it can to develop leadership potential.'?

A senior executive in a top professional services firm in our study
described the primary management task as managing expectations. Rec-
ognizing this tendency to desire open and consistent feedback, along

with the penchant for recognition and advancement, successful managers
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articulate roles, responsibilities, and what it takes to advance clearly and
often. Formal rotation programs, innovative training, and other ap-
proaches signal and institutionalize this commitment. Millennials re-
spond to this clarity and will respect the process if they understand it. It
also reflects the open, transparent, and collaborative cultures that charac-

terize the most successful of our businesses.

Ethical Engagement at Work

Research on character development in the context of professional life
can be considered in the context of multigenerational work cultures.
Character, after all, embodies traits and virtues that with practice become
good habits. These traits, virtues, and habits are discovered by witnessing
and imitating the behavior of others and must be cultivated deliberately.
Further, virtues must be examined within a community setting. Thus, in
addition to being within the domain of family, education, and other for-
mative experiences, character development clearly belongs at work.

Considerations of our past and future “selves™—what we wanted to
become, who we envisioned ourselves to be, and where we will be 5, 10,
20 years out—is positively associated with ethical behavior. An interest-
ing opportunity might be considering whether cultivating those cognitive
and emotional queues as a form of self-assessment can help us develop
our own moral courage, and help us connect to one another. Can we
see something of ourselves in that young new hire? Can we appreciate
the concerns of an experienced worker considering his or her legacy after
retirement?

Additionally, as we consider young professionals we must acknowl-
edge their training ground—our business schools. Educators play a criti-
cal role in this development, and managers may be able to apply their
observations at work. Scholarship around the development of leadership
character in business schools suggests that character development is es-
sential to moving beyond only acquisition of functional content to de-
veloping the capacity to impact today’s business challenges.''> The best
of our business schools are thinking carefully and strategically about their
role in cultivating tomorrow’s leaders in a context in which the stakes are

extremely high. Courses, experiential opportunities, and other activities
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that inform and reinforce ideas of socially responsible business, environ-
mental and social sustainability, the intersection between politics, eco-
nomics, and peace, the legislative environment, socio-political historical
considerations across the globe, economic inequity, and other critical
considerations are absolutely necessary. Equipped with this awareness
and competency in solution seeking, young professionals are poised for
meaningful impact in our organizations and societies.

What can the research tell us about minimizing the potential for
unethical behavior, and how to mitigate this risk? It has been suggested
that narrow approaches to cultivating negotiation skills at work, a criti-
cal competency at all levels of business, have resulted in a generation of
leaders who make ethical compromises; by embracing the GVV approach
of self-awareness and alignment, young professionals can create posi-
tive impact for themselves and their organizations. We must start with
acknowledging our values, and attempt to align them with our work.
“Business schools and professors need to help students look inward to
see the person they become when they negotiate. The way to do this is
by showing students how to bring to the negotiating process their full
selves from the roles they play in life—account manager, mentor, sibling,
adventure traveler—along with the associated values, strengths, creativity,
and passion.”114 Embracing our whole selves at work is good for all of
us. “The benefits extend beyond the negotiation task. This approach can
transform the conversation from ‘T win, you lose” into more collaborative
discussions about how, through combined efforts, people can explore and
create better results for all parties. It also helps people form stronger con-
nections and build better relationships with their negotiating partners,
because there will be a feeling of trust and respect.”'"” The role of business
schools is emphasized here as well; by showing students how to be genu-
ine in strategic dialogue at work, we prepare them for true leadership.

Thus, we return again to engagement within the organization. Con-
nections among employees may also reduce moral transgressions. An
engaged organization can be compared to one in which “the lights are
shining”™—thus, one provocative study shows that physical darkness can
conceal identity and encourage unethical behavior. It can induce a psy-

chological feeling of illusory anonymity that disinhibits dishonest and
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self-interested behavior, regardless of actual amonymity.116 An extension
of this idea suggests that transparency and the lack of feelings of anonym-
ity help “shine a light” and create cultures of mutual responsibility and

engagement.

As we consider the issue of “voice,” we can reflect on the emerging
challenges facing General Motors in the wake of recalls and failures to
communicate problems. Perhaps one of the most damning pieces of
this convoluted puzzle was release of internal documents with specific
instruction around language to be used by employees discussing the
problems. A 68-item list of “banned words” not to be used by employ-
ees documenting the safety issues is perhaps as direct an example as
possible around the notions of voice at work. This explicit attempt to
negatively shape voice may be a reflection of the lack of transparency
and willingness to confront and manage challenges that are necessary

to successfully display ethical leadership.

How else can we mitigate the risk of unethical behavior at work?
James Lang’s research''” on cheating behaviors in the academic setting
reminds us that when students believe that their professors are caring
and invested in their learning, cheating rates are lower. This dynamic
extends to the corporation. Millennials are relational—they perform for
(and leave) managers and leaders, they do not perform for (or leave) the
company—they “quit the boss, not the job.” Investing in your talent, and
modeling effective behavior, is mutually beneficial. Peer and direct super-

visor interaction is key—the “tone in the middle” matters.

From Engaged Connections to Effective Teams

Open and connected cultures set the stage for collaborative employee
impact. Experts in talent management acknowledge a need for careful
consideration of “teaming” at work. Effective team participation requires
the establishment of relationships. These can be enhanced in new and
important ways by embracing millennials values, for example, as one of

our corporate respondents indicated, ‘is includes willingness to accept
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diversity and include nontraditional team members.” These connections
must be considered thoughtfully or we run the risk of throwing people
together in counter-productive ways. Another corporate executive in our
study noted, “there is a sense of collaboration in that [millennial employees]
want to be part of the team immediately. However, they often fail to earn their
spot as older colleagues have done. And once on the team, they seek leadership
positions before establishing a grasp of the basics.”

Additionally, today’s new professionals may define relationships dif-
ferently than experienced workers. Face-to-face interaction may not be
a prerequisite in this era of social media. This fluidity of interaction
has implications for how teams function at work. Additionally, there
is a challenge to effective team structuring, given millennial penchant
for individual achievement. Thus, “while the millennials ultimately
value working on teams, there is also a perceived need for independence
and being able to control the process to get the job done. . . . [TThis
seems to be a misalignment in terms of these values. This generation
exhibits a tendency to have the mentality of being able to complete
tasks by themselves. . . .”''® Yet these tendencies need not be a barrier:
“[TThe alignment is in the infrastructure provided for the team and then
allowing the individuals to work independently within these parameters.
Setting the parameters of the work space and enabling them to operate
within this space will allow them to utilize their creativity in order to best
accomplish the job.”""?

Both new workers and experienced professionals will benefit from
clear dialogue around expectations and contributions, and perhaps rei-
magining notions of teams and leadership. A useful approach to fostering
multigenerational collaboration at work involves presenting guidelines
for effective engagement. This method of building bridges among the
generations involves conversational learning, which starts with shared
agreement around putting the organization first. Conversational learn-
ing also includes awareness that we all have biases and “blind spots,” and
acknowledging an open-mindedness to learning from others, a conscious
effort to listen, and an agreement that engagements be characterized by
self- and other-respect. These specific “ground rules” can be presented to
employees in the context of training, development, peer coaching, and

other activities.'?’
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Many of our best companies are incorporating these techniques of ex-
plicitly naming these challenges, bringing them to the forefront, and
collaborating around solutions. Our corporate executives cited several
examples, including presentations regarding generational differences,
gamification of training, diversity councils around generational dif-
ferences, training videos exploring bridging the differences, and group
calls with required attendance at all levels of the organization. One
executive we surveyed includes not only project updates and responsi-
bilities in company-wide meetings, but recognition of milestones in-
cluding positive results for clients, new babies, and other important
events—this reinforces connections, and fosters appreciation for the

challenges and joys of various life stages.

Connected Contributions to Ethical
Cultures at Work

Connected employees provide a foundation for shared efforts toward or-
ganizational success in a collaborative, ethical manner. Our task as expe-
rienced professionals and leaders is to show new businesspeople that it is
in their best interest to be ethical and effective at work. Ethical decision
making can allow for alignment between our own values and those of
our organization. Bill Gates famously appealed to two major drivers of
human behavior—self-interest and caring for others—in his call toward
“creative capitalism.”'*! He acknowledged that the greatest challenges we
face, in business and society, demand big solutions. This dynamic oper-
ates within our organizations and reflects the nature of ethical business.
Meeting financial goals sustainably can only come with simultaneous
consideration of the triple bottom line of business—economic, social,
and environmental performance. Organizational goals can reflect pursuit
of success across these three realms. Young talent, with their penchant for
values-based business, can be a crucial part of the process.

Harnessing and channeling the ambition and big ideas of business
toward ethical impact is the province of our managers. But these calls
for and examples of responsible leadership must not only come from

the top. For effective engagement of young talent, this motivation can
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also be peer-led. Today’s emerging leaders are peer-connected and peer-
motivated. A recent book with a fascinating look at the power of these

'22 reminds us that recognizing and capitalizing on these

social networks
dynamics are critical to behavior and outcomes. Our connections with
other people influence aspects of our lives as diverse as our health and
emotions to our political preferences and economic prosperity, and are
only becoming more complex and acute in the age of the internet.'” These
phenomena are only heightened for our networked young professionals.
Levering connections toward collaborative team motivation can be an
approach toward maximizing effective, ethical organizations. We know
that strategic and integrated CSR is critical for today’s companies, and
that CSR involves, at its root, connections with and impact on others.
New studies indicate the specific ways that organizations actually enhance
the employee and customer experience by incorporating CSR, and reflect
the role of community building and collaborative engagement of em-
ployees in CSR strategies. CSR programs help bridge gaps for employees
seeking commonalities with senior management, their boss, and their
customers, and contribute to positive changes in the dynamics of these
relationships by enhancing employee engagement and customer-service
performance.'** Exciting new research finds that work “meaningfulness”
is largely perceived by employees as related to perceptions of how their
company treats others—thus, not only do employees care about how
they themselves are treated by the organization, but they care more deeply
whether their organization treats third parties (customers, consumers,

' Millennials are primed for both this connection

communities) well.
with management and others, and with values-based motivation.

Thus, discussion of ethical impact provides a shared space where em-
ployees and their managers can interact, reflecting a key desire of millen-
nial talent for both engaged and socially conscious work. General Electric
chairman and CEO Jeff Immelt has remarked that sustainability topics
have been the single most galvanizing issues in the areas of innovation,
employee motivation, and engagement that he has seen in his company.'?®
The late Ray Anderson, groundbreaking sustainable business pioneer at
wotld-leading commercial and residential carpet company Interface, pro-
vided an early and much-replicated model for combining sustainability

strategies and profitability that transformed his industry.
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The notion of voice matters in this consideration of connection as
well—“you can tell your CSR story in a compelling way [by communicat-
ing activities with current and future employees online, in employee news-
letters, and in recruiting materials], encourage people to get involved and
champion folks who are involved by highlighting their efforts.”'*” This
communication—regular, consistent, aspirational, and specific—can be
a powerful tool, and one that resonates well with millennial recruits and
employees. The benefits of such communication extend beyond employee
stakeholders—both large and small firms reap substantial benefits from
sharing information on CSR with consumers, investors, and other stake-
holders. Research findings indicate that this type of communication reaps
significant long-term financial value, and reflect the “causal conclusion

that good CSR performance leads to enhanced financial performance.”'*®

A piece on “resolutions for aspiring leaders” concludes with advice for

emerging leaders from the millennial generation:

Ask more questions than you answer. With the high velocity of
change in the world, it is impossible to have answers to all the im-
portant questions. Much more important is a deep curiosity about
the world and the ability to frame the right questions in profound
ways. The world’s toughest problems cannot be solved by you or
any one organization. Your role will be to bring the right people
together to address the challenging issues you raise. Our research
demonstrates that the biggest mistakes result from decisions made

by people without deep consideration of thoughtful questions.'”’

The process of enhancing our ethical commitment is ongoing, for
all of us. Millennials entering professional life are in a profound place.
“The maturation of human morality will, in many ways, resemble the
maturation of an individual person. As we come to understand ourselves
better — who we are, and why we are the way we are—we will inevitably
change ourselves in the process. Some of our beliefs and values will survive
this process of self-discovery and reflection, whereas others will not”.'*
Sociologist Christian Smith wrote a wonderful book'?" about emerging

adults that calls us to understand and explain young millennials within
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the broader context of American culture and society. Smith cites changing
roles, differences in youth socialization, mass consumerism, interlocked
institutions, disconnection between older adults and young people, and
American individualism as contextual factors that must be acknowledged.
Smith argues that we can all flourish only by recognizing the macro-social
dimensions of our challenges, by explicitly considering moral reasoning,
encouraging civil, functional debate on our most pressing issues, and by
fostering intergenerational connections. Managed well, the workplace

can be a critical space for this development.

CSR as Competitive Advantage in Attracting
and Retaining Top Talent

Research on employee recruitment indicates that an organization’s corpo-
rate social performance, or the organization’s commitment to principles,
policies, and practices relating to social responsibilities and relation-
ships with stakeholders, affects attractiveness as an employer, and this
dynamic is expected to become even more significant. Corporate social
performance indicators can give organizations an immediate competitive
advantage by attracting a larger applicant pool.13 2 One study finds that
“signal-based mechanisms,” or signals job seckers receive about the com-
pany’s social performance are important; thus, perceptions of the com-
pany by the potential employees, including anticipated pride from being
affiliated with that organization, their perceived value fit with the organi-
zation, and their exceptions about how the organization treats its employ-
ees are related to perceptions of the company’s prosocial performance.
Google, a perennial favorite on the “most desirable companies to work
for” lists, has been lauded for its unconventional hiring and management
practices. As Tom Friedman reflects in a much-circulated New York Times
op-ed, Google attracts so much talent it can afford to look beyond most
traditional hiring metrics like GPA and test scores. Rather, they can focus
on hiring attributes including technical ability and general cognitive abil-
ity, defined not as I.Q., but as “learning ability”—the ability to process
on the fly, to pull together disparate bits of information—gleaned by
structured behavioral interviews that are validated for predictive quali-

ties. Other attributes they pursue include leadership potential, which is
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defined to include emergent traits such as stepping up to lead and step-
ping aside to allow someone else to lead, and humility and ownership,
including intellectual humility that allows for learning and embracing
ideas of others. As Friedman notes, “The world only cares about—and
pays off on—what you can do with what you know. . . . And in an age
when innovation is increasingly a group endeavor, it also cares about a lot
of soft skills—leadership, humility, collaboration, adaptability and lov-
ing to learn and re-learn. This will be true no matter where you go to
work.”"*> And while Google may be an outlier in its hiring practices, it
may also be predictive—its ability to attract top young talent may afford it
this approach, yet it may also be because of it—a lesson other companies

may adapt for their own organizations.

Ethical Cultures in Multigenerational Workplaces

A comprehensive and helpful study by the Ethics Resource Center
(ERC)"* notes several important implications for ethical cultures in
the context of the generations. First, the ERC study notes that a criti-
cal indicator of workplace culture is whether employees feel pressure to
compromise standards—not surprisingly, the more pressure, the more
misconduct—and younger workers are more likely than their older col-
leagues to feel pressured by others to break the rules. Their data indicate
that the more time spent at work the more the feeling of pressure eases as
workers learn ways of coping with their work environment.

In addition, the rates of reporting misconduct are increasing for all
age groups—the data show no age-related differences in this key measure
of ethical cultures, and because this shift from very different levels in the
historic patterns of reporting has occurred only recently, the ERC suggests
that this change to more reporting was largely driven by millennials.'?

Finally, fascinating patterns emerge when considering z0 whom each
generation considers reporting misconduct—while more experienced
workers consult company resources for help with work-related issues,

younger workers consult family and friends.'*

These data have impor-
tant implications for managers concerned about ethical conduct (in other
words, all managers). The news is optimistic and manageable—millennials

also exhibit the greatest sensitivity to ethics and compliance training.13 7
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Research on best practices in management reflects approaches in
which millennial talent may be uniquely positioned to excel, and ac-
knowledges engagement with multigenerational colleagues as necessary
for success. Those studying new managers found that preparing for the
realities of leadership includes recognizing that authority is not conferred
by title, rather a “web of interdependencies,” and that “new managers
soon learn that when direct reports are told to do something, they don't
necessarily respond. In fact, the more talented the subordinate, the less
likely she is to simply follow orders.”'*® Further, “[o]ver time, good man-
agers find they must earn their subordinates’ respect and trust in order to
exercise significant authority. They need to demonstrate to subordinates
their own character, their competence, and their ability to get things done
before those subordinates are likely to follow their lead.”'*

This can be a challenge for young leaders, and for managers of mult-
igenerational teams. “New managers, insecure in their roles, often seek
absolute compliance to orders from their subordinates, particularly in
their early days. But what they learn over time is that ‘compliance’ is
not the same as ‘commitment.””"*" This results in challenges at multiple
levels. Without commitment, employees are not motivated to take initia-
tive, and if subordinates are not taking initiative, the manager can not
effectively delegate. “The challenge for managers is to nurture a strong
sense of common commitment to shared goals—rather than one of blind
allegiance to the managers’ dictates."*! The American Management As-
sociation notes that one of the key leadership behaviors that gets in the
way of effectiveness and innovation is a leader’s inability to listen well; this
tendency affects the culture of open collaboration, and inhibits informal
dialogue required for creative and critical problem solving.'*? Other po-
tential pitfalls include framing constructive challenging of others to think
critically as overt criticism, and leaders taking ownership of an idea put
forward by employees, which results in feelings of disengagement and
lack of motivation. A final challenge is failing to align creative thinking
directly with elements of success as articulated by the vision and strategy
of organization: leaders often fail to focus sufficiently on communicat-
ing these key elements of success.'*® All of these tasks can be addressed
through cultivating true connections, and emphasizing alignment of ac-

tivities and goals.
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Shared goals are key and through collaboration they can be nurtured.
Interconnectedness may come naturally to young talent; cultivating and
appreciating these connections are a distinguishing and important char-
acteristic of millennials. Thus, due to their upbringing, “millennials can
heed moral exemplars, and respond to principled leaders, far better than
most of today’s adults could when young.”** These leaders can normalize

ethical considerations at work, and provide models for voicing values.

Millennials have good reason to be mindful of the pressures around
ethical challenges. The structural advantages that can sometimes be
in place for senior-level management may not be accessible to young
professionals, and when ethically questionable behavior occurs, there
is the potential for scapegoating. Consider the case of Betty Vinson.
Vinson, an accountant at WorldCom, ended up in jail for her role in
the accounting scandal that weighed in at $11 billion. Cynthia Rowley
ended up on the cover of Time magazine as a “woman of the year” for
her role in blowing the whistle. Of course these two women were re-
sponsible for their choices in the face of pressure to perform inconsis-
tently with their values. How and why they chose to act, or not act, in
the face of this pressure is a perfect teaching case (and is available from
the Harvard Business School Case Collection'*’). However, case after
case illustrates the vulnerability of young talent. Senior leaders often
leverage protections that are unavailable to young employees. Careful

decision making early in our careers is imperative.

The ERC also provides tips for engaging millennials around ethics
at work. These data do not suggest that organizations must revamp their
ethics programs for each generation; rather, communication about avail-
able resources for ethics at work, and the organization’s commitment to
ethical leadership, can be emphasized in different ways. These approaches
for millennials include techniques such as communicating the company’s
commitment to ethics in terms of people and relationships guided by in-
tegrity, focusing on messaging from colleagues and immediate supervisors
who are local and influendial to this young talent, emphasizing the ethics
and compliance program as opportunities to interact with knowledgeable

colleagues who can provide support and guidance, building opportunities
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for discussion and interaction into ethics and compliance training, pro-
viding ways for millennials to share input into organizational standards
and systems, and communicating that when employees do report miscon-
duct it is an interactive process.146

Encouragingly, despite media coverage that may suggest otherwise,
wortkplace misconduct has actually declined steadily and significantly in
the last decade and is now at an all-time low.'*” Researchers in the ERC
study ascribe this decline in part to economic instability and its relation-
ship with workers” confidence and penchant for risk-taking. I contend the
influx of young talent who studied business in the post-Enron era with
heightened attention to ethics in the classroom, and some of the other
characteristics of this generation may also be a factor.

Evidence clearly suggests that “increasingly sophisticated ethics and
compliance programs are creating new norms in worker conduct. By
almost every measure, companies are working harder to build strong
cultures and further develop their ethics and compliance programs.”'*®
Some highlights of this data include the increase in companies provid-
ing ethics training rising from 74 to 81 percent in the past three years,
an increase in companies including ethical conduct as a performance
measure in employee evaluations, and almost 75 percent of companies
communicating internally about disciplinary actions when wrongdoing
occurs.'” Millennials and their managers are helping to drive this trend
with an attitude of ethical business as a natural extension of the business
functions, and an enhanced focus on transparency and communication.

Again, connectedness is key. Fascinating research on the “cheater’s
high,” or positive affect in individuals triggered by unethical behaviors,
may be one more challenge to ethics at work—yet an important caveat to
the research suggesting individuals who engage in unethical actions feel
satisfaction is actually mitigated by “social consensus regarding the ethi-
cality of the act” and that individuals are less likely to engage in unethical
behavior if they perceive their action as having no obvious victim."”® Our
technologically driven culture may make this concern even more acute.

The internet can create more distance between us and our actions.

It’s created a distance between us and the people who would suf-

fer the consequences. If you're dealing mortgage-backed securities,
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think about how many steps there are between you and the
consequences of your action, and how easy it is, [to create an]
anonymous general group that all of a sudden you can misbehave

toward.'!

This research suggests that incentives along with cultural norms and
rewards associated with ethical behavior matter, and that proximity to those
impacted by unethical decisions, along with discussion of stakeholders and the
impact of decision-making, reduces the likelihood of engaging in them—both
key findings for organizational cultures intent on engaged and connected
employees.

Finally, research and anecdotal advice for managing millennials sug-
gest that loyalty is personal rather than to corporation, so supervisor and
other connections are critical—intentionally creating connections be-
tween employees produces generous returns and is well worth the effort to
design and implement them. These relationships can assist in institution-
alized mentoring, or help foster organic mentor-like connections—both
leader-led and peer-to-peer mentoring. We will discuss this millennial

characteristic next.
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Chapter 3: Action Items

Engaged, connected, and values-driven workplaces are primed to flour-

ish. Following are chapter highlights that managers and millennials can

consider to foster effective, ethical multigenerational workplaces.

(1)

)

3)

4)

®)

(©)

Acknowledge that engaged employees and collaborative workplaces mar-
ter now more than ever. Create connections between employee and
supervisor, and among colleagues, which are expressed desires of
millennials and can foster effective organizations for all.

Foster engaged and connected cultures thar make for productive and
successful companies. Creating opportunities for connectedness can
include peer recognition of goal achievement, acknowledging indi-
vidual and team milestones across all levels of the organization, and
modeling accessible and engaged management.

Focus on shared values by articulating the mission of the organization
clearly and often. Incorporate off- and on-site events that allow for
engagement and connection, including those around social impact
issues such as community service that can enhance team building
and commitment.

Acknowledge thar millennials, perhaps more than any other generation
in the workplace, respond to and appreciate training and development.
Due to their formative experiences and connections with parents
and other authority figures, millennials are poised to receive profes-
sional development at work when clearly connected with impact
and meaning.

Acknowledge possible differences explicitly and collaboratively through
discussion of generational differences, presenting guidelines for
effective engagement and reinforcing respectful dialogue.

Integrate CSR topics throughout the organization as a means of en-
gendering engaged and productive employees. Acknowledge that
millennials can help drive these strategies, with their networking
and awareness strengths as assets. Consider approaches such as
dialogue and exercises around self-assessment and alignment with

organizational values.



CHAPTER 4

Mentor Me, Please!

All photographs used with permission, Copyright © 2014 by Della Dewald

Though a common refrain seems to be that millennials prefer to go rogue
and abandon notions of acting as “company men (and women),” research
indicates, and anecdotal evidence supports, that millennials actually dis-
play strong preference for connections, mentoring, and relationships at
work. They are comfortable with and used to engaging with parents,
teachers, coaches, and others around their personal and professional de-
velopment in ways that are unprecedented. They may even view their

supervisors as “workplace parents”!**

with the related desire to please
(and, perhaps uncomfortably for some managers, transcend traditional

boundaries of employer—employee).
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This proclivity for connection with experienced workers suggests op-
portunities for managers to develop young leaders toward shared goals. It
also has implications for integrating discussions of ethical decision mak-
ing firmly within the organization. Scholars identify key characteristics of
high-performing CEOs to include both skills in integrating multiple dis-
ciplines into systemic approaches to building better-performing organiza-
tions, and explicit integration of personal values and principles into their
leadership.'>® This is clear evidence of the role of identifying purpose,
broadly and thoughtfully defined, as a critical skill for business leaders.
Further, leaders have an invaluable role in building institutions that do
both well (financially) and good (prosocial contribution). This is aligned
exactly with the Giving Voice to Values (GVV) approach of learning from
successful examples of those who have acted on their values, and identi-
fying the practical steps necessary for doing so ourselves. Values discus-
sions are brought to the table, normalized, and successful resolution of
challenges is modeled. These “high-ambition” leaders, those who define
purpose to include creating economic and societal value, represent the
GVV model of leadership development. Engaging with young profes-
sionals, modeling effective behavior, and fostering organizational culture
that rewards values-based decision making benefit the young employee,

the managers, the organization, and its stakeholders.

Modeling and Mentoring through Purpose

Mentoring around ethical leadership for young employees can begin with
explicit consideration of purpose, and with engaged leadership that mod-
els integration of values at work. We will explore purpose at work more
directly in Chapter 5, but acknowledging purpose as a platform for en-
gagement is critical to meaningful mentorship. Consider the example of
the medical device company Medtronic, which has turned this consider-
ation of the firm’s purpose into its galvanizing message to employees and
other stakeholders. The philosophy under cofounder Earl Bakken’s lead-
ership was that the company was “not putting a pacemaker into some-
one’s body; we were restoring them to full life and health.” They reflected
that philosophy by incorporating patient testimony about how their de-

vices changed their lives into trainings and other company milestones
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so that all employees could reflect on this notion of purpose.”* Gallup
data indicate that only 25 percent of employees feel connection to their
company’s mission—at Medtronic, 84 percent of their employees feel this
alignment.'” Integrating this sense of compelling purpose throughout
the organization aids in promoting a cohesive culture and enhanced com-
mitment by all stakeholders. It provides a rallying point around which
new and experienced workers can connect.

Former Medtronic CEO and Harvard professor Bill George sug-
gests that engagement must be driven by leaders who inspire, with

managers who:

work alongside their employees, doing more than their fair share
of the most challenging aspects of the work. Their leadership role
is to champion the company’s mission and values, and to chal-
lenge others to meet higher standards on behalf of their custom-
ers. . . . The most senior executives . . . should be engaged every
day with the first-line [employees who] will be more engaged and
productive, . . . and executives will make better informed, more
thoughtful decisions about the business because they are so much

closer to their markets and the people doing the work. >

Modeling effective leadership can be a form of mentoring; opportu-
nities for deliberate modeling and reflection can benefit the leader and
the young employee simultaneously. High-performing CEOs are open
to learning through feedback and reflection. We know that business stu-
dents often indicate a struggle to reconcile the messages they receive from
parents, peers, supervisors, and their business education—a prosocial
conception of business and of business practitioners—with the seemingly
endless scandals and purely profit-driven, rather than purpose-driven,
businesses. Engagement between our business schools, the training ground
for young professionals, and our corporations is essential. The best of
our business schools create opportunities for experienced business leaders
to become intimately involved with business education through leader-
ship development activities. Speaker series, project-based internships and
other curricular experiences, and hands-on case-study approaches in col-

laboration with business executives are several key approaches.



78 ENGAGING MILLENNIALS FOR ETHICAL LEADERSHIP

Encouraging reflection and open communication on building better
businesses, together with leaders and with peers, reflects a critical GVV
pillar of self-awareness and alignment. Knowing what we value, and
considering our values in the context of those shared with leaders we
respect, and with our organizations, can be powerful prompts to ethical
action. This action orientation is clearly aligned with millennials’ goals for
impact and engagement. Expressing our intentions, practicing our pro-
cesses and strategies in front of peers and with aspirational and exemplary
role models, and collaborative action resonate with millennials’ penchant
for collective activity and team response to professional challenges. Our
companies can, of course, continue to promote and engage around those
who have successfully integrated values and professional life in our busi-
nesses through leadership activities and other professional development
initiatives. This is mentorship in a broad, and critical, sense.

Linda Trevino and her colleagues suggest a dual-pillar approach to
corporate leadership that has implications for modeling and mentoring—
it is not enough to “be” a moral manager—our people must know that we
are."”’” Being ethical and making good decisions is not enough. Managers
must develop a reputation for ethical leadership that includes employee
perceptions of the leader as both a moral person and a moral manager.
Role modeling, communicating regularly about values, incentivizing and
rewarding ethical behavior, and holding people accountable are critical.'*®
The role of senior managers in cultivating corporate culture, identifying
priorities, and fostering a culture of contribution cannot be overstated:
“Leaders can form relationships of trust with followers, empower them
through inclusion in decision making, encourage follower growth and
success, behave ethically, balance work with vision, and create value—
and encourage followers to create value—for others outside of the
orgzmizaltion.”159

The context is also important. The economic environment experi-
enced today may actually bring out the best in our young professionals.
Some characteristics of millennials work in their favor, and to the benefit
of their employers, during challenging economic conditions. “Manage-
ment experts note that, while money is important, millennials do not
see money as their only source of happiness. Like Generation X workers,

they feel rewarded by work arrangements that offer more flexibility and
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new technology . . . [and] expect to become involved in projects that
have a major impact on the organization, soon after their organizational
entry.”'® Work structures that enhance efficiencies are aligned well with
millennial proclivities. Loyalty at work is to the idea, to the mission, to
the purpose—it is personal, not to the corporation—so supervisor and
colleague connections are critical and can only be fostered through in-
tentional effort on the part of management. Coaching and collaboration
are key. Acknowledging these dynamics may allow managers to encour-
age these connections in their own organizations, and can assist with

meaningful contribution by millennials.

Approaches to Mentoring: Peers,
Interaction, and Reflection

In addition to direct and aspirational modeling, other development tech-
niques can be effective with young professionals. One of several tactics is
group mentoring. Scholars found that manager-led or peer-to-peer men-
toring at top companies, including such approaches as online platforms,
leads to decreased training costs and enhanced communication.'®" This
approach goes beyond managing millennials—“improving your compa-
ny’s ability to give employees honest, timely, and useful coaching won’t
benefit just your 20-something workers.”'? In a survey of the impor-
tance of managerial skills, participants “in all generations placed a high
premium on having a manager who ‘will give straight feedback.” And yet
when [the researchers] asked 300 heads of HR to rate their managers’
competence in the same eight skills, giving feedback was ranked dead last.
Clearly, that’s a critical gap companies need to bridge.”'®®

Further, when researchers interviewed 125 leaders to explore develop-
ment of alignment around mission and values, and empowering leaders
at all levels of the organization, findings indicated that self-awareness is
a precursor to emotional intelligence, a critical leadership component.
Self-awareness requires real-world, practical experiences, reflection and
processing one’s experiences, and group interactions that allow sharing
experiences and receiving feedback.'® Lack of attention here is a “miss-
ing link” in leadership that has been shown to enhance productivity, and

can be cultivated with self-assessment, alignment, and peer coaching—all
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techniques that can be incorporated into professional training and
development.

When managers engage millennials with interactive feedback, voice
is acknowledged and developed. These connections can be readily ex-
tended to include dialogue on values. Engaging with peers and leaders
around our values and our commitment—expressing out loud who we
are and who want to be—is key. Through exploration of our self-assess-
ments and alignment with personal and organizational goals, we can all
formulate effective, actionable voice. This enhanced self-efficacy leads to
improved motivation and job performance.

In one study, those employers who built reflection opportunities into
training and development saw work performance that was significantly
better than those who did not'®—a finding supporting an approach that
has been underutilized, as expressed by Harvard researcher Francesca Gino:
“I dont see a lot of organizations that actually encourage employees to
reflect—or give them time to do it. . . . When we fall behind even though
we're working hard, our response is often just to work harder. But in terms
of working smarter, our research suggests that we should take time for
reflection.”'®® Incorporating elements of reflection at work—conscious
consideration of our actions—is known to enhance job performance.167
Reflecting on what we have done helps us to be more effective the next
time—our self-efficacy increases and we are more motivated to perform
better next time. These Harvard researchers suggest that organizations build
time for reflection into the work experience in order to “work smarter.”
These experiences can be structured as team-building professional develop-
ment opportunities around shared organizational values. This is modeling

effective leadership for young talent, and aligns well with their motivations.

Approaches to Mentoring: Broadly Defined

We must also be explicit about what we mean by “mentoring.” Weekly
fireside chats or play-by-play advising are by no means necessary, and, of
course, have productivity problems by definition. If we expand the notion
of mentoring to include such aspects as peer-to-peer coaching, leader-
led team development sessions, engaging with aspirational role models,

clear communication of expectations to all employees, and explicit yet
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accessible mechanisms for clear and consistent feedback, we are now ac-
knowledging a framework that is both manageable and effective. Coach-
ing by employers need not be overly formal or time consuming—it can be
as easy as a quick e-mail response, a text, or a two-minute conversation.'%®
Experienced workers benefit as do new hires. Relationships are strength-
ened and the organization as a whole is more successful.

Another approach has been called “shadowing”—new employees
do not simply talk with experienced professionals in the company, they
watch these professionals in action. This shadowing can occur at multiple
levels—shadowing the owner in customer meetings, the chief engineer
for internal processes, and the administrative assistant for the day-to-day
dynamics—and involves enough time with them to be able to appreciate
the complexities of each task and role. It is to literally walk in the others’
shoes, and allows for more thorough understanding of the bigger picture
of successful operations.'®

Additionally, “physical proximity between leaders and employees is
not always feasible. But mental or emotional proximity is essential”—an
approach called conversational leadership, which we explored briefly in
Chapter 3. This approach rejects the “command and control” approach to
management—an approach that appears to be ineffective with millennial
talent, and is increasingly becoming obsolete. “Globalization, new tech-
nologies, and changes in how companies create value and interact with
customers have sharply reduced the efficacy of a purely directive, top-
down model of leadership.”'”® What approaches will replace that model?
“Part of the answer lies in how leaders manage communication within
their organizations—that is, how they handle the flow of information to,
from, and among their employees. Traditional corporate communication
must give way to a process that is more dynamic and more sophisticated.
Most important, that process must be conversational”"”!

Top-down, one-way communication has become unrealistic and
inefficient—for example, as discussed in Chapter 2, with the advent of
social media, employees have a public voice and leadership must adjust
accordingly—and managers can leverage this new reality toward positive
organizational development. Economic changes that preference knowledge
work over other kinds of labor that require more sophisticated commu-

nication, organizational change that reflects flatter and less hierarchical
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structures that involve lateral and bottom-up communication, globaliza-
tion that requires fluid and complex interactions, the influx of young talent
with a preference for dynamic, two-way communication with peers and
their superiors, and technological changes that render static communica-
tion obsolete mean that the nature of interaction at work must change.'”?
Scholars have identified elements of organizational conversation
that are critical for navigating this new paradigm, including intimacy,
or leaders emphasizing listening to employees rather than speaking to
them, and bottom-up exchanges of ideas with employees; interactivity, or
leaders using social and other media tools to facilitate two-way communi-
cation, and employees interacting with colleagues on such tools as blogs
and discussion forums; inclusion, or leaders involving employees in com-
municating the company’s story, and in acting as brand ambassadors and
thought leaders; and intentionality, or leaders building messaging around
corporate strategy and employees taking part in creating this strategy.'”?
How much mentoring is enough? Only three percent of the young
people we surveyed expressed that interaction with their mentors monthly
or less frequently is satisfactory, with 70 percent saying weekly or two to
three times per month is ideal. When it comes to meeting with direct
supervisors, our respondents prefer even more frequent connection, with

82 percent desiring connection at least two to three times per month and

31 percent hoping for weekly connections.

Monthly or more infrequently
2%

I don't feel mentorship is
valuable at work

1%

Figure 4.1 If you feel mentorship is valuable at work, how much
interaction would you consider ideal? (n=138)
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2-3 times/week
34%

Monthly or more infrequently

4%

Figure 4.2 How often would you prefer to meet face-to-face with your
direct supervisor? (n=138)

Millennials themselves have an important role in this exchange be-
tween mentor and mentee. Mentoring is a two-way engagement. One
of our corporate managers indicated a concern echoed by several in
our study: “Gen Y is definitely focused on identifying mentors. However,
1 question their ability to listen and learn. They seem to view mentors more
as ‘contacts” for networking rather than ‘teachers.”” Young employees,
who another manager described as being “like sponges, absorbing ev-
erything,” will do well to acknowledge experience and organizational
wisdom as they navigate these relationships at work. The willingness to
learn and grow is often there. As one of our student respondents noted,

“Mentors are the most valuable means of education I have ever had.”

Cultivating Performance through Mentoring

Our corporate respondents reflected several best practice examples for
mentoring millennials. Specific approaches include reverse mentoring, for
example, regarding technology, such as instances in which young employ-
ees provide advice and suggestions around effective use of social media and
other tools. Other tips include incorporating professional development
programs for new hires focusing on professional expectations in a large

organization, coaching and direct involvement when problems occur, and
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reinforcing successful solutions. One executive noted, “We have discovered
that partnering the millennials with a more experienced worker really helps
both of them. The millennials have [technological] skills that often make them
much more efficient on the same projects, and the experienced employees have
so much valuable experience that it makes for really great teamwork.” These
findings echo existing research on managing and mentoring young talent.

These relationships, perhaps around functional activities, can provide
a foundation for connections around values and mission that can expand
the impact of engaged employees even further. As we consider what works
in training and performance management, we can consider another
change of frame that aligns with millennial characteristics and can serve
to create a more vibrant, transparent, and aspirational culture for all em-
ployees. The shift is from performance appraisal—typically annual, often
transactional, and backward-looking—to performance development and
coaching, which is characterized as relational, amenable to fostering dia-
logue, involving continuous assessment and recognition, and forward-
looking.w4 As another scholar describes, many organizations confuse the
term “assessment” with “evaluation.” Assessment involves determining
effectiveness and/or efficiency of a new plan or policy, or learning about
processes. Evaluation, on the other hand, is involved with results and
outcomes. While both measure performance, one should focus on process
and the other on the bottom line.!”?

Both are critical for millennial development. A more integrated and
ongoing performance development process can ensure measurable out-
comes and lead to explicit attention to meaning and impact at work.
Techniques for evaluation and development abound; so-called 360° eval-
uations for development, integration with mentoring and peer coaching
activities, and innovative training and education programs are just some
examples.

Acknowledging, coaching, and celebrating performance should be
part of the process to reinforce norms, expectations, and values. These in-
teractions become another opportunity to cultivate organizational values
through engagement with employees. It also creates space for employees
to voice ideas and opportunities, and for employee concerns to be ex-

plored and addressed consistently and thoughtfully, perhaps reducing the
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need for external approaches (for example, negative “work narration,” or
even whistleblowing). It can create new opportunities for collecting data
to allow for assessment of learning and retention. It is no coincidence
that mentoring, training, and development programs are featured promi-
nently in recruiting materials for young talent. Some of our top compa-
nies are engaged in exciting examples; we will include reference to some
in Chapter 7. We can also consider, for illustration, a suggestion from one
of our millennial students in a class dedicated to effective engagement of

young talent toward ethical impact at work:

From the start of the development process new hires should receive heavy
training and emphasis on ethics and personal responsibility. This training
should focus on putting new employees in realistic, industry specific situa-
tions that have been experienced by other employees at the firm. Addition-
ally, the training should focus on curbing individual practices that can
potentially harm the firm, such as overconfidence, complacency, and self-
preservation in train employees with team-oriented solutions to unethical
situations and habits. An ethics committee or HR team within the com-
pany could carry out this component. The committee should be comprised
of members of all ages and departments within the organization in order
to both give all company workers a comfortable outlet to contact, to handle
ethical situations in different aspects of the business, and to send a message
to the rest of the company that this commitment to ethical practices reaches

all corners of the organization (MM student).*

Given consistent research findings supporting the returns associated
with a more thoughtful and integrated performance review and develop-
ment process, it is surprising that more companies do not invest time

and resources into strategic approaches. With millennial talent, direct and

“These excerpts are derived from papers submitted to this professor in 2013 and 2014
in the senior-level undergraduate course BAET 30400: Managing and Millennials,
University of Notre Dame. These excerpts will be cited in the book as “Managing and
Millennials course projects, student perspectives: MM student.” Permission for citing

assignment excerpts was provided by each student.
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consistent feedback seems to be most effective. One scholar studying mil-

lennials in business suggests:

When appraising their work, be directe—millennials tend to put a
rosy glow on gently stated complaints. Managers should avoid the
“sandwich approach” to feedback, where a criticism is preceded
and followed by a positive statement. . . . [I]f managers hedge their
criticism with a string of compliments, millennials will tune out

the reprimands and “just hear, ‘Blah, blah, 'm great_”’176

This penchant for directness was echoed in our own focus group of

millennial talent, with remarks such as,

“I like when people are honest and very frank with me and if I don’t have a
direct, objectifiable role to achieve, I'll tend to be less motivated to do things.
And if I have [a supervisor] who doesn’t tell me exactly what I'm doing wrong
or what they actually look for, then thats very frustrating.”

Another student suggested this strategy for a proposed evaluation

component:

Every quarter, employees would have the option of sitting down with their im-
mediate supervisor to discuss their insights and voice any concerns they may
have regarding misalignment between their purpose and their role within the
organization. While these meetings are optional every quarter, employees must
participate at least once a year. With employees articulating their goals through
open discussion, companies will better be able to meet employee needs and keep

motivation and satisfaction high (MM student).
We can consider an additional suggestion:

Once a year, each associate would be paired up with a senior manager to
discuss their perspectives on their careers. Every pair has to submit something
[to the organization] they learned about their partners generation and why
that makes them an asset to the company. There would then be a company-

wide conference where the most noteworthy stories are shared with the entire
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organization. Not only would personal relationships be formed, stereotypes
will be proved wrong in the process (MM student).

We can also consider a suggestion that further supports the idea of

traditional and reverse mentoring:

[Companies could launch a] mentor/reverse mentor program [which] pairs
baby boomers with millennial employees, and encourages both sides ro learn
from each other. The program requires participants to hold both formal and
informal meetings regularly. In formal meetings, two participants talk about
their current projects (in confidence), and seck opinions and ideas from the
each other. Baby boomers could offer advice based on their extensive work-
ing experience, and millennials may provide insights about technology and
creative marketing strategies. In informal meetings, participants could have
lunch rogether and share their own personal lives. Such communication cre-
ates opportunities for different generations to comprehend and appreciate each
others background, and hence understand how that difference has shaped
individuals as how they are now (MM student).

Reinforcing the role of social media as a tool for this cross-generational
engagement as we discussed in Chapter 2, we can consider a final sugges-

tion for this engagement:

Companies could have younger, more social media literate employees
administering the recruiting Twitter and LinkedIn accounts, while si-
multaneously having the younger employees aid in improving the techno-
logical literacy of some of the more experienced workers. This will not only
improve dialogue and connections between older and younger employees
hailing from different generations, but will also increase the company’s
technological capabilities, and develop a trendy and relevant social media
presence (MM student).

These suggestions may represent new approaches for managers. Yet
we know that young talent is interested in performing well and meeting
expectations. They appreciate an optimistic and engaging approach to

their development. Who among us does not?
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We explore best practices in Chapter 7 but two examples related to
mentoring are illustrative here. Citibank offers a “reverse mentor-
ing” program in collaboration with the University of Miami Business
School to facilitate interactions between undergraduate and MBA stu-
dents and Citibank professionals for project-based work around digital
technologies, communications, and social media for development of
long-term strategies. This approach to harnessing the skills of young
talent and leveraging connections between emerging and established
business professionals allows millennials the opportunity to share their
insights and learn alongside aspirational leaders.

PepsiCo’s Connect mentoring program connects young profes-
sionals within the company for peer-to-peer networking and exposure
of ideas to executives for implementation and sponsorship, supporting
recruiting events for new talent, assisting with product development
and marketing, and improving work-life balance for all employees—
which contributes to the organization, provides management with
information on new trends and technologies, and accelerates partici-

pants’ careers through tangible skill development.

Troubleshooting

What about when things are not so rosy? How might we handle challenges
to expectations of the manager and the corporation? How can managers
effectively address an implied or explicit questioning of corporate norms
and policies? Millennials have been encouraged to take a seat at the table
in decision making at home and at school. It is no wonder these tendencies
continue at work. An effective approach might be to appeal to their peer
and community orientation. Thus, managers can model (or state outright)
that certain processes, decisions, and choices were developed and agreed
to by the community in which they are operating—rules have come by
consensus—and that success in the community depends on respecting them.
The issue can be reframed. Managers can foster consideration of proactive,
positive change. Thus, if the system or process is not to your liking, rather
than noncompliance or avoidance, how can you think about effectively
engaging others around enhancing the system or process? Can you work for

change within the community’s understanding of roles and processes?
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Chapter 4: Action Items

Mentoring, broadly defined to include modeling, peer- and leader-led

professional development, can channel engaged employees into those that

contribute and flourish. Millennials are poised to appreciate and grow

within this approach. Below are several tips to consider.

(1)

)

(€)

(4)

Through interaction and engagement, managers and other corporate
leaders can model values-based decision making toward success for em-
ployees throughout the organization. Modeling and mentoring around
purpose can be a powerful galvanizing force for cohesive, productive
cultures.

Managers can encourage reflection and values alignment explicitly
through training and development opportunities. Consider both
leader-led and group mentoring, engaging with aspirational role
models, and clear feedback loops. Physical proximity may not
always be required or possible; mechanisms can include tech-
nological approaches such as blogs and discussion boards and face-
to-face opportunities incorporating values exercises in training and
development.

Millennials and their more experienced colleagues can be encouraged to
be active participants in these exchanges. Young talent can acknowl-
edge experience and organizational wisdom as essential to workplace
success, and experienced workers can signal willingness to collabo-
rate and perform together.

Reverse mentoring, a shift from performance appraisal to performance
management, and other changes to traditional approaches can be suc-
cessful for all employees in multigenerational cultures. Acknowledging,
coaching, and celebrating performance should be part of the process
to reinforce expectations, norms, and values. These occasions be-

come additional opportunities for engagement.






CHAPTER 5

Must Be Meaningful

For both millennials and their managers, intrinsic motivation—or moti-
vation for behavior that comes from within, driven by feelings of inher-
ent satisfaction, joy, the pleasure of learning, and accomplishment—is
essential for long-term productivity and development in professional
life. Traditional motivation at work has been associated primarily with
extrinsic rewards, or those externally motivated factors such as financial
rewards (i.e., compensation, bonuses, and so on) and avoiding negative
consequences. Of course this matters. Yet research tells us that in the
modern workplace, which requires experimentation, creativity, problem

solving, and innovation, managers must cultivate intrinsic motivation to
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maximize performance.'”” Thus, alignment with purpose is key. This con-
sideration of motivation is particularly important for millennials, who
reflect these desires for meaning and purpose explicitly, and who directly
manifest the changing nature of work.

Thus, not only are financial incentives less effective in motivating per-
formance for creative work, they can actually hinder performance. Scien-
tists have explored the distinction between “algorithmic” tasks, or those in
which we follow established instructions down a single path toward one
conclusion, and “heuristic” tasks that require experimentation and inno-
vative solutions.'”® Examples of algorithmic work include that of grocery
checkout clerks or assembly line workers. Heuristic tasks would be those
such as creating an advertising campaign.

We can consider trends in work over time, and implications for to-
day’s businesses.

Thus, “during the twentieth century, most work was algorithmic—
and not just jobs where you turned the same screw the same way all day
long. Even when we traded blue collars for white, the tasks we carried out
were often routine. That is, we could reduce much of what we did—in
accounting, law, computer programming, and other fields—to a script, a
spec sheet, a formula, or a series of steps that produced a right answer.”'””
However, workplaces are changing: “The consulting firm McKinsey &
Co. estimates that in the United States, only 30 percent of job growth
now comes from algorithmic work, while 70 percent comes from heuris-
tic work. A key reason: Routine work can be outsourced or automated;
artistic, empathic, nonroutine work generally cannot.” '8¢

This research has tremendous implications for motivation at work.
Harvard Business School researchers have found that the “carrots and
sticks” of external rewards and punishments work well for algorith-
mic tasks, but can be devastating for heuristic work. “Those sorts of
challenges—solving novel problems or creating something the world
didn’t know it was missing—depend heavily on . . . the intrinsic motiva-
tion principle of creativity, which holds, in part: ‘Intrinsic motivation is
conducive to creativity; controlling extrinsic motivation is detrimental to
creativity.”'®! The central thesis of external “carrot and stick” motivation
“may actually impair performance of the heuristic, right-brain work on

which modern economies depend.”'**
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Purpose at Work: for Millennials and for All

Because of their capacities and life experiences (i.e., motivation by feelings
of esteem and self-worth) millennials are well positioned to champion
this revised approach to motivation. Managers can design and incentive
training and development activities that recognize this new reality. Of
course, the expressed desire of young talent for intrinsic motivation may
lead to members of older generations to shake their heads: as one of our
corporate respondents noted, “Being naive and ideological runs amok with
this generation. They only want to do work they find meaningful—what the
heck does that mean? So, who does the other jobs?” A new approach, how-
ever, does not mean millennials are not capable of or willing to do work
that is repetitious, taxing, or otherwise less-than-enchanting.

Rather, the solution seems to be engagement around whatever work is
being done, and connections with the “big picture” of mission and goals.
Affirming that all tasks are vital to organizational functioning and suc-
cess is key, and explicitly communicating the “why” behind the “what”
of our tasks at work resonates particularly with this group. This is not the
exclusive province of work with clearly visible connections to “meaning.”
All of us can create organizations that matter, and all can contribute in
ways, large and small, to the purpose of this work. These types of dis-
connects between the expressed desires of millennials, and the goals and
perceptions of their managers, are the areas where engaged communica-
tion around values and purpose are so important. Some of the tools of
the Giving Voice to Values approach, such as those related to reflection
and alignment, can help bridge these gaps by helping us define purpose
explicitly and broadly, and by doing so together with colleagues.

Purpose at Work: Organizational Effectiveness

This notion of purpose beyond extrinsic motivation extends to the or-
ganization. The 2014 Deloitte Core Beliefs & Culture survey reveals
that organizations with a strong sense of purpose, defined as a focus
on making a positive impact on customers, employees, and society at
large, are more confident in growth prospects, are more likely to invest

in initiatives associated with long-term growth, and enjoy higher levels of
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confidence among key stakeholders. Eighty-two percent (82 percent) of
over 1,000 respondent executives and employees who work full time for
an organization with a strong sense of purpose reflect this confidence in
their organization’s growth, compared to 48 percent of those who do not.

Similar gaps were found in levels of confidence with respect to in-
creasing investments in new technologies, developing new products and
services, and expanding into new markets. “Lack of business confidence
has been a hindrance to economic recovery,” says Punit Renjen, chair-
man, Deloitte LLP. “Through our surveys this year and last, evidence is
mounting that focusing on purpose rather than profits is what builds busi-
ness confidence. This is a critical finding, and underscores the significant
impact a ‘culture of purpose’ can play in fostering a thriving business

community.”'®

Consider the example of 3M Corporation, profiled in a Harvard
Business Review blog post.'® Their research and development approach
encompasses the “15% rule,” which operationalizes elements of reflec-
tion and intrinsic motivation into an innovative business strategy. Board
chairman William McKnight, who rose from his initial bookkeeping
position to leadership, explains the logic of this approach: “Encourage
experimental doodling. If you put fences around people, you get sheep.
Give people the room they need.” Company engineers and scientists
can spend up to 15 percent of their time pursuing self-selected projects,
able to explore unexpected opportunities for innovations and new ap-
proaches. “For example, some employees in the infection-prevention
division used their ‘15% time’ to pursue wirelessly connected electronic
stethoscopes. The result: In 2012, 3M introduced the first electronic
stethoscope with Bluetooth technology that allows doctors to listen to
patients” heart and lung sounds as they go on rounds, seamlessly trans-
ferring the data to software programs for deeper analysis.”'® Young pro-

fessionals are wired to flourish in these new professional spaces.

Business purpose as solely profit-motivated has been soundly rejected

by the majority of millennials. A 2014 survey of employees at a top
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professional services firm revealed that almost 90 percent of millennials
believe that business is a critical part of the solution to unemployment
and nearly 75 percent say the same about income and wealth inequali-
ties.'® Other findings illustrate even broader vision for the potential of
business, with more than 80 percent believing that business has the po-
tential to address the other two top-rated societal challenges identified
by respondents—climate change/environmental protection and resource
scarcity. More than half of millennials feel that business can develop ser-
vices and products or incorporate behaviors that can have a positive im-
pact on each of the 20 challenges included in the survey.'®’

In my own classes, we talk about the role of business in wealth cre-
ation, and the acknowledgment that wealth in society includes much
more than financial metrics like GDP. Wealth, broadly defined, must in-
clude physical (natural and produced), financial, human, and social capi-
tal."® Defining wealth broadly opens the door for considerations of the
purpose and nature of business, and the role of a variety of stakeholders

in business decision making. Students in our survey reflect this sentiment

in their aspirations for their work life.

Yes - my work life is separate|
from who [ am 13%

I don't find anything morally
problematic!

4%
Figure 5.1 Could you work for a company that offers a product or
service you personally find morally problematic? (n = 138)
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Not at all important
1%

Minimally important

12%

Figure 5.2 How important is aligning your personal values with the values
espoused by the company for which you would like to work? (n = 138)

Earlier iterations of the survey of employees at a top professional ser-
vices firm reflect the same broad notion of the purpose of business that
can not simply be explained away as the naiveté of youth: “A resounding
message from both the millennial population and the business leaders sur-
veyed was that the success of business should not be measured on profit
alone and that the purpose of business cannot be defined in purely eco-
nomic or financial terms. Profit as the sole measure of success is rejected
by 92 percent of the millennials and 71 percent of business leaders.”"®
The millennials and business leaders surveyed varied slightly on their per-
ceptions of business purpose with over 50 percent of millennials citing
innovation and societal development as primary, while business leader
responses varied more widely to include profit and value. Connections
between the groups can foster productive engagement. Thus, “[w]hile
some of the differentiation may be accounted for by the relative idealism
of youth and the relative experience and immediate pressures of leader-
ship, the research does suggest that more clearly articulating and com-
municating the role business plays in pioneering innovation and driving
societal development would enable today’s business leaders to engage
better with the central concerns of millennial talent.”'”

And while millennials may reflect more concentrated desires for social

impact than more senior leaders, again we can think about fostering this
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intention, shared by most businesspeople, regardless of generational co-
hort, to expand the reach and impact of our organizations. The millennials
can help us all actionalize these intentions. Harvard Business Review Press’s
Passion & Purpose: Stories from the Best and Brightest Young Business Leaders
surveys 500 U.S. business school students whose discussions of motivation
reflect the optimism and passion, sharing perspectives of MBAs who are
entering business not only for financial gain, “but as a way to find mean-
ingful work and make a positive difference in the world.”"”! Reflecting on

the aspirations of these young professionals can be inspirational for us all.

The young do not know enough to be prudent and therefore
they attempt the impossible—and achieve it, generation after

generation. -Pearl S. Buck

Leveraging Purpose toward
Organizational Effectiveness

Emerging professionals, their managers, and their organizations can en-
gage in meaningful, fulfilling work. A key approach is leveraging employee
strengths into organizational effectiveness. The Giving Voice to Values tenets
of identifying and actualizing purpose, and translating values into effec-
tive decision making and action, can encourage us here. Aligning purpose,
values, and leadership is not new; however, GVV contributes a practical
approach that can be used by professionals at all levels. We thus know the
why of values-based decision making at work, and GVV provides the how.

Giving Voice to Values explores those values that most people would
agree have an ethical dimension to them—beyond qualities such as “in-
novation” and “creativity” or other important characteristics at work."”* As
discussed in Chapter 1, despite some differences, we can appeal to several
characteristics as a helpful and manageable foundation. Sometimes called
virtues, hypernorms, or core values, these characteristics include honesty,
respect, responsibility, fairness, and compassion. 193 These widely held values
provide guidance. Through intentional activities such as self-assessments,
discussion of conflicts and exploration of relevant research and history, and
other techniques, managers can consider values that they and others in their
organization might share. Responses in research with 2,200 professionals

across diverse industries asking what they desire in a workplace identified
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“strong values” as a key characteristic.'”* These findings reflect an expressed
willingness to engage around values at work. Values discussions can thus
provide a platform for professional development and employee impact.
Other studies also note this link between values identification and
economic success. Thus, in contrast to most companies that begin
determining strategy and direction by looking at markets and competi-
tion, “high-ambition” CEOs looked within the organization, and them-
selves, to determine “who” the company was to identify the most powerful
intersection between their capabilities and purpose, and the passions of
their people, with market opportunity.'” This exploration reflects a clear
alignment with notions of purpose. “These CEOs spent a great deal of
time crystallizing their values and purpose and how strategy could be
defined in a way that integrated strategy with values.”'*® Success involves
firsc “forging strategic identity’—another way to articulate purpose.
Other findings related to characteristics of high-ambition leaders in-
clude the need for personal interaction with employees and transparent
communication.'”” As we have acknowledged, millennials are primed to

appreciate and respond to this approach.

Engaging employees by defining purpose broadly and explicitly allows
us to build and preserve our organizations. As the authors of Conscious
Capitalism: Liberating the Heroic Spirit of Business remind us, “By em-
bracing the idea that their primary, even sole purpose is to make money,
businesses sacrifice the great power that comes from having a higher
purpose. Worthy, transcendent goals elicit greater levels of creativity,

collaboration, diligence, loyalty, and passion from all stakeholders.””®

Another consideration is the value of work-life balance. Perhaps a help-
ful modification is to think of the issue as work-life integration.'”” Now
before we run with arms flailing at the notion of even less time for personal
considerations, perhaps we can again change the frame. If we consider the
notion of integration—of our time, our values, ourse/ves—this can open us
to contributing to work in meaningful ways, to choosing and cultivating
careers aligned with who we are and what we believe—in short, those char-
acteristics expressly desired by millennials. This integration can be opera-
tionalized with alternative work schedules, child-care support, employee
input into benefits and philanthropic activities, as just a few examples.

‘This shift can be helpful for all professionals. Companies like Google and
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other “most valued” (and financially successful) firms offer some blueprints
for these types of efforts. In big ways and small, we can think about better

integrating our whole selves with what we do. That is the promise of GVV.

Articulating Purpose Within
and Outside the Organization

Channeling employee desire for personal purpose into integration with
professional and organizational values can be the province of a good
manager, can lead to more engaged and productive employees, and can
reduce the risk of ethical transgressions. Former Medtronic CEO and
Harvard Business School thought leader Bill George uses the term “true
north” to reflect this notion of an inner compass, or purpose at work, as
a powerful tool. Self-reflection is a necessary first step—and when con-
sidering questions such as “What's the purpose of my leadership?” and
“Why do I want to lead?” he notes that uncovering the answers may take
decades. It is a work in progress, and one that requires self-assessment,
a GVV pillar as a precursor to values-based decision making. Thus,
“[lJeading is high stress work. There is no way to avoid the constant chal-
lenges of being responsible for people, organizations, outcomes, and
uncertainties in the environment. Leaders who move up have greater free-
dom to control their destinies, but also experience increased pressure and
seduction. Leaders can avoid these pitfalls by devoting themselves to per-
sonal development that cultivates their inner compass, or True North.”*”

This concept requires reframing leadership toward a model called ser-
vant leadership, requiring thought and introspection, and enables leaders
to transition from seeking external satisfaction to internal satisfaction by
making contributions—here we can recall our discussion of extrinsic ver-

sus intrinsic motivation. George goes on to note,

The reality is that people cannot stay grounded by themselves.
Leaders depend on people closest to them to stay centered. They
should seck out people who influence them in profound ways
and stay connected to them. Often their spouse or partner knows
them best. They aren’t impressed by tidles, prestige, or wealth ac-
cumulation; instead, they worry that these outward symbols may

be causing the loss of authenticity.
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He also suggests a model similar to our peer- and leader mentoring
discussed in Chapter 4, noting, “Spouses and partners can’t carry this
entire burden though. We need mentors to advise us when facing difficult
decisions. Reliable mentors are entirely honest and straight with us, de-
fining reality and developing action plans. In addition, intimate support
groups, . . . with whom people can share their life experiences, hopes,
fears, and challenges, are invaluable.”?%!

These interactive, collaborative experiences, as we explored in
Chapters 3 and 4, are critical for fostering organizational purpose.
This reflection must be intentional, illustrating self-assessment and
alignment, and the relationship between “knowing” and “doing.”
A McKinsey report on maximizing professional impact notes that “try-
ing to change our behavior (what is seen and judged) will fail—the
old, hard-wired patterns return when pressure mounts—unless we have
first addressed internal patterns with conscious effort.”*** Creating time
and place for peer-to-peer values conversations, scripting and practicing
successful resolutions to ethical challenges, considering on the decisions
of others, and other reflective practice allow leaders and their organiza-
tions to flourish.

Purpose as a focus can incorporate consideration of questions that can

reinforce organizational goals. Such questions can include:

What is a business’s sense of purpose (shared identity and goals)?
How and why did a particular business begin (imprinting effects
of founding philosophies)? Who founded the enterprise and what
did they want to achieve (entreprencurial values, mission, and
vision)? How does a sense of purpose relate to all the stakeholders
in the organization and to the context in which it operates (stew-
ardship and governance)? How does a business understand itself
relative to society, and what is it doing to create a shared sense of

purpose (institutional norms and logics)?*"’

Discussion of such issues with peers and colleagues can provide in-
valuable opportunities for growth and development. Companies that
engage in this reflection and alignment with purpose are positioned to

flourish.
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Purpose at Work: Organizational Effectiveness

Other business stakeholders respond positively to this notion of corporate
purpose. New research from the Aspen Institute reflects the perspective
of investors, corporate leaders, and scholars on the purpose of the corpo-
ration, specifically those perspectives on the role of business in society.
Respondents offered best practices and proposed solutions to combat
short-term approaches to corporate accountability. Among those most
frequently cited include altering incentive arrangements to align with
longer-term goals; promoting the partnership between a clear and for-
mal declaration of mission and a thorough alignment with that mission;
fostering transparency by demanding better communication skills among
corporate managers to counter the pernicious effects of short-term think-
ers; creating better balance in the corporation’s decision-making structure,
particularly by expanding the influence of employees, whose well-being
tends to be linked to long-term planning and success; demonstrating a
greater commitment to attracting and training strong leaders; and in-
creasing the visibility and exploiting the power of research that measures
and evaluates corporate reputation.204 Not surprisingly, these solutions
align with the preferences and abilities of millennial talent. Companies
can consider leveraging these skills toward goals that enhance the impact
of the organization for all of its stakeholders.

How will this new paradigm emerge? Business schools are perfectly
positioned to develop business leaders, investors, and other stakehold-
ers who employ sound judgment, resist the allure of the short term, and
help to realize the full potential of the corporation. In this post-Enron,
almost-post-financial crisis era, we must consider a fuller understanding
of long-term value creation. As noted in a report from the Aspen Institute
Business & Society Program, “While financial surplus is certainly one
vital sign of corporate health, it offers little insight into the ability of a
corporation to create financial and other forms of value in the future.”*
Companies face changes in market forces, public sentiment, consumer
and labor pressure, and legislative approaches that attempt to align cor-
porate capacities with the long-term health of society.*”

Thus, “[the questions that arise from this new paradigm for busi-

ness] call for new, broader thinking about corporate purpose, how we
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define and measure risk and value creation in business, how we measure
the performance of corporate leaders, how we distribute the rewards for
increased corporate productivity, and how we improve accountability, in-
centives, and regulation.” The report notes the role of business education
in equiping emerging leaders. “In exploring questions of corporate pur-
pose more deeply in their research and the classroom, business faculty can
shape MBAs into leaders able to more fully realize the vast potential of
the corporation, both for their own success and for the long-term health
of society.”*”” The notion of applied knowledge is again key—business
schools can “put more emphasis on doing rather than telling, giving
students experience [through internships or other experiential learning],
working in situations that force them to examine their ethics and act
on them.”**®

I am fortunate to witness these approaches in actions at my university.
Student interest and participation in social entrepreneurship programs,
including courses, internships, and the launch of new ventures, is explod-
ing. Students are hungry for opportunities to utilize their business skills
toward social impact. We see young entrepreneurs starting new ventures
in developing countries in need of clean, sustainable water sources, repur-
posing shipping materials into safe and affordable housing, and myriad
other applications. Students work in collaboration with entrepreneurs in
their own communities around the world to scale up and enhance eco-
nomic vitality and services. Their enthusiasm is inspiring and contagious.
Emerging professionals are jumping in feet first to create shared value.

The concept of shared value, first introduced by Porter and Kramer,
focuses on the connections between economic and societal progress, and
provides a lens for the modern corporation to view decisions and op-
portunities. These opportunities need not be direct community impact
programs, though the evidence that such efforts pay dividends is great.
Ethical practices can take many forms, and identifying these opportu-
nities can be enhanced through engagement with young professionals.
The resulting innovations and growth will benefit both companies and
society. Through practices that enhance the competitiveness of a company
while simultaneously advancing the economic and social conditions in
the communities in which it operates, both the company and society can

prosper:
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Not all profit is equal—an idea that has been lost in the narrow,
short-term focus of financial markets and in much management
thinking. Profits involving a social purpose represent a higher
form of capitalism—one that will enable society to advance more
rapidly while allowing companies to grow even more. The result
is a positive cycle of company and community prosperity, which

leads to profits that endure.*”

Companies can identify, with strategic thinking, and with the per-
spective of young talent for whom creating social value is likely front of
mind, those opportunities to create shared value that make sense in their
industry. Shared value opportunities are closely related to a company’s
industry and business; in that space, companies can benefit financially
and sustain commitments over time, and bring the most resources to bear
with scale and market presence equipping them to meaningfully impact
a societal problem.”'® Porter and Kramer (2011) offer additional sugges-
tions and tips for strategic integration of this approach that are well worth
exploring.

These opportunities for impact can come from even our youngest
stakeholders. The Wall Street Journal recently profiled an effort by Royal
DSM in North America to engage employees around social impact using
an unexpected driver—the annual, and ubiquitous, “take our daughters
and sons to work day.” A group of young people, children of employ-
ees, developed persuasive presentations to share with executives on social
causes the company could impact. Featuring such topics as providing
solar cooking stoves to schools in sub-Saharan Africa to allow more girls
to attend, to focusing on food shortages in other parts of the develop-
ing world, the young people present compelling information around cor-
porate engagement. Aside from being wowed by the technical acumen
reflected in the presentations, which included embedded video, music
tracks, and live chats with experts in remote locations, employees were
motivated to implement projects and develop an ongoing collaboration
with the group. The collaboration involves other engagement, includ-
ing seeking other feedback from the group—the executives, for example,
have asked what the young people think of their parents” work schedule.

“Their responses helped prompt DSM to implement flexible summer



104 ENGAGING MILLENNIALS FOR ETHICAL LEADERSHIP

hours and remote working. The youngsters’ multimedia skills are also in
demand. . . . [with] some senior administrative assistants [approaching]
the group after its PowerPoint presentation, trying to garner tips for when
their bosses might ask them to match the kids’ jazzy presentation skills.”
One executive noted, “I wanted to hire some of them on the spot””.211

Here we can consider another suggestion posited by one of our emerg-

ing professionals:

[Companies could] institute new team-building days and activities
built around increasing company and community sustainability.
Having days where employees can get out of the office and engage in
team building exercises can do wonders for both internal cobesive-
ness and productivity. In addition, the fact that employees are being
given a chance to impact some issue that they may care deeply aboutr
will help raise their opinions of the organization they work for and
improve morale. These events would be company-wide and would be
set up by a new team established for this specific purpose. All employees
are encouraged to submit ideas for team-building days (MM student).

Finally, to again take our cues from best practices in academic learning,
we can consider tips for enhancing learning outcomes in a variety of con-
texts. The best college professors frame academic learning around the “big
questions”—what are the questions we are trying to answer? What is the
goal of what we are doing?—rather than rote understanding of concepts
and skills.'* Millennials are primed for this interest in aligning purpose
with their work. I have never seen my own students more engaged than
when we are working in the field, applying business skills to addressing
social concerns. For example, our undergraduate seniors advise youth en-
trepreneurs as they design business plans, develop accounting, volunteer
and donor management programs for staff of an advocacy center, and assist
with job preparation programs at a center for women in need. I have never
seen them more passionate than when they are engaged in discussions on
their desire to bring their gifts, talents, and curious minds to work. This en-
thusiasm and desire for purpose can be cultivated and channeled. Managers
can incorporate explicit discussion of organizational mission, and personal

and professional purpose, to maximize outcomes for all stakeholders.
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Chapter 5: Action Items

Purpose at work, explicitly and broadly defined, can be a powerful gal-

vanizing issue for employees—millennials and management alike. Here

are several strategies millennials and their managers might consider to

embrace purpose toward organizational effectiveness.

(1) Acknowledge that the nature of work is changing to reflect non-

routine, innovative, and dynamic tasks—rzhe “carror and stick” of
extrinsic motivation no longer suffices for effective engagement of our
employees. Motivation must incorporate notions of purpose to maxi-

mize contributions and effectiveness.

(2) Managers do well to acknowledge the expressed desires of millennial

3)

4)

talent to connect their work with meaning. This does not mean they
cannot or will not do repetitious or taxing work—but rather that
connections with the “big picture” of mission and goals, and en-
gagement around the work at hand, are key.

Recognize that explicit considerations of meaning and purpose can ben-
efit the leaders themselves, and employees at all levels of the organiza-
tion. Creating space for articulating purpose and values at work can
be the province of effective managers who acknowledge the connec-
tions between meaning and professional success.

Consider notions of shared value and broad conceptions of wealth
creation. Creating viable businesses, reflecting sustainable, ethical
success, can involve young talent driving connections with opportu-
nities for impact and engagement, with triple-bottom-line benefits

for the organization.
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Emerging research on the perspectives of young talent and on managing
millennials, along with highlights from our own conversations with these
up-and-coming businesspeople, can help guide our efforts to maximize
impact toward ethical, effective organizations. We interviewed a group of
22 senior business students and surveyed 138 more business sophomores,
juniors and seniors at a top U.S. business school to learn from their per-
ceptions and aspirations. My hope is that these findings, along with re-
sults from other research exploring the perspectives of emerging and new
business professionals, can assist managers in building connections with
this young talent.

In addition, we can consider some specific suggestions of effective
approaches to managing millennials for ethical leadership from a rep-
resentative group of these young people themselves. Their perspectives
have been integrated throughout our exploration. Thus, 75 students in
my course called Managing and Millennials were asked to design fictional
management programs for engaging millennial and multigenerational tal-
ent as a culminating assignment in a course dedicated to these topics.
Students were asked to consider their own preferences for workplace solu-
tions, based on their values and desired activities at work, and to include
reference to researched best practices in millennial management. Their
suggestions are illuminating and reflect many of the approaches we have
explored in this book. Highlights are included throughout the book as
suggestions companies may wish to consider. We will start by acknowl-
edging the context in which generational differences are often framed. We
will review some of these issues and then turn to millennial perspectives,

in their own words.

Contextual Issues for Millennials in Business

For just one timely example, “job-hopping” or lack of loyalty is a charge
often levied at millennial talent, but a close look at the statistics may
uncover that economic instability accounts for much of the reported
high numbers of positions of young professionals. These young people
are also entering the workforce with unprecedented student debt—a

weight that clearly impacts job choice. Researchers found that younger
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millennials, those who witnessed the recession of the 2000s, express
increasing concern for others and less interest in material goods, revers-
ing a trend that had held for nearly four decades. “This data reflects a
broader pattern. Between 1976 and 2010, high school seniors expressed
more concern for others during times of economic hardship, and less
concern for others during times of economic prosperity. During times
of hardship, young people more frequently look outward to others and
the world at large.”*"? The author goes on to note that, of course, we are
dealing with challenging economic times, but that perhaps this contrib-
utes to a specific benefit: “Millennials have been forced to reconsider
what a successful life constitutes. By focusing on making a positive dif-
ference in the lives of others, rather than on more materialistic markers
of success, they are setting themselves up for the meaningful life they
yearn to have.”*"*

The economic conditions may in fact enable millennials to be more
selective in their career choices—because so many are un- and under-
employed, and living at home with parents, the stigma of these condi-
tions seems to be lessened. Millennials may benefit from their parents’
willingness to provide financial support much longer than in previous
generations, and thus have the flexibility to pursue work that they find
meaningful. If they do not perceive that their need for connection and
purpose is met at a specific company, they will seek it elsewhere.

Another contextual factor the millennials face is the myriad and often
contradictory messages from the academic, professional, and peer commu-
nities that inundate them in this age of information. They desire impact
and meaning, and in this era there are many different paths toward these
goals. They are simultaneously told that they are narcissistic, then faulted
for trying to forge their identities in ways that resonate with meaning and
values as they have been encouraged to do since they were quite young.

In addition, companies would do well to recognize a variety of per-
spectives are being shared with young talent, and that these networked
young people are deluged with these messages from many corners. We
have already acknowledged some of the dynamics of their formative years.
We can also consider, for example, the advice they are getting from some

successful young professionals, who offer career development guidance
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that is absolutely counter to the messages older workers may have received
carly in their job-secking days. For instance, one young entrepreneur
notes, in a LinkedIn post “recommended” by over 1,000 readers within

one day of the post going online:

Going to work at a start-up or growth company in your 20s will
put you on the fast-lane learning curve. It will be the best invest-
ment you can make because youll find yourself. The folks who
have come into [this author’s startup] in their 20s unclear about
their passions, often emerge knowing who they are—becoming
business development people or founders or product managers
or people managers. They find their calling fast because the pace
of the business requires it. You might be concerned about what
happens if your start-up fails. Relax. You (probably) don’t have
kids at home. You can always move into your friend’s crappy
one bedroom apartment for a couple of months. And I promise
you this—the most employable person in the tech industry is
the highly motivated 25 year old (ideally with technical skills).
So even if that start-up doesn’t work out, don’t worry—jyou’ll
have plenty of other opportunities and a clear sense of yourself

(emphasis mine).*"

This post reflects a sentiment we are increasingly hearing—finding a call-
ing is a priority in a way that finding a “job” just is not. As one author
notes, “today’s elite graduates . . . no longer look to Wall Street as the
be-all, end-all of a gainful and challenging first career. Instead, many have
turned to the allure of Silicon Valley—and who can blame them? The
promise of the tech world, in a nutshell, is that working slightly better
hours in jeans and a T-shirt, with snacks and a football table at the ready,

will be more fun and every bit as lucrative as banking.”*'®

What Do Millennials Want at Work—
and Are We Meeting the Challenge?

What do these young professionals really hope to offer, and receive at work?

As we have acknowledged, interaction and input are key, and research
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suggests that both are under-acknowledged in many companies. For exam-
ple, despite the expressed nature of millennials to prefer clear and consistent
communication about expectations for performance, many managers fail to
set expectations, performance indicators, and criteria for promotions, and
conduct regular and substantive performance reviews—a recent study found
that one in five managers do not provide annual reviews.?'” When managers
do not invest in young talent and help them uncover their path, they look
elsewhere (which costs firms an average of $24,000 per employee).*'®
Talent managers also note that the traditional approach to career
maturation and promotion has been accelerated. Thus, some experts
suggest fast-tracking successful performers as a necessary step for today’s

companies:

If you take the long view, it makes sense to prepare your best,
young professionals now for the big promotional step that their
predecessors typically had to wait 10, 15 years or longer to expect.
They're already so ‘up to speed’ on so many essential, differentiat-
ing aspects of the competitive marketplace that they add value

now that renders the typical career maturing process obsolete.”"”

Failure to acknowledge this dynamic can be detrimental: “You want
to keep them. And to keep them often means promoting them at a more
accelerated rate than you might have normally.”**

Yet, of course, this does not mean these young upstarts are without
need for development, and, encouragingly, indications are that they recog-
nize that they need this extra support in critical areas. A 2014 study of over
400 millennial managers, their managers, peer managers, team members,
and HR and business leaders found that all groups agree that millenni-
als need extra support in several areas: establishing respect and credibility
that will enable them to lead older team members, building fundamental
skills that are conventionally learned through natural progression of long
careers, understanding effective and efficient work, and doing all of these
things “while acknowledging hierarchy, bureaucracy, and status quo, and
allow[ing] for the necessary patience and time for projects and ideas to
mature and gain coalition among a variety of constituents necessary to

ensure the success that everyone desires.””*' This finding also echoes our
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earlier consideration of engaged and connected cultures resonating with
ethical and sustainable success.

The research team in the 2014 study developed specific suggestions
to support senior executives in developing millennial leaders, including
raising the millennials’ visibility internally with specific communication
and development initiatives to ensure their acceptance by the entire orga-
nization, and leveraging their eagerness to learn from real-time, “on the
go” coaching spurts: “The time it takes to walk down the hallway with
your millennials could be just enough time to offer praise for a job well
done, a quick tip, action step, or insight that will help them improve their
performance the next time.”**

These researchers also reinforce several of the tips we have explored,
such as explicitly bridging the generation “gap” by explicitly acknowledging
the challenges to intergenerational work and focusing on finding common
ground, by encouraging innovative thinking, including allowing new ideas
to be presented and to working alongside millennials to help bring ideas into
solid business implementation, and by revisiting expectations about how and
when work best gets done. To this last point, research suggests that 69 per-
cent of millennials believe that regular office attendance is unnecessary, “And
they may actually be right. Take a fresh look at how your work gets done, and
whether being present in one’s permanently assigned cubicle really is essen-
tial to productivity and effectiveness. You may return to the conclusion thata
conventional 9-to-5 schedule works best for your company. But a fresh study
of scheduling assumptions will help you articulate your reasoning when your
millennials ask you why—and they will.”** These are all steps toward more
engaged, collaborative workplaces—those in which millennials can flourish,
and in which connected, ethical cultures will thrive.

The 2014 team ends the report with a reminder that the training and
development of millennial talent is a collaborative effort on the part of
young people and their managers:

All indications point to the principle that companies that want to stay
fast and nimble in their marketplace must be willing to fast-track their
young high-performers into essential leadership roles. This is good strat-
egy. Just never lose sight of the fact that they will need that extra support

as they help your company race to the top.224
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This emphasis on coaching and collaborative learning helps cultivate
this talent in positive ways, toward effective, ethical business.

Finally, as the millennials with whom we spoke were quick to pointout,
exploring context includes acknowledging why millennial characteristics
emerged as they have. Thus, who raised these young people? What were
the visions and goals of their parents for their children? (Or, as one of our
respondents noted, only half-kidding: “Who created these monsters?”)
We suspect that these goals for our young people include meaning,
contentedness, satisfaction, connection, and feelings of contribution—all
admirable goals. Let us not lament them in their conviction that success

and happiness are not mutually exclusive.

Values at Work: Critical

to Millennial Engagement

Research indicates the following among the top five characteristics mil-
lennials want in a boss: Help with navigating their career paths, straight
feedback, mentoring and coaching, and formal professional develop-
ment (supervisor comfort with flexible schedules rounds out the list).*
When asked what they want from their companies, they indicated a pref-
erence for an organization that will develop employees’ skills and one
with “strong values” among their top responses. The Giving Voice to Values
(GVV) approach directs these inclinations into effective skill develop-
ment, because of course these inclinations must be channeled realistically
and toward shared goals. This practical consideration is important, as at
this point some of us may be reflecting a response echoed here: ““Oh,
they want total fulfillment?” managers maybe thinking. ‘Is #haz all?”” This,

however, can be framed as a strength:

Yes, Millennials have high expectations of their employers—but
they also set high standards for themselves. They've been work-
ing on their résumés practically since they were toddlers, because
there are so many of them and so few (relatively speaking) spots
at top schools and top companies. They’re used to overachieving

academically and to making strong personal commitments to
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community service. Keep them engaged, and they will be happy to

overachieve for you.”*® (

emphasis mine)

Again here we can consider the critical role of business education in the
formation of these young leaders, and the need for ongoing attention to these
issues in the workplace. Leveraging their inclinations toward creating social
and environmental value through business can allow emerging leaders to
help shape our businesses toward triple-bottom-line success. This approach
resonates with millennials and their role in organizations. This realization
echoes effective business education, specifically, education that prompts dis-
cernment of values and their role in the professions. Sims and Felton (2006)

reflect the importance of this integration of learning and living:

The learning process has two core goals. One is to learn the con-
tent of a particular subject matter like business ethics. The other is
to learn one’s own strengths and weaknesses as a learner. When the
process works well, students finish their ethics learning experience
with not only new intellectual insights but also new understand-

ings of their own learning style.

An approach incorporating self-awareness and alignment is a core
GVV tenant, recognizing that self-assessment is a precursor to values

alignment in professional decision making. These scholars go on to note,

It has been our experience that this understanding of learning
strengths and weaknesses helps in the application of what has
been learned to real-world situations and provides a framework
for continued learning. In this instance, learning is no longer a
special activity reserved for the classroom; it becomes an integral
and explicit part of the work world business students will encoun-

ter upon graduation.*”’

Managers can reinforce this notion of the workplace as a space for
growth and development.
In one major national study, 65 percent of graduating students in-

dicate their belief that they will make a positive social or environmental
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Table 6.1 Most important values in planning future employment

(Please rank the following from most important to you (1) to least impor-

tant (9) regarding importance as you plan future employment in the business
realm. (n = 138))

Answer options Rating average
The type of work I do matches my interests and skills 3.11
Family/work balance and flexible schedule 3.88
Opportunities for advancement 3.99
High salary and good benefits 4.02
The company has a high standard of ethics 5.23
The company is located near where I want to live 5.49
Opportunities for training and development 5.64
The product or service the company produces is 5.95
important to me

The company has high standards of environmental 7.1
responsibility

impact through their work, and 58 percent indicate, with all else equal,
they would take a 15 percent pay cut to work for an organization with
values that align with their own.””® This aligns with our student survey of
a subset of these young graduates, where the majority of students reflected
the sentiment of this young woman: 7 want ro be happy doing whatever I
enjoy. If my job is high-paying, yet I am miserable every day ar work, I will
[find something that better suits my interests.” We saw that these perspectives
reflected consistently.

These responses resonate with other research on millennial profession-
als, with interest alignment, flexibility, and opportunities for advance-
ment as top desires. An interesting and telling note merits attention here
as well. In the space provided for additional comments regarding this
survey question, many students noted their concern that these items are
listed as mutually exclusive, which is misleading; rather, most of these
values are quite important to them. This discomfort with a “forced rank-
ing” may be indicative of a desire to “have it all” and reflect the desire to
achieve personal and professional fulfillment without sacrifice or compro-
mise. Future research could explore how these responses might change

over the course of one’s career.
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My own students talk about these issues in class, and in our one-on-one
discussions—often! They are excited, nervous, optimistic, and anxious—
and ultimately, very hopeful—as they embark on their careers. They want
to make their mark, to be happy, and to create positive impact—and
most of them clearly recognize, and have already begun signaling, that
hard work is required for all of the above. I am optimistic about the

future of our businesses whenever I speak with my business students.

We can then acknowledge another aspect of desired work character-
istics. Much discussion of millennials focuses on their motivations—why
they do what they do. Research in motivation at work reminds us that
most everyone in our organizations responds well to the dynamics of mo-
tivation explicitly preferred by millennial talent. Thus, recognizing and
operationalizing intrinsic motivation, related to “autonomy (the desire to
direct our own lives), mastery (the urge to make progress and get better
at something that matters), and purpose (the yearning to do what we do

in the service of something larger than ourselves)”**

, Is critical for high-
performing organizations. Not surprisingly, these are also considerations
required for effective, ethical decision making.

As one young professional notes in an article called “Message From
a Millennial,” millennials can be part of a paradigm change at work that

will benefit our organizations at every level:

Weve spent so much time sitting in classrooms and reading text-
books learning about revolutions—people sticking up for their rights
as workers and as human beings demanding better treatment and a
better environment. So why would we just grin and bear the condi-
tions we've been given? There is always room for improvement. After
all, your generation and the generations before you taught us that.
We want to continue to stand up for our rights, this time for work-

life balance and for increasing the love we have for what we do.?°

Millennial Ownership of Impact and Image

Millennials, of course, are not exempt from responsibility in this new

paradigm. Rather, young professionals must manage their professional
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presence deliberately and consistently. An expert on young profes-
sionals at work offers advice to “have a plan, measure yourself, and

»231 noting that these business fundamentals have

communicate often,
not changed with the tide of millennials rising. Specifically, technol-
ogy can certainly be used to increase flexibility and productivity, but
face time still matters—supplementing e-mail responsiveness with
face-to-face interactions in person or via video is a great way to stay
front of mind. In addition, measuring success can be a challenge in
today’s environment outside of sales and other budget-related met-
rics, so young talent should consider creating detailed plans and re-
porting on progress—measuring activities and also measuring results.
This reporting aligns well with millennials’ achievement orientation
and penchant for measuring and tracking results (for evidence, just
consider the success of lifestyle tracking, fitness tracking, friendship
tracking, and other metrics inherent to millennials’” technologically en-
hanced lives). Millennials can translate use of these these metrics to
professional impact. Cates (2014) notes, “Don’t give anyone room to
question your dedication to your work.”**

Much is made in many business schools about “personal brands—a
business-speak translation of the idea of personal and professional dis-
tinction and purpose. Explicitly considering one’s “mission statement”
extends the natural progression of motivated young professionals who
project their images online through tools like LinkedIn (which reports
nearly 260 million users worldwide, and is the 12th most visited web
site in the world). We include the “Personal and Professional Profile”
(Appendix B) as a tool that can help guide this self-assessment.

Finally, we should again acknowledge that the influence of values and
purpose as drivers are part and parcel for millennials; the manner in which
these are expressed merits consideration. We see this dynamic reflected in
the ways they engage with their work and with social issues they believe
in, and in how they communicate with others. For example, a study of
over 16,000 millennials regarding their connections with social causes
found that “these young do-gooders are quickly influencing how [social
service] organizations communicate to all audiences. Marketing and mes-
saging will lend itself more to the millennial style of communication, with

an emphasis on authentic stories and visual presentations that are concise,
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mobile-friendly, and delivered online via social media platforms.”*** Over
the four years of this particular study, millennials only increased their at-
traction to using imagery and video for learning about social causes, and
their preference for using mobile technology for information and com-
munication. They are also invaluable in spreading the word about a cause
or issue—this unofficial marketing role contributes to grassroots and
other movements—a change from previous generations. The connections
also seem to be with causes and relationships, and not with the helping
organizations themselves, a dynamic we see in the corporate arena as well.
As with other areas of involvement, immediacy reigns—millennials are
hungry for “vicariously experienc[ing] social needs and see[ing] how their
small action can help alleviate a need in that moment.””* Companies
may wish to consider how to translate these proclivities and skills toward
organizational goals, such as communicating values, engendering support

for core initiatives, and other strategic processes.

Millennial Voice

These considerations can return us to specific consideration of fostering
ethical impact. As discussed in previous chapters, positively affecting our
organizations by effectively voicing values requires first acknowledging
that there are many different ways to “speak.” As noted in Chapter 3,
a significant issue in intergenerational collaboration is the method by
which we express ourselves, not necessarily the content of the message.
This dynamic includes communication of values at work. Our values can
be expressed in numerous ways; some may work better than others in
particular contexts. Each of us may be more comfortable with, skilled at,
or likely to use one approach over another; thus, in the context of values
challenges, our ability to see a way to use that particular approach can be
a critical determining factor as to whether we speak. Some organizational
contexts, conditions, and types of leaders will have a significant impact
on our own and others’ likelihood of voicing values. Millennials and their
managers can undertake activities to make it more likely that we will
express our values and that we will do so effectively—specifically, practice
and coaching.”” This can be the province of effective personal and orga-

nizational professional development.
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GVV provides exploration of key techniques to assist millennials and
their managers in developing their capacities around ethical decision
making, enhancing this voice and making it more likely we will act in
accordance with our personal and organizational values. Business pro-
fessionals can incorporate explicit discussion of these dynamics, in col-
laboration with peers and colleagues. Incorporating such discussions, case
studies, and other exercises into workshops and trainings normalizes ethi-
cal concerns at work, and allows for employees to explore corporate and
personal values made real. This interaction around values, engaging and
action-oriented, is a great fit with millennial inclinations.

Thus, a critical area of attention in these values considerations con-
cerns recognizing familiar categories of argument or reasons for the de-
fense of ethically questionable behavior. In addition, there are useful
questions, persuasive arguments, and ways of framing information that
can help us respond effectively to these common arguments; in our con-
sideration of cultivating millennial voice, it is helpful to explore them.

First, and importantly, the very act of “naming” an argument in favor
of ethically questionable behavior, perhaps in the context of discussing
cases based on previous personal or organizational experience, can ac-
knowledge that such a tactic can reduce its power—we have made it dis-
cussable and subject to equal, or hopefully stronger, counter-arguments.
Choice, whether or not to act, becomes possible—the fundamental tenet
of the GVV approach.” 0 Cultivating this awareness is useful for personal
development and for professional capacity building. It also fosters self-
efficacy, a millennial goal for their professional life.

These common categorizations or patterns of ethical dilemmas are
outlined in more detail in Chapter 7 and in the GVV curriculum; we
consider highlights here as useful discussion topics, or reflection oppor-
tunities, at work. Thus, common patterns often used to frame ethical
dilemmas include “truth versus loyalty, individual versus community,
short-term versus long-term, and justice versus mercy”237. These “false
dichotomies” often offered to us are misrepresentations and are frequently
employed as a form of rationalization for unethical decision making.
Sometimes values conflicts only appear to be such “right versus right”
dilemmas due to the way they are framed, ignoring the “wrong” that may

be there.
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As an example of a “false dichotomy,” we can consider this example.
A colleague may appeal to personal loyalty in order to persuade us to
go along with an unethical reporting tactic—do not let “the team”
down—presenting his appeal as a dilemma of “truth” (honest report-
ing) versus “loyalty” (prioritizing the material welfare of the team).
With preparation, we can see this as the rationalization that it is, and
begin to formulate a response. We can consider what is truly loyal—
which is likely that decision that acknowledges the long-term integrity
of the group. One needs to only revisit the Enron debacle to witness
the destruction a misguided appeal to loyalty can engender. Sims and
Brinkmann (2003) note,

Enron’s culture [was] a good example of groupthink . . . where
individuals feel extreme pressure not to express any real strong
arguments against any coworkers’ actions. Although very indi-
vidualistic, the culture at Enron was at the same conformist. . . .
Employees were loyal in an ambiguous sense of the term, i.e. they
wanted to be seen as part of the start team and to partake in the
benefits that that honor entailed. . . . Loyalty required . . . [that

employees] ‘keep drinking the Enron water.>*®

A similar dynamic characterized the inexcusable cover-up of unac-
ceptable behavior in the Penn State child abuse scandal: “Loyalty that
hides problematic conduct is a false loyalty, for it elevates reputation
over reality, and esteems image over character. Though we may believe
we are acting to protect the institution, in reality we do the institu-
tion and individuals far greater damage—even if the deceit is never
discovered.””’ Familiarizing ourselves with these common categories
of values conflicts allows us to clearly consider whether the nature and
spirit of the values at issue—loyalty, truth, mercy, justice, and so on—

are truly relevant, and ascribed appropriately, to the given dilemma.*’

Additionally, we often encounter categories of argument or rational-
ization for unethical behaviors; with exploration, we can become more

adept at responding to them effectively. Managers can broach these topics
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generally, through cases and perhaps using lived experiences, to vividly
engage employees around discussion of taking action in accordance with
our values. For example, we could discuss the common appeal to “ex-
pected practice” (“everyone is doing it”), recognizing that this is often an
exaggeration—if the practice were truly accepted, why are there rules,
laws, or policies against it?**' Discussing these and other frequent cat-
egories of rationalization, and specific strategies to confront them, can be
used to develop our “muscle” for responding to ethical challenges. When
considered in the context of professional development, they can be pow-
erful discussion prompts for millennials and their managers—and for all
members of connected workplaces. Thus, we consider categories of argu-
ment and rationalization, along with categories of values dilemmas, to
help us recognize them, understand the ways of thinking that produce
them, and to be practiced in responding to them.?* Doing this together,
with our millennials and our colleagues, can be powerful prompts for

acknowledging voice and positive impact at work.
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Chapter 6: Action Items

Research on the perspectives of young talent and on managing millenni-
als, along with exploring their goals and concerns in their own words, can
inform our efforts to maximize impact toward successful, ethical busi-
nesses. Examining these perspectives can assist managers in connecting
with and developing these young professionals. Below are several consid-

erations that may be helpful.

(1) Managers can acknowledge that millennials are facing myriad, and
often conflicting, messages about the role of work in their lives, are seek-
ing employment in a new and challenging context, and grew up with
expectations and experiences that shape who they are. Coming-of-age
amidst financial and political uncertainty, facing unprecedented
debt and national recession, and raised by parents who have spent
more time with them than any generation before, millennials value
engaged workplaces that foster feelings of involvement and allow
for meaningful impact. The workplace can be a critical space for
impact and connections, and investments in true connection can
pay dividends in commitment and productivity.

(2) Millennials recognize the need for and respond to training and develop-
ment, perhaps more so than previous generations. They are hungry for
professional development they feel is relevant and meaningful; op-
portunities for this growth should be framed in a way to recognize
impact and significance. Managers can leverage this willingness to
grow and flourish, engaging young talent around development of
ethical, effective organizations by active coaching and by incorpo-
rating notions of purpose and impact.

(3) Millennials display strong levels of interest in creating social and envi-
ronmental value through business; managers can leverage these incli-
nations toward triple-bottom-line success. Young talent is poised to
contribute to organizations that will thrive in this era of resounding
calls for prosocial corporate impact. Engaging millennials in mean-

ingful contribution toward organizational strategies and goals can
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help us build companies willing and able to meet the challenges and
opportunities of our globalized, connected world.

Millennials have new responsibilities in this new paradigm of connec-
tion and access; young professionals must manage their professional
presence deliberately and consistently. Managers would do well to
acknowledge these dynamics explicitly with young employees, and
discuss how they contribute to professional success.

Managers can leverage available rools to assist in developing the ca-
pacities of employees around ethical decision making. Business profes-
sionals can incorporate explicit discussion of dynamics that make
it more likely employees will act in accordance with personal and
organizational values, and can engage in these explorations in col-
laboration with peers and colleagues. Discussions, case studies, and
other exercises can be incorporated into workshops and trainings
to normalize ethical concerns at work, and allow for employees
to explore corporate and personal values made real. This engaging
and action-oriented interaction around values is a great fit with

millennial inclinations.






CHAPTER 7

Corporate Best Practices

All photographs used with permission,
Copyright © 2014 by Della Dewald

Chapter 7 presents an overview of considerations for organizations inter-
ested in strengthening productive, ethical cultures through engagement
with millennial talent. As noted, the specific strategies and approaches of
organizational leadership have tremendous influence over the outcomes
and impact of young talent in our businesses. I hope that the strategies
provided throughout this book will be helpful in formulating and sup-
porting your own innovative initiatives. We conclude our exploration of
managing millennials with this chapter, highlighting specific corporate

examples for illustration and inspiration. We will start by examining
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research highlights that provide useful insights, and then look to several
corporate approaches that illustrate effective strategies.

Thus, should corporations adapt to meet the needs of the millennial
generation? Of course, to some extent, all successful organizations incor-
porate some level of accommodation and development to meet contex-
tual factors such as market demand and changes in the talent pipeline.
Importantly, the task of effectively managing millennials toward personal
and organizational flourishing must involve both these young profes-
sionals and those who lead them working together. Some scholars have
criticized the “coddling” of millennials’ “special needs” that some organi-
zations adopt to attract and retain young talent. These scholars suggest
focusing on competency development rather than other approaches (no
jacuzzis in the break room here).

For example, a competency-focused approach may include mecha-
nisms such as gainsharing, a pay-for-performance model that incorpo-
rates the notion of “common fate” in which rewards are associated with
achievement of organizational goals, to maximize millennial impact.243
These models can be quite effective in certain contexts and do much to
create shared accountability and reward. However, like most financial
performance-driven compensation systems, they require careful manage-
ment to avoid lapses into ethically questionable means to achieve orga-
nizational (and personal) ends. These authors make an important point.
“Coddling” is certainly not effective for either the young professional or
their company. Yet strategies in addition to the “carrot” of financial incen-
tives can be even more effective and feasible for managers and other leaders.

Thoughtful incorporation of practices designed to maximize ethical
and organizational impact of all employees is required. We can start by
considering techniques that leverage the strengths of these young profes-
sionals, in the context of multigenerational work cultures, toward more
successful, ethical organizations for all. A new business paradigm can
emerge from exploring the gifts and challenges of this generation, the
ways that they reflect the opportunities in today’s business environment,
and how companies can prosper.

Thus, “employee-friendly” policies need not be synonymous with
management headaches, increased costs, and coddling of millennial work-

ers. Company-wide policies that are motivated by the expressed desires of
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the millennial generation can benefit the organization as a whole. With
explicit and careful attention, managers can design and implement pro-
grams and policies tailored to the unique needs of their organizations, and
that reflect the types of approaches utilized by successful organizations
in every context and industry. Thus, programs can have broad appeal,
such as parental leave, child care, and wellness, stress reduction, and other
employee assistance programs; others may target a select group of the
wortkplace with approaches such as adoption assistance, domestic partner
benefits, leave and job shares, and exit and re-entry opportunities, while
some approaches, such as flextime, may be possible in larger organiza-
tions, but less desirable or impossible those that are smaller: “Managers
can fashion options designed around employee preferences that can bring
positive payoff in terms of worker productivity, morale, retention, and job
commitment. Failing to give attention to these matters can have reverse
effects.”

In many cases, we have work to do in illustrating that positive at-
tention to these challenges results in a significant return on investment
(financial and otherwise) at work. One respondent in our survey of cor-
porate managers reflected a level of frustration shared by several others:

“The problem is that companies are bending over backward to accom-
modate [millennials]. There have been additional offerings of reduced work
schedules and flowery communications to ‘entice” Gen Y. Companies are
wasting financial resources when the message should be ‘Gen Y, work hard
like your grandparents and you will earn your success.””

This frustration, likely rooted in personal experience, reflects a percep-
tion that young talent must acknowledge. Students in our study reflected
this awareness and acknowledge it as a challenge to overcome. Several
indicated feeling that they were fighting negative perceptions from day
one in internship and work experiences, with one student commenting
(to nods of agreement around the room filled with young people):

“Before [my supervisor] even met me he just thought ‘heres this young
know-it-all’. . . . You come in automatically as a ‘millennial’ with this stamp
on your head and [others believe] you didn’t earn what you have . . . or that
you're trying to be a know-it-all with all the answers. . . . So much of my work
was trying to get that stamp off my forehead. . . . People have this preconceived

notion of you just because youre young.”
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When asked how he dealt with these perceptions, he noted,

“You just let your actions take over—ithey speak louder than words . . . If
you're working hard and performing well, well then theyll just say, ‘Okay, he
can run with the old bucks.” . . . [Millennials] just have ro really try to work
and be hyper aware and show [older colleagues] that [their perceptions] are
not the case.”

Many students in our study reacted strongly to perceived stereotyping
of their generation, and blame social media in part for this negative atten-
tion. One student noted,

“There are definitely millennials who have those characteristics [of narcis-
sism and laziness]. . . . The ability of our generation to take advantage of so-
cial media means that the people who otherwise would not have a platform to
showcase their laziness, selfishness or narcissism suddenly have a way to reach
a lot of people. I think that if other generations had the same platforms then
they would have had the same results.”

Here again is an opportunity for managers and employees to acknowl-
edge these dynamics within our organizations, and engage in explicit con-
versation about them. This chapter provides some suggestions.

To signal and reinforce our optimism toward millennials at work,
we also asked these young people to describe their perceptions of the
strengths of millennial talent. We were pleased to see these results align
nicely with employer perceptions of these strengths—Dboth groups iden-
tified technological fluency, comfort with diversity, values orientations,
fexibility, willingness to adapt to changes, and enthusiasm as among their
strengths. Inserting these topics into discussion among employees and
with management can help change the frame from laments to fostering

positive contribution.

Setting the Stage for Effective,
Ethical Cultures

An additional note on best practices is key. As we have acknowledged
throughout this volume, effective leadership in today’s business requires
considering the intersection between effective and ethical cultures. Be-
cause of the alignment with this generation’s capacities and inclinations,

and the global, sustainable nature of business, it is perhaps not surprising
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that the best practices for engaging millennials at work align well with
strategies for success in fostering ethical, successful organizations that can
fourish in the modern environment.

Eisner (2012) offers recommended general best practices to frame
an approach to effectively managing millennials, which include several
features, some specific to fostering ethical cultures, including flattening
the organization, leading by example and transparency, mentoring and
coaching, operationalizing work-life balance, acknowledging and cel-
ebrating, and facilitating making a difference.”®

We have explored these general guidelines in previous chapters; in
addition, we can examine specific opportunities for fostering ethical, ef-
fective companies. A recent report from Deloitte suggests specific steps
for organizations to move from “good enough” to “great” ethics and com-
pliance programs—a progression that is necessary in this era of increased
risks due to social media, mobile technologies, and big data, and that has
been demanded by U.S. Federal Sentencing Guidelines and other regula-
tory efforts, and even more significantly, by key stakeholders in business.
Enhanced transparency means that these programs are accessible to em-
ployees, consumers, investors, and society at large, and the organizations
that will be most successful are those that pursue ethics strategies with

several key characteristics*4:

* careful attention to tone at the top;

* acorporate culture that reflects compliance and integrity;

* risk assessments that account for changing landscapes and
allow for focused attention;

* testing and monitoring to help ensure that the control
environment is effective;

* askilled and supported chief ethics and compliance officer.

Denis Collins (2009) offers clear and actionable resources for compa-
nies interested in implementing best practices in ethics management, in-
cluding risk management and performance quality benchmarking tools,
and specific tips for reinforcing ethical behavior.?*” Starting by rating your
business against best practices in ethical leadership can provide a specific

agenda for enhancing performance across the organization. These best
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practices align well with millennial characteristics, skills, and expressed
desires for work environments. Tips include ethics screens during hiring,
explicit attention to ethics and values in orientation, annual ethics and di-
versity training in the spirit of continuous improvement, establishment
of an ethical reporting system, reinforcement of ethics through work goals
and performance appraisals that reward ethical behaviors and punish those
that are unethical, fostering a sense of organizational ownership through
team-based participatory management and shared financial gains associated
with improved performance, creation of environmental management sys-
tems, operating as a participatory citizen in the communities in which it
operates, and managing all of these mechanisms through assessment and
modifications based on those they affect.?*®

Collins goes on to note a key theme of this book—that the single
most important ethics reference point is an employee’s direct manager—
how a manager responds to an ethical issue has more influence on em-
ployee ethics than any stated policy or direction. This finding aligns well
with millennials” desires for ongoing and meaningful communication
with their managers. These characteristics of ethical and engaged cultures
align, and this is a happy coincidence for corporate leaders who desire

long-term success and growth.

Our Findings: An Introduction to What Works

As expected, corporate executives we asked to consider the topic of mil-
lennials at work had strong opinions. We surveyed 65 executives from di-
verse industries, ranging from small companies with 1 employee to large
with over 200,000 employees, and with annual revenues of $40,000 to
over $35 billion USD.** Their insights will be incorporated through-
out this chapter, along with additional best practice examples from a va-
riety of companies that are directly addressing millennials at work. In
our study, we asked several questions intended to explore perceptions
of this cohort of young talent, whether the ascribed characteristics of
this cohort resonate with the managers’ everyday experiences, whether
they have developed best practices to navigate management of millenni-

als or to bridge differences in multigenerational workplaces, and which
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Figure 7.1 Corporate Survey: Industries Represented (n=65)

anecdotes—positive, challenging, or surprising—they could offer. We
were glad we asked and we appreciate their candor and insights.

Our findings echoed the research highlights we have explored
throughout this book. Managers are occasionally struggling with this
young talent—the description “entitled” was offered more than once—
but the majority of respondents see tremendous potential and admire
their intelligence, skills, and dedication. Among the strongest areas of
appreciation for millennial talent are their willingness to work hard
when engaged, and their commitment to social and environmental is-
sues. Millennials’ penchant for seeking purpose and meaning at work is
acknowledged and respected. One executive noted that her approach to
managing young talent is guided by “explaining the why behind tasks/
projects that are requested in order to connect to the purpose/mission of
our organization.” Managers consistently reported awareness that higher
levels of connectedness with millennials leads to increased productivity and
organizational outcomes.

When asked which of the following characteristics often ascribed to
millennials resonate with their actual experiences working with young
professional, we saw recognition of all of them (Table 7.1).

We can explore several of these items further. First, we can consider the
importance of building a connected and engaged culture. As noted in our

discussion of mentoring, loyalty is personal rather than to corporation, so
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Table 7.1 Characteristics of millennials at work

(Please identify the degree to which you believe these characteristics are repre-
sentative of the millennials with whom you have worked (n = 65))

Disagree/
Strongly
Strongly agree/Agree Disagree
Facility with social media 100% 0%
Technological fluency 96.6% 0%
(3.4% neutral/ no opinion)
Awareness of social, 79.3% 8.6%
environmental, and sustainability (12.1% neutral/ no opinion)
issues
Favor meaningful and fulfilling 77.6% 10.3%
work (12.1% neutral/ no opinion)
Proclivity to multitask 56.9% 15.5%
(27.6% neutral/ no opinion)
Teamwork capacities 53.4% 17.2%
(29.3% neutral/ no opinion)
Preference for training and 55.1% 17.2%
mentorship (personal attention) (27.6% neutral/ no opinion)

supervisor and other connections are critical. Creating these connections
must be driven by management in an environment where coaching and
collaboration are key. How can these connections be developed? To maxi-

mize effectiveness, managers can try these approaches:

o Keep people “in the loop™—communicate explicitly and
often. Technology is one example of a mechanism for this
communication, and employers do well to make ir meaningful
and use multiple “voices” (including fostering communication
initiated by these young members).

o Allow for impact—engage in a way that allows participants to
meaningfully contribute—consider our discussion of intrinsic vs.
extrinsic motivation in Chapter 5.

*  Recognize metrics matter—exploring and explicitly discussing
outcomes and objectives by answering these types of questions,
and not only in financial terms: What have we done? What is our

impact? How do we define success as an organization?
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* Engage around aspirational role models—promote and
engage with those who have successfully integrated values and
professional life, and who have met the challenges of the specific
industry and function of their organizations.

o Incorporate mentorship—Ileader-led and/or peer-to-peer—by
explicitly encouraging this professional development opportunity
Jor all employees.

Research tells us that this works with millennials (and with others!).
These approaches align with the Giving Voice to Values (GVV) tenants we
have considered. One example is the notion of engaging and using voice
toward values-based decision making and leadership by hosting discus-
sions, engaging online, sharing interesting news, and other approaches,
which then aligns with purpose, a proclivity of these young people who
were raised with benchmarks and recognition for success, and allow for
efficacy and contribution at any organizational level.

Managers are key to the success of these strategies. Corporate leaders
must create space for this type of professional development. Dedicating
time to discussion of values, and application of and practicing them in
real contexts and with colleagues, is necessary for these approaches to be
useful. As GVV founder and director Mary Gentile suggests, it is a form
of developing “muscle memory.” We can build our capacities and instincts
to act in alignment with values. Exploring, practicing, and “scripting”
effective decision making allow for retrieval and connections among cor-
porate and personal values, and real-world issues. It becomes just another
management duty. This values-based decision making is happening at top
companies—it is a necessary next iteration of effective business leader-

ship. With explicit attention and development, it is within reach.

Best Practices: Individual Integrity &
Organizational Effectiveness

Companies can start with acknowledging a focus on individual integrity. This
emphasis recognizes the factors, internally and within the business context,
that surround ethical decision making at work. Millennials and their mul-

tigenerational coworkers must develop ethical fluency in the organizational
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and societal contexts to be effective. We start by fostering what scholars
call “moral courage”—the courage to make reasoned responses and take
deliberative action in the face of challenges. Moral courage is a precursor to
contributing to and managing effective, ethical businesses in an era when
values questions are answered by our corporate leaders every day.

We also acknowledge the role of contextual factors, which we will
discuss next. By understanding how we as individuals develop skills to
voice our values, we identify the conditions that make it more likely we
will do so, and these “enabling” conditions become a checklist for the
type of organizational culture and context of the organizations we lead.””
Roles and responsibilities of individuals within our organizations shape
the culture and expectations. Policies and processes must be structured
to incentivize those characteristics and behaviors that allow for success
across the triple bottom line of today’s organizations—ethical, environ-
mental, and financial performance. Effective organizations must engage
around strengthening moral courage and the capacity for internal ethical

decision making as foundational.

Many top companies are exploring these issues explicitly. For ex-
ample, Deloitte, a top professional services firm, works closely with
academic partners to explore integrity at work and to distribute and
implement these findings on ethical leadership in the corporate world.
Key research on cultivating character and developing vibrant, ethical
organizations is integrated in collaboration between scholars and prac-

titioners. See http://ethicalleadership.nd.edu for more information.

Tactics toward ethical organizations that are effective with millennials

are critical for all employees. Scholars note a general guideline:

The approach that appears to be the most practical and have the
greatest potential benefit for the organization as a whole (across all
generations) is to treat all employees well. If you provide employ-
ees with an interesting job, good compensation, opportunities to
learn and advance, colleagues they like to work with, a boss they
trust, and leaders who are competent, employees of all generations

will respond positively.”!
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By aligning work with purpose and enabling voice, we can successfully
enhance management of the organization. Thus, “All employees want to
feel valued, empowered, and engaged at work. This is a fundamental
need, not a generational issue. And, though Gen Xers and Millennials
openly discuss and even demand more flexibility in their jobs, Boomers
and Traditionalists (also known as the “Silent Generation”) want it too,
even if they are less vocal about it.” Millennials are driving positive
changes. “You can think of the millennials as pushing for change that all
generations want to see happen. ‘Am I continuing to learn and grow?’ is a
question that resonates with employees of all ages. The way your organiza-
tion helps them answer that question may be your competitive advantage

in attracting, developing, and keeping tomorrow’s talent.”**

Purpose Revisited

Our discussion in Chapter 5 of exploring personal and professional pur-
pose reminds us to consider self-knowledge, self-image, and values align-
ment. Self-awareness is a precursor to values identification and ultimately
of ethical judgment and action. Millennials and their managers who
explore GVV exercises explore purpose, including personal and profes-
sional goals, and self-assess comfort with risk, preferred communication
styles, and understandings of loyalty and self-image. One helpful tool, the
“Personal-Professional Profile,” is included in Appendix B. The informa-
tion uncovered in the process of self-assessment allows participants to read-
ily frame “levers,” or ways of responding, which enable ethical action in a
way that is consistent with who they are. Thus, we are all vulnerable to self-
justifying biases and ways of viewing our decisions as positively motivated,
even when we would criticize another who made similar choices; the task
becomes actively considering our personal values, behaviors, and self-
image, and aligning them with the kind of person we want to be. We are
thus anticipating the choices and “prescripting” our interpretation.**
Creating opportunities to engage in this self-reflection, alignment,
and “prescripting,” or practicing out loud with peers, can be the domain
of organizations that value a proactive, strength-building approach to
professional development. We will see how several companies have suc-

cessfully incorporated this and other exercises later in this chapter.
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Perhaps the prescripting exercises we incorporate in my class could be
useful models for professional development activities in business. Thus, we
engage in individual and team role playing exercises using case studies and
issues generated by the group to practice ethical decision making and ac-
tion. In class, these exercises have included scenarios such as the pressure to
overbill client hours at an accountancy internship, the dilemma of reneging
on a job offer, appropriate expense reporting, plagiarism, among many oth-
ers, and these are all scenarios derived from the students” own experiences.

Then action must follow intention. After an honest self-reflection and
identification of core values, we must operationalize them in our day-to-day
decision making—whether we perceive the stakes to be large or small—to

mitigate the “slippery slope” or incrementalism of unethical decision making:

If you give in to “just this once,” based on a marginal-cost analy-
sis, you'll regret where you end up. . . . It’s easier to hold to your
principles 100 percent of the time than it is to hold to them
98 percent of the time. The boundary—your personal moral
line—is powerful because you don’t cross it; if you have justified
doing it once, there’s nothing to stop you doing it again. Decide

what you stand for. And then stand for it all the time.***

This prescripting or deliberate practice of anticipating and developing
reactions to ethical challenges may have particular resonance with millen-
nials. The desire for a “feedback loop” of action and reinforcement, often
levied as a charge that millennials desire because they were raised receiving
trophies “just for showing up,” can actually be channeled as a powerful and
positive characteristic. Feedback, and anticipating and prescripting chal-
lenges, can be part of this communication loop that adds value across the
board. Discussing potential and past ethical conflicts together with peers
and leaders in which we consider the issues, their inception, their resolu-
tion, and what happened along the way, and then imagining alternatives,
cultivating other ways of communicating, and practicing approaches and
responses model this feedback loop. Engaging in discussion of these issues
again strengthens our “muscles” for responding to new challenges. It also

opens the door to professional development in a meaningful way.
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Consider the issue
- what happened?
how was it
resolved?

Practicing
oaches and
what What happened
happened, and along the way
what could have
happened

Figure 7.2 Feedback Loop: Discussion of Potential and Past
Ethical Conflicts

These feedback loops are critical for millennial development
(Figure 7.2). Though millennials have certainly experienced more posi-
tive praise, they do understand the difference between recognition con-
tingent on skill and effort, and those noncontingent recognitions for
simply “showing up.” As one social scientist notes, “Ask . . . kids which
of their many trophies are most valuable to them and they point to
the ones they earned through skill and effort, not the ones they got
for showing up. . . . [Other formative activities in the millennial ex-
perience such as video games] also provide this immediate feedback
loop, with both positive and negative reinforcement.”” This research

again acknowledges the millennial desire for specific and constructive
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feedback, and the type of feedback that can help all of us perform
optimally:

(It] curns out what millennials are asking for is what the science of
behavior tells us is the best way to manage performance. . . .
Millennials want frequent and specific feedback and they dont
mind negative feedback if it makes it clear how to improve. They
want clear expectations and want to know where they stand relative
to those expectations. This is exactly what the science of behavior
tells us to do to produce optimum work environments: pinpoint
what you want, provide frequent and specific feedback on perfor-
mance and provide contingent positive reinforcement for progress
and accomplishment (ideally linked to impact). Millennials are de-

manding good management whereas other generations did not.>*°

Once again, management approaches that reflect the best in young tal-
ent can enhance organizational outcomes, and can bring out the best in

members of every generation.

One simple method of incorporating a feedback loop is using real-time
polling programs in workshops or other professional development op-
portunities at work—available free or at low-cost online. These tools
are popular and easy ways to prompt discussion around ethical topics
at work. Participants can quickly and anonymously reply to questions
with responses displayed on-screen for all participants to react and en-
gage around discussion topics. In my own experiences, when used in the
classroom or in executive trainings, the response to these tools has been
overwhelmingly positive. They signal and model a communication loop
and involve participants explicitly and easily. They set the foundation

for discussion of key issues in an inclusive and engaging way.

Setting the Stage for Values Discussions

How to incorporate these topics, and first broach them, is important. The

introduction of the GVV course at Notre Dame, a topic I have explored
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in a previous article,?”’ might be usefully analogous to implementing ex-
plicit values considerations in a professional setting. GVV has been used
successfully by companies around the world and specific exercises are
available as noted above; I can speak directly to my own experiences with
millennials in the business classroom. The course thus offers a model for
implementing similar approaches in professional workshops or trainings.
First, careful consideration of how the course should be marketed to
participants was key. We frame the course explicitly as practical, strate-
gic skill development. Less effective would be encouraging students (and
likely, employees) to “talk about values.” The students receive introduc-
tory materials describing this approach to enhancing effective decision
making, thus positioning these values conversations as necessary for effec-
tive business leadership. The approach is inherently aspirational and ap-
peals to the millennial desire to signal and practice implementable skills.
In class we discuss the importance of principled reasoning in effective
decision making and leadership. We acknowledge the necessity of cred-
ibility in leading and consensus building, and that effective policy and
strategy decisions must be rooted in principle. These emphases are con-
sistent with skills students have expressed as priority for career advance-
ment. In addition to this pragmatic frame, we emphasize the course as
an opportunity to give voice, so that students feel inspired to contribute,
participate, and lead based on who they are and what they value. These
desires are thus validated and channeled into actionable skills—an ap-
proach that is likely to be successful with millennials in the workplace.
The manager’s role can also include prompting alignment between per-
sonal values and those of the corporation. Here, as we have explored earlier,
we can recognize the necessarily broad definition of corporate purpose. To
echo our discussion in Chapter 5 we can consider a much-shared TED talk,
in which Unilever COO Harish Manwani notes that “profit is not always
the point,” describing Unilever’s forays into dedicated community impact
projects and other mechanisms to create social value as critical for those
companies that will thrive in the modern era. Manwani describes the new
paradigm as incorporating a fourth “G” in the traditional conception of the
three G’s of growth: growth that is consistent, growth that is competitive,
and growth that is profitable—this fourth “G” must involve growth that
is responsible. Thus, we “need businesses that can actually define their role

in society in terms of a much larger purpose than the products and brands
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they sell.”*® Ethical conduct will be a competitive advantage in this era in
which the stakes are so high. Millennials, who indicate the importance of
the character of their work time and again in a growing body of research,
are poised to contribute significantly within this space.

A few additional notes on the academic course in GVV that may be
useful for business leaders considering adoption of these approaches in

their own companies:

(1) Build on the strengths of your organization—incorporate stories and
cases from your industry, and your people, and explicitly consider orga-
nizational values.

(2) Make it relevant—use current examples and encourage participants to
contribute their own. Allow these young professionals, and all members
of your organization, to motivate and learn from one another. As one of
my students noted, “The insights from my fellow students have been the
most rewarding part of this class. I have been really impressed.”™’

(3) Use what is available—the GV collection (largely open-source, with

permission) features foundational readings, cases, and teaching notes—

the tools are readily accessible.

We have explored some of the tips provided by students studying mil-
lennial management toward ethical organizations; I also asked these mil-
lennials to include their own tips for leaders to manage possible resistance
from employees who are involved in implementing these types of new

processes. Several suggestions include:

o One resistance might be employees thinking “I don’t want to be
a mentor.” Some employees will be better suited to mentor a new
hire than others. However, it is important that all employees try
this relationship from both sides at least once as it can serve as a
valuable leadership experience. Employees could be made aware
of this duty once the program is implemented and then upon each
new employee’s start with the company. Feedback from both the
mentor and mentee could be collected to see how the mentee is
progressing and to see if the mentor is suited to continue in this

role and possibly do it again in the future.
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* Managers might hear “I don'’t need ethics training.” Ethics
training will be mandatory for all members of the company. By
making it a company-wide endeavor—including high-ranking
executives—it should help counter resistance.

*  One method by which we could manage the possibility of senior
executives resisting the new changes would be to make sure that they
are involved in the process of implementing the changes. The two
key factors to getting everybody on board with the new program is
to clearly show the facts that support the decision and by bringing
a sense of ownership and involvement in the program. First, it will
be important to present facts that show that the proposed changes
will be successful in attracting top talent and in creating value for
the firm. The department in charge of hiring should put together
a presentation to be held live for the managers in the firm. The
presentation should consist of several clearly articulated facts from
business journals, academic studlies, or industry data, concerning
what millennials desive when they seek work. The managers will
understand that the firm must continuously hire top talent for
Sfuture success and so the presentation could show the managers how
to attract this top talent. The specific components of the program
should be discussed in detail and show that the proposed changes
will lead to a better environment for all employees.

* A tangible recommendation to address any anticipated friction
is to have a short webinar that summarizes both the generation
differences data, and the specific reasons for implementing the
program itself. (MM students)
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A top U.S. insurance provider shared this strategy for a workshop

around ethics and values that was designed for leaders but has become

so successful that it is now instituted throughout the organization:

From our company archives of employee bad or questionable be-
havior we created a series of case cards. Teams of 5 to 7 leaders
or employees work together to discuss the case issues, make deci-
sions, and specify the best course of ethical leadership action. We

ask them to use whatever resources they think would assist, [for



142 ENGAGING MILLENNIALS FOR ETHICAL LEADERSHIP

example] our Code of Ethics, company policies, company values,
or other resources. After discussing the cases provided, folks are
asked to write up a real case [based on a] situation they observed—
but to leave out any traceable details. Cases are placed in a pile
and one by one a member of the groups picks one up and leads
the discussion. The workshop was designed to be 90 minutes,
but often runs longer as folks seem to want to continue discuss-
ing the situations. We save the newly written cases and turn them
into preprinted cards to be used with other groups. We've found
this design works with all age groups and often the bigger the age

spread the more lively the conversation.”*

The academicand corporate contexts offer other areas of overlap. When
it comes to cultivating desired behavior, perhaps not surprisingly, research
indicates that the same psychological processes, rationalizations, and rea-
sons are cited both by students engaged in academic dishonesty, and by
corporate executives observing wrongdoing.261 In a study of more than
300 CEOs in firms with annual revenues of $10 million or more, both
publicly and privately owned, when asked, “How important are these
factors for explaining unethical conduct in most organizations?”, CEOs

reported the following results, ranked high to low?%:

* personal greed;

* failure of the organization’s leadership in establishing ethical
standards and culture;

* weakness of personal character;

¢ desire to advanced career;

* pressure to meet unrealistic performance or financial goals;

¢ indifference or low morale;

* pressure to meet deadlines and schedules;

¢ failure of the organization to establish an effective
compliance;

* desire to harm the employer;

* not understanding the company’s ethics policies;

* not agreeing with the company’s ethics policies.
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Again, these are listed in order of the perception of their importance,
and it is important to note that CEOs ranked all of these factors as “im-
portant.” We could deconstruct each of these, and it is easy to see how
exploring the GVV pillars of voice, normality, purpose, self-assessment
and alignment, reasons and rationalizations and values are illuminating
as resources to address these. We can also see both personal and orga-
nizational dynamics reflected, pointing toward an approach to building
ethical companies that include both aspects.

Executives also express that these dynamics are concerns regardless of
level within the company—they are contextual for millennials and new
hires, and their managers. Short-term thinking, unrealistic time and per-
formance pressures absent other evaluation and development measures,
high stakes without anticipating responses. . . . These are traps that we
can, and companies do, manage. A useful step is to examine personal and

organizational barriers to ethical action.

Barriers to Ethical Action

Many of the barriers that can challenge our attempts to fulfill our individ-
ual and organizational purpose are described in the GVV curriculum as
“reasons and rationalizations.” They can manifest as objections from col-
leagues when one tries to voice an ethical concern, or can be the unspoken
assumptions that exist in the workplace. Taking the time to anticipate
and create responses to the most typical reasons and rationalizations that
we will confront in our workplaces is key to successfully managing them.
This can be another consideration in the design of managerial policies
and approaches, and can serve as material for exploration in professional
development activities. As discussed previously, the very act of “normal-
izing” ethical challenges at work helps create a space for consideration of
these issues in a direct and thoughtful way. Millennial penchant for di-
rect and collaborative engagement around these topics provides a helpful
foundation for exploring them at work.

Considering those values conflicts that occur most frequently in our
particular industry or job function can also be helpful. Accountants face
different dilemmas than sales professionals. The act of familiarizing our-

selves, and those we manage, with the types of values conflicts that are
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common in our area of work normalizes and helps prepare us for manag-
ing them. In the aspirational spirit of our approach, we suggest exploring
the outcomes of different choices, and specifically including examples of
individuals who have successfully voiced and acted on their values in that
specific situation. These “case studies” can be quite powerful. The GVV
collection provides many of these, at no charge to the users, by func-
tional area (i.e., accountancy, marketing, finance). Through individual
and role-playing exercises, participants practice ethical decision making
and action.

But such cases can be found internally as well. These examples from
within are accessible and instructive. Bringing these to the table for dis-
cussion can be powerful and persuasive. Research finds that exposure
to positive role models have significant benefits in the development of
students studying business by “protecting against reduced self-efficacy
by showing that unethical behavior is neither necessary nor inevitable
in business, thus undermining the common justification for unethical
behavior that ‘everybody does it’. . . . Positive role models increase aware-
ness that business can be both ethical and prol‘]table.”263 Case examples
that focus on positive resolutions rather than “what not to do” appeal to
millennial efficacy reduce cynicism and open the door to creative and
impactful resolutions to challenges at work.

Another categorization of values conflicts includes considering the
types of arguments or rationalizations. These most common types of ar-

guments, illustrated in the GVV research, include?®*:

* Expected or Standard Practice: “Everyone does this, so it’s

really standard practice. It’s even expected.”
e o .

* Materiality: “The impact of this action is not material. It
doesn't really hurt anyone.”

e Locus of Responsibility: “This is not my responsibility; I'm
just following orders here.”

* Locus of Loyalty: “I know this isn't quite fair to the customer

but I don’t want to hurt my reports/team/boss/company.”

We can become adept at responding to each of these as we become

familiar with them. Thus, for example, an appeal to “standard practice”
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is often exaggeration—if everyone were actually doing “it” (whatever the
“it” may be in a particular situation), and if the practice is really accepted,
why are there typically laws, rules, and policies against it? What would
be the consequences for consumer trust and business practice if everyone
did “it”? Would we be comfortable if everyone knew we were doing “it”?
These and other questions help us consider whether this argument is truly
persuasive. More discussion on these “reasons and rationalizations” is pro-
vided in the GVV collection; for our purposes it is key to acknowledge
that these types of arguments are often employed, and there are strategies
that can enable us to be more successful in responding to them.

How might we respond to these reasons and rationalizations? Just as
there are patterns of arguments rationalizing ethically questionable be-
havior, there are corresponding ways of responding to them, or levers,
that can be helpful. These levers include recognizing and unpacking false
dichotomies (for example, the very reasonable aversion to putting our-
selves at a disadvantage at work can be used to justify all sorts of ethically
questionable behavior, if we frame the choice as one between ethical ac-
tion that results in personal or organizational consequences, and unethi-
cal behavior that leads to some “good” for the self or organization). Other

levers identified in the GVV zapprozlch265 include:

* thinking in the long term as well as the short term;

* considering the situation in terms of the organization’s
wider purpose (are we here to make the monthly numbers,
or to create a vibrant and sustainable organization for our
stakeholders?);

* confronting a narrow view of managerial purpose by
reconsidering the definition of “competitive advantage”
toward overall and long-term excellence as opposed to merely
beating the competition—this has implications for Aow
we achieve results, in addition to determining whether we
achieve them;

* positioning oneself as an agent of “continuous improvement”
rather than as the source of complaint;

* positioning oneself as a source of actionable alternatives rather

than “thou shalt nots”;
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* addressing addictive cycles that can cause increasing risks and
pressures that lead to greater and greater values conflicts;

* exploring who we need and can attract as an ally in our
efforts;

* considering the costs to each affected party—what is at stake
for those affected, and how can we recognize and mitigate
these risks to make our arguments more appealing;

* assuming that our audience is made up of pragmatists—not
idealists or opportunists—but generally good people who
want to do the “right thing” without feeling as though they
have been exploited for doing so, or that they will be at a
systematic disadvantage if they do so;

* countering the commonly held assumption that most
pragmatists expect—that of the lowest common denominator
of behavior by those around them—by motivating individuals
to step beyond this lowest common denominator by sharing
examples of effective managers who have made ethical

choices.

These levers can be particularly effective for millennials and their
managers as they align nicely with the characteristics and preferences of
action-oriented young professionals that desire a continuous and open
feedback loop on performance and impact. When we acknowledge and
explore these, we equip ourselves to readily recognize them, to understand
the ways of thinking that produce them, and to be assured and practiced

in responding to them.

A Culture of Integrity

As we work toward effective, ethical organizations, we can build on the
foundation of personal integrity and consider culture at work. We must
consider organizational effectiveness, or the systems and processes put
in place to foster decision making in accordance with corporate values.
A first step can be acknowledging the role of what scholars call moral
imagination. We often ask ourselves “what should be done?” when facing a

difficult ethical challenge—both as individuals, and within organizations
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as managerial conduct is framed in terms of “should.” Moral imagination
recognizes the benefit of unconventional thinking and innovative
problem-solving—a proclivity that can align well with the skills of tal-
ented millennials. Thus, “shifting one’s mindset from “What should I do?’
to “What could I do?” generates moral insight, defined as the realization
that ostensibly competing values are not entirely incompatible. Moral
insight allows for exploration of more possible solutions beyond the
apparent constraints of the problem provided, and for the formulation of
creative solutions that satisfy multiple moral imperzltives.”266

This “could” mindset opens a broad range of possibilities: “Employ-
ees and teams might devise practical solutions that resolve the inherent
tension in a dilemma. Rather than assume a fixed contest that requires
adjudication and a tradeoff, . . . with some unconventional thinking,
managers can generate solutions to ethical dilemmas.”**’ Brainstorming
and identifying these ideas of what “could” happen can be done in col-
laboration with others to create stronger teams and more cohesive organi-
zations that acknowledge the contributions of all.

Other best practices in creating ethical cultures and managing millen-
nials align well with the GVV tenets of encouraging voice, normalizing
values discussions, engaging in peer coaching, defining purpose explicitly
and broadly, and allowing for self-assessment and alignment. A report
on “Maximizing Millennials in the Workplace” produced by the Univer-

128 includes several

sity of North Carolina’s Kenan-Flagler Business Schoo
tips, many explored in other areas of this book, which relate specifically to
creating ethical, effective cultures. These include communicating to pro-
spective employees what the business does to engage employees, includ-
ing doing so through technological tools such as recruiting websites, and
developing activities that foster support and understanding among the
generations, including explicit training on intergenerational dynamics—
for example, for millennials, offering soft-skills training on assimilating
to new workplace cultures, how to work effectively, assertively, and dip-
lomatically, how to process feedback, how to approach a supervisor for
coaching, and how to set long-term career goals.

Other tips in the Kenan-Flagler report include offering collaborative
discussions, fostering an appreciation for diversity, encouraging open

communication, considering reverse mentoring and other innovative
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approaches, offering learning opportunities such as tuition reimburse-
ment or funds for professional development, which increase retention
rates and appeal to millennial goals of continuous learning, and levering
technology and teamwork. These strategies reinforce shared values and
expectations for ethical decision making.”® Here we can again visit some
suggestions from millennial students studying effective management of

young talent toward ethical, effective leadership:

While these generations differ greatly in their values and attitudes, their dif-

ferences may be utilized as a business advantage for companies in the form of
cross-generational teams. Cross-generational teams will be central to success in
the future, as diverse groups will be better prepared to handle diverse client
bases. With employee members from different backgrounds and ages, teams
will be much more effective at problem solving and creating solutions because
they will be better able ro frame issues through multiple lenses; in effect, team-
work capacity will increase. (MM student)

How can managers and other leaders cultivate integrity and actively
discourage unethical behavior? Cressey’s classic discussion of the “fraud
triangle” of pressure, perceived opportunity, and rationalization mer-
its a quick mention here. These three conditions are typically present
when fraud occurs at work—again acknowledging that most employee
wrongdoing is not the province of “evil.” Certainly “bad apples” exist,
but we can recall our early discussion of the “bell curve,” with most of
us operating in the category of pragmatists who would like to do the
right thing as long as it does not put us at a systematic disadvantage.
Robust ethics and compliance programs, including efforts in hiring,
supervising, and promotion, seem to be our best foil for mitigating the
damaging effects of those who will pursue self-interest regardless of cost
to others.

Our opportunity for cultivating ethical cultures lies with the major-
ity of our employees. Most unethical behavior at work is committed by
trusted employees with no history of wrong doing. Often otherwise de-
cent people rationalize and engage in “slippery slope” behavior in the

context of organizational conditions. This does not mean, of course, that
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unethical employees are the fault of their employer. Rather, leaders can
and should create conditions that acknowledge this dynamic, and foster
ethical cultures where wrongdoing is not a ready alternative. Leaders must
acknowledge the very real and important role they have in cultivating the
desired ethos of their organization.

As discussed in Chapter 3, Lang (2013) provides a well-researched
list of learning environments that induce cheating. While Lang’s work
focuses on the academic context, I contend that these ideas are transfer-
able. In the classroom or in the boardroom, instructors and managers can
minimize the contextual factors that actually enhance the possibility of
unethical behavior. This list of “what 70t to do”?’° includes structuring

organizations and processes such that:

* motivation is extrinsic, only or primarily;

* orientation toward performance is supreme;

* infrequent, high-stakes assessments are the means for
measuring performance;

¢ students (employees) feel low self-efficacy;

* cheating is perceived as common and approved by peers.

We have discussed the extrinsic motivation factor in Chapter 5, and
its particular dissonance with millennial desires. When young people ex-
perience motivation that is external (money, status) absent internal moti-
vation such as feelings of accomplishment, satisfaction, and contribution,
they are not only unhappier, they are more likely to engage in unethical
behavior to achieve those extrinsic rewards. Doing a job well, for the sake
of those intrinsic motivations, must be part of the package.

Similarly, performance goals and assessments that exist absent notions
of development, reciprocity, engagement, and contribution toward shared
goals with a focus on broad notions of professional purpose are problem-
atic. They clearly run the risk of inducing members to take shortcuts to
achieve those metrics without embracing the spirit behind them and the
long-term implications for organizational and personal success. We need
only look at the myriad examples of executive compensation tied solely
to stock value (Enron, anyone?) or commission incentives absent other

measures of performance (a key factor in the subprime mortgage crisis)
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to witness how readily these type of incentive and evaluation systems can
foster unethical means of achieving these goals.

Again this is not to excuse individual unethical behavior. We all have
a choice. Yet context and conditions matter. Our approach suggests that
we are all more likely to be successful in acting consistently with our val-
ues, and with the values of the organization as a whole, when we operate
within systems that acknowledge human dynamics, and maximize the
potential for ethical decision making and leadership.

Efficacy is another key area of attention. As discussed, millennials ap-
preciate and are inclined toward feelings of effectiveness, contribution, en-
gagement, and being valued. Managers must create systems that promote
self-efficacy—Dby involving employees in decision making, cultivating
open and consistent dialogue, promoting transparency about process, and
including explicit discussion of how each part contributes to the whole.
These are required elements for millennial contribution, and have the ad-
ditional benefit of enhancing the ethical climate for all employees. We are
less likely to behave unethically if we feel we are acknowledge and con-
nected. A culture that encourages voice and dialogue is one less susceptible
to disastrous consequences of a lack of transparency. For just one example,
in the wake of its massive automobile recall, we are learning now about the
voices of dissent that were effectively silenced at General Motors—a cul-
ture that appeared to respond indifferently or, at worst, actively discourage
speaking up, in the face of very real safety concerns.””!

Finally, the tenor of the peer culture is critical for millennial success.
Millennials are motivated by and motivate one another, and they com-
municate about these connections constantly. Engaging young leaders to
help express corporate values is critical. We all have mission and values
statements. We need to think about how they are displayed, discussed,
understood, exemplified, and reinforced. Research indicates that universi-
ties and colleges with expressed honor codes are much less likely to expe-
rience episodes of academic ciishonesty.272 Perhaps surprisingly, less than
25 percent of U.S. universities incorporate a formal honor code,”” which
is an untapped area of opportunity to “name” and “normalize” ethical
considerations at the organizational level.

The first step is to identify and communicate these values. Yet, again,

all we need to do is look at Enron’s lengthy and eloquent code of ethics
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and values to see that the conversation must extend beyond such state-
ments. As corporate comic hero Dilbert asks his boss: “Can you explain
how the company’s new ‘Statement of Core Values’ will change my behav-
ior? I was planning to poison the town’s water supply. But wait! It’s against
our core values!”?”* Creating a culture of integrity is key—a clear feedback
loop must be established so expectations are clear and reinforced, and
the rules are enforced and violations addressed, consistently and trans-
parently.””> When assessing values at work, specific behaviors must be
explored—rather than sweeping statements such as “do you act with in-
tegrity?”, managers can facilitate discussion around specific actions, such
as “how often do you (complete tasks on time, return e-mails, and so
on)?” Again the connections among employees and with managers is also
key; as one millennial remarked, “I5 not so much the COMPANY values
that are important (anyone can say something on a sheet of paper) . . . it is the
PEOPLE/PEERS at the company who I want my values to match.”
Harvard researchers have explored the two broad approaches to miti-
gating unethical behavior at work, namely “values-oriented approaches
that broadly appeal to individuals' preferences to be more moral” and
“structure-oriented approaches that redesign specific incentives, tasks and
decisions to reduce temptations to cheat in the environment,” and they
conclude that integration of both approaches, while avoiding incompat-
ible strategies, can reduce the risk of adverse effects of only employing a
single approach.”’® Peer and aspirational leader reinforcement is a promis-
ing approach for millennials and all employees, and is another illustration
of the central GVV pillars of values and purpose, voice, and normality.
A conversation about the Aow and the why of expressed corporate values
must not start and end at employee onboarding. It is not enough to set
expectations—they must be reinforced. The act of frequent retrieval of
these values and expectations—with examples, and ideally in collabora-

tion with others—develops our capacity to understand and apply them.

Managing Millennials: Recruiting and Onboarding

There are many opportunities to develop the leadership capacity of
millennials toward organizational goals and this process largely begins at

our business schools. Our task at b-schools is to prime emerging leaders
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with competencies and inclinations toward effective, ethical business lead-
ership. We must provide opportunities to learn and practice key compe-
tencies and critical analyses, and we must normalize ethical considerations
so that they are best equipped to recognize and manage them in the work-
place. By providing engagement and interaction around ethical decision
models, exploration of best practices from the field, and opportunities
to practice and apply these principles, business schools can set the stage
for success in professional careers. This foundation helps prime emerging
professionals as they seek employment that aligns with their goals.

Students are increasingly considering values issues during the em-
ployment search, with explicit attention to corporate ethics during the
research and interview process. At the same time, employers, mindful of
the context of today’s business, are seeking new hires that can “do well”
and “do good.” Research indicates that too few companies ask ethics-
related questions in interviews, an approach that can benefit the company
in many ways. For example, companies may ask candidates to describe an
example of an ethical challenge they have faced, and how they addressed
it. These types of questions are intended less to identify individuals of
strong character than to convey that ethics matters in important ways.
This benefits both the candidate and the interviewer: “It can be helpful to
reinforce in compliance training for managers the importance of ethics-
related job interviewing—as this helps convey the larger message that
managers are responsible for the conduct of those who report to them.”’”

A helpful tool for both employer and candidate during the interview
process is the Ethical Recruiting Practices Guide’”® provided here. The
guide includes helpful tips including explicit discussion of ethical con-
siderations that are aligned with the GVV principles of normalizing and
voicing values as a critical component.

Managers could also consider incorporating variations on this ap-

proach, suggested by students studying effective millennial management:

Management can incorporate a “Group Challenge” as part of the interview pro-
cess for new hires. The ‘group challenge” would be a teamwork-centered event in
which candidates work together. Interviewers will observe the interactions, and
may choose to discuss what they see in the group interview that follows. The group
interview will allow the interviewers and interviewee time to ask any final ques-

tions or address observations from the team exercise (MM student).
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IMPORTANCE FOR THE RECRUITING PROCESS

Benefits of Working for an Ethical Employer:  Practices Job Seekers Should AVOID:

» Ethical companies treat employees fairly and » Misrepresenting one’s background or skills in
with respect. interviews or on a resume.

» These organizations create an environment where » Accepting on-site interviews when they are unlikely
employees aren't pressured to compromise to accept an offer from the prospective employer.

company standards or their personal
values.

They often provide training and
guidance to assist employees in
making ethical decisions.

Firms with proven reputations
for highly-ethical behavior
attract other principled,
qualified employees—this
self-selection creates a
reinforcing “norm.”

» Misrepresenting job seeking status
(e.g., number of offers).
» Exhibiting unprofessional
behavior (e.g., making
disparaging comments,
fraternizing with recruiters, or
posting personal or
inappropriate information on
social media platforms).
» Reneging on an acceptance
of a job offer—either ask for an
extension or say no.

v

v

Questions You Might Ask
Companies and Recruiters:**

» Is there a formal statement of ethics (whether a code,
values statement, or credo)? How is it distributed, reinforced, and “lived” by the organization?

» Are employees at all levels trained in ethical decision making? Is ethics an integral part of leadership development
programs?

» Do employees have multiple channels available to express their concerns confidentially and without fear of
retaliation? How does leadership encourage pushback and “getting bad news early?”

» How does top management set the tone regarding ethics and values?

» What types of community service are available? Is participating in service a part of the organization’s culture?

UNIVERSITY OF

' = NOTRE DAME
ETHICS Notre Dame Deloitte Wb @l e

ge (g usiness
CENTER ‘ d Center for Ethical Leadership Professor Patrick E. Murphy, Ph.D.

* Conducted by the Graduate Management Admission Council in cooperation with the MBA Career Services Council and the European Foundation for Management Development.
** Adapted from Treviio, L. K. & Nelson, K. Managing Business Ethics: Straight Talk About How To Do It Right. 5th ed. NY: John Wiley & Sons, Inc. 2011. Answers to some of these questions can
be found on organizations’ websites. Only pick a few to ask during interviews.

Figure 7.1 Ethical recruiting guide

Murphy, Patrick E. 2013 “Ethics and Integrity in Business: Importance for the Recruiting
Process”] 2nd Edition, available at http://ethicalleadership.nd.edu/assets/110978/ethical
recruiting_practices_guide_2ed_.pdf.
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COMPANIES &

IMPORTANCE FOR THE RECRUITING PROCESS [

(guide for job
applicants on reverse)

Benefits of Hiring an Ethical Employee: Ethics Questions Recruiters Should
Consider Asking Job Applicants:

» Ethical employees are ambassadors for the company,
reinforcing a values-driven culture.

» They safeguard the organization’s reputation, saving
it from costly regulatory violations and loss of
revenue through fraud and abuse
of resources.

» Such individuals demonstrate higher levels of
employee commitment and engagement.

» Describe an ethical dilemma you have faced as a
student or employee. How did you identify it, and what
steps did you take to resolve it?

» Tell me about a time when your integrity was tested.

» What does “business ethics” mean to you?

» Who would you first consult if faced with a workplace
or personal ethical issue?

» What personal values guide you in making ethical
decisions in your life?

» They have a broader sense of responsibility and can
be trusted to exercise good judgment in challenging
situations.

Recruiters Should AVOID:

» Withholding or misrepresenting relevant information in extending a
job offer (e.g., salary, relocation allowance, start date, job title, etc.).
» Glorifying or exaggerating job responsibilities or inaccurately

portraying the growth potential of a position within the

company.

» Exhibiting unprofessional behavior (e.g., fraternizing with
applicants, harassing them, or making inappropriate
connections via social media).

» Revoking a job offer or placing unrealistic deadlines or
pressure on candidates to make a decision.

» Tying a signing bonus to an exploding job offer (e.g., failing to
allow applicants to participate in the entire recruiting season, or
giving applicants less than two weeks to decide on an offer).

» Using high pressure interviewing tactics on campus or during site

VisIts.
UNIVERSITY OF
' ~ NOTRE DAME
ETHICS Notre Dame Deloitte Nl Calleme PR
g€ O usiness
CENTER ‘ d Center for Ethical Leadership Professor Patrick E. Murphy, Ph.D.

* The Global Management Education Graduate Survey is a product of the Graduate Management Admission Council (6MAC), a global nonprofit education organization of leading graduate
business schools.

Figure 7.1 Continued
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Another student suggests:

All applicants who are deemed to have the technical skills need for the job
would be interviewed for open positions. The first round of interviews is set up to
accommodate many interviewees ar the same time. The first interview will have
three interviewees and two interviewers. One interviewer will be a senior execu-
tive. The other will be an employee in the middle of the companys hierarchy. The
goal is to simulate the actual workplace where different types of employees, from
different generations and backgrounds, interact and work rogether. Specifically
interviewers should see if they are able to lead the discussion effectively when
needed and if they can step back and facilitate when needed. Candidates who
thrive in the first interview are set up with a one-on-one interview later. This
interview allows the employee to get to know the candidate on an individual
level to get a better idea if they would fit in the companys plans and philosophy
(MM student).

Managing Millennials: Culture at Work

Though we toss the word around frequently, how many of us have given
explicit attention to defining and shaping the “culture” of our work-
places? The Harvard Business Review blog ran a piece on elements of a
great culture—vision, values, practices, people, narrative, and place*””—
and embedded in each of these are GVV principles. Identifying and in-
tegrating vision and values, reinforcing through processes, investing in
recruiting and retention policies that align with the other elements be-
yond simple skill identification, and dedicating voice and space to tell-
ing your organization’s story and cultivating it by recognizing that these
shared stories shape the culture every day. It has been said often, but its
truth remains—culture trumps strategy, every time.

These principles are as relevant for small companies as for large.
A “thoughtful approach to culture” characterized the winners of Inc.
Magazine’s “Top Small Companies” designation (to qualify, companies
must be privately held, with no more than 500 employees). These leaders
embody several key characteristics, including fairly, and often generously,
treating workers, respecting work-life balance, and endowing work with
meaning. “In return, those employees bestow their best ideas and efforts

on the business. They pull together through change and hard times. But
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the Top Small Company Workplaces are not just ‘nice’ in a generic way.
The leaders of these companies do not try to be all things to all people.
Rather, they want to create the best possible workplaces for the kinds of
people who can help them succeed.””® Embedded in each of these ap-
proaches is treating employees with dignity and cultivating integrity.

Research on systems that organizations put in place to promote ethical
behavior by employees indicates that the ro/es of employees within the or-
ganization have implications for their responsiveness to these approaches,
clearly a concern for millennials and their managers.281 Thus, Pitesa and
Thau (2013) found that those occupying powerful organizational roles
will be least likely to respond to social influence-based systems, which
range from explicit organizational ethical standards to others’ behavior
as an indirect indicator of acceptable conduct in their organization, and
may need more incentives (both “carrots” and “sticks”) to pay attention
to these systems than do those lacking power.

Further, organizations will have particular difficulty fostering ethical
conduct among powerful organizational members if these members pos-
sess unethical preferences—a finding that underscores the importance of
selecting those people with values consistent with the organization’s mis-
sion for positions of leadership.

Additionally, these scholars found that employees lacking power (such
as young talent and new hires) might be particularly vulnerable to un-
ethical social influence, an effect that may be mitigated by efforts to pro-
mote employees’ abilities to call to mind their personal standards when
confronted with a moral issue, through such techniques as practicing
“if-then” scenarios, or prescripting in the language of GVV, to strengthen
their abilities to focus on personal standards of ethical behavior when

facing a moral challenge at work.*®?

Managing Millennials: Troubleshooting

How should corporations think about violations of company policies and
resulting consequences? What is the goal of this correction—to punish?
To rehabilitate? To express corporate values and expectations to the or-

ganization (whose members are, of course, watching how infractions are
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addressed)? As an example of reinforcing expectations around values, one
university involved students in a marketing class designing a commu-
nication strategy for the university to invigorate understanding around
academic integrity policies. It became a way for students to emphasize
community norms. It involved ownership by these young leaders. It re-
sulted in enhanced awareness of expectations and policies in a way that
sending out a mailing from the president may not. Similarly, corporate
values discussions that consist of a mailing and an electronic confirmation
of receipt—an all-too frequent strategy—are insufficient. Multigenera-
tional teams engaging with the mission—through discussions, interac-
tive activities, and peer-to-peer examples—create impact in a real and
meaningful way.

One more important consideration: as companies work to design ef-
fective recruitment and retention strategies, the transparency inherent
with the internet ups the ante. Candidates and employees are well aware
of those companies identified as “best to work for,” and of policies and
practices of individual companies. More discussion of this dynamic is

provided in Chapter 2.

Managing Millennials: Training and Development

Perhaps not surprisingly, research tells us that despite the sometimes new
and challenging characteristics of millennials, we have tremendous poten-
tial for impact—the methods of training and engagement matter when con-
sidering what works! How can corporations create the contexts to engage
young professionals toward organizational goals? How can millennials
leverage their strengths and manage their challenges toward effective,
impactful contribution? We have explored many suggestions so far. We
can look to some specific corporate examples for illustration. Most reflect
a shared role for millennials and their managers. As just one example,
consider the response from a partner at a major professional services firm
when asked about millennials and their preference for work-life balance
(cited as the most desired characteristics by their new hires): the passion
in her voice was palpable as she noted, “They can have it, but they have

to earn it first!”
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Companies and their young talent can come together to maximize
millennial effectiveness toward individual and organizational goals. Best
practice examples abound (as do vivid examples of what-not-to-do), and
more are emerging every day as this population joins the ranks of business
in unprecedented numbers. In addition to our own corporate survey, we
scanned the literature for highlights that illustrate promising approaches.
Best practices here come from our research and from that of others explor-
ing managing millennials. We highlight strategies of just a few here, with
some companies explicitly incorporating explicit GVV approaches, and
others using techniques that align with our GVV pillars, both of which

effectively develop millennial capacities toward organizational goals.

Corporate Examples

Global consulting firm McKinsey & Company has incorporated the
GVV curriculum into training since 2012, and its efforts are illustrative
for other firms. McKinsey notes that the GVV approach aligns well with
its global mission in several key ways that reflect its resonance for man-
aging talent in today’s workplaces. A profile on their incorporation of
GVV notes appreciation for the GVV approach as one that aligns with
a strength-based approach to leadership development, and recognizes
the importance of dialogue, including acknowledging that “open discus-
sion among caring but dissenting colleagues as critical to preserving [the
firm’s] values.”?®* Other key features of McKinsey’s approach also reflect
their incorporation of GVV: “In working with [the approach, our man-
agers] realized that moving from awareness to action on values requires
changes in specific skills, not just belief. Building the ‘muscle’ to speak
up for our values requires dedicated attention by individuals and their
organizations.”***

McKinsey also incorporates a dedicated global Values Day that in-
cludes scripting exercises based on GVV that includes role-play scenarios
and development of action plans for responding to ethical challenges.
Participants also draft a set of sample phrases to use when raising a values
issue (for example, “Help me understand what you meant when. . . .”)
and other prompts for encouraging dialogue. Ninety-seven percent of

participating employees felt that they were “able to engage in honest,
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authentic dialogue about our values” through the exercise.”® This is an
approach that will clearly resonate with millennials, who want to work
with colleagues across the organization, to feel that they are involved and
connected, and to witness aspirational role models and their peers explic-
itly engaging around values.

McKinsey also dedicates attention to the approach for both senior
partners and new managers. Using GVV content, their leadership de-
velopment team created a session for senior partners during an orienta-
tion training for newly elected senior shareholders: “During the session,
the Directors reflected on the specific enablers that have allowed them to
speak up for their values in the past. Then they discussed how they could
ensure those enablers are present in their teams—to support more junior
colleagues in voicing their values.”?® The session is well received with
participants noting an appreciation for the practical nature and helpful
reinforcement of serving as senior role models. McKinsey incorporates

this approach for others in the organization as well:

Upon promotion to the role of manager, consultants at the firm
participate in an off-site training in which they rehearse a chal-
lenging conversation that they would like to initiate, or have re-
cently experienced, with a client or colleague. This GVV session
underscores several themes. First, to develop peer-like relation-
ships with clients and McKinsey’s senior leaders, managers must
give voice to both Firm and personal values. Second, to increase
their confidence and effectiveness in such conversations, managers
must practice. Third, to inspire and motivate the junior consul-
tants whom they now manage, these new managers must demon-

strate a willingness themselves to speak up.”

In this way, McKinsey is modeling intergenerational mentoring and con-
nection, which is an effective approach for millennials.

General Electric engaged their employees around integrating millen-
nials into its culture by creating a team of millennials from various GE
functions and businesses to work with HR on ways to attract, develop,
and retain millennial talent. Their three-month assignment resulted in

recommendations that have now been adopted by senior leaders—these
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include using gaming technology to connect the world to GE, and to
educate prospective employees about the company’s values, creating a
personalized suite of flexible benefits that better meets the needs of GE’s
global, diverse workforce, and enhancing performance management sys-
tems with new tools to help employees navigate their careers, identify
opportunities throughout the company, and to offer more immediate
feedback and coalching.288 GE also features BuildOn Inc., an outreach
effort building schools in impoverished parts of the world, about which
CFO Jeff Bornstein remarks, “[these giving programs have] completely
changed [employee] perspectives about our company,” and who describes
BuildOn as a key recruiting tool for new employees.”’

Design and innovation firm IDEO, whose clients have included
Apple, Proctor & Gamble, Microsoft, PepsiCo, Ford, and Eli Lilly, argues
for a human-centered approach to design called “design empathy,” an
approach that draws upon people’s real-world experiences and awareness
of and sensitivity to the perspectives of others that allows designers to
develop concepts, services, products, strategies, and systems that are in-
novative and responsive to real needs and desires.*”® This approach is even
more salient in today’s global, diverse work environment that requires
broad recognition of stakeholders and our interconnectedness with one
another and with our social and natural environment. We heard this ap-
preciation for millennials’ experience and ease with working in diverse
environments repeatedly from our own corporate survey participants.

One IDEO project illustrates the potential for engaging with millen-
nials as employees and as consumers: “State Farm engaged IDEO to help
it understand how to make its offerings more relevant to millennials. . . .
The first round of research revealed that in addition to not relying on
banks and insurance companies as much as previous generations, many
young people felt intimidated by them and struggled to find trustworthy
financial advice.”

The design team developed a solution to this challenge, envisioning
an experience for millennials that would respect their concerns and fulfill
their need for connection and learning. The result was what they call a
“living empathy lab,” Next Door, located in Lincoln Park, Chicago—a
lively neighborhood filled with young professionals where they provide
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free, live coaching (but charge for coffee). “For State Farm, it is a valu-
able experiment that teaches the company how to better deliver on its
brand promise of being ‘a good neighbor’ to a whole new generation.
State Farm’s bold move underscores that . . . we must help companies cre-
ate ways to have real relationships with their existing customers and users,
as well as with potential customers and users. Empathy enables leadership
to have a clear vision for these relationships and develop a strategy for
influencing how they ultimately play out. *!

Explicit attention to social media is a great way to engage millen-
nials, as is employee-driven community activism. Some companies do
both simultaneously. Several firms embrace corporate social engagement
through social media using a new tool called Neighbourly, which matches
corporate giving to community needs. Starbucks and Marks & Spencer
are among the first participants. This method allows for mission align-
ment and local connections. These types of connections to social causes
can and should be motivated by employee interests and enthusiasm. These
initiatives allow for employee engagement in new and exciting ways, and
enhance the impact of community outreach and commitment.

American Express offers its OPEN online communication forum to
explore millennial talents and interests and engages business owners and
young professionals in discussion on key topics and best practices. This
advice-sharing tool is driven by participants and allows for interconnect-
edness around shared interests.

We can also consider several other corporate examples of engaged em-

ployees, and the specific connections with ethical business:

While some business leaders may have a first-instinct shrug when
it comes to employee engagement, it offers scores of benefits for
companies. In a 2012 report that compiled 263 research stud-
ies across 192 companies, Gallup found that companies in the
top quartile for engaged employees, compared with the bottom
quartile, had 22 percent higher profitability, 10 percent higher
customer ratings, 28 percent less theft and 48 percent fewer safety
incidents. . . . Desso CEO Alexander Collog d’Escury called em-

loyees a company’s “most important resource,” while [author and
4 y
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corporate advisor Andy] Savitz identified employee engagement as
“the human thread between sustainability, the triple bottom line

and business results.”

This study goes on to explore the link between employee engagement
and the new paradigm of the triple bottom line of business, incorporat-
ing ethical and environmental, alongside financial, goals and metrics for
performance. This engagement fosters awareness that can have powerful
impact on the organization’s stakeholders. The “business cases” for sus-
tainable strategies have in recent years focused on creating cost savings—
reducing waste, increasing efficiency, and other approaches are fairly well

accepted. Burt other benefits to the bottom line are just as compelling:

Employee attraction, engagement and retention has caught up
to—if not surpassed—cost savings as the driving factor influenc-
ing companies to embrace sustainability goals. . . . The ability to
attract and retain really good people partly depends now on how
youre managing [the world’s] mega challenges. . . . Companies
are hearing this in recruiting, even from the millennials who are

desperate for jobs.>”

A 2014 survey of 1,000 workers revealed that 72 percent want to
work for a company whose CEO is actively involved in CSR and/or en-
vironmental issues, and 93 percent indicated that they would consider
leaving their current jobs if offered a position at a company that had
an “excellent” corporate reputation. Competition for top talent involves
recognizing social and environmental leadership and CSR strategies are
competitive advantages.*”

PricewaterhouseCoopers, the number one on-campus recruiter in
the United States, emphasizes this approach: “If you're trying to hire the
best and the brightest all over the country, [one of] the distinguishing
factors that set us apart from our competitors is that we not only do
the sustainability work with our clients, but we do a great deal of it for
ourselves.”?”* PwC has committed $150 million over five years to drive
volunteerism within the company, as part of its strategy to bolster em-
ployee engagement around sustainability and social impact. The program

involves PwC providing financial literacy lesson plans for students of all
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ages. The approach is integrated in important ways, with one executive
noting, “What we've seen is the leaders of our 20-something offices com-
pete on how many hours they can get volunteered to deliver the . . . pro-
gram, so it's actually a core success metric for our most senior partners.”>
The program is seen as critical to the long-term success of the firm and is
an example of the alignment of shared values.

Other corporate examples of promoting volunteerism toward en-
gagement include Timberland, which has surpassed 1 million employee
volunteer hours served, and Patagonia, which provides more than seven
different ways for employees to get involved in social and environmental
good.296 Profiles of these approaches note that to achieve success, com-
panies should align these activities with their own core values, and with
those of their employees: “If a company isn't allowing its talent to engage

in sustainability at the workplace, ‘someone else will.””*"”

Technology and ubiquitous communication provide all of us with an
up-close and personal view of the world’s problems. A sense of urgency is
accompanied by a realization that our top companies have many tools at
their disposal—technologies, networks, the power to convene, resources,
and flexibility—to make a tremendous impact. Young people are self-
organizing around causes that matter to them, and they are reacting to
economic conditions that led to layoffs and slow hiring—it is no wonder
tech startups and social ventures are so attractive. Despite the economy’s
recovery, entrepreneurial pursuits are drawing much of our top talent.

Millennials will work for organizations that are impacting the world.

Companies engage in diverse efforts to recruit and manage young
talent. Starbucks recently announced that they will provide free online
education to thousands of their workers through an arrangement with
Arizona State University. Any of the company’s 135,000 U.S. employees
can participate, even those part-time workers who work 20 hours per
week, and are not required to remain with the company. Thus, Starbucks
“Is, in effect, inviting its workers, from the day they join the company, to
study whatever they like, and then leave whenever they like, knowing that
many of them, degrees in hand, will leave for better-paying jobs. Even if
they did, their experience ‘would be a credit to our brand, our reputation

and our business, said chairman and CEO Howard Schultz.”?*® Schultz
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describes his approach as strategic: “I believe it will lower attrition, it’ll
increase performance, it'll attract and retain better people.”*” For years,
Starbucks has consistently incorporated innovative strategies such as pro-
viding health care to even part-time workers, and giving stock options
to employees: “Whether in spite of these perks or because of them, the
company has been highly successful; its stock . . . has grown more than a
hundredfold since it went public in 1992.7%

Deloitte presents results of an annual survey of thousands of mil-
lennials to learn and share best practices in managing and developing
young talent toward company goals. By engaging the voices of this young
cohort, they contribute to developing effective strategies for engagement
in a meaningful way. Their findings drive their internal approaches, and
influence those of their clients.

A final tip: Companies can consider a wealth of information on in-
tegrating social and environmental impact considerations provided by
Net Impact (www.netimpact.org) including suggestions from a recent re-
port on a national study of student and young professional preferences
and corporate activities.*"' Students and new professionals are encour-
aged to explicitly consider their values as they seck alignment with their
professional choices, enhancing communication abilities and “voice” to
maximize engagement with colleagues and supervisors around values, and
“walking the talk” of connecting values with the decisions and actions
undertaken in the job search and in our work, applying our skills to work
with impact—an approach that clearly enhances satisfaction and produc-
tivity at work. Employers are encouraged to clearly define and articulate
the organization’s mission, and then “connect the dots” between mission
and the work of every employee in every department. Employees must
understand how their skills can connect to mission and impact. Further,
recruiting for mission will offer a competitive advantage to attracting
and retaining the best talent. Connecting jobs to purpose benefits the

employee and their managers—and the company’s stakeholders, broadly

defined.



Conclusion

All photographs used with permission,
Copyright © 2014 by Della Dewald

Millennials and their managers have much reason for optimism in today’s
wortkplace. Millennial desires, characteristics, strengths, and interests
can be channeled toward ethical, effective leadership, and can positively
impact business in myriad ways. These young professionals are posed to
contribute greatly to the new paradigm of our ethical companies. The
potential for positive impact of business in society has never been greater,
and our emerging businesspeople are motivated and enthusiastic about
meeting the challenges ahead. Millennials and their managers can use
Giving Voice to Values (GVV) as one helpful framework for ethical, effec-
tive professional development. Millennials can acknowledge and develop
their interests toward effective and ethical organizational functioning,
and managers can foster this development toward shared goals and

organizational impact.
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We can briefly revisit the GVV pillars and consider how each can
serve as prompts for engagement and leadership development. Values can
be a galvanizing topic for engagement and commitment at work, and
when we acknowledge choice, and normalize ethical considerations in the
workplace, we are setting the stage for successful ethical decision making
and action. When we explicitly incorporate notions of purpose, starting
with consideration of self-knowledge and alignment with organizational
values, and recognizing and considering strategies to confront the reasons
and rationalizations for ethically questionable behavior together with col-
leagues and with our professional role models, we cultivate effective voic-
ing of our values and our greater purpose for professional life.

What will the future of business look like, with these millennials in
full force, and in leadership? Forbes magazine recently asked, Whar sort
of changes will this new generation bring to the workplace? “Like it or not,
the millennials will soon be running the place. The oldest millennials are
entering their mid-thirties and are starting to assert new leadership of
corporate America,”**? and reflect this reimagining of business with char-
acteristics including leveling of hierarchies, consistent attention to corpo-
rate social responsibility, and more transparent and engaged workplaces.

So as more and more students study business, we can ask, as others have

done: “Does the world need more MBAs?” The answer is a resounding yes:

We need world leaders who deeply understand markets, their
connection to the public sector, and the philosophical, cultural
and social implications of business’s growing global influence. . . .
We need leaders who are ready to confront the challenges of grow-
ing income inequality, unemployment, environmental impact,
and cultural homogenization that current business practices do
not yet adequately address . . . who can leverage the power of

markets to create lasting social value.’%

Our young people have the capacities to be these new leaders.
Employers and their young employees must meet in the middle. We can
and should embrace the millennial tendency to “shine a light” on values
and culture at work. In this era in which transparency and high stakes
demand innovative solutions, corporations will do well to engage millen-

nials for ethical leadership. My best wishes along the way!



APPENDIX A

“A Tale of Two Stories”
Facilitator Debrief
Questions/Reflection

Please note this information is an optional supplement to the “Tale of
Two Stories” Exercise, provided as the “Action Item” in Chapter 1. A
handout for the small groups is included at the end of this exercise. If
Jacilitators choose, they may reproduce this handout and distribute it
to participants at the start of the small group discussions.

Instructions for Small Groups®®*

Prior to these discussions, the group should commit to ground rules of
confidentiality; nevertheless, individuals should disguise or omit names of

organizations and, certainly, of individuals.

* Go around the circle and tell the story of when you did act on
your values, taking about 5 minutes each. After everyone has
had the chance to tell their stories briefly, the group can share
and discuss their answers to the follow-up questions about
impact, motivation, satisfaction, and possible enablers, both
within and outside of their control.
¢ What are some of the similarities, differences, and

potential generalizations you see?

This material has been included with permission from the Giving Voice ro Values cur-
riculum collection www.GivingVoiceToValues.org and www.MaryGentile.com, de-
veloped by Mary C. Gentile. The Aspen Institute was founding partner, along with
the Yale School of Management, and incubator for Giving Voice to Values (GVV).
Now funded by Babson College.
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* Then consider the second story—the time when you did no#
voice your values. You do not need to actually share this story
but, rather, focus your comments upon why the outcome was
different. Why didn’t you voice and act upon your values?
What was different about motivation, satisfaction, and
possible enablers?

* Knowing what enabled you (and your group members)
to voice your values in the first stories, what might you be
able to do to change the outcome in this second story if

faced with such a situation again?

In Large Group

e First of all, do you have any general observations about this
exercise? Were some things harder or easier to talk about?
Why? Any surprises?

e What appeared to be the strongest motivators to speak/act?
(Avoiding fears? Pursuing hopes?)

* Did you see any generalizations about when and why folks
felt that it was possible to speak/act on their values?

* Did you see any generalizations about when and why folks
felt that it was not possible to speak/act on their values?

* When were folks most satisfied with their choices? Why?

e When consistent with values?

* When “successful”? (How do you define “success” in this
response?)

* When acting with or against your “type”? (When acting
consistently with their self-image and/or playing to their
strengths?)

* Both?

¢ Is there anything different about voicing and acting on your
viewpoint and values when the issue has an ethical character
to it, as opposed to other types of disagreements? What are
the differences? Why do you think that there are differences?
Does this suggest any strategic fixes?

*  What would have made it easier to speak/act?
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Things within your own control:

Allies

Selection and sequencing of audiences

Greater confidence in viewpoint due to securing more
information

Starting with questions rather than assertions
Greater understanding of others’ motivations/needs/
fears

One-on-one or group discussions (i.e., offline
conversations with dissenters or key supporters)
Working through incremental steps

Changing the frame: opportunity versus risk, for
example, or as “learning dialogue”

Finding win/win solutions

Questioning assumptions/professional
rationalizations/“truisms” (“The Market made me

» «

do it” “T’ll behave differently when I'm in charge;”

“The Invisible Hand takes all costs into account so I

don’t have to;” “Business is a meritocracy so therefore its

painful impacts are justified;” and so on)

Appealing to shared purpose and/or values (i.e., appeal
to alignment)

Normalizing (Managing this kind of conflict is part of
doing the job. I should learn to do so effectively.)

Playing to one’s own strengths

Things within the control of others? (i.e., boss, coworkers,

reports, outside parties, organizational systems, or culture)

Explicit policies/values

Value placed on open debate/discussion
Mechanisms for open debate/discussion
Systems for raising questions

Consistent and visible track record

169
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Optional Follow-up Exercise

Now turn back to your small groups and invite a willing participant to
share a story for which the group will craft an effective script and strategy
for voicing and acting on his or her values. (Facilitators can use some of
the short cases included in this volume as contingency cases, in the event
that no one wants to share their own story.)

The small groups can consider the following questions as they work

on a response to the story selected:

Clarity of Purpose

* What is your personal purpose in this situation? What is
important to you? What are your guiding values?

e What is the organization’s purpose in this sitcuation? What is
important to it? What are its guiding values?

e What is the purpose of the individual(s) who asked you to
take the action that conflicted with your values?

* Are these purposes clear? Do they conflict? Can you find an

alignment among them?

Data and Process

e What kind of data do you need to gather in order to plan and
act responsibly and effectively?

* What are your action choices in this situation? Which
would be most effective? What do you need to be successful?
(Consider the organization’s culture and programs, as well as

your own skills, style, and relationships.)

Scripts

* What are the main arguments you are trying to counter?
e What is at stake for each key player?
* What levers can you use to influence those who disagree

with you?
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* What is the most powerful and persuasive response to
the arguments you want to counter? To whom should the
argument be made? When and in what context?

* Back in the large group, each small team shares its challenge
and response and the large group engages in collective peer

coaching to fine-tune/improve the approach.’®

Conclusion

* The lessons from this exercise are individual and
organizational; strategic and tactical; cognitive and emotional.
* They allow us to define
¢ our individual motivators and inhibitors;
* the organizational motivators and inhibitors that we want
to find and/or develop; the skills we want to develop and
the individual strengths to which we want to play.

171
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Handout for Small Groups

In Groups of Five

Select a Time Keeper and Note Taker and Reporter.

Reporters should be prepared to summarize the generalizations about:
what factors enabled folks to voice/act on their values (“enablers”); what
prevented them from doing so (“disablers”); and what ideas the group

generated for responding to and transforming the “disablers.”

(1) Go around the circle and share a story of when you did act on your
values. (5 participants with 5 minutes each) 25 minutes

(2) After everyone has had the chance to tell their story briefly, spend
about 10 minutes sharing your answers to the first set of questions.
What are some of the generalizations you see? 10 minutes

(3) Then consider your second story—the time you did 7ot voice your
values. You do not need to tell this story but rather focus your com-

ments upon why the outcome was different. What was different?

Knowing what enabled you (and your group members) to voice your val-
ues in the first stories, what might you do to change the outcome in the
second story, if faced with such a situation again? 10 minutes

Prior to these discussions, the group should establish ground rules of
confidentiality; nevertheless, individuals should disguise or omit names

of organizations and, certainly, of individuals.
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Personal-Professional Profile

Gy Giving Voice to Values

Self-Knowledge and Self-Image

As discussed in the note, “Ways of Thinking about Our Values in the Workplace,”" one of the most
powerful enablers to voicing and acting on our values is an acute self-awareness — such that we know
and can play to our strengths, and similarly know and can pre-arrange antidotes to our limitations.
Another powerful enabler is a compelling “self-story” that allows us to be clear about who we are and
want to be, in advance of encountering value conflicts. In this way, we can anticipate the situations that
will be most challenging to us, as individuals, and pre-script ourselves so that we will be less susceptible
to the pressures around us.

In order to develop this self-awareness and compelling “self-story” that supports our efforts to voice our
values, a number of self-assessment exercises are included here. , There are many other self-assessment
tools that one can use for this purpose, in addition to those listed below. The point is to know ourselves
and to preemptively script the self-story that will best support our efforts to voice our values.

Sample Exercises

o “Personal-Professional Profile”

This self-assessment profile draws on questions from the Aspen Institute Business and Society Program
(Aspen BSP) MBA Student Attitudes Survey which invites respondents to consider the role of business
and business leaders in society, and some common and/or current values conflicts that managers may
face with regard to fulfilling that role. The list of values conflicts in question 3 can be revised and
updated to reflect current conditions as appropriate. Responses to questions 1 and 3 through 7 can be
compared to the MBA student responses Aspen BSP obtained when they ran this survey.

The Personal-Professional Profile also includes a number of questions that invite respondents to
consider their own personal sense of purpose and their image of themselves at their best.

Finally, this Profile invites students to consider their own predispositions around risk, communication
style, loyalty, and self-image, as discussed in “Ways of Thinking about Our Values in the Workplace.”

' See www.GivingVoiceToValues.org

This material has been included with permission from the Giving Voice to Values cur-
riculum collection www.GivingVoiceToValues.org and www.MaryGentile.com, de-
veloped by Mary C. Gentile. The Aspen Institute was founding partner, along with
the Yale School of Management, and incubator for Giving Voice to Values (GVV).
Now funded by Babson College.
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o “Reflected Best Self Exercise”

An excellent self-assessment tool that may be adapted for use in the Giving Voice to Values curriculum
is the “Reflected Best Self Exercise,” from the Center for Positive Organizational Scholarship at the
University Of Michigan Ross School Of Business (by Robert E. Quinn, Jane E. Dutton and Gretchen M.
Spreitzer, Product # 001B). The abstract of this exercise states:

“The Reflected Best Self exercise provides feedback to participants about who they are when they are at
their best. Participants request positive feedback from significant people in their lives, which they then
synthesize into a cumulative portrait of their “best self.” The exercise can be used as a tool for personal
development because it provides valuable insights into the ways a person adds value and makes a
contribution.”

Although the exercise is designed to capture the participant’s “best self” stories in general, the survey
protocol could be adapted to ask for specific stories when the individual had most effectively or
courageously voiced his or her values in a challenging situation.

e “Framing A Life Story” (Giving Voice to Values)
A brief reading and discussion guide that invites participants to craft the “life story” that will help
support them in their practice of voicing their values.

e Decision Making Bias Survey

As preparation for the discussions in “Scripts and Skills,” participants may wish to complete the “Reader
Survey” at the start of The Psychology of Judgment and Decision Making by Scott Plous (McGraw-Hill,
Inc., 1993).



PERSONAL-PROFESSIONAL PROFILE 175

Giving Voice to Values

. 2
Personal-Professional Profile

1. In your definition of a “well-run” company, how important are the following?
Please indicate whether each one of the following is “very important,” “somewhat important,” or

“not important at all.”

a.) Provides excellent customer service
Very important Somewhat important

b.) Has efficient and flexible operations
Very important Somewhat important

c.) Offers high financial return to shareholders
Very important Somewhat important

d.) Attracts and retains exceptional people
Very important Somewhat important

e.) Creates products or services that benefit society
Very important Somewhat important

f.) Adheres to a strong mission
Very important Somewhat important

g.) Invests in employee training and professional development

Very important Somewhat important

h.) Operates according to its values and a strong code of ethics

Very important Somewhat important

i.) Is a stable employer
Very important Somewhat important

j.) Provides competitive compensation
Very important Somewhat important

k.) Adheres to progressive environmental policies
Very important Somewhat important

1.) Produces high-quality products and services
Very important Somewhat important

Not important at all

Not important at all

Not important at all

Not important at all

Not important at all

Not important at all

Not important at all

Not important at all

Not important at all

Not important at all

Not important at all

Not important at all

% The first 14 questions in this profile were piloted at the University of Texas-Austin in 2003. Questions 1 and 3-7 are taken
and/or adapted from The Aspen Institute Business and Society Program Student Attitudes Survey (www.aspenbsp.org).
Questions 10-14 are adapted from The Power of Full Engagement by Jim Loehr and Tony Schwartz (The Free Press, 2003).
Questions 15-19 are based on the Giving Voice to Values interview findings.
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2. Would you add something to the above list that you think is “very important”? If so,
what?

3. Which of the following issues pose the greatest challenges for today’s CEOs and senior
executives?

Please choose a maximum of three alternatives.

_ Lack of investor confidence

_ Increased activism on the part of environmental and social advocacy groups
_ Corporate scandal (e.g., accounting misstatements, conflict of interest)
_Questions about executive compensation levels and incentive systems
__ Breakdown in trust between employees and management

_ Inadequate regulatory and legal institutions

___ Product safety and liability

_ Economic downturn

_ Growing inequity in the distribution of wealth around the world

_ Lack of public trust in business

___Managing international supply chain requirements

_ War and international instability

_ Threat of terrorism

___ Other (please specify)

4. To what extent do you agree or disagree with the following statements?
Please indicate whether you "'strongly agree,” "'somewhat agree,” “somewhat disagree,” or "strongly

disagree” with each of the following statements:

a.) Business people are more likely to care about the social responsibilities of companies when the
economy is strong.
Strongly agree  Somewhat agree Somewhat disagree Strongly disagree

b.) When a multi-national company is entering a new market in a less-developed country, it
has a responsibility to go above and beyond business success and contribute to the development of
the local community.
Strongly agree  Somewhat agree Somewhat disagree Strongly disagree

c.) When it comes to the environment, all a company has to do is to comply with the law.
Strongly agree  Somewhat agree Somewhat disagree Strongly disagree

d.) Companies should maintain their employees’ job security even if they incur a short-term
drop in profit as a result.
Strongly agree  Somewhat agree Somewhat disagree Strongly disagree
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¢.) Most companies accurately report their earnings and profits.
Strongly agree  Somewhat agree Somewhat disagree Strongly disagree

f.) Corporate reputation is important to me in making my decision about the organization
where I want to work.
Strongly agree  Somewhat agree Somewhat disagree Strongly disagree

g.) Managers place too much emphasis on short-term performance measures when making
business decisions.
Strongly agree  Somewhat agree Somewhat disagree Strongly disagree

h.) Ianticipate that my own values will sometimes conflict with what I am asked to do in
business.
Strongly agree  Somewhat agree Somewhat disagree Strongly disagree

5. If you answered the above statement “4h” with “somewhat agree” or “strongly agree,”
please specify which kinds of values conflicts you expect to face:

6. Assume you are engaged in each of the following business activities/practices. How
likely do you think it is that values conflicts would arise?

Please indicate whether it is “very likely,” “somewhat likely,” or “not likely at all” that values
conflicts would arise.

a.) Managing personnel in manufacturing facilities/ plants
Very likely ~ Somewhat likely Not likely at all

b.) Outsourcing production operations
Very likely ~ Somewhat likely Not likely at all

c¢.) Investing in less-developed countries
Very likely ~ Somewhat likely Not likely at all

d.) Downsizing
Very likely ~ Somewhat likely Not likely at all

e.) Financial reporting
Very likely ~ Somewhat likely Not likely at all

f.) Natural resource exploration
Very likely ~ Somewhat likely Not likely at all
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g.) Awarding stock options
Very likely ~ Somewhat likely Not likely at all

h.) Setting executive compensation levels
Very likely ~ Somewhat likely Not likely at all

i.) Conducting performance reviews
Very likely ~ Somewhat likely Not likely at all

j.) Interacting with government officials
Very likely ~ Somewhat likely Not likely at all

k.) Raising or borrowing capital
Very likely ~ Somewhat likely Not likely at all

1.) Negotiating with suppliers or customers
Very likely ~ Somewhat likely Not likely at all

Giving Voice to Values

7. If you find that your values conflict with those of the company where you work, how

likely is it that you will:
Please indicate whether it is “very likely,

9

a.) Not mind too much
Very likely ~ Somewhat likely Not likely at all

b.) Experience it as stressful
Very likely ~ Somewhat likely Not likely at all

¢.) Quietly handle the stress
Very likely ~ Somewhat likely Not likely at all

d.) Look for another job
Very likely ~ Somewhat likely Not likely at all

e.) Speak up about your objections
Very likely ~ Somewhat likely Not likely at all

f.) Advocate alternative values or approaches within the company

Very likely ~ Somewhat likely Not likely at all

g.) Try to get others to join you in addressing your concerns

Very likely ~ Somewhat likely Not likely at all

‘somewhat likely,” or

“not likely at all”
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8. Think of a few occasions when you encountered a values conflict in your previous work
experience. Recall how you handled the situations. Would you characterize yourself
and your behavior as that of:*

an Idealist (One who is primarily concerned with moral ideals when making decisions on how
to act.)

a Pragmatist (One who is concerned with his/her own material welfare, but also with moral
ideals. “Pragmatists will gladly do their fair share to create a civil society, but not place themselves
at a systematic disadvantage” to do so.)

an Opportunist (One who is only concerned with his/her own material welfare.)

9. If you placed yourself in the category of “pragmatist,” what can you do to maximize the
likelihood that you will act on your ideals? What competencies will you need?

10. Think of someone you deeply respect. What are the 2 or 3 characteristics you most
admire in this person?

11. Who are you at your best?

12.Name your 3 or 4 deepest values.

} Categories and descriptions drawn from Gregory Dees and Peter Crampton, “Shrewd Bargaining on the Moral Frontier: Toward a Theory
of Morality in Practice”, Business Ethics Quarterly, April 1991, vol. 1, no. 2, p. 146 and 164.
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13. What is the one sentence you would like to see in your obituary that captures who you
really were in your life?

14. Questions of Purpose:
What is your personal purpose for your business career?

Some possible issues to consider:

‘What impact do you want to have? On whom?

Whom do you want to know you benefited? In what ways?

What do you want to learn?

How do you define your impact as a/n: auditor, investor, manager, product developer, marketer,
senior executive, etc.?

What do you hope to accomplish? What will make your professional life worthwhile?

e How do you want to feel about yourself and your work, both while you are doing it and in the end?

15. Questions of Risk

a.) Are you a risk-taker or risk-averse?

b.) What are the greatest risks you face in your line of work? Are they personal (e.g., livelihood,
deportation, legal punishment) or are they professional (e.g., harm to customers, employees, the firm), or
are they societal (e.g., impact on environment, profession, industry, nation)?

c.) What levels of risk can and can’t you live with?

16. Questions of Personal Communication Style/Preference:

a.) Do you deal well with conflict or are you non-confrontational? Under what circumstances do you
behave in each way?
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b.) Do you prefer communicating in person or in writing?

¢.) Do you think best from the gut and in-the-moment or do you need to take time out to reflect and craft
your communications?

d.) Do you assert your position with statements or do you use questions to
communicate?

17. Questions of Loyalty:

a.) Do you tend to feel the greatest loyalty to family; work colleagues; your firm/employer; or to other
stakeholders, such as customers?

b.) Under what conditions and given what stakes?

18. Questions of Self-Image:

a.) Do you see yourself as shrewd or naive?

b.) As idealistic or pragmatic?

c.) As a learner or as a teacher?

d.) Other?
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PERSONAL-PROFESSIONAL PROFILE: FACULTY DEBRIEF

¢ Distribute the “Personal Professional Profile” and invite students to complete it. Assure them that
they will not be asked to turn it in but will be invited to share some of their thoughts verbally.[10
MINS]
e After they have completed the profile, invite students to break into groups of 5 or 6 and discuss the
following questions: [20 MINS]
o Which of these questions were most difficult for you to answer? Why?
o Taking a look at questions 5 and 6, what generalizations can you draw about where you expect
values conflicts to be most challenging?
o Taking a look at questions 7 and 9, which skills do you think will be necessary to deal with
values challenges in the workplace?
o If you are willing, share your personal purpose statements and see whether there are any
generalizations you can draw from comparing them.

Faculty can bring students back to large group and invite them to share their answers to the above
questions. Then faculty can share the Aspen BSP data from the same survey, handing out the Executive
Summaries* and inviting students to review it at their leisure and see where they agree or disagree.

e Faculty can ask: Keeping your own personal statement of purpose for your business career in mind,
you might want to consider Charles Handy’s response to the question, “What’s a Business For?”
about the wider purpose of business:

“Both sides of the Atlantic would agree that there is, first, a clear and important need to meet the
expectations of a company’s theoretical owners: the shareholders. It would, however, be more
accurate to call most of them investors, perhaps even gamblers. They have none of the pride or
responsibility of ownership and are, if truth be told, only there for the money. Nevertheless, if
management fails to meet their financial hopes, the share price will fall, exposing the company to
unwanted predators and making it more difficult to raise new finance But to turn shareholders’
needs into a purpose is to be guilty of a logical confusion, to mistake a necessary condition for a
sufficient one. We need to eat to live; food is a necessary condition of life. But if we lived mainly
to eat, making food a sufficient or sole purpose of life, we would become gross. The purpose of
business is not to make a profit, full stop. It is to make a profit so that the business can do
something more or better.” Charles Handy (emphasis added)’

e What do you think of Handy’s response? If you accepted it, how might it affect your decision
making? What might be some examples of the “something more or better” that he mentions?
(Students should be encouraged to respond honestly, whether they agree or disagree. The point is to
simply suggest an alternative way of thinking about the usual answer to this question.)

e As we discuss the purpose of business, it is important to keep in mind the current business context as
well:

* This survey and the response data can be obtained from The Aspen Institute Business & Society Program,

www.aspenbsp.org.
> “What’s a Business For?” by Charles Handy, Harvard Business Review (December 2002, Reprint #R0212C), p. 5.



PERSONAL-PROFESSIONAL PROFILE 183

Giving Voice to Values

“A Gallup poll conducted early this year [2002] found that 90% of Americans felt that people
running corporations could not be trusted to look after the interest of their employees, and only
18% thought that corporations looked after their shareholders a great deal. Forty-three percent, in
fact, believed that senior executives were only in it for themselves. In Britain, that figure,
according to another poll, was 95%.”

Charles Handy

Does this type of business environment make it easier or more difficult to find a public market for

ethical and responsible management behavior?

o In other words, does this kind of context mean that employees, consumers, communities, voters,
etc. are too skeptical to give managers the benefit of the doubt?

o Or, does it mean that they will be eager to reward those managers who prove them wrong?

o What competencies does a manager need to thrive in such a world?

Your answers to questions 14-19 should provide background for considering the “Framing a Life
Story” exercise, as well as a roadmap for considering your strengths and challenges in building the
capacity to voice and act on your values in the workplace. Hang onto this profile and re-visit it as
you develop “scripts” for responding to value conflicts.

o For example, to pursue discussions of Communications Style and Self-Image, instructors may
use other Giving Voice to Values materials such as The Diversity Consultant (A) and (B)” and
“Lisa Baxter: Developing a Voice

o To pursue discussions of Risk, instructors may use “The Price (A) and (B).”

o To pursue discussion of Purpose, instructors may use “A Personal Struggle with the Definition of
Success.”

As you consider the different definitions of business purpose that can be observed today, as well as
your own personal statement of career purpose, it’s probably become apparent that you are likely to
face situations in your career where it won’t be easy to align these two. Giving Voice to Values is
about developing the kinds of competencies necessary to do just that. These competencies include
the ability to really listen to the positions and values of others as well as to speak clearly and
persuasively on behalf of your own. It is helpful to hear from folks who have faced this kind of
challenge in their careers and to take the opportunity to reconsider the times when you have done so
yourself.






APPENDIX C

A Framework for Ethical
Decision Making

We've described the Giving Voice to Values (GVV) approach as post-
decision making—after one decides what to do in the face of a values
conflict, how does one go about getting it done in a given context? While
this action orientation is the focus of this volume, the following model is
provided for reference. Most ethics courses and trainings include discus-
sion of a decision model for determining ethical action. These models are
designed to operationalize the philosophical principles of ethical decision
making, to encourage exploration of stakeholders and impact, and uldi-
mately to equip the actor to make a principled, reasoned decision. The
steps are quite clear—but consider how often they are ignored! Exploring
and discussing such a model can be an invigorating and useful exercise for
professional development. The progression to the GVV considerations
then follows.

I have adapted this model from the works of Robert Audi®® and
Joseph DesJardins®”, among others, and included elements that facilitate
ready transition to the next step—applying the action orientation of the
GVV approach. I use this model with my students, and add a critical
step that is often missing in examples of these decision models: that of
communicating your decision to stakeholders. As my students and I dis-
cuss, the ability to articulate and explain your reasoning is fundamental
to business leadership.

The intention is not to imply the need for a pen-and-paper, systematic
analysis of decision making, minor and major, at every turn. Rather, as we
have said with GVV, the intention is to develop our muscle around prin-
cipled decision making. The more we are explicit and intentional about

this process, the more it becomes part of who we are, every day.
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(1) Who has a stake in this decision? What is at stake for each of them?

(2) Which ethical obligations are relevant? (here we might consider
Audi’s discussion of moral obligations*—aligned with our earlier
discussion of universal values)

(3) How might these obligations conflict with one another?

(4) What guidance is available? Are there resources (codes of conduct,
legal requirements, trusted allies, institutional or personal support)
that we can consider when formulating our decision?

(5) What are our options? What are the alternative resolutions we can
identify for this decision?

(6) How would we articulate this decision to stakeholders?

(7) A final check—can this decision be considered universalizable? Can

it be used as a guiding precedent for future decisions?

(8) What should be done?

*Audi provides the following list, adapted in part from the work of W.D. Ross, as
a summary of our moral obligations: justice, non-injury, fidelity, veracity, reparation,

beneficence, self-improvement, gratitude, liberty, respectfulness.



APPENDIX D

Case Studies

Case studies, based on real experiences, are powerful tools for professional
development, particularly when explored with peers and colleagues. Brief
leadership development workshops can be offered that present these case
studies for interactive discussion, or they can be integrated into existing
trainings or other opportunities for professional learning,.

Giving Voice to Values (GVV) cases are unique in that they presup-
pose the resolution—the question for learners is not, as in traditional case
studies, what should be done? These explorations of how to resolve ethi-
cal issues can be effectively enhanced by use of decision-making models,
for example, the one provided in Appendix C. In GVV cases, however,
the question is one of action. Thus, after the protagonist has determined
what he/she wants to do, how, in a given context, can helshe effectively ger ir
done? These action-oriented cases are well aligned for use with millennials.
Readers are encouraged to consider exploring these and other discussion
prompts. Managers or other discussion facilitators might consider pre-
senting these cases for team discussion as part of existing training oppor-
tunities, or dedicating a session to exploring these or similar dilemmas at
work. Case studies, role plays, and other activities can reinforce corporate
goals and values in an engaging way.

Cases included here were originally published in the GVV collection.
Many more are available, on topics by industry, professional role, and job
function. See www.GivingVoiceToValues.org for more information.

Part A of these cases, all based on actual experiences and several co-
authored with my millennial students, describes a specific dilemma in
business and sets the stage for discussion. Part B cases, which describe
what actually happened as the case was resolved, along with Discussion
Guidelines including Q&A and “teaching notes” that may help facilitate
the discussion, are available through the GVV collection—open source

with no fee for use, with permission.
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We hope that these can be tools to facilitate discussion, ideally in
multigenerational group settings at work. Participants can exchange ideas
and explore options for effective, ethical action. The following questions
can help guide efforts to explore cases, either those generated from within
individual companies, or those provided by the GVV curriculum. Guide-

lines are adapted from the GVV curriculum.

Discussion Guidelines
Three Lenses

e As decision maker in the case, what is our level and role
within the organization?

* Available actions differ depending on our role and
level—strategies and tactics differ depending on level of
responsibility and degree of influence/authority.

*  What motivates us? What motivates or drives the other
relevant actors in the situation? In other words, what is at
stake for each of us?

e It is important and useful to pursue self-knowledge in
advance of challenging situations when our judgment
might be clouded.

* It is important and useful to anticipate and develop
external (and internal) mechanisms to correct for
anticipated self-bias.

* It is important and useful to test our assumptions about
the perspectives and motivations of others.

* What are the commonly heard “reasons and rationalizations”
for being less than honest in reporting, and what are some

possible responses (levers) to them?

OR

* What are the main arguments you are trying to counter?
That is, what are the reasons and rationalizations you need to

address?
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* What is at stake for the key parties, including those who
disagree with you?

* What levers can you use to influence those who disagree
with you?

* What is your most powerful and persuasive response to the
reasons and rationalizations you need to address? To whom

should the argument be made? When and in what context?

Cases

“A Billing Bind”

A summer intern ar a small public accounting firm confronts

overbilling client hours.

“Is This My Place”

A new manager questions the appropriateness of valuation policies.

“Trusting the Trust Accounts”

A summer intern in the trust department of a local community bank
questions the bank’s investment strategies with respect to customers

trust accounts.

“Inflating Value”

A summer intern ar a prestigious New York investment bank is
asked to prepare potentially inaccurate valuation information for a
major deal.



190 ENGAGING MILLENNIALS FOR ETHICAL LEADERSHIP

Mary C. Gentile, PhD, Director == =
e e e Giving Voice to Values

A Billing Bind (A)"

When she received an offer for a summer internship from a small, local public accounting firm,
Gabby felt both excited and relieved. She hoped this would be a backup plan in the event her
other more preferred option did not work out. When this in fact became the case, she knew the
summer would not be exactly as she had hoped; however, she was prepared to use it as a learning
experience to become better acquainted with the accounting profession. The firm was small and
no other interns were hired for that specific branch that summer. Because the branch also had
few young employees, Gabby did not really feel as though she had peers at the office. The
summer passed slowly and uneventfully, with one exception.

Occasionally, a few of the more senior accountants who had extra work would allow Gabby to
help them with some of the less significant tasks. Generally these jobs were not for specific
clients and were more administrative in nature. However, once in a while, the assignments
required Gabby to bill the clients for the tasks she performed based on the time she spent doing
the work. At the time she started the internship, she was assigned a buddy — Todd — who
explained basic firm policies to her and showed her how to use the company's client account and
billing system. Todd also showed Gabby how to record the time she spent working and how to
bill it to certain clients.

About halfway through the summer, Todd sent out an email to the entire group detailing a
project which he was managing. The accounting firm was moving from paper-based files to an
electronic database and the recent paper files needed to be scanned into the computers. The
firm's employees recognized this as secondary and uninteresting work, which they readily
delegated to Gabby. The work was simple and quick and each client’s paperwork usually took

1 Developed by Ellen Mrowka and Jessica McManus Warnell, University of Notre Dame, with Karen
Whelan-Berry, Providence College. This case was inspired by an actual internship experience but names and
other situational details have been changed, and interview sources left uncredited with permission, for
confidentiality and teaching purposes.

This material has been included with permission from the Giving Voice to Values

curriculum collection www.GivingVoiceToValues.org and www.MaryGentile.com,

developed by Mary C. Gentile and from E. Mrowka and J. McManus Warnell.

The Aspen Institute was founding partner, along with the Yale School of Management,

and incubator for Giving Voice to Values (GVV). Now funded by Babson College.
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less than 15 minutes. However, in Todd's original email to the group, he required each client to
be billed for a half hour's worth of work.

Gabby quickly realized that the clients were being billed for more work than was actually being
performed. Further, she knew that her billable rate was much lower than that of the senior
accountants initially expected to do the work as understood by the clients. Without any true
peers, there really was no one for her to consult on this matter to determine if this blanket policy
was acceptable as common practice. Gabby’s initial reaction was that overcharging clients,
especially those smaller ones, could not be ethically correct. She was not sure who to turn to, if
anyone. Since this summer job was not something she wanted to transition into a future career,
Gabby questioned if raising this concern was worth the while.

Gabby knew what she should do and wanted to act on her instincts. But how could Gabby
question authority effectively and safely? With whom should she speak, and what should she
say?
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Is This My Place? ...Speaking “UP” (A)'

Ben was pleased when he was hired out of college, with an accounting degree, to manage the internal
and external reporting for a non-profit organization whose work he respected. The organization collected
donations of medical supplies from U.S. producers and shipped them to developing countries where the
need was great and where they had partnerships with service providers on the ground.

It was a small, thinly-staffed office and that also appealed to Ben. He knew their small size was the
reason he had the opportunity to take on so much responsibility so quickly, and he approved of the thin
operating expenses. The more efficient their operations, the greater the services they could provide to
the individuals who most needed them.

However, shortly after starting work, he began to see the downside ofthe organization’s thin staffing.
The Executive Director was over-worked and stressed. Although by nature a micro-manager, necessity
dictated that she delegate everything she could to her staff. And he quickly began to recognize that the
organization had no formal system for monitoring the value of donated supplies for tax purposes. They
relied on donors who might feel pressures from their own organizations to inflate the values.

Ben struggled with several questions at first: shouldn’t he just trust the donors? After all, they were
engaging in corporate philanthropy. And how much did it really matter? The point was to get the
supplies to those who needed them overseas. He didn’t want to do anything that would discourage the
donations. And he felt confident his Executive Director was aware of the conflict but just didn’t see it as
a priority. In fact, when instructing staff on what she needed from them with regard to reporting, she
often commented that she wasn’t interested in “data,” but rather focused on relationships and real world
impacts. Wouldn’t she know better than he did how to prioritize this issue? And where was the
organization’s accountant on this question?

On the other hand, as time went on, Ben became quite certain that some of their donors were deceiving
the IRS, and that he — and his organization — were enabling that deception. He knew he didn’t want to be
part of that.

! This case was inspired by interviews and observations of actual experiences but names and other situational details have
been changed for confidentiality and teaching purposes.

This material has been included with permission from the Giving Voice to Values

curriculum collection www.GivingVoiceToValues.org and www.MaryGentile.com,

developed by Mary C. Gentile. The Aspen Institute was founding partner, along with

the Yale School of Management, and incubator for Giving Voice to Values (GVV).

Now funded by Babson College.
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And although he was young, he was a cocky sort. In fact, it had been his outspoken identification of an

accounting error during his interview that had secured him the job in the first place, despite his relative
youth. Ofcourse, that error was simply a mistake and had had no ethical implications.

What should he say, to whom, when and how?
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w—Chimgceuen s Giving Voice to Values
. 1
Trusting the Trust Accounts (A)

Billy was excited to start his summer internship in the Trust Department at a local, publicly-
traded community bank. He had just completed his junior year majoring in Finance at a highly
ranked undergraduate university and he was looking forward to applying the skills he had
learned in his classes. His internship started in early June, and Billy spent the first few days
getting to know the systems of the bank and the five other employees in the Trust Department.
He also helped the staff within the Trust Department with minor tasks. Billy was able to quickly
form relationships with the other employees. He wanted to display his interest and enthusiasm,
so he made a point of reaching out to each member of the staff with a friendly introduction. In
addition, due to the small staff, he was able to quickly form a strong relationship with his
immediate supervisor, Joe, who was also a member of the bank’s senior management. Joe took
Billy out to lunch for his first couple of days at the bank and the two discovered that they both
enjoyed golf, which allowed for friendly small talk in the office.

One of Billy’s first projects was to monitor the cash sweep balance of the trust accounts. These
accounts were comprised of the cash not invested in stocks or bonds, and also included any
incoming cash from items such as dividends on investments. For each individual account, the
cash sweep account made up a very small percentage of the overall trust account. However,
when each of the cash sweep accounts was combined within the Trust Department, the account
totaled a much more significant number of nearly $5 million. While the trust sweep balance
account made up a relatively small portion of the bank’s overall size, the Trust Department was a
rapidly growing and profitable division.

! Developed by John T. Lytle and Jessica McManus Warnell, University of Notre Dame, with Karen Whelan-Berry,
Providence College.

This case was inspired by an actual internship experience but names and other situational details have
been changed, and interview sources left un-credited with permission, for confidentiality and
teaching purposes.

This material has been included with permission from the Giving Voice to Values
curriculum collection www.GivingVoiceToValues.org and www.MaryGentile.com,
developed by Mary C. Gentile and from J. Lytle and J. McManus Warnell.

The Aspen Institute was founding partner, along with the Yale School of
Management, and incubator for Giving Voice to Values (GVV). Now funded

by Babson College.
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After analyzing the cash balances of the trust accounts for a few days, Billy became curious as to
the specific return being generated on the cash sweep balances. He learned that this cash was
invested in one of the bank’s money market accounts that was earning a very meager rate of
return relative to other investment options of the same risk. This finding puzzled Billy because
he had learned in many of his classes in the previous semester that maximizing client revenue as
well as the bank’s revenue was critical to the operations of a successful bank. Billy was
concerned that the bank was not maximizing the earning potential of the cash within the trust
accounts. He was also worried that the bank may be keeping the cash within the bank by
investing the cash balances in a money market account in order to boost the bank’s overall size,
but at the expense of the client’s return. After giving it some thought, Billy thought that the bank
may want to keep the money within the bank and increase the bank’s apparent assets in order to
draw new customers. However, that did not address the fact that the existing customers could be
earning a larger return.

Billy felt confident about his opinion about what had been happening with the cash sweep
balances of the trust accounts. If his hunch was correct, the bank was not doing all that it could
to maximize the earnings of customers. Although he felt sure of his assessment, Billy also felt
nervous about sharing his findings because he had only been at the bank for a short time and was
an intern. His supervisor, Joe, a member of senior management, had been there for two years,
but had nearly twenty years of experience in banking. In addition, the other Trust Officers had
each been at the bank for roughly ten years.

Billy knew he should take action. He had recently taken a course in business ethics and he
wanted to put into action his skills that he had learned in the class. He also knew that
maximizing the investment returns of customers was an important issue, especially given the
economic downturn that had negatively affected so many people. But how should Billy raise the
issue, and with whom?
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Inflating Value (A)'

Jack, a confident and outgoing undergraduate student, had just accepted a summer internship
as an analyst at a prestigious investment bank in New York. Jack was an outspoken student
in the classroom, never afraid to voice his opinion among his classmates and professors. He
was enjoying his internship so far, as this was the career he had wanted to pursue since
deciding to focus his undergraduate studies on finance. He had heard stories of the lifestyle
of investment banking — completing deals during the day before enjoying the city’s finest
nightlife in the evening. However, the pace and sense of urgency appeared even more
demanding than he had anticipated. And, as he sat at his desk only several weeks into his
internship, he realized that in some ways he felt intimidated by the culture of the investment
bank.

The office in which Jack was working could be described as the opposite of flat. It was very
clear where individuals were on the food chain, if not by the way people spoke to each other,
then by office size and/or their wardrobe. There appeared to be an unwritten rule that one
could never dress better than anyone at a level above them. Aggressive cutaway collars and
French cufflinks were reserved for those above the analyst and, in most cases, the associate
level. Jack had noticed this strict hierarchy from the second he walked into the office on his
first day.

As he sat in the “bullpen” with countless analysts surrounding him, Jack was called into his
Associate’s office. As he walked to the meeting with his Associate, he was very aware of the
culture and office norms. Jack also knew that in investment banking there is a very strict

! Developed by Jessica McManus Warnell, University of Notre Dame, with Karen Whelan-Berry, Providence
College This case was inspired by an actual internship experience but names and other situational details have
been changed, and interview sources left un-credited with permission, for confidentiality and teaching purposes.
This material has been included with permission from the Giving Voice to Values curriculum
collection www.GivingVoiceToValues.org and www.MaryGentile.com, developed by Mary C.
Gentile and from J. McManus Warnell. The Aspen Institute was founding partner, along with
the Yale School of Management, and incubator for Giving Voice to Values (GVV). Now funded
by Babson College.]
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hierarchy of command. The managing directors are the most senior bankers who maintain
and establish relationships with clients, most of which are huge corporations. Next, are the
vice presidents, who typically will lead a particular deal that a managing director passes off to
them once he or she secures the business from the client. While a managing director is
always on a deal team, the vice president leads its execution within the office. Along with
the vice president on a given deal, there is typically an associate and an analyst.

“How’s it going, Jack? Why don’t you take a seat? I want to loop you in on an exciting deal
that I just got staffed on. It’s a client of Peter Fisher’s and we are also going to be working
with Michael Parsons on this one,” said David, Jack’s Associate. Jack was excited that he
had been staffed on a deal team with Fisher, one of the best managing directors in the office,
because it was a great opportunity to make a good first impression with him. The associate
continued, “So the company we are representing, ABC Lighting, is a manufacturer and
marketer of light bulbs of a variety of sizes. Not only do they produce the light bulbs, they
also produce the fixtures related to lighting. ABC is looking at opportunities to sell. Given
the current economic climate, it has run into some trouble. It originates a lot of its business
from new construction and with that market completely bottoming out; its growth projections
in the immediate future are not stellar. Additionally, it employs non-LED technology, which
is to some extent out of date technology because it is not as energy efficient and just does not
produce the same quality of light. What we need you to do, Jack, is to tackle some of the
initial analysis. We need you to tell us what this thing is worth, what we can sell it for. Let’s
focus on comparable multiples analysis taking a look at these companies as its peer group.”

David rattled off 15 lighting company names as Jack frantically scribbled the names on a
notepad. He was pleased that his research as an intern would be contributing to such a
significant decision at the company. “Perfect,” Jack responded, “I’ll take a look at this right
away.” As Jack left his associate’s office and headed back to his desk, he knew he needed to
do a good job on this deal. After all, he had only been there for three weeks and this was his
first staffing on a live deal. As he dove into the analysis, Jack was carefully, but quickly
gathering the information on ABC’s peer group. In this sort of analysis, the analyst will look
at the stock trading prices for each comparable company and compare it to some operating
metric for that company. For example, if a company is trading at a stock price of $10 per
share, and has projected earnings for the next year of $1.00 per share , the company would
be trading at a 10 times multiple. As Jack went through the analysis, he realized that the
majority of the companies within the peer group which the associate had identified were
trading at roughly 13 times earnings per share. Applying this average multiple of 13 times
earnings to ABC’s projected earnings of $1.50 per share, Jack calculated the appropriate
share price for ABC at around $19.50. With 15 million shares outstanding, ABC’s equity
value and selling price was just under $300 million.

Before Jack reported his findings to his associate, he took a deeper look at some of the
companies that were in the peer group to assure that they were truly comparable companies.
What Jack found, however, was that none of the companies in the peer group made the light
fixtures, only lights. Furthermore, the majority of the comparable companies were actually
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producers of LED lighting rather than the non-LED lighting which ABC produced. These
findings materially changed the valuation Jack had just completed.

Jack went back and repeated the analysis with a peer group he felt was more appropriate,
with companies that made both non-LED and LED lighting and a variety of light fixtures. He
found that this peer group actually traded at only 6 times earnings per share on average,
reflecting the poorer growth opportunities currently present for that segment of the lighting
industry. A six times earnings multiple applied to ABC’s earnings of $1.50 resulted in a
value of $135 million dollars, or $9.00 per share times the 15 million shares outstanding. If
Jack didn’t say anything, the valuation would be much higher. The greater the valuation, the
happier the client and, in turn, the larger the fees the bank would earn. The larger the fee the
managing director brings in to the firm, the greater the director’s bonus, and as a result, the
greater the bonuses for those bankers who helped the director bring in and complete the deals.
Should Jack voice his opinion regarding the companies that should make up the peer group
for ABC?

Jack sat in the bullpen with his fellow analysts around him frantically cranking out valuations
for other deals for other associates, and Jack realized he had a decision to make. The
difference between not voicing his opinion and doing so was selling the firm for about $300
million or less than half that much, $135 million. Jack wanted to do the right thing for the
investment bank, for ABC, and for his career. As Jack considered his options, he reflected
upon how he had spoken out his entire educational life. This thought gave him the
confidence to realize that he was doing the right thing if he spoke up about the valuation, but
he was still very aware that he was trying to make a good impression to receive a full time
offer after graduation. He didn’t want to step on any toes but, at the same time, Jack was not
comfortable turning over the original peer group and valuation work, which he felt was off by
more than $150 million dollars.

What should Jack say and to whom should he voice his opinion? How should he present his
discomfort with the original peer group and valuation at around double what he believed the
company was truly worth?
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