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The author and consultant discusses how today’s workers are ‘differently
loyal’; the similarities between generations in the workplace; and the

importance of standing up for what'’s important to you.
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Karen Christensen: A recent Watson Wyatt
survey recently showed that two out three
Canadians keep their resumes up fo date,
and less than half are committed to stay-
ing with their present employer. Despite
this, you contend that “employee loyalty is
not dead.” Please explain.

John lIzzo: A lot has been made of how
employees are not loyal anymore, but what
I have found is that taday’s employees are
just ‘differently loyal’. Twenty to 30 years
ago, people were loyal to one employer,
primarii_v because of security; Im\'i.ng a
secure job and a secure paycheque was at
the top of their list of concerns, so people
tended to stay where they felt secure. But
now, in survey alter survey, what we are
seeing at the top of the list are different
things, like career development, and
whether the work itsell’ is interesting and
exciting; we are also sceing things like
lifestyle, and the ability to balance work
and personal life so that the two are syner-
gistic. Pride in your Emplo}'ut' is another
very strang predictor of loyalty. So the
things that make someone loyal to a com-
pany have changed fundam entally.

In our rescarch for the new edition of
Values Shift, we found that two out of every
three workers in Canada still say that they
would like to stay with one employer for
their whole career — if they could get
everything they needed. So the difference is
that today, people bring a whole new con-
stellation of needs to the wnrkp'lar.:c.. They
will be loyal, il you meet their needs.
They're just not loyal in the same way: the
Iu}-’ah}' is based oninterests, on excitement,
on whether a job is meeting their needs. If
those things are true, they'll stay for a long
time; if not, make no mistake — they will go
somewhere else.

KC: We are constantly told that there
are important differences between the
Baby Boomers and Generations X, Y
and D (for “digital’). Does each genero-
tion really want different things from
the workplace?

3 When we wrote Value Shift in 2001 [the

sccond edition comes out this fall], one of

otir contentions was that there were six shifts
in values that were actually shared among
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most of the generations in the workplace. 1
believe that generally, the generations have
more in common than people realize: for
examiple, the desire for balance between
work and personal lite that's common
across all generations; a desire for less hierar-
chy, and for trust in a workplace, where you
are told the truth and you can speak up - also
common across all four gencrations. Now,
there are dillerences, too: one that is impor-
tant for employers to know is that Baby
Boomers still put security in their top two
conterns in terms ol why they would be loyal
ta a particular employer — whereas job secu-
rity is not even in the top five for the ather
three generations. So that’s one significant
difference between them. Another is that
Generation X, in particular, is more focused
on balanve — on substantial family time, and
time for sell’ — than any other generation cur-
rently in the workplace. A recent suryey
showed that on average, Gen X parents spend
fivice as much time with their kids and Fami-
lies than their Baby Boomer counterparts
did; yet they are only half as satisfied with the
amount of time they have — which gives an
idea of how important this is to them.

So in general, more has been made of
the dilferences than is true, but there are

‘Gen X’ parents spend twice as much time
with their families than their Baby Boomer
counterparts did; yet they are only half as

satisfied with the amount of time they have.

differences, For instance, among the
voungest cmpto}'ccs. the idea of expecting
work to be intcresting and rcxpm:ting
grc:wﬂl opportunities early on — that’s very
much the case. There ig a much lower toler-

ance amongst young workers for doing

thines they perceive as ‘boring’; the idea of
g ¥l £

‘paying your dues’ is not something they
buv into. Overall though, there are many
) & )

more similarities between the generations.

KC: Do ‘exemplary environments’ such as
those in firms listed on Forfune maga-
zine’s “best places to work’ ranking create

loyalty?

JIi: Again, we have to look at the research,
which tells us what people are saying about
why they stay. There's rescarch for Gen X
workers, for example, that only career
development, interesting work and balance
were strong predictors of loyalty. So what
we need to remember is that not every-
thing about a work environment will lead
to loyalty in the way that it used to; but the
kinds of things that we associate with the
‘best places to work' are also associated
with loyalty: things like balance, interesting
work, and promotion from within, One of
the points [ like to make about loyalty today
is that many ptrt)phf don’t want to leave
their company as much as they want to do
something dilferent; so the more a com-
pany promotes from within, the more it has
opportunities for ]woplr to move around —
the less they have to look somewhere else.
And then there are the old fashioned things
that are very often part of the best places to
work: feeling a part ol a family, feeling
cared about at work: these are time-tested
truths about what keeps people in the
workplace. 1 could give examples of com-
panies with stellar retention rates that are
related to some very old-fashioned con
cepts — not new add-ons like daycare or

concierge services: when people feel loved, |

cared about, and are proud ol their
employer, they will stay for a long time

KC: Studies show that 43 per cent of jun-
jor managers value home over work
time, compared with just 20 per cent
top executives. What are the impl
tions for organizations?

Ji: There are tremendous implicaliom.‘
think of law firm clients of mine, who re
ularly talk about the dilference betwe
their senior partners and their yo

recruits — even the top recruits from i




lmlfug- Etmxs, who during their inter-
: > already asking questions like,
“A;ml gomgmlsme to sacrifice my per-
sonal life to become a senior partner in this
firm? Because if sa, 'm not interested.” |
~ hear these storics routinely. You sce it in the
' m?pora!e%mrld, where the older execu-

terms of loyalty.

tives have a nmm-thn-gﬁndstbne, we're
going 1o do whatever it takes to make this
mmpnnysucmssfnl atﬁm:le-*bht If}roumlk
to the Gen X managers, the focus on bal-
ance. is very stmng 1 think it's really
to heat up. Every week or so, I'll

\ hwﬁbnmtmeone who has made a choice
|| - a younger manager or :pmfesﬁmnsl' ~to
not take a promotion or a transfer because

their kids are in school, or they just don't
want to work that many hours; part of it is
age, and part of it is where you are in the
hierarchy. There's a reason why the peaple
at the top got to the top — often, they sac-
vificed other -tHlii'gS to get there. The
implications are significant, because the

Research shows that balance, and the
ability to have an integrated work and
personal life, is a very strong glue in

rescarch on loyalty shows that balance, and
the ability to have an integrated work and
personal life, is a very: strong glue in terms.
of loyalty — probably one of the top two
things, along with interesting work. So if
that's the case, then the more tension there
is; the more likely you are to lose gaod peo-
ple — people who are going to say, ‘it’s just
not worth it to me'.

KC: You have said that “each one of us
umlhecrm:nwhidlmworks”

mnﬂmbel‘ommurﬁua?

3z It is both. Certainly, most companies
have a climate — -a-mhm-ﬁha_t-!s-qu culti-
vated over time. Large companies in
particular often have a robust culture that
changes very slowly. 1 work with many
companies that have thousands of employ-

ees, and wvery often there lots of
‘micro-cultures’ within the company. If you
look at a large company like Hewlett-
Packard or TD Bank, you see a lot of
these micro cultures — individual managers

or unit heads that run their operations quite

differently; so certainly at the managerial
level, managers have a tremendous ability to
areate sub-cultures. The head of a machin-
ists' union recently told me about the
manager of one particular maintence facil-
ity av a major aitline who had ereated an

engaged, vital culture in the midst of a

much larger culture of disengagement. So
managers can make their own reality even
within large companies. Of course, the




overall climate is dictated b_\' the pt"r:)[)lc at
the top. At the same time, each one of us has
impact on the teams that we work with, the
kind of culture that we come to work in
every day. [ think too much is made of how
the ;;crst'm at the top sets the whole culture.
Obviously, top leaders set the overall tone
in a company, and il'it’s very strong in a neg-
ative direction, good people will leave.

KC: You recommend that people think
abour their jobs with the eyes of an

artist. What does this entail?

JI: When we conducted 3,000 conversations
with people about their 'best times’ at work,
people rarely talked about times where they
were on numpilur.'l'hey never said, ‘the time
I remember most was that time | wasn't
learning anything new. Quite the opposite:
most of the time, people talked about a time
when they were learning, growing, and
doing things differently than they normally
did. Often in a job, if we aren't careful, we
getinte a routine where we're just doing it
the same way we've always done it. When
we dcliberatél}' think about how we could
do things differently, what we want to learn,
how we want to bring more excellence to it,
something happens to us. | often quote
Martin Luther King, Jr., who said, “If
you're called to sweep strects, but you
sweep them the way Beethoven wrote
music, you will never have an unhappy day.”
So at all levels, you begin to ask, “what does
it mean for me to find more excellence in
my work; how do I want to grow? | think of
a teacher who told me that each year for 26
vears, she set a goal of one particular way
she wanted to become a better teacher; and
when she retired at 65, she was more vibrant
as a teacher than she'd ever been. She said
that part of it was, she kept looking at her
work with the eyes of an artist. If we switch
to autopilot, things get boring fast.

KC: What is ‘the 150 per cent question’,
and why is it so important?

Ji: That's a question we've asked thousands
of people in our research: we ask them to
identify a time in their carcer where they
feel they were at 150 per cent in terms of
performance and satisfaction. In other
words, times when you felt fully engaged at
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work, We have discovered that almost every-

one can think of one or two of these times,

Answering this question allows you to begin

to access whﬂt r(tnﬂ‘v matters to you at work.

For our part, we wanted to understand what

was common across thousands of people
about that question; what kind of work
experiences and environments brought that
out in them. Our ‘Four Paths’ model garew

out of this data. At the individual level, it's
about recopmiving the "DNA" W you will, of
what engages you. And you cani often figure
that out by looking at the experiences at
work that somehow stand out,

KC: For your book Awakening Corporate
Soul, you interviewed more than 3,000
people as to where they found ‘seul’ in
their work. What did they tell you?

Ji:This is what led to the ‘Four Paths” model.
First, the path of self. People were happy
dr)ing work that was a]igncd with their gilts,
things that they loved to do, 1t's amazing how
easy it is to fall into a job. that isn't aligned
with your gifts. That’s when the 150 per cent
question helps. You br.gin to realize, “when
I'm doing these particular Lhings, [am com-
pletely engaged’. The second path is the path
of contribution, where people felt like their
work was making a difference to something
that mattered to them, they could see that
their work had purpose, that they were mak-
ing a difference in the lives of customers.
Pride in vour employer and the work you do
enhances engagement significantly. Third is
the path of eraft, where excellence comes in,
and challenge, We discovered that most of
the time when people talk about a great
work experience, they talk about challeng-
ing times; and most of the best places to
work in the world are also high-expectation
places. So craft is about excellence at the
personal level, but also learning and growing
and being ina place you're proud of, People
told us, ‘I loved working at that place,
because we were good.” And finally, there's
the path of community, When people talked
about soul and waork, it was about the rela-
tionships they had with other people that
often revolved around three simple things:
lirst, did I feel appreciated and cared about
as a person, bevond the job function? 1
always tell managers that the idea ol ‘not

getting too personal” with your employees is

ridiculous. People tell us that they like being
cared about as a person, rather than just a
number or a name. Second, is this a place
where | can speak up and share my ideas, and
mv ideas count? Do we tell the truth to cach
other? And do I like the peaple | work with?
Dol have a sense we are all rowing in the
same direction? In that way, organizations
that tolerate poor performers really dimin.
ish the soul.

KC: What advice do you have for read-
ers who aren’t happy with their current
work-life balance?

i The current work environment is so
demanding. When I ask people, ‘how are
vou?', I'm a!w'a_vs surprised how, at all ley-
els of the organization, part of the answer
will be, *...but I'm so busy™; *_ . but there’s
toomuch”, One executive at a bank, when-
ever | ask him, says, “John, it’s like water
from a fire hose. [U’s all good water, but I'm’
drowning.’.’ So1 think that people have ta
learn to ask for what they need. |1 always.
think of a woman at a law firm, who was i’
a meeting one night at 6 pm — which wasa
regular occurrence; and she just stood up!
and said, *You know what, I'm not staying.
I haven't been home for dinner in two
weeks. I need to go home. This can wait
until tomorrow.” And to her SUrprise, two.
ar three others said, “1 agree. 'm going:
t00." That’s an example of how we have
stand up for what we want at work, because:
there are often others with the same
desires. Another woman told me that when
she looked for a new job, she negotiated an’
carly departure time three days every week
so she could spend time with her children,
There's this whole culture of overwork and
over-commitment that has emerged in cor-
porations, and it's bigger than the
individual, so we have to ask for what we
want. And sometimes we have to take the
consequences, if it’s that important to us.
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