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Generation Y and Public Management: Issues and Implications

In recent years, Generation Y has received a great deal of coverage in the HR press. It is often
described as an individualistic, impatient or consumer-oriented generation. What is the truth of the
matter?
Just about everyone has an opinion on Generation Y! Research on the subject brings to light as many
definitions presenting the concept as there are for competency, talent, authority or recognition. After all
is said and done, there may not be an exact definition but rather different levels of understanding and

angles of approach.

Level 1: A question of age - The most widespread – and restrictive – approach is to take Generation Y
as a cohort of young people born between 1980 and 1995 which, like all generations, can be identified by
common experiences (e.g., fall of the Berlin Wall, 9/11). However, the connection is hard to draw
between those events and an employee's behaviour. Furthermore, since Millennials may now be

anywhere from 16 to 31, how can general rules be derived from a group encompassing as broad a range
of lifestyles as a teenager still living at home and a young adult who has school-age children?

Tip: The age-group approach is the basis of intergenerational management, but you should be wary
of presentations cataloguing generations by overly specific dates.

Level 2: A symptom of our changing society - Symptoms of change in our society are naturally easier to
detect in young people who are just entering the working world and have not yet deciphered and taken
its rites on board. Likewise, these symptoms, known as "tendencies," do have an impact on behaviour.
Yet stereotypes should not be taken for reality – it is all too easy to generalize from a trait that, in the

final analysis, characterizes a mere handful of individuals.

Tip: You should take the sundry surveys on Millennials with a grain of salt, because your colleagues
probably do not fit their sample population. Instead, carry out your own in-house poll, without too
much concern for age.

Level 3: A culture - The cultural approach has the virtue of not referring to age but to relationships with
work, hierarchy, risk and emotion, amongst others. This approach is not yet widely known and requires

training before it can be applied in the workplace.

Tip: You should identify your teams' expectations in terms of supervision and recognition, at the
time they were hired and thereafter, at periodic meetings on one of these topics.

Level 4: A value system - We operate according to several different value systems corresponding to
differing scales: individual, department, company/organization. They may involve order (such as
transmission by senior to younger employee), success (for example, financial success as the road to a
successful life), balance (especially between private life and professional life) or freedom (to learn,
switch to another company, etc.).

Tip: You should identify your company's "social footprint" by comparing your current system of
values with the emerging system of values.

Level 5: A symbol - Some people see the Generation Y concept as a "gadget" promoted by consultants.

Nevertheless, companies and administrations have practical needs in such areas as recruiting, team
loyalty-building or manager training. More than a business concept, Generation Y is a symbol for
bringing about positive change, without the pressure of political or economic circumstances.

Tip: You should organize awareness-raising meetings on the changes under way in your
organization's environment, to provide an occasion for confronting or sharing viewpoints and for
learning to use the same vocabulary.

Benjamin Chaminade, Consultant1

1
Benjamin Chaminade helps companies transform their business and human resources management practices to

reflect new behaviours, technologies and usage. See his websites www.generationy20.com and
www.benjaminchaminade.com.
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INTRODUCTION

The 10th International Symposium on Public Management, on June 27 and 28 this year, marking the IGPDE's 10th

anniversary, dealt with a novel theme, "Generation Y and Public Management: Issues and Implications". It naturally

raised a host of questions, given the challenges of an ageing workforce and societal transformations that are forcing
administrations to adapt.

As several speakers emphasized, Generation Y is a concept that needs to be handled with caution to avoid
oversimplification, particularly since it actually covers a huge diversity (see Benjamin Chaminade's editorial). If
apprehended properly, however, this concept can prove useful at a time when new technologies and social media are

literally booming. Major changes are under way that impact administrations, their human resources management and
their relationships with users. The traditional values of public service – neutrality, duty of secrecy, obedience to
superiors, etc. – are disrupted and gradually remodelled as new behaviours stimulate the brain differently through a
process of "neuroplasticity", described by neuropsychiatrist Roland Jouvent (p. 3).

Administrations also need to find ways of attracting, hiring, motivating and managing this new generation, which does

not have the same relationship to time as previous generations ("advancing in three months instead of three years", as
Anick Chaumartin puts it), to hierarchy or to information (learning everything fast, sharing it all). Robert Shriver reports
on work in progress by the Federal administration in the United States to streamline procedures and set up specific
programs (p. 5). In both Denmark and Belgium, the focus of exploration is "intergenerational" management, prompted
by the fast-approaching coexistence of three or even four generations in the same work space.

More generally, administrations, which have put the accent on e-dialogue with users and citizens for several years now,
should adopt new tools like Facebook and learn how to use them well. Sociologist Antoion Casilli takes a closer look at
this process of "reconfiguration of contemporary sociability by the social media", which can be a source of enrichment
but calls for caution. He advises administrations to avoid "businessification" and to reassert their values because "they
are not businesses but providers of a public service."

Some have already mastered those new tools and what they can offer administrations. Andrew Krzmarzick, Community
Manager at GovLoop, explains how his network can help U.S. Federal government employees exchange views, learn and
move forward together (p. 6). In Spain, the "Contigo" platform gives the Ministry of the Interior a vehicle for dialoguing
with young people about prevention (p. 8).

The question remains of those who are left behind by the "digital divide", who do not have access to new technologies.

Not only users but teachers and public servants need to learn how to use ICTs, increasingly a prerequisite for finding a
job and, more generally, taking part in community life. Fengchung Miao reports on how Unesco has begun addressing
the issue (p. 10).

The same message is echoed by Françoise Gri, President of Manpower France and Southern Europe: ubiquitous use of
new technologies in organizations constitutes "a fundamental builder of confidence in the future for young people".

Connecting values and management, initiative and active information sharing

Laurent Reich, Engineering Training Manager at Cegos, emphasizes the connection between values and management in
professional organizations, in particular:

- the role of the new "always-on connectivity tools" (touchscreen tablet, iPhone, Skype, cloud computing2, collaborative
tools, video games, etc.), which shorten distances and bridge borders;

- the impact on organizations: the new uses are impelled by Generation Y which, however, only acts as an accelerator of
a trend already innervating all organizations;

- a new management style: managers, who specialize in managing and reporting, will need to exercise less control and

organize the work of their team members remotely: "the rationale of conformity will gradually be superseded by that of
initiative."

A manager's ability to share information and appeal to staff cooperation must be recognized as a competency in its own
right, thereby fostering a shift to more cross-functional management emphasizing team coaching. The core values will be
trust, personal engagement, role-model behaviour, shared initiative.

Public administrations, which are already "e-open" to user and citizen demands, will have to work out internal
mechanisms to promote staff engagement.

2
"Cloud computing" or "paperless computing" refer to the use of computer resources (servers) for information storage (files, data,

etc.) and processing (calculation, operations, etc.) by systems at a physical location unknown to end-users, because the information is
no longer hosted on local computers.
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Generation Y and Public Management
Values: Bridging the Gap

Roland Jouvent, Professor of Psychiatry at University of Paris VI Pierre et Marie Curie, Director of the CNRS-affiliated 'Emotion'
Centre (Public Assistance Hospitals of Paris)

Hervé Déry, Acting Senior Vice-President, Policy Branch of the Public Service Commission of Canada

Brigitte Colin, Knowledge Management Adviser, Personnel & Organization Federal Public Service (SFP P&O), Belgium

“Brain flexibility” and the new media
According to Roland Jouvent, much has been learned
over recent decades about how the human brain works.

"Neuroplasticity" is what enables us to adapt to our
high-tech environment. Amongst the latest
breakthroughs, such theoretical conceptions as
"cognitive remediation"3, "theory of mind competency"4

and "intermodal plasticity" can shed light the issues at

stake in the professional sphere. To begin with, all a
human being needs to adjust to new situations is to
"replace a leaf in his or her book of knowledge". The
same adaptive ability is brought into play in the
business world, when large-scale redeployments occur.

Organizations increasingly rely on such aptitudes in
their day-to-day operation and need managers and
employees who "catch on" very fast and are capable of
interpreting speech and instructions in view of the
speaker's hierarchical or social position. The question is,

are these aptitudes generational?
Millennials – and the generations to come – have a high
degree of "intermodal plasticity", enabling them to
mobilize all five senses when using several

technological tools simultaneously (e.g., lag between
sound and image in Skype, neutral text in emails).
Roland Jouvent warns, however, that the extra
concentration required to deal with this flood of
information can cause "brain fatigability" among baby

boomers (born between 1945 and 1960), Generation
Xers (1960-1980) and even some Yers. With the massive
influx of tools and information, we are witnessing the
emergence of a "competency in prioritizing and
hierarchizing information".

New values in the pipeline
Public administrations have no choice but to adjust by
demonstrating adaptability. These changes shake up

traditional decision-making processes and the
principles and values underpinning public service. Yet
rules like neutrality, impartiality, loyalty and duty of
secrecy are the very foundations of modern
administrations. How can certain values be reshaped

without betraying them? Hervé Déry points out that in

3 Cognitive remediation: cognitive deficits can manifest as
attention, memory, and executive function (ability to organize
one's actions and speech) disorders. It is used by therapists to
reduce cognitive deficits. Source: http://www.cognitive-
remediation.com/
4 Theory of mind competency: "theory of mind" refers to the
processes that allow individuals to explain or predict their actions
or those of others.

Canada, impartiality, merit and professionalism were
established as principles in the Federal administration
more than a hundred years ago (1908). The Public
Service Commission (PSC), which seconds Ministries in

their hiring processes, also checks their compatibility
with those values. How are those values evolving as
Generation Y enters the workforce? The recent case of a
youthful economist hired by the Prime Minister's office
to apply his expertise in the selection executives

challenged the "cyber-compatibility of those values". In
his personal profile posted on Facebook, the young man
criticized the government. The stands he took,
magnified by his professional position, were circulated
widely by his network of Facebook "friends". Public-

sector recruiters are not necessarily aware of such risks,
which raise yet another issue, that of "determining
where professional life ends and private life begins".
In Belgium, where "the traditional ethical rules in
Federal public service are loyalty, professionalism and

non-discrimination", Brigitte Colin describes how the
Federal Public Service in charge of Personnel and
Organization (SFP P&O) took a gamble on
"intergenerational cooperation" as opposed to the "clash
of values". She commissioned a university research

centre to conduct a study5. The findings revealed
dissatisfaction on the part of the teams composed of
baby boomers and Millennials; the Gen Xers present
acted as a link and were thus a factor of balance and
source of effectiveness.

Brigitte Colin concludes her remarks on Generation Y,
for whom Belgium's public administration is among the
preferred employers, by quoting her President, Jacky
Leroy: "Give them meaning and they will give you
commitment; give them fun and they will give you

energy; give them independence and they will
innovate". To which she adds, "Give them
intergenerational cooperation and everyone will learn!".
In the end, is it not conceivable that the values
perceived as prerogative of the new generations –

solidarity, trust, work-life balance, personal growth – in
fact lie on a continuum with traditional values, which
the former "revivify" and cast in a different hue. In any
event, they offer a unique opportunity to revisit what
public action and shared values mean.

5 In "Generations and Team Cooperation in the Belgian Federal
Government", An De Vos, Veroniek De Schamphelaere, Kristien
Van Bruystegem, Vlerick Leuven Gent Management School. The
study, published in February 2011, drew on a survey carried out
in three institutions, involving 1,600 employees in 21 focus
groups.
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Recruiting and Management Geared
to Generation Y

Robert Shriver, Senior Policy Counsel, Office of Personnel Management, United States

Mikkel Plannthin, Head of Division, Personnel and Management Policy, Danish State Employer's Authority

Anick Chaumartin, Associate Partner, Human Resources Manager, member of the Executive Committee of

PricewaterhouseCoopers Audit, PWC

In the United States and Denmark alike, the "negative
perception" of public service has to be overcome in
order to recruit young people. Yet paradoxically, as
both Robert Shriver and Mikkel Plannthin stress, when

discussing career options, they react positively to the
idea of becoming, say, a nurse, policeman, lawyer or
teacher. The two countries also have in common an
ageing workforce, which entails recruiting.

Nevertheless, they have adopted somewhat different

strategies for reaching out to Generation Y. The U.S.
Federal Civil Service (2 million employees) was until
2010 burdened with what Robert Shriver describes as
"cumbersome, tedious, discouraging" hiring processes.
These were streamlined by a series of far-reaching

reforms directed by President Obama. The next step
was to attract students' interest. The Office of Personnel
Management (OPM) put its stake on the social
networks and began building strong connections with
universities and schools to showcase the wide range of

public-sector professions. OPM also developed new
paths to internships or careers for students and recent
graduates, known as the Pathways Programs, which
should come into effect at the end of 2011.

Promoting mobility
In Denmark, young Millennials did not experience the
kind of crisis that hit public service in the U.S. "They
entered the job market in a period of full employment",

recalls Mikkel Plannthin, "They could afford to be
demanding, even picky". To catch their eye, in addition
to a "task-based" breakdown of public-sector
employment (one third of the entire workforce, in a
country with a total population of 5 million), the

Personnel Board decided to promote inter-agency
mobility and to work on management. As he points out,
"These young people have a different perception of
loyalty to employers, of feedback. This is a dimension
that has to be built into the systems for assessing

performance and time as well". For instance,
administrations found that young recruits "are absent
more often than older employees, and generally just
before a weekend…" – preserving one's private life is

important! This means public-sector managers have to
learn to adapt and "individualize" their HR
management style. But there is one problem: "Young
Millennials in Denmark are often reluctant to assume

management positions themselves", a difficulty not
faced in the United States.

Building pride in belonging
In the private sector, and more specifically in the
consultant community that Anick Chaumartin came to
present, hiring young Gen Yers is the rule: at PWC,
"that generation accounts for 60% of total staff",
whereas in the Danish civil service and in the U.S.

Federal public service, it accounts for only 12% of the
workforce. As Anick Chaumartin emphasizes, this
raises specific challenges: "their relationship with time
and their relationship with management are
fundamentally different". The result is exceptionally

high turnover because, "after fifteen months, they have
the impression there is not much else to learn and want
to move on to something new". In addition, "authority
is never entirely established, rank does not equate to
credibility". To secure their loyalty, in other words, they

have to be "shown that staying for a while in the same
position is not a waste of time, but an opportunity to
gain experience". Also, their sense of "pride in
belonging", which tends to be particularly short-lived,
has to be strengthened. It is essential to offer young

people of that generation, who demand accountability,
"genuine people management, based on transparency
and trust" and to create a "tribal spirit". Performance
assessment has been overhauled, incorporating an
extremely detailed "competencies achievement" scoring

system.

According to Anick Chaumartin, organizations in the
private and public sector alike are getting in marching
order to manage the younger generations. She
concludes that "For all of them, the last bastion to

conquer is the same – the hierarchical, stratified
organizations ill-suited for the new collaborative modes
of operation. Young people are going to force us to
emerge from our silos".
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United States: Networking in the civil service

When a Federal level employee in Kentucky has a technical question, he can get an answer within ten minutes. Where?
On GovLoop, the Facebook for American civil servants, presented at the ISPM by its "community manager", Andrew
Krzmarzick. His story of GovLoop begins in 2003, when Steve Ressler, appointed to the Department of Homeland
Security, felt the need for a link with his colleagues and set up a network called "Young Government Leaders". It was so

successful that he formed another, much larger network, GovLoop. Demand proved huge, since its membership grew
from about a hundred to 45,000 in just a few years.

As Andrew Krzmarzick explains, GovLoop actually involves much more than a social network. It is a knowledge-
sharing network, including, for example, videos and online training. Its members, civil servants on the Federal, State,

county and municipal levels of government as well as civil servants in other countries (e.g., the U.K., Canada, Brazil and
India), can set up specialized groups. One example is the "Better Buy Project" on public procurement. GovLoop,
designed by representatives of Generations X and Y (the average age of its membership is 43), is open to anyone who is
convinced that "the force of public action resides in its men and women more than in technology".

To conclude, Andrew Krzmarzick asks, "Where will we be" ten years from now? Probably even farther along in the

creation of "connected, flexible, collaborative communities – Welcome to Generation C"!

Jean-François Verdier: Implementing targeted management

For Jean-François Verdier, Head of the General Directorate for Administration and the Civil Service (DGAFP), the
Generation Y concept initially inspired "some scepticism", especially since in France, "HR managers do not usually
implement strategies differentiated by generation". However, several convincing studies on the specific characteristics of
Generation Y have pinpointed "a desire for life-work balance, the need for feedback by line management", etc.

The challenge faced by central government human resources management is to succeed in integrating that "incoming

generation" and in coping with "the coexistence of three generations on the job market". In other words, "the debate also
involves diversity management and the difficulties organizations have in innovating". How can they reach out to young
people, whose values are far removed from the traditional values of civil servants? How can managers be trained to
manage them? What are the consequences for trade unions when new individualism comes up against the principles of
collective action?

The possibilities for implementing this kind of targeted, individualized management are being explored, with input from
existing measures like the PFR job and results-based bonus instituted in 2009. The Commod, acronym for the Standing
Commission for Civil Service Modernization, a joint administration and trade union body set up in 1999, "will address
the central issue of values and its incorporation into the civil service code".

Dialogue via Generation Y tools

Maria Jésus Gallego Estremera, Deputy Director of Communications for the Spanish Vice Presidency and Ministry of
the Interior, Coordinator of the "Plan Contigo" website

Tim Davies, consultant and researcher, UK

Antonio Casilli, sociologist and teacher at the Ecole des Hautes Etudes en Sciences Sociales (EHESS)

Whether a generational phenomenon or one reflecting societal change, the rise of Generation Y, skilled in using online
tools for sharing and exchange, brings with it new expectations that administrations have to face. More and more
citizens want to take part in the debates affecting them, demand to be heard and to receive a personalized reply, quickly

or even immediately, about the needs they voice. They also expect the administration to use the latest communications
technologies and to address them in their own relational style and with their own codes.

In most public administrations, this has raised the issue of engaging dialogue with citizens. It is a crucial one, because if
they fail, they will lose touch with the younger generations and with an ever-larger public that is unreceptive to the
administration's traditional functioning and prefers shared spaces like the Internet-based social networks, which

administrations are not yet accustomed to using.



When the police dialogues with young people

In Spain, the National Police and the Civil Guard
(Guardia Civil, the national security force with a military
status similar to the French Gendarmerie) put the

Contigo Plan6 online in late 2010 to establish a new
form of dialogue with Spanish youth, built on a
platform called "Tuenti" (9 million accounts in Spain).
Coordinated by Maria Jésus Gallego Estremera, the
project has two main objectives: first, to launch a vast

prevention campaign with the target public (youngsters
between 14 and 24) by establishing permanent contact
and sending out messages regularly to some 70,000
subscribers; and second, to use that presence on the
social networks to circulate the image of a police close

to young people, sensitive to their concerns and there to
protect them. Contigo means, literally, "with you".
Photos of policemen's activities and prevention-related
videos are posted on the home page; young people are
given an e-mail address to ask for personalized advice.

Surprisingly, this online initiative aroused keen interest
in police work, and in response, first-hand accounts by
police officers are a new addition to the site's content,
aimed at highlighting the profession's attractiveness.

Changing to measure up to new expectations

Tim Davies7 is a Millennial. As he sees it, that age
group, although diverse, shares one common trait: it
has consistently been excluded from public policy-
making. And yet the rise of new communications

technologies creates a fabulous opportunity for greater
public participation in decision-making, especially by
younger citizens. Against that totally new background,
the government has to learn to communicate through
the right channels. But beyond the question of

communication channels (e.g., online social networks,
digital TV, mobile phones), it is essential to measure up
to people's new expectations, generated by
technological developments: free access to all available
information, the possibility of leaving public comments

and also of reading those sent in by others (People are
far more likely to trust what their peers say than what
the government says.), collaboration, interaction, etc.
For the administration, this implies far-reaching
changes, both organizational and cultural, including the

"right to make mistakes", because the only way to "see
what works" is through trial and error.

Losing control: a real risk?

"Every step is a wrong step" – Antonio Casilli confirms
that lesson, although he asserts that it is not a risk but a
source of enrichment, because mistakes open a window
for certain changes. The paradigm of sovereign
computing has given way to network computing,

unleashing "a potential for anarchy, for breaking certain
hierarchical chains of command", which he advises
administrations to accept by playing the game to the
full. The main risk would be to take an ambiguous

6 www.tuenti.com/contigo
7 Tim Davies' blog summarizes the notes for his presentation:
http://www.timdavies.org.uk/2011/06/28/generation-y-and-
digital-participation-rigp-2011/

stand, encouraging citizens to express their views on

the one hand while stifling ideas uncomfortable to the
government on the other. As citizens participate
directly and "intimately" in social networks, a whole set
of new values (solidarity, gift/counter-gift mechanisms,

etc.) is spawned and suggestions formulated that the
government has to turn to good account, from a moral
and political standpoint. The increasingly fuzzy
borderline between each individual's private space and
the public space, combined with the expropriation of

data disseminated via the social networks (and
appropriated by those platforms' owners) are also
important aspects of the debate.



New Challenges in Training

Paul Mathias, General Inspector, French Ministry of National Education

Renate Meissner, Lecturer at the Lower Saxony Tax Academy, member of regional and federal working groups on social

networking and e-learning, Germany

Fengchung Miao, Section for Sector Policy Advice and Information and Communication Technology (ICT) in Education,
Unesco

In light of the rapid development of new information and communication technology and the spreading use of social
networks in the private sphere, it is not surprising that students demand that their teachers adjust to their expectations.

That being the case, what room does this leave for the knowledge imparted by their teachers when it comes up against
competition by all that young people can dig up on the Internet?

Access to knowledge: a challenge to learning and power?
For Paul Mathias, it is important not to overlook these multiple sources of access to knowledge, which subject the
traditional paths of knowledge transmission to stiff competition and challenge the traditional status of the
"schoolmaster". The formerly hierarchical teaching relationships are shaken; in fact, the entire "teaching ecosystem",
which also encompasses the family and social spheres, is in turmoil. The solution may lie in the development of
sufficiently stable standards to bring about "non-confrontational co-training" of teachers and their students.

German experimentation
Renate Meissner recalls that Germany is a federal republic with a division of powers between the Federation ("Bund")

and the 16 Federal States ("Länder"). This has produced a highly varied range of training initiatives and experiments,
among them "blended learning"8 and "serious games"9.

This diversity does not preclude a culture of exchange conducive to sharing progress achieved. With regard to initial
training provided in German training schools, there are intensive exchanges of content and methods between the Bund

and the Länder. For instance, one Länd's educational software is made available to the others. Moreover, the Bund and
the Länders have set up a number of working groups, one of which, composed of 5 Länders, created an online game to
educate tax officials about tax assessment.

In the field of continuing education, Reinate Meissner notes a fast-rising trend in the use of the new media and in online

training (e-learning), which addresses not only Gen Yers but all participants.

The need for teacher training in the new tools
The use of new technologies in education will necessarily entail teacher training. Unesco, Fengchung Miao explains,

hopes that this will foster the emergence of "a new generation of teachers", as yet less skilled in the use of new tools than
young people. A recent survey found that 90% of all young people in OCDE Member States use their computer on a
daily basis. Although teachers must have training in the new computer skills, he stresses the importance of not giving in
to the temptation of "over-communication", the pitfall encouraged by social networks. Arguably, the new technologies,
taxed with immediacy and zapping, interfere not only with knowledge transmission but with students' ability to reason

out an argument. Especially with regard to training, the communication channel has to serve the message, not become an
end in itself.

8 The blended-learning method is an integrated teaching combination of e-learning and face-to-face instruction.
9 Serious games are simulation tools using video games for educational purposes, to foster assimilation of knowledge, attitudes or
know-how.
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The “Y Company, Today and
Tomorrow

Françoise Gri, President of Manpower France and Southern Europe

The arrival of Generation Y and the advent of new information and communication technologies, compounded by a
backdrop of socioeconomic pressures, have shifted the traditional company's bearing.

Today the catchword is the "2.0" or "Y" company, more open and low-barrier in style, which tends to operate in a
collaborative, "project-oriented" mode closer to the younger generations' aspirations.

Companies are rethinking their way of operating and values as new recruits bring in their own specific demands for
independence and meaning, in a process of reciprocal exchange.

Upstream, they are re-examining their recruiting methods, particularly with an eye to creating employee loyalty.

Françoise Gri points out the need to "attract" and develop "loyalty for a set period of time".

Managing this generation also raises the question of information sharing in a more collaborative, open organization.

Finally, the "authority model", the hierarchical system, are being revisited, especially given the need to cope with the

coexistence of several generations of employees in a work space.

To do so, advises Françoise Gri, human resources management practices must evolve and people management needs
reinventing.
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