
Understanding Undergraduates’ Work Values as a Tool to Reduce Organizational 
Turnover 

Abstract 

Purpose – The purpose of this research paper is to provide with a strategic approach to reduce organizational turnover 
by identifying undergraduates’ work values. In order to do so, the research undertook two different studies. The first 
one focused on identifying undergraduates’ work values, while the second one explored the alignment between 
undergraduates’ work values and current human resources retention strategies. 

Design/methodology/approach – The research paper follows a mix method approach combining the Work Values Scale 
(EVAT) applied to 293 hospitality undergraduates of the bachelor’s degree in Tourism and Hospitality Management 
and 30 semi-structured interviews along with 32 semi-structured interviews carried out to human resources 
professionals. Data was analysed using the EVAT methodology that classifies work values in (openness to change, 
conservation, self-enhancement, and self-transcendence). Relationships between the four dimensions were tested using 
Pearson correlations and the student profile was analysed comparing the impact of the professional experience and 
gender in the dimensions. 

Findings - The results conclude that undergraduates’ work values placed themselves under the categories of self- 
transcendence and openness to change. There is a significance level in the correlation between self-transcendence and 
openness to change and work values are influenced by previous professional experience and gender. Human resources 
professionals tend to overlook work values focusing their retention strategies in providing with training, feedback and 
promotions but not including practices to promote work-life balance and flexibility. 

Practical Implications - Practical recommendations are provided for educators with examples of initiatives developed 
that can be applied in any educational institution. 

Originality: The research highlights the importance of work motivation based on values as a tool to generate retention 
strategies. 

Keywords: undergraduates´ work values, EVAT, retention strategies, hospitality industry, higher education, 
employability. 
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Introduction 

The low retention rate of the Millennial workforce has become one of the major concerns at the 
human resources (HR) departments in the hospitality industry, and has raised the need to redefine 
retention strategies by properly considering and including their work motivations (Latham and 
Pinder, 2005). Although some of the main work motivations for Millennials include feeling 
empowered, trust, pay and flexibility, unfortunately the hospitality industry is commonly known for 
offering low salaries, long work hours, and poor work-life balance, among others, which prompt 
employee dissonance and ultimately a high turnover ratio (Karatepe et al., 2014). Having in mind 
that the Millennial generation will represent an estimated 74 percent of the world’s working 
population by 2025, it will be wise for organizations to take into account what motivates this 
generation to increase their retention due to the high costs associated with recruiting a new 
employee (Afsar et al., 2018). This problem has been approached by different scholars and 
practitioners within the hospitality industry mainly from a generational global perspective (Kong et 
al., 2016), but less emphasis has been given to work motivation based on values as a key element to 
generate organizational strategies (Green et al., 2017). Relevant studies highlight the importance of 
considering values as a key element to retain employees within the hospitality industry, for 
example, by analysing the impact when comparing work motivation based on values among different 
generations in order to foster motivation and leadership (Gursoy et al., 2008), or focusing on how 
motivation based on values influences employee attitudes towards brand perception (King et al., 
2017). 

Organizations have to understand that employees from different generations have different work 
preferences and work values to reduce their turnover (Dokadia et al., 2015). Taking this statement 
as a premise, the objective of this paper is to contribute to the understanding of undergraduates’ 
work motivation based on values and their alignment with the HR retention strategies using the 
Work Values Scale EVAT (Escala de valores hacia el trabajo in Spanish) as a tool for setting a 
common landscape in the hospitality industry. EVAT is one of the most widely used work values 
scale in the field of social psychology to study individual values as a theoretical framework of 
reference to analyse and measure values towards work (Arciniega and González, 2000). This study 
was developed in three stages and was possible thanks to the participation of 293 Spanish 
undergraduates and 32 international companies within the hospitality sector. 
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Literature Review 

An incredible sector that moves the world and its employees 

The tourism sector is one of the major employers in the world and, regarding the European Union, 
over 80% of the entire workforce belong to this sector (Bangwal and Tiwari, 2019). Although it is a 
complex industry consisting of thousands of public and private organizations, where jobs are 
heterogeneous depending on the type of business and seasonality, the majority of jobs directly focus 
on customer satisfaction, and depend on the ability of employees to create successful service 
interactions (Lee-Ross and Pryce 2012). This industry is commonly known by having a high 
turnover rate, in fact, in 2019 there was a 78.5% of turnover in the hotel industry (Bureau of Labor 
Statistics, 2020), when the healthy turnover rate, stated by human resources experts, should be 10-
15% (Wells, 2018). This situation is mainly related to the fact that there are no clear patterns 
between job titles and their expected skills and, at the same time, salaries and working conditions are 
characterized by low wages, long work hours and not having the opportunity to socialize (Bloom et 
al., 2009). In 2019 the world faced an unprecedented health emergency, the pandemic of COVID-19 
and unfortunately the hospitality industry was one of the most affected industries producing a 
massive loss of jobs and auguring a global recession (United Nations World Tourism Organization, 
2020).All these stressful working conditions affected employees’ motivation and pushed them to 
look for other industries with better working conditions and stability (Karatepe et al., 2014). 

Identification of work motivation based on values 

Research on career development highlights that work values play a key motivational role in job 
selection and career development (Sortheix et al., 2015). Thus, understanding the link between 
motivation, needs and values can help companies to reshape their current strategies to retain 
employees (Winter and Jackson, 2015). 

Individual work values have been classified using a large variety of taxonomies and from different 
perspectives, however, there is one approach that offers a dynamic vision between the value 
dimensions and this is the one developed by Schwartz (Ramirez et al., 2019). Schwartz’s theory of 
value content and structure offers a theoretical framework of reference to analyse and measure values 
towards work (Schwartz, 1992). The model classifies values depending on the motivational goal 
that they express, as portrayed in a circular structure with the relations of conflict and harmony 
among values. In this case, the author creates a dynamic structure of 10 values clustered in four 
higher-order values: self-enhancement, self-transcendence, openness to change, and conservation. 
Self-enhancement and self-transcendence relate to opposite or bipolar dimensions. The first one 
seeks to increase personal interest even at the expense of others (achievement, power) and the 
second one seeks to promote the welfare of others and is altruistic (universalism, benevolence). The 
other two bipolar dimensions refer to openness to change and conservation. The motivational goal 
in openness to change gives importance to independence of thought, actions or readiness to change 
(self-direction, stimulation); in contrast, conservation cares for preserving the past and shows 
resistance to change (conformity, tradition, security). These 10 motivational types of values are 
recognized by members of most societies (Ralston et al., 2011) and help us to understand the 
relation between the individual’s values and their choices and behaviours (Monteiro et al., 2016). 

The EVAT scale is an instrument linked to Schwartz’s theoretical framework and has been widely 
used in the field of social psychology to analyse and measure work values (Arciniega and González, 
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2000). This scale offers a dynamic vision of the four value dimensions, classifying individuals in 
four easily differentiated work values categories. It uses short verbal portraits that describe the goals 
of employees focusing on their work values in sixteen questions and respondents are asked to rate 
themselves in terms of each of the sixteen portraits, using a 7-point scale where (1 is totally different 
from me, 7 is identical to me) to score their comparisons. 

Research methods 

Study one: Identification of undergraduates’ work values 

The study follows a mixed method research design by combining qualitative and quantitative 
approaches in two steps. In both cases, participants were undergraduate students, born between 1993 
and 1998, currently studying a bachelor’s degree in Tourism and Hospitality Management at our 
faculty. First, a quantitative approach was performed by applying the EVAT scale to 293 students 
from all the different academic years, with 80% being from Spain and 20% being international 
students. The aim was to identify relationships between the four higher-order values of Schwartz’s 
theory and the student profile. The four dimensions are measured by 16 items that outline how an 
individual behaves at work. Regarding student profile, gender and previous professional experience 
were also collected. Previous professional experience is a key element for segmenting students but is 
not necessarily aligned with the academic year because students can do optional internships in 
holiday periods and other students come from other studies. 

Second, a qualitative approach was followed via face-to-face semi-structured interviews with a 
representative sample of 10% of the participants, considering gender, academic year and previous 
professional experience. As in the previous step, the aim of the interview questions was to classify 
respondents’ answers into one of the four dimensions. The procedure to design the questionnaire 
was as follows: (1) A content analysis of the EVAT scale, as well as Schwartz’s work values 
theory, was undertaken; (2) Each individual value dimension was enriched by a cluster of specific 
adjectives; (3) Table 1 was built as a result of the previous steps and was validated by a group of 
psychologists specialised in organizational psychology to ensure that the categories were consistent 
and clear; (4) Interview questions were defined (see Table 2). Interview questions were intended to 
classify respondents’ answers in one of the opposite dimensions: openness to change versus 
conservation, and self-transcendence versus self-enhancement. 
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Dimension Description Main adjectives 

Openness to change Self-direction, 
stimulation, hedonism 

Creative, open-minded, explorer, novelty, energetic, 
active, lively, improvement, updating, efficiency, self- 
challenging, daring, proactive. 

Conservation Conformity, tradition, 
security 

Stability, restraint to change, obedient, follower, 
retroactive, conventional, methodical, habit, routine, 
disciplined, diligent, preservative. 

Self-Enhancement Achievement, power, 
hedonism 

Gratified, personal success, competent, dominant, 
ambitious, leader, controller, goal-focused, convincing, 
decisive, influencing, bossy, superiority, prestige. 

Self-Transcendence Universalism, 
benevolence 

Caring, fair, tolerant, empathetic, understanding, 
appreciative, protective, teamwork, loyal, honest, person 
you can trust, grateful. 

Table 1. Content analysis of the EVAT scale according to Schwartz’s theory adapted by Arciniega (Arciniega Ruiz de Esparza and 
González, 2000). For each description, a list of possible adjectives is generated. 

Interview Questions Values 

1. How would you describe yourself as an employee? All 

2. If you feel comfortable in your workplace and your employer mentions that they
are planning to have a small change in the daily procedures, do you feel open to the
new situation or prefer to continue as before?

Openness to change / 
Conservation 

3. How do you like decisions to be made when you are working within a team? Self-Transcendence / 
Self-Enhancement 

4. Where do you feel more comfortable: Performing a job where you have similar
daily tasks or a job that often involves doing new tasks?

Openness to change / 
Conservation 

5. Do you consider it is important to understand your team’s needs in order to have a
good work environment, even though this means that it takes longer to achieve
goals?

Self-Transcendence / 
Self-Enhancement 

6. You realize that in your company there is a systematic unfair treatment towards
other employees: How would you endure this situation?

Self-Transcendence / 
Self-Enhancement 

7. In your opinion, what do you think is the maximum time to be in the same
company? And in the same position?

Openness to change / 
Conservation 

8. Is it important for you that your company has recognition activities and
programmes for employees? You as a leader, how would you recognize or
congratulate your employees?

Self-Transcendence / 
Self-Enhancement 

Table 2. Hospitality undergraduates’ work values interviews associated with each value dimension. 
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Study two: HR professionals’ retention strategies 

The second study focused on identifying current awareness of HR professionals in regard to what 
motivates undergraduates. In this stage, 32 HR professionals from 4- to 5-star international hotel 
chains were interviewed by means of a semi-structured face to face interview. Questions focused on 
establishing relationships between, company size and percentage of Millennial workforce; what 
values they are looking for in the recruitment process; what are the main challenges to retain 
Millennials from their perspective; what are the main actions to deal with those challenges; and what 
are their future plans -if any- to retain them. Finally, interviews ended with questions about their 
perception of Millennials’ turnover in comparison with other generations and what they would do if 
they had unlimited resources to retain Millennials. 

Results and discussion 

Study one: Identification of undergraduates’ work values 

The aim of the first study was to identify relationships between the four higher-order values of 
Schwartz’s theory and the student profile in terms of gender and previous professional experience. 

First of all, the individual relationship between the dimensions using all 293 participants was tested 
using the Pearson correlation. The only pair that passed the significance level is the correlation 
between self-transcendence and openness to change (r = 0.43, p < 0.0001), as the scatter plot in 
Figure 1 shows. The main values inside these dimensions include universalism and benevolence for 
self-transcendence and self-direction, stimulation and hedonism for openness to change. This is in 
line with previous literature reviews that state that Millennials value transparency and fair 
treatment, promotion opportunities, having meaningful jobs, work-life balance, and tasks that allow 
them to avoid routine. They build their fidelity based on respect towards the company and honesty. 
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 Self-transcendence 
Figure 1. Scatter plot with regression line between self-transcendence and openness to change. The straight line represents the 

regression estimate and translucent bands the confidence bands of the regression estimate. The Pearson value with its corresponding 
significance is r=0.43 and p<0.0001. 

Table 3 shows the percentile table of the four dimensions organized by gender and also includes the 
mean and standard deviation. In general, the percentile distribution evolves in a similar way in both 
genders, with the exception of slightly higher scores for Openness to change and Self- enhancement 
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dimensions in male students. The previous professional experience is another element collected in 
the EVAT process and the organization of the sample based on this is described in Table 4. As 
previously described, professional experience is not directly related to academic year because 
students can optionally do internships along the different years and, at the same time, some students 
come from advanced professional training courses related to tourism and hospitality. 

 Openness to change Conservation Self-enhancement Self-transcendence 

N Male Female Male Female Male Female Male Female 
Mean 5.4 5.1 4.2 4.3 4.2 3.7 6.1 6.1 

SD 0.8 0.9 0.9 0.9 1.0 1.0 0.8 0.8 

10 4.3 4.0 3.3 3.0 3.0 2.5 4.8 5.0 
20 4.6 4.5 3.5 3.5 3.3 3.0 5.5 5.5 
30 5.0 4.8 3.8 3.8 3.5 3.3 5.8 5.8 
40 5.3 5.0 4.0 4.0 4.0 3.3 6.2 6.0 
50 5.5 5.3 4.0 4.1 4.3 3.6 6.3 6.3 
60 5.5 5.3 4.3 4.5 4.5 4.0 6.5 6.3 
70 5.8 5.5 4.5 4.8 4.8 4.3 6.5 6.5 
80 6.3 6.0 5.0 5.0 5.0 4.5 6.8 6.8 
90 6.5 6.3 5.5 5.5 5.5 5.0 6.8 7.0 

Table 3. Percentile table of the four higher-order dimensions organized by gender. 

 Previous professional experience  
Gender Academic year None 0-3 months 3-9 months >9 months Total 
Female 1 40 13 4  57 
 2 18 27 8 4 57 
 3 10 12 25 6 53 
 4   8 35 43 
Female Total  68 52 45 45 210 

Male 1 11 5  4 20 
 2 5 14 3 1 23 
 3 4 2 10 6 22 
 4   3 15 18 

Male Total  20 21 14 26 83 
Students’ Total  88 73 59 71 293 

Table 4. Number of students organized by gender, previous professional experience and academic year. 

The relationship between the four dimensions and student profile is analysed by comparing the 
impact of their professional experience and gender. Figure 2 illustrates the four higher-order values of 
Schwartz’s theory and their evolution depending on the professional experience organized by 
gender. In general, self-transcendence (6.1/7) and openness to change (5.2/7) are the highest scores 
while conservation (4.3/7) and self-enhancement (3.8/7) are the dimensions with the lowest scores. 
At first sight, it seems that greater previous professional experience influences the increase in 
openness to change and self-enhancement while it decreases in conservation. On the other hand, 
self-transcendence remains stable. These behaviours are similar if gender is considered, with the 
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exception of self-enhancement, slightly higher in males, and in self-transcendence where the value is 
lower in males with 3-9 months of previous professional experience. 

            
       

               
     

 Female Male Female Male Female Male Female Male 
 Openess to change Conservation Self- enhancement Self- transcendence 
      None 4.9 5.0 4.4 4.5 3.6 4.1 6.2 6.1 
      0-3 months 5.0 5.3 4.2 4.0 3.7 4.2 6.0 6.1 
      3-9 months 5.2 5.4 4.3 4.2 3.7 3.9 6.2 5.7 
      >9 months 5.5 5.8 4.1 4.2 3.8 4.4 6.1 6.2 

Figure 2. Means for values dimensions according to the student’s previous professional experience and gender. 

Next, the relation between the four EVAT dimensions and student profile variables was analysed by 
means of a Pearson correlation coefficient and portrayed as a scatter plot in Figure 3. The left side of 
the plot shows these relations divided by experience and coded by colour: Green for no experience, 
red for 0-3 months, blue for 3-9 months, and orange for more than 9 months. On the right side, the 
same plot is shown, but samples are organized by gender (blue for female, and orange for male). All 
student profile variables were tested with regards to the four EVAT dimensions by using an unpaired 
two-tailed t-test to find out whether they influence the value dimensions. For all tests, significance 
is considered only for p values smaller than 0.05. As portrayed in Figure 4. experience appeared to 
have a significant difference in openness to change (tval, p < 0.0001) between experience values of 
no experience and 9+ months. Experience does not appear to significantly affect any other variables. 
However, by dividing the sample by gender, self-enhancement shows a significant difference (tval, 
p < 0.0001). 
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Figure 3. Scatter plots and probability distributions for each of the four EVAT variables (openness to change, conservation, self-
enhancement, and self-transcendence) regarding student profile in terms of professional experience and gender. 
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1.0 
 
0.8 
 
0.6 
 
0.4 
 
0.2 
 
0.0   

     2.5 5.0 7.5 0.0 5.0 
  Openness to change Self-enhancement 

Figure 4. Probability distribution of variables showing significant differences. Left plot shows the distribution of Openness to change 
divided by experience. Significant differences are shown between no experience (green) and 9+ months (orange). Right plot shows 

the distribution of self-enhancement divided by gender (blue for females and orange for males) 

Regarding the second part of the study, different interviews were conducted to gain insight about 
how students describe themselves as employees, and their responses were classified according to 
the different value dimensions depicted in Table 2. The predominant value categories included 
openness to change with adjectives such as: ambitious, proactive, competent, adaptable, open-
minded, creative, active, flexible, self-challenging, and in the self- transcendence category where 
undergraduates described themselves as team players, loyal, trustful, helpful and empathetic 
employees. Undergraduate students were also asked about recognition; an aspect that allowed us to 
gather information concerning retention practices by HR professionals. The question in particular 
was: “As a leader, how would you recognize or congratulate employees?” Their answers were 
clearly divided into 2 value categories, with openness to change including initiatives such as small 
details, sharing positive feedback, training, recognition emails, verbal recognition, recognition 
events, and self-transcendence including initiatives such as outings and meals together, free time, 
free meals, extra vacation, work-life balance, massage, night free in the hotel. Therefore, HR 
practices that meet employees’ needs will result in a higher motivational workforce (Green et al., 
2017). 

Study two: HR professionals’ retention strategies 

The aim of the second study was to identify current awareness of HR professionals regarding the 
Millennial workforce motivation and what strategies they are following to retain them according to 
their needs.  

Figure 5 describes the profile of the 32 international hotel companies in terms of percentage of 
Millennials employed and their turnover percentage. These results are in line with the literature 
which states that the Millennial generation has become an important part of the workforce and, at 
the same time, their turnover is higher than in other sectors so keeping them motivated and engaged 
is still a challenge. Regarding questions, Table 4 summarizes the most common answers of HR 
professionals. Questions mainly focused on the most demanded attributes, their main retention 
strategies, most valued initiatives by Millennials, current actions and new initiatives to deal with 
turnover, and what initiatives they would do if they had unlimited resources. 

 

No experience 
9+ m ont s * p < 0.0001 

* p < 0.0001 
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Figure 5. Description of the yearly percentage of Millennial employees and their turnover percentage. The average company size is 
500 full-time employees. 

Variables Answers of HR professionals 

Most demanded 
attributes 

Achievement, active, ambitious, appreciative, benevolence, bossy, caring, competent, 
conformity, controller, conventional, convincing, creative, daring, decisive, diligent, 
disciplined, dominant, efficient, empathetic, energetic, explorer, fair, follower, goal-
focused, grateful, gratified, habit, hedonist, honest, improvement, influencer, leader, 
lively, loyal, methodical, novelty, obedient, open-minded, personal success, powerful, 
preservative, prestige, proactive, protective, restraint to change, retroactive, routine, 
security, self-challenging, self-directed, stability, stimulation, superiority, teamwork, 
tolerant, traditional, trustful, understanding, universalism, updating. 

Main retention 
challenges 

Constant feedback, do not understand the nature of the hospitality industry, get bored 
easily, lack of flexibility, need to progress quickly and have promotions, not loyal, not 
proactive. 

Current actions to deal 
with turnover 

Career development plans, explain the nature of the hospitality industry, mentoring 
programs, more flexibility, nothing, promotions, provide feedback, recognition 
programs, social events, training. 

Most valued initiatives 
by Millennials Feedback, promotions, social events, they value nothing, training. 

New initiatives to deal 
with turnover 

Development programs, flexibility, Millennial focus groups, nothing, social events, 
technological development. 

Initiatives to deal with 
turnover with 
unlimited resources 

Creation of strong brand to attract and retain Millennials, more development 
opportunities, more employee benefits, nothing, open-minded executive team, 
technology, training according to their needs, work-life balance. 

Table 5. Different keywords in alphabetical order, as mentioned during HR professionals’ interviews. For the question concerning 
the most demanded attributes, attributes offered to respondents corresponded to the ones described in Table 2, 

Findings were constructed using the yearly Millennial turnover ratio as the main variable, as shown 
in Table 6. In order to establish whether Millennials’ work values are in line with the key attributes 
that companies are looking for in their potential employees nowadays, HR professionals were asked 
to highlight the 3 most demanded attributes that a successful candidate to their companies should 
have. It is interesting to observe that teamwork, honesty, proactivity and empathy are the most 
repeated attributes from the long list of adjectives listed before and that teamwork and proactivity 
are always in the top 3 regardless of the Millennial turnover ratio. This agrees with previous 
research developed by Baird and Parayitam (2019) who identified interpersonal skills and working 
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well with others as key demanded attributes for employers. HR professionals look for attributes 
that fall under the categories of openness to   

change and self-transcendence; those attributes clearly match the needs of the industry: the 
hospitality industry is an industry made of people for people where success depends on the ability 
of employees to create successful service interactions (Lee-Ross and Pryce, 2012). 

Variables <25% 25%- 45% 46%-65% >65% I don’t know 

Top attributes 

Teamwork 1st 1st 1st 3rd 3rd 

Honesty 2nd    2nd 

Proactivity 3rd 2nd 2nd 1st 1st 

Empathy  3rd 3rd 2nd  

Main retention 
challenges 

Progress quickly 1st 1st 1st 1st 1st 

Constant feedback 2nd 2nd  2nd  
Lack of flexibility 3rd 3rd 3rd 3rd 2nd 

Not loyal   2nd  3rd 

Current actions 
to deal with 
turnover 

Explain industry nature  ●    
Promotions  ● ●  ● 
Provide feedback ●   ●  

Recognition programmes ●   ● ● 
Training ● ● ● ●  

The most valued 
initiatives by 
Millennials 

Feedback    ●  

Promotions     ● 
Training ● ● ●   

New initiatives to 
deal with 
turnover 

Development programmes ●     
Social events ●     

Initiatives to deal 
with turnover 
with unlimited 
resources 

More development 
opportunities 

●  ●  ● 

More employee benefits ●  ● ● ● 
Open-minded executive 
team 

●     

Training according to their 
needs 

 ● ● ● ● 

Table 6. HR professionals’ interview answers using the yearly Millennial turnover ratio as the main variable. Interviewees were 
asked to highlight 3 main attributes when looking for a potential employee for their companies and to highlight the 3 main retention 
challenges that they are facing nowadays. With regards to the other questions, no limit of answer was established. Results depicted 

above show their answers ordered per frequency number, with the first one being the most mentioned. 

Agreement was also reached when HR professionals were asked about the main challenges to retain 
this workforce. They highlighted that the need of this generation to progress very quickly, their 
demands for constant feedback, the lack of flexibility and the fact that they are not loyal are the 
common problems that affect them regardless of their turnover ratio. 

The relationship between Millennial turnover and actions that companies are developing to cope 
with their turnover ratio was then examined to see if implemented practices tackle the 
aforementioned problems directly. Companies with less than 25% of yearly turnover ratio focus on 
providing regular feedback, explaining the nature of the industry, recognition programmes and 

This is a post-print (final draft post-refeering)
Published in final edited form as

Ramírez, I., Fornells, A. and Del Cerro, S. Understanding undergraduates' 
work values as a tool to reduce organizational turnover. En: Education + 

Training, 2022. Vol.64, iss. 3, pp. 445.459.
Disponible a: https://doi.org/10.1108/ET-07-2021-0254

Po
st

-p
rin

t –
 A

va
ila

bl
e 

in
 h

tt
ps

:/
/d

au
.u

rl.
ed

u/



 

training, whereas companies with a turnover ratio between 46-65% or more implement practices 
such as training, internal promotions or career development plans. Within this range, some 
respondents alluded that it is up to Millennials to be responsible for their careers and to be loyal, so 
they develop no specific action to deal with it. Interviewed companies are giving less importance to 
examining flexibility. However, all of them are aware that this is one of the main reasons for 
Millennial turnover. Literature reinforces this importance of revising flexibility policies, stating that 
Millennials value promotion opportunities and pay raises (Milman and Dickson, 2014) (Lyons et 
al., 2015), flexibility in their schedules (Broadbridge et al., 2007) (Brown et al., 2015) (Richardson 
et al., 2012) (Waljee et al., 2018), freedom to coordinate their amount of work to do during work 
hours (Ukleja et al., 2010). In fact, graduates in the hospitality industry, tourism and leisure sectors 
may find it difficult to develop “positive psychological contracts in that many are likely to work for 
organizations which require employees to work relatively long hours which make it difficult to find a 
good balance between 

Training, feedback and promotions appear to be the most valued initiatives by Millennial 
employees, falling into the value categories of openness to change and self-transcendence. This is in 
line with findings obtained from the semi-structured interviews with undergraduates that mentioned 
values within those categories including other aspects such as sharing positive feedback, 
recognition emails, verbal recognition, recognition events, free time, free meals, extra vacation, 
work-life balance. From this question, it can be seen that work-life balance appears, together with 
extra vacation, as a key aspect to retain and recognize this generation. This finding highlights the 
importance of identifying Millennial values in order to create either short- or long-term strategies to 
improve employee welfare and reduce turnover (Ertas, 2015). When HR professionals were asked if 
they were planning on new initiatives for the upcoming year to retain Millennials, companies with a 
turnover ratio of <25% mentioned focusing on development programmes and creating more social 
events. However, those with a turnover ratio over 25% or the one unaware of their turnover ratio 
had no initiatives in the pipeline. 

Finally, HR professionals were asked what they would do if they had unlimited resources to retain 
Millennials. No significant differences were found in relation to their turnover ratio. Common ideas 
pointed at creating more development opportunities, having more employee benefits or providing 
tailor-made training according to their needs. These initiatives could very well tackle the issue of the 
need that the Millennial generation faces with regards to their career advancement; nevertheless, the 
aspect of work-life balance needs to be reinforced. A paradox raises from the results regarding the 
fact that they are not planning new actions even though they are aware of this need and one can 
argue that this might be due to the lack of flexibility and the hierarchical structure characteristic of 
this industry. 

Higher Education Applicability 

The EVAT scale together with the face-to-face semi-structured interviews allowed us to improve 
the employability of our students by helping to match student´s profile with organizational needs 
while improving the psychological contract. Moreover, the results of this research were shared with 
the career service department to increase the pool of companies that we collaborate with in terms of 
internships or jobs depending on what our students’ value. 

The methodology followed helped us to see if the values of our students were aligned with the ones 
that our industry requires. Moreover, the EVAT scale was implemented in our mentoring programs 
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promoting individual and group actions. Group actions included tutorial sessions to work on the 
work values that a particular group needed to improve, while individual actions included mentoring 
sessions structured using the EVAT scale as a as a previous step to create a personal development 
plan with our students. This methodology helped us to differentiate ourselves from competitors by 
offering a scientific approach to improve the employability of our students. 

Conclusions 

The high turnover rate in the hospitality sector has always been a concern due to its direct and 
indirect impact from the HR and financial perspective. Moreover, this situation has been aggravated 
in the case of the Millennial generation with new graduates entering the workforce. Although this 
problem has been addressed mostly from a generational global perspective, less emphasis has been 
put on work motivation based on values. New studies highlight the importance of considering work 
motivation based on values as an organizational strategy to reduce turnover and increase employee 
welfare. The research of this work focused on exploring the alignment between undergraduates’ 
work values and HR retention strategies through two different perspectives, with the aim of gaining 
insight about the results of current practices and what actions and initiatives may contribute to 
reduce the Millennials’ turnover. 

From the undergraduates’ perspective, a mixed approach using the EVAT tool with 293 students 
and 30 semi-structured interviews was used to identify relationships between the four higher-order 
values of Schwartz’s theory (openness to change, conservation, self-enhancement, and self-
transcendence) and the student profile in terms of gender and previous professional experience. The 
results conclude that undergraduates’ work values place themselves under the categories of self-
transcendence and openness to change; particularly, undergraduates define themselves as being self-
directed, creative, open-minded, energetic, active, caring, fair, tolerant, understanding, loyal, 
individuals who love to work in teams, trustful, grateful and empathetic. This classification 
highlights the importance for organizations to avoid any traditional approaches as a strategy to retain 
this generation. In fact, the nature of the hospitality industry itself, with its long work hours, lack of 
flexibility, hierarchical and traditional structure, can be a restraint for this generation, who describe 
themselves as employees that embrace diversity, teamwork, able to greatly communicate and with 
an advanced knowledge of technologies (Gorman et al., 2004). 

From the HR perspective, 32 HR professionals from 4- to 5-star international hotel chains were 
interviewed with semi-structured interviews to explore their awareness about the Millennial 
workforce motivational values and what strategies they are following to reduce their turnover. 
Participants highlighted their concerns regarding their current situation as the Millennial turnover 
ratio is still very high in comparison with other industries. From the sample, 43.75% of respondents 
had a yearly Millennial turnover ratio between 46-65% and there were 12.50% of companies with a 
turnover ratio greater than 65%. This can be due to the fact that, even though companies are aware 
of what pushes their Millennial workforce to leave (urge to progress very quickly, need of constant 
feedback, flexibility), the industry itself is not allowing to include practices that promote work-life 
balance and flexibility. Unfortunately, only by providing with training, feedback or promotions, it 
seems not to be enough for this generation, who are happy to move to another company that offers 
them the full package, even though this might occur in another industry. This is aligned with other 
works where research with a group of students undertaking a hospitality management degree course 
concluded that at least one third of students were not interested in having a career in the tourism 
industry after having had a professional experience in the sector (Richardson et al., 2012). 
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Finally, from the interviews, the mind-set of HR professionals seems to accept this situation, as 
those with a turnover ratio of 25% or higher have no plans to do anything to deal with the turnover 
challenge during the upcoming year. It is interesting to observe that companies that take care of 
their turnover are the ones with a turnover ratio of <25%. Only by understanding what is important 
for employees, can companies reshape their current strategies and prioritize their rewards criteria 
contributing to shape employee performance (Winter and Jackson, 2015). 

The findings highlight the importance of focusing on values when creating retention strategies, as 
Millennials’ values influence their needs and expectations at the work place. They feature that the 
problem of the hospitality industry in relation to the high turnover ratio of Millennial employees 
still needs to be addressed. From this study, and having in consideration previous research, it will be 
advisable to continue the investment in Millennials’ professional development and to focus more on 
providing strategies that include work-life balance, flexibility and freedom in schedules. 

Limitations and further research 

Although the findings are aligned with results and trends of other works, there are two main facts 
that limit the results. First, 80% of undergraduate students were from Spain. Second, HR managers 
were from 4- to 5-star hotels. Further work could extend this study to other student and company 
profiles in order to reinforce the findings. 

Within the fast-changing pace of organizations, it would be interesting to investigate if culture is a 
variable that influences the work values of the Millennial generation. Moreover, it would be 
advisable to explore more in depth HR practices that companies with a lower turnover ratio in the 
hospitality industry are undertaking and see if those practices are aligned with the work values of 
flexibility and work-life balance. This article proposes a process with two clearly differentiated 
stages within the hospitality industry; nevertheless, it can be applied to other disciplines with the 
objective of identifying and investigating the alignment of their employees’ work values and HR 
retention strategies. In fact, it would be very enriching to observe what other industries are doing to 
deal with unhealthy turnover ratios. 
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Dimension Description Main adjectives 

Openness to change Self-direction, 
stimulation, hedonism 

Creative, open-minded, explorer, novelty, energetic, active, 
lively, improvement, updating, efficiency, self- challenging, 
daring, proactive. 

Conservation Conformity, tradition, 
security 

Stability, restraint to change, obedient, follower, retroactive, 
conventional, methodical, habit, routine, disciplined, 
diligent, preservative. 

Self-Enhancement Achievement, power, 
hedonism 

Gratified, personal success, competent, dominant, ambitious, 
leader, controller, goal-focused, convincing, decisive, 
influencing, bossy, superiority, prestige. 

Self-Transcendence Universalism, 
benevolence 

Caring, fair, tolerant, empathetic, understanding, 
appreciative, protective, teamwork, loyal, honest, person you 
can trust, grateful. 
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Interview Questions Values 

1. How would you describe yourself as an employee? All 

2. If you feel comfortable in your workplace and your employer mentions that they 
are planning to have a small change in the daily procedures, do you feel open to the 
new situation or prefer to continue as before? 

Openness to change / 
Conservation 

3. How do you like decisions to be made when you are working within a team? Self-Transcendence 
/Self-Enhancement 

4. Where do you feel more comfortable: Performing a job where you have similar 
daily tasks or a job that often involves doing new tasks? 

Openness to change / 
Conservation 

5. Do you consider it is important to understand your team’s needs in order to have a 
good work environment, even though this means that it takes longer to achieve 
goals? 

Self-Transcendence / 
Self-Enhancement 

6. You realize that in your company there is a systematic unfair treatment towards 
other employees: How would you endure this situation? 

Self-Transcendence / 
Self-Enhancement 

7. In your opinion, what do you think is the maximum time to be in the same 
company? And in the same position? 

Openness to change / 
Conservation 

8. Is it important for you that your company has recognition activities and 
programmes for employees? You as a leader, how would you recognize or 
congratulate your employees? 

Self-Transcendence / 
Self-Enhancement 
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 Openness to change Conservation Self-enhancement Self-transcendence 

N Male Female Male Female Male Female Male Female 
Mean 5.4 5.1 4.2 4.3 4.2 3.7 6.1 6.1 

SD 0.8 0.9 0.9 0.9 1.0 1.0 0.8 0.8 

10 4.3 4.0 3.3 3.0 3.0 2.5 4.8 5.0 
20 4.6 4.5 3.5 3.5 3.3 3.0 5.5 5.5 
30 5.0 4.8 3.8 3.8 3.5 3.3 5.8 5.8 
40 5.3 5.0 4.0 4.0 4.0 3.3 6.2 6.0 
50 5.5 5.3 4.0 4.1 4.3 3.6 6.3 6.3 
60 5.5 5.3 4.3 4.5 4.5 4.0 6.5 6.3 
70 5.8 5.5 4.5 4.8 4.8 4.3 6.5 6.5 
80 6.3 6.0 5.0 5.0 5.0 4.5 6.8 6.8 
90 6.5 6.3 5.5 5.5 5.5 5.0 6.8 7.0 
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 Previous professional experience  
Gender Academic year None 0-3 months 3-9 months >9 months Total 

Female 1 40 13 4  57 
 2 18 27 8 4 57 
 3 10 12 25 6 53 
 4   8 35 43 

Female Total  68 52 45 45 210 
Male 1 11 5  4 20 
 2 5 14 3 1 23 
 3 4 2 10 6 22 
 4   3 15 18 
Male Total  20 21 14 26 83 

Students’ Total  88 73 59 71 293 

 

 

 
 Female Male Female Male Female Male Female Male 

 Openess to change Conservation Self-‐enhancement Self-­‐transcendence 

 None 4.9 5.0 4.4 4.5 3.6 4.1 6.2 6.1 

 0-­‐3 months 5.0 5.3 4.2 4.0 3.7 4.2 6.0 6.1 

 3-­‐9 months 5.2 5.4 4.3 4.2 3.7 3.9 6.2 5.7 

 >9 months 5.5 5.8 4.1 4.2 3.8 4.4 6.1 6.2 
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Conservation Self-

enhancement 
Self-

transcendence 

 

   No experience  Female   
   9 + months  Male   
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  2.5            5.0           7.5     0                           5.0 
 Openness to change Self-enhancement 
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25% 
 
 
 

20% 
 
 
 

15% 
 
 
 
10% 
 
 
 

5% 
 

 

 < 25% 
 25-45% 
 46-65% 
 > 65% 
 I don't know 

  < 40 % 40-60 % > 60 % 
  Percentage of Millennial employees 

 

Variables Answers of HR professionals 

Most demanded 
attributes 

Achievement, active, ambitious, appreciative, benevolence, bossy, caring, 
competent, conformity, controller, conventional, convincing, creative, daring, 
decisive, diligent, disciplined, dominant, efficient, empathetic, energetic, explorer, 
fair, follower, goal-focused, grateful, gratified, habit, hedonist, honest, 
improvement, influencer, leader, lively, loyal, methodical, novelty, obedient, 
open-minded, personal success, powerful, preservative, prestige, proactive, 
protective, restraint to change, retroactive, routine, security, self-challenging, self-
directed, stability, stimulation, superiority, teamwork, tolerant, traditional, trustful, 
understanding, universalism, updating. 

Main retention 
challenges 

Constant feedback, do not understand the nature of the hospitality industry, get 
bored easily, lack of flexibility, need to progress quickly and have promotions, not 
loyal, not proactive. 

Current actions to deal 
with turnover 

Career development plans, explain the nature of the hospitality industry, mentoring 
programs, more flexibility, nothing, promotions, provide feedback, recognition 
programs, social events, training. 

Most valued initiatives 
by Millennials 

Feedback, promotions, social events, they value nothing, training. 

New initiatives to deal 
with turnover 

Development programs, flexibility, Millennial focus groups, nothing, social events, 
technological development. 

Initiatives to deal with 
turnover with 
unlimited resources 

Creation of strong brand to attract and retain Millennials, more development 
opportunities, more employee benefits, nothing, open-minded executive team, 
technology, training according to their needs, work-life balance. 
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Variables <25% 25%- 45% 46%-65% >65% I don’t know 

Top attributes 

Teamwork 1st 1st 1st 3rd 3rd 

Honesty 2nd    2nd 

Proactivity 3rd 2nd 2nd 1st 1st 

Empathy  3rd 3rd 2nd  

Main retention 
challenges 

Progress quickly 1st 1st 1st 1st 1st 

Constant feedback 2nd 2nd  2nd  
Lack of flexibility 3rd 3rd 3rd 3rd 2nd 

Not loyal   2nd  3rd 

Current actions to 
deal with 
turnover 

Explain industry nature  ●    
Promotions  ● ●  ● 
Provide feedback ●   ●  

Recognition programmes ●   ● ● 
Training ● ● ● ●  

The most valued 
initiatives by 
Millennials 

Feedback    ●  
Promotions     ● 
Training ● ● ●   

New initiatives to 
deal with 
turnover 

Development programmes ●     
Social events ●     

Initiatives to deal 
with turnover 
with unlimited 

resources 

More development 
opportunities 

●  ●  ● 

More employee benefits ●  ● ● ● 
Open-minded executive 
team 

●     

Training according to their 
needs 

 ● ● ● ● 
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