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Background. As community colleges are increasingly composed of Millennial-aged
professionals, workforce retention of those professionals is now a major priority. The
Millennial generation is more diverse and more likely to be impacted by technology
than any generation before them and is a generation characterized by dual-income
partnerships. These and other factors impact their workplaces and their interests in
finding and keeping a job. Through the theoretical framework of living system theory,
this study explored the patterns (relationships) experienced by noninstructional
Millennials as they navigate work–life balance within existing human resources (HR)
programs in the community colleges where they are employed.
Purpose. This qualitative research study explored the relationship experienced
by Millennial-aged, noninstructional professionals at community colleges in
Washington State. The research focused on one question: How do Millennial
noninstructional administrators perceive, react to, and experience work–life initiatives
and work design when navigating work–life balance?

Setting. Semistructured interviews took place in person at the workplace of
each participant. Participants were from four separate community colleges. Two were
from rural community colleges with fewer than 3,000 full-time equivalent (FTE)
students, and two were from urban community colleges with more than 4,000 FTE
students.
Participants. Interviews were conducted with 13 individuals. All participants
had more than 2 years of professional experience, and all had some postsecondary
education.
Research design. A qualitative, semistructured interview process used
phenomenology as a framework to explore how participants perceived, reacted to,
and experienced navigating work–life balance with a traditional HR system. The
study sought perspectives and stories from participants in how they accessed or made
meaning of existing programs available to them as they integrate work and life.
Data collection and analysis. Interview data were transcribed and uploaded
into NVivo software and subjected to two coding cycles. The first cycle focused on
coding for broad organizational categories, and the second cycle focused on
substantive categories. Organizational categories were based on the literature review,
and substantive categories allowed me to code shared perceptions or reactions to the
participants’ experiences. In addition, the interview participants were given two
opportunities to provide member checking. They reviewed original transcript data and
emerging themes in an effort to ensure internal validity and accuracy in reflecting
their intent.

Findings. This research study greater defined the lived experience and found
support for five areas of potential impact in community college retention of
Millennial-aged, noninstructional employees. The five areas of potential impact in
retention are (a) the importance of the supervisor in work–life initiatives and balance;
(b) flexibility in work; (c) the definition of work; (d) liking the job or feeling that the
work is a part of their passion; and (e) pay, opportunities for career advancement, and
work flexibility.
Implications. Based on the findings of this study, community college leaders
are more likely to retain high-quality Millennial-aged administrators in
noninstructional positions if they understand and actively support the navigation of
work–life balance; create an environment that supports flexibility in work time, place,
type of work, and workflow; recognize the importance of passion in their employees;
acknowledge Millennials’ definitions of work; and understand that pay, career
advancement, and work flexibility are important to Millennials as they consider
whether to stay in their current positions. This study has helped to fill a research gap
in understanding the lived experience of Millennial-aged, noninstructional
administrators in community colleges.
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Chapter I: Focus and Significance
As our labor force ages and as Baby Boomers continue to retire, the workforce
increasingly consists of the Millennial-aged generation. The typical American worker
is different today than he or she was in past generations. This change in the nature of
the typical American worker results from the increasing number of Millennials, a
revolution in the use of technology, the changing structure of the American family,
increasing numbers of minorities, and a continuing transition in gender roles. To
maintain effective organizational policies, college leaders need to understand how
Millennials view traditional human resources (HR) employee retention programs.
This research focused on exploring how Millennial-aged noninstructional
administrators at community colleges in Washington State perceive, react to, and
experience traditional HR systems. To better understand whether existing work–life
initiatives provide a positive impact on employee turnover and satisfaction, this study
was conducted specifically to explore how Millennials interpret and experience
work–life initiatives designed to support their retention as employees. Importantly,
this study also fills a gap in the literature by describing the lived experiences of
Millennials as they navigate work–life balance within the traditional HR programs in
place. A similar rich description of a unique group of noninstructional administrators
at community colleges is missing from existing scholarly research.
Community colleges are part of the vast array of educational systems existing
in the American educational system. However, Living Systems theory informs us
that community colleges are not unique organizations, but instead belong to a family
of complex organizations that, to perform well, need to ensure that multiple sub-
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systems function efficiently, that formal structures align with the institutional purpose
and mission, and that the rules, as noted by Margret Wheatley in “Leadership and the
New Science,” need to consider the human element of the people who are operating
within these systems. People do not exist independent of their relationships
(Wheatley, 2006, p. 164). Those relationships impact an employee’s willingness to
participate in the long-term mission of the organization.
As modern large complex systems, community colleges have developed
distinct rules for noninstructional staff. When contrasted with faculty,
noninstructional employees have fewer tools available to them to help manage worklife balance. For noninstructional staff or classified employees there are separate
personnel manuals and in many cases, union contracts, regulating their work
environment. Their role more closely resembles the role of non-professional
employees in large private sector organizations than the role of professional full time
tenure-track faculty. In order to provide insight into ways the operation of a
community college that delivers education can be more efficient this dissertation
focuses more specifically on the lived experience of the administrators of this unique
population that makes up nearly half of all employees within the larger system
Community colleges spend a high proportion of their budgets on personnel
(Goldstein, 2012; Government Finance Officers Association, n.d.). Decisions to hire
and retain personnel are important because they are among the most significant cost
drivers for colleges and universities (Goldstein, 2012). As technology impacts the
way we work, it also impacts the ways that colleges operate and educate students.
Today’s college students expect to access courses through online catalogs and to
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participate in classes that may be taught either in-person, online, or in a hybrid
format. They check their grades through a Web portal, access information through a
campus wireless network, utilize online business services and payment options, and
work on simulator mannequins all supported by information technology, enrollment
services, and marketing. These functions are managed, implemented, and supervised
by noninstructional staff members across the colleges. “Many colleges are moving to
offer many traditional face-to-face services online to meet student demands and
needs” (Ho, 2012, p. 3). As the tasks to operate a college increase in complexity, and
as both instruction and associated support services continue to be offered using online
technology, the costs to attract and retain qualified noninstructional support personnel
and the supervisors necessary to coordinate those services also increase.
It is expensive to replace trained personnel and especially expensive to replace
highly trained, highly skilled supervisory personnel. Replacement costs include the
time to study organizational needs, update the job descriptions, advertise the position,
review candidates, and complete reference checks and background reports. “Studies
have found that the cost of replacing lost talent is 70 to 200 percent of each lost
employee’s annual salary” (Kaye & Jordan-Evans, 2001, p. 6). Retention of
employees is important not only because of the significant costs to replace them but
also because organizational knowledge and consistency are lost in areas where
turnover exists. HR is well researched broadly in both the private and public sectors,
and both sectors have been researching ways to enhance employee satisfaction and
reduce turnover to increase productivity.
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Millennials have unique experiences, and current trends show that HR
programs will need to adjust to support this transition. According to the U.S. Census
Bureau (2011), women are working later into pregnancy and returning to work more
rapidly after having their first children. This transition impacts the kinds of work–life
initiatives that support women in the workplace. A 2006 study of American families
showed that only 17% of families consistently eat dinner together and that nearly half
of Americans say they eat most meals away from home or on the go (Larson,
Branscomb & Wiley, 2006). This change in family lifestyle is due to work hours,
overscheduled children’s activities, and increased mobility. “Working mothers are
more often in dual earner couples or are single parents” (WFD Consulting, 2013, p.
5). America is also seeing a trend that young adults are delaying marriage and having
children. In addition, young adults are also less likely to own a home by age 30 years
than was the case a generation ago (Taylor, Parker, Morin, Patten, & Brown, 2014).
These trends document that work–life initiatives must be designed to support the
retention of Millennial-aged employees with an emphasis on flexibility.
What is known about the emerging Millennial generation is found in current
studies on the characteristics of Millennials that distinguish them from other
generations; these studies have posited that organizations will need to work harder to
retain and engage Millennials in their jobs (Alsop, 2008). Millennial retention
programs need to respond to the value that Millennials place on valuing the work they
perform, a positive work environment and culture, the opportunity for advancement,
and understanding their value of leisure over work (Alsop, 2008; Howe & Strauss,
2000). As this generation continues to mature and develop within the workforce,
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research is needed to understand how they are reacting to traditional HR programs.
Currently no research has addressed how Millennial-aged noninstructional
administrators are reacting to the traditional HR programs found in their colleges,
even in the face of the fact that noninstructional administrators and staff make up
nearly 50% of community college employees.
Within community colleges, not only do noninstructional staff make up nearly
half of the colleges’ employees but noninstructional professionals play an
increasingly significant role as more and more noninstructional functions are added to
the campuses. These employees staff and supervise admissions, record keeping,
libraries, student services, financial aid, housing and food services, registration,
maintenance, security, information technology, public information, foundation
offices, and transportation. Most campuses now use noninstructional support
personnel to support the growing number of online courses through e-learning staff
positions. Among the 13,961 full-time, state-funded employees in Washington State’s
community and technical colleges for the 2014–2015 academic year, 6,028 (48%)
were classified as holding administrative or professional-technical positions falling
within the noninstructional administrator category (State Board for Community and
Technical Colleges, n.d.). This group of employees has not been reported on in
previous organizational studies about the structure and function of community
colleges, and little is known about the attitudes and motivations of the administrators
who make up nearly half of the employees on a community college campus.
Understanding this group is important not only for managing this classification of
employees but also for retaining the best and brightest of the group.
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While some existing HR programs include work–life initiatives designed to
help workers balance work and life, many HR programs have not kept up with the
needs of Millennials or 21st-century families. According to the Council for Economic
Advisers (2014), “overall, one-third of workers have passed up a job because it
conflicted with family obligations, including 49 percent of working parents with kids
under 18” (p. 24). The council went on to state,
Workers struggling to balance their work and family obligations are
increasingly choosing to work for employers that offer flexibility, and, in
some cases, workers are leaving jobs that do not offer flexibility or time they
need to address their family responsibilities. (p. 24)
Washington State’s political establishment has recognized the need for
workplace flexibility. Washington State’s governor, Jay Inslee, signed Executive
Order 16-07 in June 2016, requiring executive-level cabinet agencies in Washington
to create a culture that “empowers employees with choice, enables excellent
performance, supports all generations, and is mindful of our impact on the
environment” (Inslee, 2016). The memo called for Washington State agencies to
enable a mobile workforce that must include telework and flexible work hours in an
effort to focus on “what you do, not where you do it.” Despite this statewide order
and availability of research supporting its effectiveness, not all community colleges in
Washington have a formal teleworking policy. Those that have established a formal
teleworking policy still struggle with implementing telework or flexible work hour
arrangements. Even more important is the fact that not all telework or flexible work
hour arrangements are designed for noninstructional personnel and their supervisors.
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This study focused on documenting the extent to which noninstructional support
personnel in community colleges feel that the policies at their institutions do support
telework or flexible work hour arrangements per the legislation already in existence.
While the areas of traditional HR programs like work–life initiatives and work
design (flexible work hours and location) are well researched broadly, limited
knowledge exists in understanding how Millennials perceive and experience these
initiatives. Millennials’ lived experiences and interpretations of work–life initiatives
are important to understanding if these initiatives are going to reduce turnover and
increase satisfaction. More specifically, as outlined earlier, limited research has been
done on the noninstructional administrators in community colleges, who make up a
large portion of staff. If community colleges wish to understand the needs of
noninstructional administrators and maximize their contributions to the organizations
while minimizing the turnover of these employees, research is needed to understand
organizational policy related to telework, flexible work arrangements, incentives, and
the work environment.
Research Problem
Much research has focused on commercial enterprises and work–life balance,
conflict, and satisfaction (Greenhaus, Collins, & Shaw, 2003). A body of research
exists examining higher education faculty work–life balance and work–life conflict
(Bailey, 2008; Ervin, 2012; Gibson & Murray, 2009; Jones & Taylor, 2013; Key,
2013; Latz & Rediger, 2014; Martinez, Ordu, Della Sala, & McFarlane, 2013;
Mukhtar, 2012; Wolf-Wendel, Ward, & Twombly, 2007). However, a limited number
of studies have focused solely on community colleges, and fewer have paid specific
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attention to retaining noninstructional administrators at community colleges.
Noninstructional administrators are unique in their schedule requirements, have
unique collective bargaining agreement contracts, and work outside the flexibility of a
faculty schedule. Their experiences deserve attention, as they impact the operation of
community colleges as a whole.
Work design was one of the factors considered in a study by Bailey (2008)
focusing on instructional deans. The study found discontent among the instructional
deans with the high level of work but provided no strategies for fixing the issue.
Madsen (2003) studied the effects of teleworking policies on employees and found
that employees who had access to teleworking (work design flexibility) perceived
fewer issues with their work–family conflict. These studies by Bailey and Madsen
provide value to the research area surrounding work–life balance and employee
retention generally but do not hone in on Millennial-aged employees or
noninstructional administrators. Work–life balance and employee retention for
Millennials in community colleges deserves attention to prepare community colleges
for the transition of talent and to inform policy making.
Research Gaps
Recent studies have found that work–family conflict has affected individuals’
health and decreased individual performance in the home and workplace (Madsen,
2003). Providing additional research, like this proposal, supports scholarly literature
through examining an emerging generation, in this case, Millennial-aged
noninstructional administrators, within the workforce and exploring how traditional
HR systems will support Millennials’ retention. This research is not designed to
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affirm a larger theory on its own but instead to provide the scholarly literature with
empirical exploration of Millennials as an emerging population in the workforce with
specific attention to noninstructional administrators and how they perceive traditional
work–life initiatives.
Researchers, system, and HR development (HRD) theorists will benefit from
the results of this study, as they add to the body of knowledge exploring the support
of Millennial-aged administrators in community colleges. The results can be used
either to contribute toward confirming emerging theory around work–life balance in
community colleges for Millennials or to add to the case for future research
initiatives.
Work–life balance has been researched broadly. Studies have focused on
predicting job satisfaction (Ervin, 2012; Greenhaus et al., 2003; Hennessey, 2007;
Mukhtar, 2012). Attention has been paid to faculty or instructional administration and
work–life balance (Bailey, 2008; Mukhtar, 2012). However, faculty experience
different schedules and work requirements than administrators. This research has
added to the literature by focusing on noninstructional administrators in community
colleges and including a unique perspective in focusing on Millennials, who
increasingly make up the majority of employees in this category.
This addition to the literature provides community college leaders with
opportunities to understand how some Millennials in noninstructional administration
perceive and react to traditional HR initiatives. This will help leaders to explore
whether traditional HR programs, designed to retain employees, are being interpreted
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as a positive effort that decreases turnover and increases satisfaction among
Millennials.
Theoretical Perspectives
Living systems theory guided this research study. Living systems theory
provides a comprehensive theoretical framework. Community colleges are open
systems that are greatly impacted by changes in the external environment. Change is
consistently occurring, and the major change that is documented in this study is the
impact of a new generation entering the workforce and employment of the colleges.
Within living systems theory, there is focus on patterns, process, and structure
(Capra, 1996). Structure is “the physical embodiment of the system’s pattern of
organization” (p. 161). Structure includes things like matter and quantities. It is what
makes up the organization or living thing. Pattern comprises the relationships
between those parts. It is nonmaterial and focuses on qualities and interconnected
relationships. Pattern is “the configuration of relationships that determines the
system’s essential characteristics” (p. 161). Finally, process is also nonmaterial. It is
the process of life, “the activity involved in the continual embodiment of the system’s
pattern of organization” (p. 161).
This research focused on finding patterns in the perceptions of, reactions to,
and experiences of participants who are the structure within the process of HR
retention programs. By description, community colleges can be considered open
systems that survive on a constant flow of information, ideas, and inputs, much like
the matter and energy that make a living organism an open system (Capra, 1996). A
system is open when it exchanges materials, energies, or information with its
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environment (Buckley, 1968). Community colleges accept inputs of ideas,
requirements, and information from ever-changing federal and state budgets, a
constant flow of students with different expectations of education, and economies and
workforces that evolve, to name a few examples. Community colleges still need to
attract and retain employees in an environment impacted by the generation swap that
is occurring.
By focusing on a system of inputs supporting employee retention, the study
explored initiatives with which Millennials come into contact and how they have
reacted to those inputs in making work–life balance decisions. Equally important, HR
and HRD programs are designed as a system of supports to acknowledge the need for
a variety of ways to maneuver work–life issues. No one initiative will solve all
problems; instead, a spectrum of options is necessary to recruit and retain. This study
was designed to enable community college administrators to understand the
effectiveness of existing and proposed work–life initiatives in the satisfaction and
retention of noninstructional employees.
Purpose of the Study and Research Questions
The purpose of this research study was to explore how Millennial-aged
noninstructional administrators at community colleges in Washington State
experience traditional HR programs such as work–life initiatives and work design.
Specifically, it asked the following:
RQ: How do Millennial noninstructional administrators perceive, react to, and
experience work–life initiatives and work design?
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Existing research has alluded to Millennials making different decisions from
the previous generation in retaining their positions. The generation is certainly
unique; they are the largest generation, the most diverse, more connected to
technology than any other generation, and the most educated (Council of Economic
Advisers, 2014). This study attempted to identify patterns in how Millennial
participants’ experience these HR inputs for the purposes of informing decisionmaking.
Practical Significance
This study is important and applicable to current and future community
college administrators. The intent of this research was to provide leaders with
information that can guide their efforts to retain Millennial talent at their institutions.
As a transition in generations affects the workforce, leaders at community colleges
will need to be prepared to retain talent within the new generation’s expectations.
Exploring how the Millennial generation interprets traditional HR initiatives helps
guide HR program development in community colleges. The results provide
perspectives on how Millennials experience traditional HR initiatives as they are
employed in community colleges as noninstructional administrators. This gives
leaders insight that can help them design HR strategies to accomplish their employee
retention goals as related to noninstructional employees. Equally important, should
budget challenges arise, the results may suggest opportunities to deter turnover and
increase satisfaction beyond salary increases alone by better understanding how
noninstructional Millennials in community colleges interpret existing work–life
initiatives.
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This study is also of benefit to HR leaders at community colleges to expand
their understanding of talent conservation. The results of this study provide missing
details on the lived experiences of these initiatives by Millennials in noninstructional
positions. This assists with the effort to understand whether existing HR programs are
responsive to the largest generation in the workforce. The results inform practical
applications and perspectives in designing future HR policy and programs.
Summary
As generations swap in the workforce, the need to recruit and retain talent
continues to be important. There is a missing voice in understanding the experiences
of employees in the new Millennial generation, largely due to a gap in research on
noninstructional administrators at community colleges. To inform decision-making
and fill in gaps in the research, this study focused on exploring the lived experiences
of Millennial-aged noninstructional administrators at community colleges while they
navigate work–life balance. The outcome of this study enhances our understanding of
how traditional HR systems support the Millennial workforce in the community
college.
Chapter II: Literature Review
The purpose of the literature review is to understand existing knowledge on
the Millennial generation, traditional HR initiatives, and community colleges. It
examines the current understanding of the emerging Millennial generation. In
addition, it explores literature on higher education and work–life balance, including
approaches, such as qualitative studies using a phenomenological perspective. The
review shows how the existing knowledge left gaps for the current research,
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supporting the need for additional research. It also provides examples of how
phenomenology has been used in similar studies. Finally, this section provides a brief
overview and critique of some of the existing literature. These major themes build a
foundation for how existing literature contributed to the design of the research
project.
This section begins by describing the literature search process. It then turns to
some definitions. The remainder of the section discusses the major themes identified
in the literature.
Literature Search Process
A majority of sources used to search for articles were through Oregon State
University’s (OSU’s) library Web site, but Google Scholar provided additional
sources for dissertations that were not available through OSU’s library. Those
dissertations were then requested through interlibrary loan. To search for sources for
this literature review, a variety of search terms and databases were used. The primary
databases used were Academic Search Premier, EBSCOhost Business Source
Premier, Education Resource Information Center (ERIC), SAGE Premier, and
Education Research Complete. Additional sources were requested through
interlibrary loan, provided through the College-University Work-Life-Family
Association, Boston College Center for Work and Family, and Work and Family
Researchers Network searches. The initial search term used was “work–life balance”
in an effort to understand the broader body of research. Further terms were selected
based on their use in applicable articles that led closer to the intended topic of the
dissertation. Those terms included “work–life balance college,” “work–life balance
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community college,” “work–life conflict college,” “work–life initiatives,” “Millennial
generation,” “Millennial generation human resources,” “Millennial work–life
balance,” “human resource development,” “work–life balance, employee turnover,”
“work–life balance, phenomenology,” “employee turnover,” and “Millennial
retention.” Sources incorporated into this research were published in English, focused
on U.S. research or issues, and produced within the past 25 years to focus on the
country for the research and incorporate recent additions to the literature to provide
perspective in designing the research. Two additional works were added since they
were referenced consistently in selected articles. Thomas and Ganster’s (1995) and
Greenhaus and Beutell’s (1985) articles both provided the sources for definitions used
to guide the research. This approach to the search ensured that I stayed within a
similar and focused path through the literature, given that much is available on the
broader topics of work–life balance. This approach also provided a way to start
broadly and then narrow the focus toward the intended research question.
Definitions
This research focused on a broad body of knowledge centered on work–life
balance. This included using terms such as work–life balance, work–family conflict,
work–life initiatives, and work design. Because the history of this broader topic is
lengthy, key terms are defined to ensure common understanding of their use
throughout the research and to avoid ambiguities in definitions across sources.
Work–life balance, for the purposes of this dissertation, means the degree to
which individuals attain equal levels of engagement and satisfaction in work and life
roles (Greenhaus et al., 2003).
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Work–family conflict is defined as interrole conflict in which the role
pressures from the work and family domains are mutually incompatible (Greenhaus
& Beutell, 1985).
Work–life initiatives are defined as actions employers take to help overcome
the tensions existing between the demands of work and home (Morris, StorbergWalker, & McMillan, 2009). Examples of work–life initiatives are policies such as
flexible work schedules or services that make managing family responsibilities easier,
such as child care, elder care, information and referral services, telecommuting, job
sharing, parenting seminars, and family leave (Thomas & Ganster, 1995).
Work design is used in this dissertation to refer to individual autonomy within
work responsibilities, including decision-making.
Time-based conflict is defined as when participation in one role makes it
impossible to meet expectations in another role due to time pressures from one role or
preoccupation with one role that affects the ability to meet the demands of the other
(Greenhaus & Beutell, 1985).
Strain-based conflict is defined as strain caused when one role makes it
difficult to comply with the demands of another (Greenhaus & Beutell, 1985).
Behavior-based conflict is defined as when the behavior expected in one role
is incompatible with the behavior in another role (Greenhaus & Beutell, 1985).
Millennial generation refers to individuals born in the early 1980s to the early
2000s (Council of Economic Advisers, 2014). For the purposes of this study, the
Millennial generation begins with those born starting in 1982, and the sample for this
study does not include respondents under the age of 18 years.
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Human resource incentives are practices designed to induce motivation and
attachment to an organization (Batt & Valcour, 2003). They include high relative pay,
employment security, and career-development opportunities.
Flexible work is a practice that allows different starting and quitting times but
specifies the number of hours required within a particular period (West, 2012). This
could include flexibility in work location, duties, and workflow in addition to time.
Telework is defined as allowing employees to work away from the traditional
worksite (West, 2012). This category refers to work carried out by employees of
organizations in which the employees experience significant flexibility in work
locations and that may include flexibility in work hours (Dharmasiri, Ammete, Baur,
& Buckley, 2012).
Millennials
Generation X, with a population peak of 65.8 million, is filling the vacancies
left by the Baby Boomers as they leave the workforce or retire. Baby Boomers
currently total a population of 76 million. As this generation swap occurs, based on
the difference in population numbers, community colleges will have fewer highly
qualified candidates for top positions. This turnover based on an aging Baby Boomer
population is already being experienced as transitions at the CEO level in community
colleges are increasing from an average of 40 transitions per year to more than 100
transitions to new CEOs per year (Hammond, 2013). Employing new administrators
will be further complicated as the next generation, the Millennials, fill gaps in the
workforce and bring with them a unique set of experiences and expectations.
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Individuals born in the Millennial generation share experiences that make
them unique in comparison to the generations before them. They are most commonly
referred to as being individuals born in the early 1980s to the early 2000s (Council of
Economic Advisers, 2014). According to a 2014 U.S. Census Bureau report, this
generation is more educated than young adults in 1980, more likely than Generation
X and Baby Boomers to have been foreign born, more likely to speak a language
other than English at home, more likely to live in poverty and be unemployed, and
less likely to be married. This group lives in a time period that has been shaped by
technology and place great value on their role in family and society (Council for
Economic Advisers, 2014). Their expectations of the workplace are impacted by their
experiences in life, and their preferences for how to be supported while at work are
likely to be different. However, attracting and retaining employees is important.
There are many ways to look at characteristics and how people differ. One of
those ways is by focusing on a generation. “There are other sources of diversity of
ideas, values and behavior including racial-ethnic differences, regional and cultural
differences, socioeconomic differences and age, gender, and ability” (Twenge, 2006,
p. 8). However, generational differences impact the workforce and this study directly.
“Millennials . . . make up most of the current new entrants to the workforce, and they
are bringing with them a set of attitudes, values, beliefs, and behavioral styles shaped
by events immediately preceding and following the year 2000” (Sauser & Sims, 2012,
p. 4). Employers will need to work to retain this generation because the expectations
they are bringing with them to the workforce are different. “Best practices would
suggest that savvy employers be aware of the generational mix of their workers and
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design programs that appeal to and address the needs of this changing workforce”
(West, 2012, p. 202). Characteristics presented about the Millennial generation are
common but not universal. Working toward retention of this generation of employees
will require that companies
work harder to keep Millennials engaged in their jobs. That means clearly
showing them the value and impact of their work, creating a collegial, and
team-oriented culture, and above all, offering them a rich variety of
opportunities to advance in their careers. (Alsop, 2008, p. 48)
Recent research has said much about what to expect Millennials to value, including
leisure over work and extrinsic rewards (status, money, fame, image) over intrinsic
rewards (self-acceptance, affiliation, community) and altruistic work values, such as
helping others and societal worth (Howe & Strauss, 2000). Not only are more
Millennial-aged women in the workforce than previous generations, but also more
women feel it is required to be so. WFD Consulting found in a 2013 study that 61%
of responding women under the age of 40 years felt that working while raising a
family is a necessity. In that same study, “both working mothers and fathers say that
more flexibility and control over work hours would help them better manage work
and family responsibilities” (WFD Consulting, 2013, p. 10). These working families
are adjusting to new habits like smartphones during dinner as a common and frequent
source of interruption and dissatisfaction (WFD Consulting, 2013). Contrary to prior
generations, Millennials are experiencing an increasing impact of technology, delays
in making adult commitments, changing gender roles, changing nature of careers, and
changing expectations of work (Harrington, Van Deusen, Sabatinin Fraone, &
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Morelock, 2015). These changing expectations of work include high expectations of
work–life balance, career advancement, training and development, meaningful work
and career satisfaction, and low expectations of job security, although still being
highly valued (Harrington et al., 2015).
“Because of their great expectations, Millennials are notoriously fickle and
prone to job hopping. In fact, some employers consider retention a bigger challenge
than recruiting this young generation” (Alsop, 2008, p. 48). Often mentioned is that
Millennial generation “is likely to equate job satisfaction with a positive work
climate, flexibility, and the opportunity to learn and grow more than any prior
generation” (Eisner, 2005, p. 8). “For Millennials, work–life integration is a key
driver of their work satisfaction, and yet another means through which they attempt to
satisfy their core work motivation surrounding meaningfulness” (Quatro, 2012, p.
331).
As the Millennial generation emerges and develops within the workforce,
research is being done to identify the most common characteristics to assist
employers with creating a system that supports the generation mix in the workplace.
This HR system is not one principle that solves all problems but instead a group of
initiatives, an environment, and ideas that support the spectrum of issues that might
arise.
Systems Theory as an Approach to Human Resources and Human Resources
Development
Organizational theory has developed from cooperative systems theory by
Chester Barnard to Max Weber’s bureaucracy theory and continues to evolve today.
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More recently, organizational theorists have viewed organizations as systems with the
emergence and evolution of systems theories. Capra (1996) introduced the living
systems theory, which views organizations in line with biological and ecological
tenets found in the study of living organisms. This theory has applicability in
community colleges and within HRD.
Structures, patterns, and processes as outlined in Capra’s (1996) work exist
within community colleges. Like living systems, community colleges are affected by
a consistent flow of information and ideas based on initiatives and changes in
workforce and education needs among their students, in the community, and in the
country. Because a system view calls for not a single input that affects the system but
rather a series of inputs at varying levels that provide support for the intended
outcome, the theory does provide support to the design of HR and HRD programs at
community colleges.
HR and HRD systems provide employees with programs that assist them with
balancing their work and life obligations. This can include work–life initiatives and
work design. Work design and work–life initiatives have been shown to lower
turnover intent and work–family conflict (Batt & Valcour, 2003).
Living systems theorists build the case that living organizations, such as the
HR and HRD functions at colleges, need to manage their structures, patterns, and
processes. System theory focuses not only on the organization as a system but also on
the individual. For the individual to perform optimally, he or she needs to function
effectively, and that can include managing work–family conflict. Madsen’s (2003)
study, designed through the living systems perspective, found support for the premise
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that the relationship between teleworking, which is a work–life initiative, and work–
family conflict can be used to design support for employee optimal performance. This
study focused on nonprofit employees in the St. Paul area of Minnesota and may not
be applicable to employees in higher education, given that organizational policies
vary between types of organizations. While systems theory as foundational theory in
HRD is broadly accepted, exploration of its use in the practice of HRD has been
lacking (Yawson, 2013). An empirical exploration is still needed.
Batt and Valcour (2003) completed another systems theory–framed research
project. The researchers distributed a survey to more than 550 dual-earner couples
from seven organizations in professional, technical positions in industry. The survey
was designed to measure HR and HRD incentives, work design, and work–life
initiative effects on turnover intent, work–family conflict, and perception of control
over work. The results found that flexible work policies, which are work–life
initiatives, did not have an effect on work–family conflict but did have a positive
effect on turnover intention. The study also found that salary and job security, both
HR incentives, tend to decrease turnover intentions, whereas the presence of careerdevelopment benefits was associated with an increased probability of turnover.
Finally, they that found the number of weekly work hours is positively related to
work–family conflict and, thus, to turnover intention. Batt and Valcour’s study
contributed to the knowledge of systems theory and HR programs, and this study has
built on that study as it focused specifically on support personnel working as
noninstructional administrators in today’s community colleges.
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The Emerging Millennial Generation
A limited number of studies have focused on the Millennial generation and
their work preferences. In a 2012 study by S. Smith and Galbraith, Millennial-aged
student employees in libraries were surveyed to find out more about how to recruit
and retain them in the Lee Library at Brigham Young University. This quantitative
study sought “insight about the motivation and best management practices of
Millennials as student workers to the benefit of the library community” (p. 136). S.
Smith and Galbraith found that respondents named flexibility, proximity, enjoyable
work, and work environment as the top factors that motivate them to stay in a job.
When asked what they look for in a prospective job, the student employees named
meaningful work and growth opportunities. The authors also found that flexibility,
personal satisfaction, and growth opportunities have the most impact on Millennial
recruitment and retention. S. Smith and Galbraith stated that “Millennials value
flexibility because balancing work and their personal lives is very important to them,
and they want the flexibility to make and keep personal and social commitments” (p.
138). They went on to note that similarly, they are looking for personal satisfaction in
their work, meaning they are doing a job that can change the world. Finally, their
study found that respondents to the survey expected to get a promotion every 2–3
years, and they expected to be able to grow and change in their positions. The results
of the S. Smith and Galbraith study suggest common themes that are associated with
Millennials. Their findings may or may not be applicable to employees at a
community college. The employees they studied were employed at a university,
which may have employment practices that are somewhat different from those at
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community colleges. Furthermore, the subjects for the S. Smith and Galbraith study
were mostly students, and students may not view their current position as directly
related to their intended career.
Gursoy, Maier, and Chi (2008) studied recruitment and retention of highly
qualified workers in the hospitality workforce by comparing work values and
generational gaps. This study compared responses across generations to contrast the
results. Using focus groups, the study found that Millennial respondents were not
loyal to their companies and planned to keep their options open. The Millennials
valued flexibility and professional development. While this qualitative approach
provided useful results, the respondents were not working in higher education or at
community colleges. Additionally, Gursoy et al. were comparing values across
generations rather than focusing on the values of one generation.
Price, Waterhouse, Cooper (2011) undertook a survey of more than 4,000 of
their own Millennial-aged workers or job applicants located in 75 countries. Similar
to Gursoy et al. (2008), the results showed that Millennials did not expect to remain
with their current employer. The two most important benefits that Millennials
required were professional development and work–life balance. Cash benefits, such
as bonuses, were rated as the third most important. Millennials reported that
technology played an important role in their jobs. West (2012) suggested that
telework may be a successful approach, because “it meets their interests in autonomy,
work–life balance, and opportunities to use their computer competencies” (p. 209).
Harrington et al. (2015) completed a mixed-methods approach to study young
adults’ views on work, life, and success. The sample included individuals aged 22–35
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years in private companies. The study started with 26 qualitative interviews followed
up with an online survey of an additional 1,100 participants. The study resulted in
four recommendations for employers: help young adults develop their career
navigation skills, provide opportunities for development and advancement, recognize
the critical importance of managers as the “face of the corporation’s culture,” and
foster a more balanced and flexible work environment. The study affirmed the
importance of career advancement, salary, benefits, work–life balance, and job
security for Millennials. Three-quarters of respondents agreed or strongly agreed that
offering flexibility to employees in completing their work was a strategic way of
doing business. Respondents who felt most strongly that their managers cared about
their well-being were more satisfied with their jobs, emphasizing the role of managers
in young adults’ job satisfaction. The study found the top four reasons young adults
would voluntarily leave their jobs were to make more money (financial), to move
forward in their careers, to pursue work more aligned with their passions, and to have
more flexibility/better work–life balance. This emphasized the importance of helping
employees find congruence between their values and those of the company. The study
affirmed that young adults feel that life outside of work is more important than their
careers to their identities. According to the study, Millennials rated the following as
extremely important: work–life balance (44%), job satisfaction (43%), salary/salary
growth rate (35%), achievement of personal goals (27%), work achievements (25%),
and development of new skills (24%). This study, however, did not focus on
Millennials working in higher education or community colleges. However the
findings of this study do suggest areas that young adult workers view as important to
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work life and success. It is helpful to frame questions that can be used to interview
Millennial employees working in noninstructional areas in community colleges.
This body of research on the Millennial generation has suggested that work–
life balance or work–life harmony issues may be of great importance and the
programs that would best support the retention of Millennials will need to include a
system of supports that address job satisfaction, career advancement, supervisor
support, flexibility in the work environment, and salary. The existing research has
suggested that as gender roles and technology change the modern American worker,
organizations may need to focus more time and attention on work–life initiatives, job
satisfaction, and supervisor support.
Higher Education and Work–Life Balance
Work–life initiatives have been examined in terms of their impact on
absenteeism, recruitment, employee engagement, and productivity (Cascio & Young,
2005; Gilbreath & Montesino, 2006; Morris et al., 2009). The study of work–life
balance in higher education remains somewhat limited, with virtually nothing focused
on community colleges (rather than 4-year colleges) and positions in administration.
Martinez et al. (2013) used qualitative interviews to learn more about doctoral
students’ attempts to balance work and life. This study found that program staff can
facilitate degree attainment for students by providing financial support, flexibility in
school and work schedules, and support services tailored to address doctoral students’
needs. While the study adds to the potential for support of work–life balance through
work–life initiatives, its sample does not focus on community college employees, and
so results may not be applicable to that population.
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Flexible work schedules are a work–life initiative that has not been well
researched at the community college level with attention paid to positions in
administration. Some studies have supported the need for work–life initiatives, such
as Key (2013), Latz and Rediger (2014), and Wolf-Wendel et al. (2007), all of whom
studied job satisfaction and work–life balance in community college faculty through
qualitative interviews. Key’s (2013) work identified that time-based conflict is the
biggest challenge for the faculty interviewed. Latz and Rediger (2014) also focused
on interviews of faculty members, looking specifically at how work–life balance
changes over time for faculty members. Through a sample of female faculty
members, Wolf-Wendel et al. (2007) found that respondents to their interviews took
positions at community colleges because they felt community colleges were more
compatible with wanting a family and focusing on teaching. However, none of the
three studies provides quantitative outcomes that can be generalized to a larger
population, and they exclude the staff in administration positions at the colleges. They
also do not provide research that supports the impact of work–life initiatives at
community colleges.
Bailey’s (2008) work examined job satisfaction and work–life balance for
occupational deans through qualitative interviews. Interviews with nine deans
revealed that work–life balance required support from both the institution and
personal life. The major themes that emerged were (a) the nature of the work as being
overloaded, chaotic, and diverse; (b) use of time and the development of routines; (c)
work/life crossover and trade-offs with personal time; (d) perception of work/life; and
(e) work/life satisfaction. While this study did address the need for work–life
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initiatives for administrators, it failed to focus on all positions in administration at
community colleges by limiting the sample to dean positions within instructional
divisions.
Quantitative studies on work–life balance in higher education are available.
Mukhtar (2012) focused on studying faculty at Iowa State University, which excluded
administration positions. The results of the quantitative survey study found a
significant relationship between work–life balance and job satisfaction. Age, climate,
gender, culture, and collegiality were significant predictors for job satisfaction. In this
study, female faculty members had lower job satisfaction. These results may not be
applicable to positions in administration because positions within administration, such
as registrars, financial aid officers, and marketing personnel, have different
expectations, roles, and responsibilities than do faculty members.
Ervin (2012) studied job satisfaction and work–life balance for graduate
assistants and supervisors at 4-year, Division I university athletics programs. The
results of the quantitative survey found that work–life conflict for graduate assistants
was lower but job satisfaction was higher for their supervisors. Jones and Taylor
(2013) examined work–life balance and job satisfaction of mid-level administrators
through a quantitative survey. This survey found that 48% of respondents reported
their institutions did not have work–life initiatives in place to help employees find
work–life balance. Both of these studies (Ervin, 2012; Jones & Taylor, 2013) had
small samples within the larger population of administration positions. Jones and
Taylor also focused solely on female noninstructional employees. Ervin’s (2012)
sample was limited to Division I athletics departments and only 47 respondents.
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Gibson and Murray (2009) used a quantitative survey to examine work–life
balance for artist-educators in Texas community college districts. The study found
that access to studio space and equipment, peer support, and new avenues of
expression enhanced or promoted artistic production. These are work–life initiatives
and build the case for access to additional help to balance work and life. Although the
study focused on community colleges, it was limited to a faculty perspective.
The literature on work–life issues within higher education does exist but is
mostly limited to 4-year institutions and to faculty. Bailey’s (2008) work on
community college deans did, however, suggest that issues do arise for community
college educators. Furthermore, the literature has provided some suggestions as to
variables that might be included in a model examining work–life issues for
Millennial-aged community college administrators.
Phenomenology and Work–Life Balance
Ogidan (2014) used a phenomenological approach to understand the impact of
leadership development programs on employee retention. “The central research
question sought to determine the lived experiences of managers related to leadership
development programs and employee turnover” (p. iii). The results identified five
thematic groups: (a) perceived leadership attitudes about attended leadership
development programs; (b) perceived impacts of leadership on employee turnover,
both positive and negative; (c) effects of leadership development programs on
leadership development; (d) general leadership perception about the value of
leadership development programs to the organization; and (e) ways to reduce or
eliminate turnover intentions. In an effort to understand the impacts of customer
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loyalty initiatives on employee retention, Burns (2014) completed a qualitative
phenomenological study of hospitality workers that identified “employee turnover
may be adversely affected by employee perceptions of customer complaints and
compliance requirements with customer loyalty directives” (p. 95). Each of these
studies provided results that offered leadership with guidance in creating policy to
support work–life balance and employee retention. They are also examples of the
effectiveness of using phenomenology as an approach. However, none of them
focused on community college employees specifically. This means the results are
more difficult to use in the community college context. Additionally, the studies did
not focus solely on Millennials, a group of employees with a different lived
experience than other generations.
Summary
The studies discussed in this literature review built the foundation for the
present research. Reviewing existing literature both on Millennials and across
generations provides an overview of the limited knowledge on this generation, which
now makes up a majority of the American workforce. Studies have examined HR and
HRD programs that support employees through a systems theory framework and
shown that work–life initiatives have a positive impact on employee turnover. These
studies have varied in method from quantitative surveys to qualitative interviews;
however, the areas studied are not specific to community colleges and
noninstructional leaders. They also do not focus on Millennials, so additional research
needs to be considered. Literature about the emerging Millennial generation has
described the differences between previous generations and the newest group of
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employees. Studies of Millennial employee recruitment and retention have found that
preferences, like flexibility and a positive working environment, have an impact on
both recruitment and retention of Millennial employees. The limited studies available
on Millennials point to work–life issues emerging as important to this generation.
Finally, in the current literature, no studies are available that focus specifically on
Millennials in community college administration.
The concept of work–life balance and its effect on job satisfaction generally
has been well researched from both a qualitative and quantitative methods perspective
(Bailey, 2008; Ervin, 2012; Gibson & Murray, 2009; Jones & Taylor, 2013; Key,
2013; Latz & Rediger, 2014; Martinez et al., 2013; Mukhtar, 2012; Wolf-Wendel et
al., 2007). These studies have explored the phenomenon of work–life balance and the
interpretation of organizational efforts to support employees. Additionally, they have
built the case for work–life balance having a positive impact on job satisfaction and
turnover intent. While research has shown that HR incentives, work–life balance
initiatives, and work design can have a positive impact on employees (Bailey, 2008;
Jones & Taylor, 2013), it has not yet addressed its impact in the Millennial generation
or noninstructional administrators. Specifically, the research has not explored these
factors through the lens of this generation’s interpretation and experiences. There is
much room for additional examination of the lived experiences of these initiatives by
the emerging generation within the workforce. This present study addressed the
uniqueness of a new generation and sought themes in their interpretation of HR
programs.
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Chapter III: Method
With significant resources being dedicated to personnel at community
colleges (Goldstein, 2012; Government Finance Officers Association, n.d.), efforts to
both hire and retain personnel have become increasingly important. Existing HR
programs include efforts, such as work–life initiatives, designed to help workers
balance work and life. “Overall, one-third of workers have passed up a job because it
conflicted with family obligations, including 49 percent of working parents with kids
under 18” (Council of Economic Advisers, 2014, p. 24). Today’s HR programs may
not have kept up with the needs of the emerging generation in the workforce: the
Millennials. While the areas of work–life initiatives and work design (flexible work
hours and location) are well researched broadly, limited knowledge exists in
understanding why or how Millennial-aged noninstructional administrators in
community colleges make the decision whether to retain their positions. This research
focused on the lived experiences of Millennials as they experience work–life balance
issues.
To understand the lived experience, I needed to allow respondents to convey
stories and personal experiences. This study, then, was conducted using a qualitative
approach. Semistructured interviews allowed respondents to speak at length sharing
their reactions and perceptions of situations in the workplace, their work–life balance,
and their decisions to continue in their current employment.
The purpose of this section is to describe the methods used in this study in
detail and to explore the research topic. It presents the my positionality, philosophical
approach, data sources and description, analysis method, and limitations.
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This research study explored how Millennial-aged noninstructional
administrators at community colleges in Washington State experience traditional HR
programs such as work–life initiatives and work design. There is one research
question for the study:
RQ: How do Millennial noninstructional administrators perceive, react to, and
experience work–life initiatives and work design?
This study identified patterns in Millennial participants’ responses through
semistructured interviews.
Positionality
I am a noninstructional technical college administrator who has experienced
decisions with work–life balance needs and job retention. This includes having both
chosen to keep and to leave my position in my 16-year career. I am not fully within
the Millennial generation; however, I am on the cusp between Millennial and
Generation X. I am also a female Caucasian who has studied feminist theory and how
work–life balance can impact women’s career decisions. As a noninstructional
administrator at technical college, I have made many of the same decisions I am
exploring in this research. I also supervise the HR department and have experience
with designing programs to retain employees, including work–life balance initiatives.
Philosophical Approach
This research study is guided by the interpretivist approach and social
constructionism. Social constructionism seeks to understand the ways in which
humans create shared meaning, and the ways in which that meaning is manifested, in
all social systems, including organizations (Delia, O’Keefe, & O’Keefe, 1982;
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Schwandt, 1994). The interpretivist approach is based on a subjective view of reality
and posits that persons approach reality through an ongoing process of interpretation
(Bess & Dee, 2008; Delia et al., 1982).
Through the lens of social constructionism and interpretivism, this study
focused on exploring how participants interpret situations and make meaning in order
for the me to find patterns in their experiences. Interpretivism posits that reality is
socially constructed, which aligns well with exploring individuals’ perceptions and
producing context around those persons’ decision patterns.
Data Sources and Description of Data
The data source for this study was semistructured interviews at four
community colleges located in Washington State. These colleges share a state system
of collective bargaining, state, and federal laws, but each institution is locally
governed for local policy to uniquely design them to meet the needs of their service
districts. The unit of analysis was noninstructional administrators currently working
at these community colleges who were born between 1982 and 2004. No definitive
dates define the Millennial generation, but it is most commonly referred to as
comprising individuals born in the early 1980s to the early 2000s (Council of
Economic Advisers, 2014). For the purposes of this study, the Millennial generation
began with those born on or after January 1, 1982, and the sample did not include
respondents under the age of 18 years.
This purposive and respondent-driven sampling included participants of both
genders currently employed in noninstructional, mid-level administration positions in
four community colleges in Washington State. A range of ages were selected for the
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study; all participants had to be within the age range defining the Millennial
generation, and all participants had to have at least 2 years of professional work
experience. The total number of interviewees included in the study was 13. “Using a
theoretical sampling strategy, the interviewer seeks out respondents who seem likely
to epitomize the analytic criteria in which he or she is interested” (Gubrium &
Holstein, 2002, p. 87). Saturation was met when the interview respondents shared
similar responses to interview questions.
I gained access to the population by contacting vice president (VP)
supervisors and asking them to e-mail potential candidates a recruitment
announcement. Candidates who volunteered were selected based on meeting the
original demographics. Contacting the VP supervisors helped to identify participants
within the described sample and to put the participants at ease by connecting the me
to the participants through their supervisors. By participants knowing that their
supervisors approved of the interview, the interview was framed from a perspective
friendly to the respondent, which helped to ensure a smooth interview (Gubrium &
Holstein, 2002).
The beginning of interviews recognized the sensitivity of discussing job
turnover and affirmed for respondents that their responses would be confidential and
would not be shared. I outlined the process to deidentify responses with the
respondent.
Semistructured interviews were used to allow for a framework to guide the
conversation but provide some flexibility in ensuring the intended topics were
discussed (Merriam, 2009). Following the introduction to the research study, the
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interviews were initiated by asking participants demographic questions before asking
any of the open-ended questions. “The type of knowledge we are concerned with here
is concerned with how interview participants actively create meaning” (Silverman,
2006, p. 129). Respondents were asked about how they define work, how they define
work–life balance, and how they perceive their success in achieving work–life
balance. An interview guide appears in Appendix B. These questions gathered
information to provide a better understanding of the participants’ level of experience
and current views on work–life balance. The interviews then transitioned to sharing
stories about how they have experienced work–life balance issues in the workplace,
their reactions to those scenarios, and the supports their employers provided. Because
I was interested in finding patterns in individual perspectives (relying on the
theoretical framework of organizational theory or living systems theory), the
qualitative interview approach used for this study was the most appropriate method.
The Data Collection Sites
Data were collected via in-person interviews of 13 volunteer participants who
were born between January 1, 1982, and January 1, 2000. Participants were recruited
from four community colleges in Washington State. Each college is a member of the
State Board for Community and Technical Colleges and is a state institution
following the same state legal requirements, codified in the Revised Code of
Washington.
The Interviews
The 13 individuals selected for interview came from four community colleges
in Washington State. All were administrators in noninstructional positions. At the
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time of the interviews, all 13 had been employed in their current roles for at least 6
months and had at least 2 years of professional experience. Invitations to nominate
participants were sent to VPs at the institutions (Appendix A), who forwarded a
recruitment e-mail to potential participants. At the start of each interview, a consent
form was read (Appendix D), and participants were asked to paraphrase what was
shared and to confirm their consent to participate verbally. All participants agreed to
recording and understood the interview was semistructured so there would be
opportunities for follow-up questions to ensure the appropriate topics were addressed.
Each participant’s interview followed the same interview guide (Appendix B), and
the core questions were asked in each instance. The interviews were recorded both on
a laptop using QuickTime software and on cell phone as a backup. Notes were taken
during the interview to guide the discussion and begin looking for patterns. At the
conclusion of the interviews, recordings were archived on a laptop and external hard
drive for security reasons. Interview subjects received a thank-you e-mail after the
interview (Appendix C) providing optional, free counseling services and a copy of the
transcript of their interview for their review and feedback. Participants were given 14
days to respond to the transcript. Of the 13 participants, 6 provided changes to their
transcripts. All changes were accepted and became a part of the final data set.
Analysis Process
Using phenomenology as a methodological framework, this study employed
qualitative, semistructured, exploratory interviews designed to examine how
Millennial noninstructional administrators perceive HR programs such as work
design and work–life initiatives. A qualitative phenomenological design appropriately
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addresses the specific problem and goals of this study, which was to examine the
realities of work–life perceptions among Millennial noninstructional employees at
community colleges.
To analyze the data and identify themes and categories, narrative analysis was
used. Merriam (2009) characterized narrative analysis as the “study of experience
through stories” (p. 202), listening to the stories that people tell and analyzing how
they share their experiences. I was able to listen to participants’ responses, knowing
that their words were recorded by multiple electronic devices and could therefore
capture their emotions, behaviors, and reactions as questions were posed.
All participants agreed to being recorded. After each interview, I submitted
the recording to REV.com, which transcribed the audio recording. Filler words were
removed, and each participant was assigned an alphanumeric code to protect his or
her identity; any information that could have identified participants was removed. The
transcripts are considered the raw data set. They were reviewed and compared to
recordings multiple times to ensure accuracy. Transcripts were then provided to the
respondents for their review for 14 calendar days. Any responses to include edits,
additions, or deletions from the transcript were included in the final versions, which
were loaded into NVivo software for coding.
The transcripts were then reviewed for categories/patterns (Maxwell, 2005).
Using NVivo, an online software system, I inputted transcripts from interviews and
read through to search for organizational categories, which are broad areas or issues.
Initial categories were developed based on the literature review. After coding the
transcripts for organizational categories, I then reviewed the transcripts for
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substantive categories. These focused on descriptions of participants’ concepts and
beliefs (Maxwell, 2005). Those phrases were cataloged and subsequent interviews
were searched for the use of those terms. This resulted in constant comparison
between interview transcripts and in naturally emerging patterns. This technique was
most appropriate because it provided a framework around making sense of the
interview transcripts (data).
Limitations
I recognized that this method provided a rich description of the phenomenon
of how Millennial noninstructional community college employees handle the
challenges of work–life balance at four community colleges in Washington State.
However, because of the limited sample size and use of only four community colleges
in the same state, the results may not be generalized to a broader population. Results
also do not prove causation or direct impact but instead provide a better
understanding of these participants’ lived experiences of HR inputs to support their
retention.
The results do reveal patterns that may prove useful for future research into
how HR can design programs that directly support Millennial employee retention.
This generation, which is emerging in the workforce, will need to be supported in
new ways, and the first step to finding the patterns and processes necessary to support
them is understanding how they construct their decisions.
Procedures to Ensure Trustworthiness
With the goal of validity in mind, member checking was used to ensure what
the respondents intended was represented in the data. Following transcription,
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respondents were asked to review the data to ensure that they “rang true” to what they
intended (Merriam, 2009). Additional member checking occurred as themes emerged.
I provided respondents with a draft of the emerging themes, soliciting feedback as the
study progressed.
Interviews continued until I began to hear similar concepts shared by
interviewees and the data and emerging findings felt saturated (Merriam, 2009).
Continuing to interview until I began to hear similar concepts ensured that I had spent
adequate time collecting data.
Throughout the research, I kept an audit trail. The audit trail included a
notebook on how data were collected, how categories were created, and how
decisions were made (Merriam, 2009). This record of my interactions with the data
assisted with the goal of trustworthiness by helping to understand how the data were
collected, analyzed, categorized, and summarized.
Protection of Human Participants
I completed the course in the Protection of Human Subjects (CITI) online and
secured approval from the OSU Institutional Review Board (IRB) before any data
collection. I followed the process outlined by the IRB approval.
Timeline
Following IRB approval in fall 2017, I conducted interviews during the winter
quarter of the 2017–2018 academic year. Transcripts were created immediately after
each interview. Coding began after the first interview and continued throughout the
data collection phase.
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Summary of Methods
This research study design explored the experiences of Millennial-aged,
noninstructional, mid-level administrators with existing HR programs designed to
help them retain their positions. Through a qualitative approach, using semistructured
interviews, I used inductive, constant comparison analysis to identify patterns in the
perceptions, reactions to, and experiences of participants who are the parts within the
process of HR retention programs. The results can inform HR practices in community
colleges as they design programs to retain noninstructional employees.
Chapter IV: Findings
This qualitative study explored how Millennial-aged noninstructional
administrators at community colleges in Washington State experience traditional HR
programs as they navigate work–life balance and staying in their current jobs.
Specifically, the research explored these initiatives through the lens of this
generation’s interpretation and lived experiences. The study addressed the uniqueness
of the Millennial generation and sought themes in their interpretation of HR
programs.
This chapter presents the research findings from the interviews of Millennialaged, noninstructional administrators at four colleges in Washington State. The
purpose of this study was to find themes in the interpretations and lived experiences
of Millennial respondents.
Theoretical Framework
Living systems theory provided the framework for this research by
acknowledging that a new generation in the workforce is an external input that
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impacts the organization. Within living systems theory, there is focus on patterns,
process, and structure (Capra, 1996). Pattern is the relationships between those parts.
It is nonmaterial and focuses on qualities and interconnected relationships like the
experiences of Millennials in the workforce and the HR systems designed to support
them. Pattern is “the configuration of relationships that determines the system’s
essential characteristics” (Capra, 1996, p. 161).
This research focused on finding patterns in the perceptions of, reactions to,
and experiences of participants who are the structure within the process of HR
retention programs. Specifically, these participants all occupy positions as
noninstructional administrators. This is a group that comprises more than 6,000
positions in the Washington community and technical college system, and it is a
group that has never been interviewed or surveyed regarding their perceptions and
experiences as administrators in navigating work–life balance. Community colleges
need to attract and retain employees in an environment impacted by the continued
generation swap. By focusing on a system of inputs supporting employee retention,
the study explored initiatives Millennials employed in noninstructional positions with
which they come into contact and how they react to organizational rules and
regulations impacting work–life balance decisions.
First Coding
The initial coding was to identify organizational categories or broad areas or
issues that were identified based on the literature review and interview guide. As each
transcript was loaded into NVivo, it was coded for organizational categories. This
allowed comparison between each interview.
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This initial coding identified 13 broad organizational categories that were
purposefully broad, allowing all relevant participant comments to be grouped under a
general heading and creating a rich description to support the validity of the findings.
The 13 broad organizational categories were grouped under the following themes:
challenges in achieving work–life balance, a meaningful definition of the concept of
work, deciding on what factors to consider when considering changing jobs, shortand long-term goals, the relationship between short- and long-term goals and how
those goals fit with a current position, what factors to weigh when considering
leaving a job for work–life balance, personally navigating work–life balance, formal
and informal organizational support, pressure between work and home, defining
work–life balance, strategies for work–life balance, defining what success looks and
feels like in balancing work and life, and what things the organization should provide
that it does not provide currently. This general coding allowed for a transition into the
second coding.
Second Coding
In the second coding step, each broad organizational category was examined
for substantive categories. These were based on the participants’ concepts and beliefs
(Maxwell, 2005) about these organizational areas. This second coding focused on
finding patterns in concepts or beliefs shared by the participants. Examples included
looking for the use of positive or negative words to describe each organizational area.
In this step, themes started to emerge as they were supported by rich description from
participants to support the validity of the findings. This resulted in the emergence of
five themes that both provide missing information in Millennials’ lived experiences
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and provide insight into practices that could impact the retention of employees in this
age and employment category.
An example is the emergence of the positive impact of supervisors on work–
life balance through their support of using work–life initiatives or their support of
employees managing their work–life balance. When multiple respondents expressed
similar concepts or beliefs, I created a substantive category. Those categories with the
most common concepts or beliefs became proposed themes.
Emergent Themes and Member Checking
Once each of the first and second coding cycles was complete, categories and
emergent theme areas were drafted. Five emergent themes with corresponding
support based on the transcripts were proposed and sent to all 13 participants for their
review and feedback. Participants were given 14 days to respond. Of the 13, 3
provided feedback. All feedback, which consisted of edits and updates to direct
quotes, was added as the emergent themes became final.
Final Theme Development
As a result of the two sets of coding and review of emergent themes, the final
themes were narrowed. As a result of the coding and analysis process, five themes
emerged. Millennials stressed (a) the importance of the supervisor in work–life
initiatives and balance; (b) the importance of flexibility in work hours, the workplace,
who does the work, and workflow; (c) the importance of being engaged with the
work, liking the job, or feeling the work is a part of their passion; (d) the importance
of understanding how they define work in order to know what motivates them; and
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(e) the importance of pay, career advancement, and work flexibility. These are
significant factors when Millennials are thinking about leaving their current positions.
Each of these themes is analyzed in depth in the section on research findings.
Results
The study’s research question provides the framework for reporting the results
of the narrative analysis and the data set (the transcripts of interviews and feedback
provided by participants). Five themes were derived from the analysis, the categories,
coding, feedback, and sample responses from the interviewees. References to the
interviews were coded once again with alphanumeric codes to protect the
confidentiality of the individuals. All direct quotations appear without providing
identifying information for the individual or institution. Quotes are direct responses
and do not include editing for correct grammar.
Participant and College Profiles
Brief profiles of participants and the four participating colleges are provided
for context. To protect the anonymity of participants, colleges are listed numerically
without identifying names, and participants are described generally as a group.
Participants in the interviews all had some postsecondary education, including
one at the doctoral level, five at the master’s level, four at the bachelor’s level, and
three at the associate’s degree level. Of the 13 participants, 5 had children, 1 was
caring for aging adults, 13 were married, and 8 were female. The oldest participant
was age 35 years, and youngest was age 27 years. The mean age was 31.5 years, the
median age was 31 years, and the mode was 35 years. Two participants were people
of color, and all others were White.
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Participants were in their positions for a minimum of 6 months but had at least
2 years of professional experience. All were in positions that were noninstructional in
nature. Participants’ position titles included coordinators, specialists, administrative
assistants, and directors. They worked in their college’s foundation, information
technology, marketing, instructional administration, and student involvement
departments. The Washington State Board for Community and Technical Colleges
collectively bargains agreements for all community college employees who are
represented by a union. Technical colleges in the system are not included in the
collective bargaining and were not included in this study. Community college
employees are governed under the Washington Federation of State Employees Higher
Education Community College Coalition or the Washington Public Employees
Association Higher Education. Employees are deemed overtime eligible or overtime
exempt based on state and federal laws.
Four institutions agreed to participate in the research project. Two of the
institutions served fewer than 3,000 full-time equivalent (FTE) students and were
located in rural areas of Washington State. Two were larger student serving, urban
institutions. All four institutions are governed by the same state laws and have
collectively bargained employment agreements with their union-represented
employees, but each institution is locally governed by a board of governor-appointed
trustees. This local control allows for local policies to be created supporting the
institutions’ work.
College 1 serves more than 2,000 FTE students annually in rural Washington
State. The college prepares students for careers and for transfer to 4-year universities
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at the certificate, associate’s, and bachelor’s degree levels. The college does not have
a formal teleworking policy but does have an on-campus gym available to employees.
It does have a daycare available for employees but does not provide any subsidies to
use it.
College 2 serves more than 8,000 FTE annually in suburban Washington
State. The college prepares students for careers and for transfer to 4-year universities.
It confers certificates, associate’s degrees, and bachelor’s degrees. The college has a
formal teleworking policy, an on-campus daycare with no subsidies for employees,
and a gym available to employees.
College 3 serves more than 4,400 FTE annually in suburban Washington
State. The college prepares students for careers and for transfer to 4-year universities.
It confers certificates, associate’s degrees, and bachelor’s degrees. The college does
not have a formal teleworking policy but does have an on-campus daycare with no
subsidies for employees and a gym accessible to employees.
College 4 serves 3,000 FTE annually in rural Washington. The college
prepares students for careers and for transfer to 4-year universities. It confers
certificates, associate’s degrees, and bachelor’s degrees. The college has a formal
teleworking policy and procedure. It has an on-campus daycare available during the
academic year with no subsidies for employees and an on-campus gym available to
employees.
Research Findings
Review of the interview transcripts and supporting documents led to the
emergence of the following themes.
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Theme 1: The importance of the supervisor in work–life initiatives and
balance. The first theme to emerge from this research was that supervisors in an
organization can impact work–life balance and Millennial employee retention often
even beyond the policies in place at the organizations. When an organization has a
work–life initiative in place, there is still often a need for the employee to request to
use it. In those cases, there can be a barrier between the employee and the initiative
created by the reaction of the supervisor in allowing or not allowing the initiative to
be used. The support of the supervisor is impactful to the Millennials as they
experience work–life balance issues and subsequently can impact their job
satisfaction.
Support for this theme was evident in the literature reviewed in Chapter 2,
including Alsop’s (2008) research that Millennials wanted to remain engaged in their
jobs in a collegial and team-oriented culture. S. Smith and Galbraith (2012) found
Millennials named enjoyable work and enjoyable work environment as top motivators
to stay in a job. The supervisor’s role, positive or negative, and its link to job
satisfaction and work–life balance is mentioned in all 13 interviews. Descriptions of
the participants’ lived experiences and further support for this theme are arranged in
the following pages by sharing research participants’ experiences with or reactions to
their supervisors’ involvement when the participants attempted to use work–life
initiatives.
F0101122018. The supervisor’s willingness to allow flexible work design is
mentioned in many of the interviews. This participant did not experience support for
flexible flexing work hours:
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It’s kind of up to each supervisor if they want to let you. Because I have
struggled with getting here on time, my supervisor is not really willing to be
flexible with my schedule. Her philosophy is if you choose to stay after 5:00,
that’s your choice to do so, so she’s not very flexible. If I do have to take it,
she’s very flexible with allowing me to take time off for whatever I need, but I
do have to take vacation. I can’t, you know, flex time.
The employee has attempted to approach her supervisor for the opportunity to
telework but has also not received that support despite it being available to other
employees: “I’ve briefly brought it up, and it was shot down quickly, so I have not
brought it up since.”
When asked what she thought was the barrier, the participant described the
level of her position as being the barrier and the stigma that that type of work cannot
be done from other places:
Well, I mean, to be honest, I think there’s this stigma that classified staff
members, that their job duties and responsibilities are here on campus and that
administrators and exempt, they have a lot of reports that they need to write
and material to review and stuff, which is something that can be done at home
and sometimes is better to be done at home without distractions. I think that
there is that mentality that classified staff job duties need to be done here on
campus, and so it’s not as common, or it’s not something people would think
about.
This participant’s experience with her position overall was not positive, and she is
seeking new employment. A long-term employee at the institution, the participant is
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concerned with the stigma that comes with her level of position combined with the
lack of support she is receiving for work–life balance. She cited specific issues with
being unable to go to the bank during the day due to bank hours and the lack of
flexibility for work start time. This participant is actively pursuing education in
another area and looking to find a job that will better align with her interests.
F0201172018. This participant believes she has good work–life balance and
support from her supervisor:
I think for me, individually, I think I have a really good work–life balance.
I’m able to leave work at work and go home, and do what I want to do.
Sometimes I’ll check emails just to make sure nothing important came up but
I don’t have to do that. Very rarely does my boss ever need anything outside
of work hours, only if she’s really in a pinch and I’m happy to help when that
happens because it’s not often at all.
The participant went on to describe that the availability of flexibility options
combined with supervisor support contributes to this balance:
Sometimes I’ll go take walks. I don’t really use the gym, I have before, but I
know all of that is available to me if I wanted to. I haven’t really filled out the
telecommuting paperwork, just because it’s not something that I feel that I
need to do right now. I know that they’re all there if I need to fall back on
them. It’s more just being able to have the flexibility to come and go if I need
to, and take a longer or shorter lunch, or come in a little bit later, or earlier,
whatever the case may be. My boss, in particular, is really lenient, she’s just
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like, “Well, you just do what you need to get done and do what you need to
do.” That helps.
The participant did acknowledge that the supervisor can play a role in access
to work–life initiatives and that it is not the presence of a policy alone that assists
with work–life balance but instead the presence of a policy and the willingness of a
supervisor to allow employees to use that policy.
The participant experienced a series of health issues that impacted her ability
to work, and the flexible support of her supervisor made the navigation of those
issues while working positive:
Over the past year I’ve had a series of personal health issues that took longer
than planned to resolve. I’ve had a lot of appointments and my boss has been
very great just letting me come and go, and go to those appointments when I
need to, and get fixed.
This participant has experienced the support from her supervisor she needs to
navigate work–life balance and spoke of her work at the institution positively.
F0301232018. This participant has a position that requires a great deal of
flexibility to attend events outside business hours and has the positive support of her
supervisor:
My schedule is definitely more flexible since I am exempt and I’m not hourly
and I know I’ve worked from home. There have been days where I’m feeling
under the weather but not totally sick so I’m able to work from home. Once
again, I think that’s primarily because of the openness my supervisor has to
different work strategies.
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The participant described how she would navigate an issue that impacted her
ability to be at work and described how her supervisor’s support of flexible work
options has led to her having choice in what is best to resolve both the personal issues
and to respond to work needs:
I usually e-mail, text or physically go to my supervisor to inform them what
has happened, to let them know how long I will be out of the office estimated
and then provide updates. In those circumstances, if I have to be home to
observe my husband to see how he is doing, I usually do work from home
during those times, or still respond to emails on my phone and work on
projects virtually and that way I’m not holding up our team.
This participant has left a position previously for work–life balance issues
stemming from a supervisor having “unrealistic expectations.” Her experiences have
been very different now that she works at her current institution and has her
supervisor’s support:
The concrete example of this position when I first started since my husband
and I had moved. We wanted to take a significant vacation around Christmas
to visit our family since we knew we would only be seeing them once a year
now instead of once a month due to the relocation. We took two weeks off. I
had anticipated that I would be on my phone answering emails, working on
projects while we were on that vacation. I’m very proud to say I did not do
any work while we were on that vacation and so that was a really positive
work–life balance. That was something that my supervisor had encouraged me
to do as well as just to not even look at my phone. That’s definitely something
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different in this position, a different expectation. I feel one that he sets for
himself as well. He’s actually going to be taking two-week vacation coming
up here and that’s something very different and very good.
The participant credited the institution and the supervisor for creating an
environment where work–life initiatives are accessible and their use is supported
when it is needed:
I think a very, very big part of that is simply because of the individuals in the
Human Resources Department and the individual that is my supervisor and
the individual who is the president of the college, so less so policy and more
so the people who are in those positions. Every professional positions I have
had had the same policies in place but the enforcement of those policies has
been very different. So that’s my perspective.
F0401232018. This participant saw the support of her supervisor with work
design flexibility around buying a home. She spoke with her supervisor about the fact
that she was in the searching process and saw that her supervisor allowed her to leave
on short notice to look at a home knowing she had arranged to make up the time later:
“I was just open in the communication and we didn’t encounter any problems.”
F0502072018. This participant has seen support from her supervisor, but not
without effort on her part to advocate for the necessary support:
They did allow me to work from home on Friday. I feel like that was one
place where there was some flexibility, although it was a fight. I had to take it
all the way to cabinet to get it approved for me to work from home on Friday.
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So, it wasn’t something that my supervisor had an ability to say, “Yes, I think
you need to be able to do that.”
The participant attempted to make arrangements for an alternate work
schedule to support breastfeeding. The process resulted in some challenges, but in the
end, she did cite her supervisor as being supportive of the process:
I came up with, I wanted to work from home on Fridays, but also less hours,
so now I work from 8 to 5:30 Monday through Thursday, and then from 8 to 2
on Fridays.
I felt like she had some bias around not wanting employees to work
from home. And she definitely said that to me. And she sorta said, “I wanna
make sure you’re getting your work done, and that we’re not losing your
productivity,” and some of that. But, she also understood my motivations why
and was supportive of that, and is supportive of me being a mother. And so I
did feel like she understood why I was asking, but it’s not her favorite thing.
In the end, the supervisor did advocate for the request, but it was approved
temporarily. This navigation of access to the policy, while positive in the end, did
create some challenges for the employee. She had to be proactive and push for access.
It was not a right that was given; it was a privilege that the employee needed to get
her supervisor to support. The supervisor was supportive through her pregnancy, and
she was able to seek flexibility in working from home:
And towards the end of the pregnancy, I did, ’cause it was getting really hard.
My feet were swelling pretty badly, and I felt really awkward being in here,
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trying to prop my feet up, and people coming in. And so it was a lot more
comfortable to be at home.
M01102018. This participant has an arrangement that allows the participant to
flex his work schedule, but importantly, his supervisor does not get involved in the
decision to use a flex schedule. This means the participant is able to make his own
decisions on working hours and his supervisor maintains support of them:
But the work–life balance comes when, I work until 10 o’clock at night three
times in a row, and I say, “Okay, I’m not coming in until 10 o’clock the next
morning.” Making those decisions. I don’t typically converse with my
supervisor on that, I just do it, and they don’t typically. . . . But they know
what I’m doing, they’re involved in that process, and so they’re supportive of
that flexibility.
The participant described an example of navigating a need to change a work
schedule at an inopportune time. He was able to explain it to his supervisor and
describe how the work would be handled in his absence, and there were no issues:
I just told my supervisors I said, “I need to be here. I’m in the wedding, I need
to be here.” It was like the third week of classes…I have to explain that to my
new supervisor that I’ll be here for the first two days, and then I need to be at
the wedding.
M0201102018. As a part of his agreement to accept his position at the
institution, this participant arranged a teleworking agreement with his supervisor.
This was not something that was commonly used at the institution, but the supervisor
was supportive in agreeing to it:
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So, when I chose to come on board, I talked with my hiring authority, and I
said, “Here’s the deal. I’ve gotta be able to do flex weekends. So, I’ve gotta
have flex or stretch weekends so I can telework on Friday so I’m not doing
that drive on a Friday,” which is inevitably worse. And my partner has
Mondays off, so they work Tuesday through Friday 40 hours. So, it’d be nice
to be able to have that day as well on occasion. It was a provision of work, but
I said, “But I don’t think it’s fair to start it right off the bat. So I want to give it
a year here, so I can make sure everything’s in place. I’m here. I’m accessible
to the team. And get things stabilized with me as a new incoming body.” After
a year I talked to him, I said, “Now think its time. I think we’re stable. I think
everybody can agree things are going quite well.” And so he’s like, “Yeah,
let’s move that.” His concern, he would have probably let me do it every
Friday or whatever days I wanted. His concern was we’re very old school in
our mentality, just being on the coast and being this college, old school in our
mentality to some degree. While we’re in 2018 in some ways, we’re very
antiquated in others. And so, he has concerns about perception.
This participant is also a supervisor and works to provide support to his
employees to navigate:
While I don’t necessarily put my foot in their back and kick them out the door,
they do have the leeway to manage their schedules to some degree. I have to
know when they’re here and all that, but kind of when I came in the door I
said, “You know, life happens.” I’ve got kids. Presumably they all had kids,
and just life, so if you’ve got to take a couple hours because something’s
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happening, or your kid’s birthday is the next day, and you want to go buy
some . . . go take that and we’ll figure out the time, whether it’s vacation just
make it up.
I hope that I’ve empowered them to feel like they can make schedule
changes on the fly, and with just a notification to me. And they don’t abuse it.
So, I think what that means is when they’re not abusing it, it means they’re
using it wisely and only when necessary.
M0301102018. This participant described the challenges with staying engaged
in his work due to the lack of support and environment his supervisor had established:
My current position does not allow me to flex that intellectual muscle the way
I would like to. I am talking to students about leadership and personal
development, so there’s that part of it that I forget because I see it every day.
When I taught a class this past fall, I got to see that when we did a section on
mentoring, the way the students viewed me versus the way I view myself. I’ve
said this to everyone to the president. My current position does not allow me
the ability to find the projects or the opportunities to really stay engaged. I see
very at odds with my supervisor, and that makes it very difficult for me to
continue on, want to figure that out.
M0401232018. Also a supervisor, this participant tries to instill in his
employees the supportive environment necessary to balance work and life:
I am trying and I am hoping that I am instilling that in the staff that I’m giving
them hopefully the space to develop their own protections in their own way. I
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really focus on the work that’s getting done, not when they’re at their desk or
that they’re aware that I want them to be. I’m just focused on the end product.
M0501312018. This participant saw supervisor support as he was preparing to
take leave after the birth of a child:
And one of them a few months before, setting up the leave said, “Are you
sure? Are you sure a month is it enough time?” She was encouraging me to
think about maybe more time, since I could. So, it was really good.
The participant acknowledges that a longer absence went well and feel it is
due to having a supportive environment set by his supervisor:
And maybe I can say that because I have the advantage of having a supportive
supervisor and supportive co-workers. And if it was different, maybe I’d have
more ideas about how to change that. But for me, that probably makes the
biggest difference: people who are understanding, and supportive, and
understand that there’s a need for balance. So, that’s probably the biggest help
that I can think of.
F0602272018. This participant has experienced the support of her boss in
balancing work and life and looks to the boss for the support she needs to perform:
When I start getting too chaotic and stressed out and feel like nobody cares
about this work that I’m doing, I’m behind but nobody knows and nobody
cares. Just the reconnection with my supervisor helps. It solves most ... And
I’ve learned that ... And I’ve talked to him about it, like hey, can I just ... And
he checks in with me, too, a little bit. Sometimes we just need to reconnect.
That’s all it takes is hey, he cares that I’m doing good work. He understands

59
that I’m behind. He has my back. He understands. He believes me when I tell
him why I’m behind. Because I tend to be an over-achiever type, so it’s very
important for me that somebody knows that I’m working ... I’m failing at
something sometimes. He centers me, my boss.
In fact, this participant, who has experienced poor work–life balance in past
positions, considers her supervisor a key to retaining her job:
I want to be able to have the out if my supervisor retires and I don’t like who
replaced him and I don’t have that support and it’s not an environment that is
fun anymore, not an environment that’s rewarding anymore, or if it is too
micromanaged and over-structured. Like he really trusts us to manage our
team, and I love to be able to ... to do him proud. If I can’t have that with
another boss ... I’ll only reenact my plan to transition to working for the jiujitsu school again if I’m just in a situation where I’m not working for
somebody who I feel values what I do.
F0702272018. When asked about the organization’s support of this
participant’s work–life balance, she called out her supervisor specifically:
I think my boss specifically does because . . . I don’t know if I should say this,
but he’s very good about if we have a doctor’s appointment and need to leave
for an hour, we can make it up later. We don’t have to leave with a paper trail
all the time. It’s nice that he’s understanding in that way. I think it has a lot to
do with my boss more so than the college.
This participant has not only benefited from her supervisor supporting her but
has also seen the supervisor create a plan to support a colleague. When discussing the
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use of the Family-Medical Leave Act (FMLA), this participant pointed out that her
supervisor created a plan to support a new employee’s maternity leave despite being
unable to benefit from the protections of FMLA. In this instance, the employee was
going on maternity leave prior to working at the institution for 1 year. The supervisor
worked with the employee to create a plan that allowed the employee to take the
leave she needed and to ensure she still had a position to return to when she was
ready.
F0802272018. Finally, this participant pointed out the difference a supervisor
can make by comparing her previous position (with a bad supervisor and
environment) with her current one (a more supportive supervisor) and pointing out
that the perceptions of the supervisor and the environment the employees work in can
make a big difference:
I think the first thing would be that I had supervisors that were supportive of
taking care of yourself and supportive of using your time because you earned
it. Whereas at the other place it was more I felt like people might talk behind
my back if I took time off, like I wasn’t taking my job seriously or that I just
didn’t care and I would just leave, and you know? Vacation was looked down
upon. Using your time that you earned was looked down upon at my other
organization that I worked at. Whereas here it’s seen as a benefit, which it is a
benefit.
Theme 1 summary. Access to a policy or work–life initiative is important but
is not the only hurdle to balancing work and life for employees. A supervisor can
impact the implementation of the work–life initiative in many ways described by
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participants. Living systems theory would identify this as the pattern or relationship
between employees, the work–life initiatives available to them, and their supervisors.
There was no clear difference in responses in male versus female perceptions within
this theme.
Managers can create barriers to flexible work schedules or telework.
Supervisors can also create an environment where the policies are not easily accessed
and the employee is not supported in using them. Participants expressed concerns
about those supervisors who made accessing policies difficult either by creating
shame or by declining to allow the use of the policies.
Conversely, when participants discussed supervisors who promoted work–life
balance positively, they often spoke positively of their positions and institutions
during the interviews. One participant summed up the belief shared by many
participants that the supervisor’s expectation setting, enforcement, or environment
established can make all the difference in work–life balance and job satisfaction. One
fact not mentioned is not only the supervisor’s support of using the policies but the
supervisor role-modeling work–life balance.
The patterns identified echo what was found in the literature review. In
Harrington et al.’s (2015) survey of Millennials, participants who felt their managers
cared about their well-being were more satisfied with their jobs. The results of this
study support that the supervisor has a significant impact on Millennials’ job
satisfaction, which has been shown to support employee retention. Equally important,
the flexibility that can often be extended by a supervisor is important to Millennial
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employees. The preponderance of the evidence supports the theme that supervisors
can set the tone for work–life balance and job satisfaction.
Theme 2: The importance of flexibility in work hours, workplace, who
does the work, or workflow to Millennial retention. According to previous
research studies, Millennials believe that flexibility to balance work and personal
lives is both strategic and very important (Gursoy et al., 2008; Harrington et al., 2015;
S. Smith & Galbraith, 2012). All 13 participants mentioned the need for flexibility
more than once in their interviews, and the word flex or flexible appeared 129 times in
the transcripts. ThirdPath Institute’s December 11, 2017, podcast hosted by Kristin
Cavanaugh and titled “Our Workplaces” shared that there are four ways to flex work.
You can flex where you work, when you work, who does the work, and how much
you work. All four of those categories appeared in the interviews, with the most
common being a need to flex work hours to occasionally balance work and life. The
support for this theme is shared by including research participants’ reactions to,
perceptions of, or experiences when attempting to flex work.
F0101122018. This participant mentioned flexibility twice and referenced the
need for greater work flexibility to balance work and life. She experienced time strain
due to a long commute:
But speaking of work flexibility, I feel like that is something that if I had
greater work flexibility, I would be able to balance things a lot better, just
given that I do live far away. My work days usually are business days. When I
do get a day off, it’s either a weekend or a holiday when most other things are
closed, so being able to have a more flexible schedule would be nice.
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The participant has specific challenges with paying rent during business hours
and the lack of flexibility on the part of her supervisor has caused her to be late on
paying rent regularly:
Yeah. Actually, paying rent, it’s funny you mention that. I am late all the time
on my rent because the bank that I have to pay my rent to is only down in
another county. Its business hours are while I’m supposed to be at work. My
bank, the only branch that’s down in the county I live in isn’t open on
Saturdays, so I would have to get my cashier’s check up here during my
workday. It’s a mess. But yeah, having a more flexible schedule would
definitely solve that problem.
F0201172018. This participant’s interview transcript had more than 10%
coded as discussing flexibility in the workplace. A majority of the participant’s
comments on flexibility were positively describing the access to flexibility that has
benefited her. Importantly, she applied for and was selected to move from one
position at the institution to another. As a part of her decision-making, one of the
factors that impacted her decision to apply for the position was that it provided more
flexibility:
There was a huge pay increase, more flexibility around time and schedule,
more vacations by quite a bit. Really those are the three reasons I think, and
just to get this experience because I knew that was the next step I wanted to
take because I had gone to school for stuff to do that and I knew that I would
be able to do it, and make a lot more money, and have more vacation, and
flexibility. It was kind of a no-brainer.
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F0301232018. This participant has a position that requires significant time
spent outside traditional working hours at events. She describes how there needs to be
flexibility to meet the expectations of the position. Interestingly, this flexibility means
the workplace and the individual have to flex. The workplace needs to provide the
nontraditional schedule and the individual needs to flex what would be traditionally
off-work hours. Here the participant describes if she puts place and time boundaries
around work:
Yes and no. It’s interesting working in the nonprofit industry because those
have to be flexible. There’s a lot of events that take place outside of regular
business hours, so your workdays can be extended and then certain
responsibilities go outside the realm of normal expectations. That’s primarily
because in nonprofit fundraising there’s a lot of relationship building. There
are odd things like funerals that sometimes you have to attend or birthday
parties or retirement parties or meeting with donors on the weekend just to
cultivate those relationships to create that positive environment so that they
continue to support the institution in this case the college. So there’s a lot of
flexibility there.
This participant puts work first, as she makes clear in her definition of work–
life balance: “Work–life balance means to me that as long as you’re successful in
your professional expectations that you should have the freedom to spend time with
your friends and families as you choose.” However, she does make it clear that work,
on occasion, needs to be flexible to support personal challenges. She described the
need for flexibility in caring for her partner:
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It’s been less of an issue here. As I think, I may have mentioned my husband
has a hereditary disease and so sometimes there are doctor’s appointments I
accompany him with because they are significant. So far that hasn’t been a
barrier and issue. His health while we’ve been in this area has been better than
previous positions living in other areas, which is good, and so that hasn’t been
an issue yet.
The participant went on to describe that she works with her supervisor to create a
flexible plan to support her needs in caring for her partner, and the institution and her
supervisor allow for some choice in managing her needs:
I usually e-mail, text or physically go to my supervisor to inform them what
has happened, to let them know how long I will be out of the office estimated
and then provide updates. In those circumstances, if I have to be home to
observe my husband to see how he is doing, I usually do work from home
during those times, or still respond to emails on my phone and work on
projects virtually and that way I’m not holding up our team.
F0401232018. This participant is in an hourly position but experiences
flexibility supported by her supervisor and institution. She describes recently
purchasing a new home and needing flexibility to visit a home when it went on the
market. In addition to the supervisor’s support, she felt the culture at her institution
was supportive:
If I need to take off early to go do something, it’s nice to have a little bit of
flexibility and maybe make up the hours somewhere else. And as long as
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you’re getting your work done and putting in your time, the culture here is
supportive.
She describes that there is a fluctuation of work time and life time with
emphasis on the need to put in extra work to finish a project:
I think it does fluctuate to some extent. I’m trying to think of an example for
you. If there’s a deadline coming up or something like that, putting in a little
extra time to make sure that the goal is reached and worth it. Because
otherwise you’re taking the worry home. And so being able to manage that
and have the flexibility to do so is everything.
A specific example of this participant staying at her institution to take
advantage of the flexibility offered is her plan to have a baby. She is staying in her
position to take advantage of the flexibility to save up paid leave. Being able to flex
work starting and ending times will allow the participant to save vacation and sick
leave to be used during maternity leave and is inevitably keeping the employee in her
position:
I’ve decided to stay at this institution is because my husband and I are
planning to get pregnant soon. Paid maternity/paternity leave doesn’t exist
here so we only get FMLA (obviously). Fortunately, with the state, there are
many jobs where my accrued benefits would transfer so it’s narrowed my
scope of options but there are still some out there. At the termination of
employment here, vacation is paid out in full while sick time is paid out at
25%. It would provide some funds but trying to start a new job and take a few
months off when a baby comes isn’t realistic… especially since time off
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would likely be unpaid. I’ve been saving both my vacation and sick time as
much as possible and I’ll have about 10 weeks of paid leave when the time
comes. It’s more than a lot of women get and almost what would be
considered “standard.” I’ll need to be careful not to take much time for
doctor’s appointments but with the flexibility of my work schedule, I don’t
anticipate using much until a baby comes. It does get hard to weigh the
cost/benefit of taking time off to do something fun since it will make a huge
difference for us financially down the road.
F0502072018. This participant described being offered a flexible work
schedule to manage life as a new parent. She has experienced role strain as she has
transitioned into life as a parent and needed to find a way to better balance the two:
They did allow me to work from home on Friday. I feel like that was one
place where there was some flexibility, although it was a fight. I had to take it
all the way to cabinet to get it approved for me to work from home on Friday.
So, it wasn’t something that my supervisor had an ability to say, “Yes, I think
you need to be able to do that.”
This participant has considered transitioning positions to allow for greater
flexibility. Here she describes potentially moving to a faculty contract schedule or
position to find more flexibility in work hours:
So, I have thought about if I was on a faculty schedule, how much easier that
would be for summers to be with her [my daughter], and just more flexibility.
And winter break, and some of that stuff. And so I have thought about maybe
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at some point asking to be changed to a faculty schedule, faculty contract. So,
I guess that’s sort of changing it.
This institution and environment’s lack of flexibility recently caused lost work
time. When the network went down and employees were unable to use their own
campus computers or phones, the participant acknowledges they could have worked
from home, but an environment that does not support that flexibility meant they did
not transition and instead lost work:
I think being supportive of the flexible schedules and working from home and
using some of the technology that we have. The other day my computer went,
crashed and went down. And they had to give me a new one, and I lost at least
half a day of work. Because most of the stuff I need to do was on my
computer. And even our phone systems are linked into our computers, and so
I was off line.
And it made me realize how, you can, if you have your computer, you
can work from anywhere now, because of that. Most of the stuff I do is related
to that. I go to a lot of meetings and stuff, but. . . . So, I think being more
flexible with schedule would be huge.
F0602272018. Flexibility in work hours is important to this participant. She
struggles to arrive at an exact time but typically stays much later than her work
ending time. This flexibility makes a difference for her:
I know I’m supposed to be at work at eight, and I just try to fit one more thing
in before I leave, and I tend to do the same thing before I leave work. I try to
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finish that one more thing and it usually ends up being 15 minutes late to
work, an hour or two late staying at work so I don’t feel too bad about it.
That being said they acknowledge a need for some consistency in work hours.
I need to know when I can talk to my team, and I think when it gets too fluid I
know we’ve had some interns that have kind of come in as they had time and
we ended up not having work for them or just because you couldn’t depend on
when they were going to be here. I think that there’s some value to having
some time. I just like putting a little bit of flexibility at the start and the end
time, because sometimes I think that’s where. . . . Especially when you’re on a
good productive path and you’re willing to stay, I think that you should be
allowed to and kind of the same to kind of get rolling in the morning. But at
least for the bulk of the day we can are able to count on each other I guess is
kind of important.
F0702272018. This participant described flexibility more on behalf of the
employer and not the employee’s personal life initially while describing time
boundaries around work:
I do on a daily basis. It’s the classified staff idea. We work for a certain
number of hours. That’s the deal, but my job sometimes, things happen,
emergencies happen, weather delays happen that are obviously outside of
working hours. It’s just part of the job. It’s not a hard and fast rule.
However, later she described that the institution and her supervisor did
provide flexibility in workplace when she had two surgeries:
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Yeah, and actually, I think it was, it was actually two surgeries. During the
second one, I took two weeks off but worked from home the second week. He
[supervisor] was very nice about being flexible and anything that I could do
from home, I was able to, didn’t have to ask permission or anything. I also
wasn’t obligated if things weren’t going so well. It worked out really well, a
lot better than I think it would ever.
F0802272018. This participant has experienced flexibility in work hours to
support her medical appointments:
I guess I go to the chiropractor and get a massage once a month. That’s
something that due to an injury, I broke my ribs, so that’s a medical thing.
They’ve been really flexible about that and supported that. Just I guess
making sure that I take care of everything that I need to take care of before I
leave early for that day and make sure that I’m scheduling things around it and
that seems to work great.
M01102018. Flexibility in working hours is a must for this participant:
I think up to this point most of my supervisors have been okay with the
flexibility. I think the current supervisor understand the nature of the work,
but doesn’t necessarily grasp the full weight of the flexibility of the odd hours,
and the weekends, and the nights. I think I’m one of the few maybe I the
division that have weird hours in that sense. A lot of people will go home nine
to five, or seven to four, seven to five, or whatever it may be. There’s a few of
us I would say in the division that have more of that fluid schedule.
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He described the need for flexibility to manage the event oversight that occurs
on evenings and weekends in his role. This challenging nontraditional schedule can
impact his relationship with his partner at times: “But also I think my wife pushes me
to do it [balance work and life] more, which is fine, and I don’t typically object.” The
participant has also experienced support in his need to flex where he works:
There have been days where it’s like I need to hunker down and finish a
project, and I can’t do it at work in the office I’m going to do it at home. I
think there’s that flexibility, and I’ve seen that.
The participant has taken advantage of a telework agreement to flex his work
location in addition to flexing his work hours. Equally important was this
participant’s description of the impact of his supervisor modeling flexibility in work:
They were flexible enough, with their own schedule even. I think that
modeled what was okay, so if you’re going to be leaving to go do family
things, and go do this, and do that, and you’re doing weekends, and nights.
Then I’m going to kind of model my behavior off of that.
M0201102018. This participant negotiated workplace flexibility as a part of
his contract. This flexibility was something he was willing to make less in salary to
have:
I think part of that is the flexibility I have as a state employee, especially as an
administrator. Is a lot more flexibility than there is in the corporate level, there
just is. That’s the balance I think that we get. We get less pay, but there’s a lot
more flexibility in what’s acceptable and what’s manageable from that
perspective.
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M0301102018. This participant has a negative view of the flexibility offered
in his position. He cites the lack of flexibility in the kind of work he does:
My current position does not allow me to flex that intellectual muscle the way
I would like to. I am talking to students about leadership and personal
development, so there’s that part of it that I forget because I see it every
day. . . . My current position does not allow me the ability to find the projects
or the opportunities to really stay engaged.
In fact, this participant accepted a lowered contract to a less than full-time
position to create for himself the flexibility he wanted. He also struggled with a lack
of flexibility in work hours:
If we weren’t so location-bound and we could be more flexible, some
things. . . . I mean, at one point, I do have to be here for students to walk
through the door, so there is some time constraints there, but at the same time,
I’m awake and ready to do work at 2:00 in the morning, always have been.
That’s my power hour. I did 95% of my schooling online. 2:00 a.m. is when I
get good papers written. It’s when I do great research. It’s when I do my best
work. With this position, I’m asleep at that time, and I have to be.
The participant described the living systems perspective of this research
project well. He explained that there will not be a silver bullet that works for all
employees:
The thing we have to remember, as individuals and in communities and
groups, is that not everything we do is going to work for every person that’s a
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part of that group. To be able to have a possibility or a policy of flexibility in
the workday or the workweek.
M0401232018. This participant discussed flexibility in workplace and work
hours as a foundation to the future of work:
To me it’s a completely insane thing that it ever became you have to be here at
this time doing this. I think that that’s a leftover thing from the factory lines.
That just have no fit in the modern workplace.
M0501312018. A 4-day workweek was a flexible work hours option for this
participant, and he worked with his supervisor to arrange it. This flexibility has
benefited his personal life:
I will say being able to work the four-10s schedule is really awesome. Long
days, but having a three day weekend with our family is really fantastic and
that started because my wife had gone four-10s, and so I was able to match
her schedule and have that time together. So, that’s really nice that this job has
the flexibility to that.
This flexible schedule was an option through policy but required approval of
the supervisor. The participant described that this systemic change to his work
schedule required supervisor approval and that was OK with him. He also described
that irregular needs for flexibility are approved consistently. He believes that some of
this is possible due to his exempt position status. He has considered the additional
flexibility that might come from applying for a faculty position. This would allow
him the opportunity to participate in scheduling his courses and offer additional work
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hour and workplace flexibility. He is balancing this position with the need to do a lot
of outside-the-classroom grading and student advising.
Theme 2 summary. Participants expressed a need for flexibility consistently
throughout the interviews. Most common was the need for flexibility in work hours,
but flexibility in workplace (like telework), who does the work, and how much work
(workflow) was also mentioned on occasion. This theme supports what was found in
the literature review.
Gursoy et al. (2008) studied recruitment and retention of highly qualified
workers in the hospitality workforce and found that Millennials valued flexibility and
professional development. S. Smith and Galbraith (2012) also found that flexibility
was a top motivator for Millennials who wanted to stay in their positions.
“Millennials value flexibility because balancing work and their personal lives is very
important to them, and they want the flexibility to make and keep personal and social
commitments” (p. 138).
This theme found a pattern in the importance of offering flexibility to
Millennial employees regardless of gender. This shared need for flexibility may
underscore a change occurring in the American family where tradition gender roles in
caring for family are beginning to blur and men are taking on additional work in the
home. This transition in gender roles will impact the workplace in that both men and
women will have a need to better balance work and life.
Being unable to flex work hours, work location, what work is done, or
workflow can impact Millennial employees’ willingness to stay in their positions. As
colleges struggle to retain highly qualified professionals, creating an environment that
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ensures the work is getting done in a way that supports their continued employment
will impact future leadership and productivity.
Theme 3: Being engaged with their work, liking their job, or feeling their
work is a part of their passion is important to Millennials. Millennial participants
in this study described being passionate about or engaged with their work in a number
of ways. What was consistent is that those participants who described their jobs as a
part of their passion or as aligning with their interests were not looking for new jobs
currently. There was no clear pattern that differentiated men from women in this area.
Employees who described their work as a part of their passion also tended to
describe their work environment more positively. Those participants who did not
believe their current work was a part of their passion or aligned with their interests
were more likely to describe a harder time navigating work–life balance. This interest
in job satisfaction was represented in the literature review. Representative examples
of this are listed, organized by participant.
F0101122018. “That’s pretty much what it is. I don’t have the passion for this
that I might have for something else.” This participant is currently pursuing education
to transition to a new line of work. She identified that this current work is not
something she has a passion for and subsequently is looking to transition soon. As the
interview continued, she shared that work aligning more clearly with her interests
would make the job less stressful:
I think it definitely helps, especially when things do get stressful and you do
get overwhelmed with stuff. If you already don’t like what you do and it gets
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even more stressful, the likelihood that you’re going to excel at it, that you’re
actually going to do well at your job goes downhill.
F0301232018. Conversely to the previous participant’s experience, this
participant described how the alignment of her interests and passions made it possible
for her to work for less money:
The bleeding heart comment is really if you look at the responsibilities that I
have and the tasks that I’m expected to complete for my position in the
nonprofit or higher education industry versus the for-profit industry, there’s a
big difference in pay. So that’s why I will describe the bleeding heart because
I could be doing the same exact amount of work in a different industry and be
a paid a lot more for it. I want to be here because I want to support the college
and support the students because it is my passion.
M0301102018. When describing future goals, this participant identified that
his current work is not in line with his values and does not leave him feeling engaged
with his work:
Short-term goals is to keep the family fed. Long-term goals is a much bigger
question. I want to be able to use my education. My master’s was in
organizational leadership with a concentration in servant leadership, so my
goal is to be able to start teaching, working with, or managing individuals in a
way that is more engaged and more back to my values. If I could find
something in the college area that would work with that, then I would stick
around, but I’m not sure.
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Throughout the interview, this participant described negatively his ability to
manage work and life by sharing negative experiences with flexing the type of work
he does, accepting a lowered contract to flex work hours, and looking for ways to find
more passion and alignment with his education outside his regular responsibilities. In
fact, this participant wants to see work as something that clearly aligns with his
values—a shared values position where the institution and the employee believe in
the same ideas:
Like I said, it doesn’t have to be the four-letter word that we make it if we can
engage individuals in a meaningful way. That really goes back to our values,
our shared values. Are my values in line with the departments? Are those in
line with the organization? Is that in line with the community?
When probed on whether being in a position where he had alignment with his
values and the values of the organization would impact his work–life balance, this
participant shared,
If we can make sure that we have valued, meaningful work, work–life balance
disappears a little bit because it’s not about having to recharge from
something. It’s about making sure you get enough rest to jump back into it the
next day. I think that’s where we struggle, making sure that our work is
meaningful.
We’re no longer the society that just wants to go to work to get a
check and that’s good enough. We’re evolving. I mean we’re on stage all the
time, so we want to be happy because happy gets likes. Happy gets thumbsups. Happy gets retweets, and so. . . . Work–life balance is important, but if
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we had a way to connect with our work better, it wouldn’t matter as much, I
guess.
He is even working hard to find ways to place passion and align interests with his
work outside of his regular job responsibilities:
I’m trying to find whatever way I can to put my passions into my work. The
fact that I’m taking on the other responsibilities outside my normal job. . . . I
had a friend who was a mayor of a city for a while, CPA, really successful,
and he says, “My mayor’s job lets me go back and do my CPA job.” He owns
the CPA firm. It’s not like he’s hurting, but he had to have a way to engage
and be a little bit more intentional in his community. There’s things that I’m
putting into place. Any of the leadership development, that’s what I love. I
love being able to see teams work together. I work with one of the
departments on campus. We meet every two weeks and go through another
chapter in emotional intelligence and start talking about how they’re
interacting with each other, with other departments, and with their families.
That’s where I’m starting to get my energy back or I’m starting to feel like
I’m doing good and I’m doing right. It may not be what I’m doing here, and I
can be okay with that to a certain point, but it’s what else can I do outside of
my normal description that can create that.
M0501312018. Being directly involved with students is a passion for this
participant to the point that he is uninterested in applying for positions that would
remove him from direct student contact. The participant described being more “fired
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up” about certain things than others. He described intentionally avoiding positions at
a certain level to avoid being removed from this student contact.
Interestingly, this participant spoke positively about his position. He did
describe a current consideration to transition from his position but was struggling to
commit to the transition because he appreciated his current position’s impact.
Theme 3 summary. “For Millennials, work–life integration is a key driver of
their work satisfaction, and yet another means through which they attempt to satisfy
their core work motivation surrounding meaningfulness” (Quatro, 2012, p. 331).
Other studies I reviewed (S. Smith & Galbraith, 2012) found that Millennials were
looking for meaningful work. Harrington et al. (2015) found that one of the top four
reasons young adults would voluntarily leave theirs jobs was to pursue work more
aligned with their passions. Millennial participants in this study who described being
passionate about or engaged with their work described their work environments more
positively and were not looking for a new job, which supports the previous research
findings. This pattern emerged as an important theme to support job satisfaction and
retention of Millennials.
Theme 4: Understanding how Millennials define work is important to
know what motivates them. Much of the research reviewed in Chapter 2 described
that Millennials want work to be about contribution. To better understand how
Millennials truly define work, participants were asked this question in each interview.
The responses are overwhelmingly focused on work as a job, or a set of tasks, or
responsibilities and did not clearly vary when comparing gender. In fact, 9 of the 13
respondents mentioned it is just a job, tasks, or responsibilities when sharing their
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definitions. Few respondents discussed work as a career or a contribution. One
respondent described what he believed was his transition from looking at work as
tasks or responsibilities to how he currently views it as a career. That transition for
him occurred when he went from a tactical position to a leadership role.
To probe for more information, participants were asked to share if they put
time or place boundaries on work. Most respondents either put or try to put time
boundaries on work and make efforts to separate work from their personal lives.
However, fewer respondents put a place boundary on work since their work can occur
in many places. They mention use of smartphones in addition to work occurring at
events or alternate locations as some of the reasons that a place boundary is less
necessary. Participant responses that share experiences around these concepts are
shared, organized by participant.
F0101122018. This participant sees work as just a job. She is actively seeking
education to pursue a new career:
Stress. Work is, that’s a fun question to try to answer. I enjoy what I do. I
enjoy coming to work and interacting with people that I do work with, but for
me, especially right now with this job, it is just a job. It’s not my life. It’s not
my career, so it is easy to, while I’m at work, think about real life stuff. That’s
pretty much what it is. I don’t have the passion for this that I might have for
something else.
She also works to put both place and time boundaries on work:
That is something I’m trying hard to work on right now. Because it has been a
challenge for me, like I said, to when I am at work, put life aside. Then vice
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versa, when I’m at home, it’s really hard to come home after a long day, and
you’ve still got thoughts going through your head; it’s hard to leave work at
work, so things kind of blend and blur a lot.
F0201172018. Like a majority of participants, this definition included the
word tasks to describe what work is for the participant:
The tasks that you’re given. I would say work could come in many forms. It
doesn’t always have to be a paid position, but . . . I don’t really know how to
answer that actually. . . . It’s just kind of whatever’s thrown at you in the
position that you’re in I would say.
She also works to put place boundaries on work:
Yeah, for the most part. Sometimes when I’m at home I’ll check my emails or
once and a while if I’m at home for something I’ll work form home for a little
bit, which I’m able to do sometimes but not all the time.
However, she was not as focused on time boundaries: “It does, but my position being
an exempt position is a little bit more flexible. I’m not stuck to following a clock as
much as the classified employees that are part of the union.”
F0301232018. This participant also described work using the term tasks, but
she had a flexible view of both time and place boundaries around her work:
It’s interesting working in the nonprofit industry because those have to be
flexible. There’s a lot of events that take place outside of regular business
hours, so your workdays can be extended and then certain responsibilities go
outside the realm of normal expectations. That’s primarily because in
nonprofit fundraising there’s a lot of relationship building. There are odd

82
things like funerals that sometimes you have to attend or birthday parties or
retirement parties or meeting with donors on the weekend just to cultivate
those relationships to create that positive environment so that they continue to
support the institution in this case the college. So there’s a lot of flexibility
there.
F0401232018. This participant also included tasks in her definition of work
but had a more strict response to creating time and place boundaries around work:
Yes I do. I try very hard to separate my private life from my job. There are
some, obviously, cross-overs from time to time, but I try pretty hard to keep
the line drawn. . . . Every once in a while there’s a little bit of flexibility or
overlap but yes. . . . Especially with the position I’m in now. There’s really no
need for me to be getting phone calls or answering emails when I’m not in the
office.
In an effort to probe, she was asked about the advantages to keeping those
strict boundaries: “Oh absolutely. Having a work/life balance like that is definitely
beneficial. I can leave all the stuff at the office and go enjoy my evening or my
weekend without having to worry about things.” About the disadvantages of the strict
boundaries, she said, “Also, yes. The more you accomplish, the more you have to
build your career off of. So.”
It is interesting that this respondent acknowledges that this time and place
boundary limits the amount of work that can be accomplished and its impact on her
long-term career. This may mean that the respondent is making a choice to limit the
amount of work she accomplishes to ensure that she is able to balance work and life.
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The choice can require being brave enough to choose. The ThirdPath Institute’s
podcast “Ending Chronic Overwork” (Schulte, 2017) addresses this struggle to
choose what is the right amount of work. In the episode, they debate the choice
between putting boundaries around work time and time for personal life. This timebased strain is echoed in this interview transcript.
F0502072018. This interview was one of the times that the participant looked
at work as a bigger contribution: “I define work as me contributing to society and to
my community, and to the college campus. And I define it of me sort of doing as
much as I possibly can for the betterment of all people.” The decision to place time
and place boundaries around work has become more challenging for this participant
as she recently added a child to her family. This addition has caused her to rethink
boundaries in general to manage a personal life with more needs than previously,
without children:
So, it happens in a lot of places for sure. I laugh, because it’s started to change
a little bit, having just had a baby, and I’ve had to have a little bit more
boundaries, because I’ve always been sort of an all about work person. And in
my previous position, I’m all in, so it’s all hours of the day, is what I do. I’ve
had to pull back a little bit and realize now I need some family time,
especially because my daughter, I’m breastfeeding. And so, I have to be home
at a certain time. But, my phone is always on. I always use my cell phone,
even though we don’t get any cell phone stipends or anything like that. I use
my personal phone for being available whenever students need me, or faculty,
or my supervisor.
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F0602272018. This participant includes tasks as a part of defining work and
enjoys the accomplishment that comes with completing tasks:
For me, I’m in a constant state of managing deadlines and completing
projects. For me, my work is just kind of . . . I guess the satisfaction of
completing projects from start to finish and checking them off and moving on
to the next one. I enjoy kind of having a task list, even though it can get crazy
but there’s a certain problem solving aspect that I enjoy in managing all that.
She also initially put place boundaries and time boundaries on work but does
have times when she flexes that time boundary to accomplish something:
Work is some place you have to be at a specific time. Doing what I do, I have
a tendency not to leave on time because sometimes when you’re a graphic
designer if creativity is flowing you stay until it’s done.
When probed more about these place and time boundaries, she clarified that she felt
her institution puts place and time boundaries on her work. To learn more about her
experience with this, I asked if she preferred this place and time boundary. She
described an interest in time flexibility, but not place:
That’s a hard one because there’s certain times where I like to have a little bit
of flexibility because when I get into a routine I have a tendency. . . . I know
I’m supposed to be at work at eight, and I just try to fit one more thing in
before I leave, and I tend to do the same thing before I leave work. I try to
finish that one more thing and it usually ends up being 15 minutes late to
work, an hour or two late staying at work so I don’t feel too bad about it. I get
paid salary so it’s not a . . . I think there needs to be a window that people can
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be depended on to be there because I know I count on that for other people
when I need responses, but I do work with a lot of faculty who can’t
respond. . . . I think that there’s some value to having some time. I just like
putting a little bit of flexibility at the start and the end time, because
sometimes I think that’s where . . . especially when you’re on a good
productive path and you’re willing to stay, I think that you should be allowed
to and kind of the same to kind of get rolling in the morning. But at least for
the bulk of the day we can are able to count on each other I guess is kind of
important.
M0201102018. This participant was also one of the few who described work
much more broadly than as just comprising tasks. He was in a management position
at his institution. This may be one of the reasons that definitions of work transitions
from task focused to career or contribution focused:
That’s a good question ’cause life is kind of all about work, especially when
you hit this level, it doesn’t stop. Just ’cause I’m at home doesn’t mean I’m
not either thinking about it. I’m on call, I could get a text at any time from
anybody to say, “Well this is going on.” But I do try to do some level of life
segregation. And when I’m with family that time is not work. Whether I’m
thinking about it or not in the back of my head. I guess work defined as hard
it’s coming here. It’s participating in what is developing this community
college and what’s that like. And you work surrounding that, whether its
community engagements. I guess that’s all considered work. It’s hard to
define.
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This participant is also much more fluid in his definitions of time and place
boundaries around work:
It’s far more fluid than that. I could be at community engagements. Based off
of my position also you know there’s some level of expectation that we go
meet people in the community, and we go out to the board members, and that
kind of stuff. There’s a lot more engagement than maybe a position down
from mine, where it’s relatively confined to the area.
He was also very flexible about time boundaries around work: “I could be out talking
to anybody at any time at the grocery store with my whole family in tow and we’re
talking about the college. And that’s just the nature of what it is.”
M0301102018. This was also a unique response in that work was defined
negatively. This participant described a number of struggles with his position, his
supervisor, and the environment his supervisor has created. That struggle manifests in
places in the interview, including in this definition of work. The struggles he is
experiencing include time-based conflict due to a commute and a preference to have a
more flexible work schedule. That being said, he does include describing work as
their 8 hours—a task-focused view of work, likely due to the nature of his position:
A very ugly word because the connotations that go along with it. It shouldn’t
be a bad word. It shouldn’t be the four-letter word that our society has. When
I’m in the groove and I’m not feeling stress, my eight hours go by really
quick, no problem, no issue at all.
This participant would like to see work that is closer to a personal contribution
and that engages his personal interests:
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I’m trying to find whatever way I can to put my passions into my work. The
fact that I’m taking on the other responsibilities outside my normal job. . . . I
had a friend who was a mayor of a city for a while, CPA, really successful,
and he says, “My mayor’s job lets me go back and do my CPA job.” He owns
the CPA firm. It’s not like he’s hurting, but he had to have a way to engage
and be a little bit more intentional in his community. There’s things that I’m
putting into place. Any of the leadership development, that’s what I love. I
love being able to see teams work together. I work with one of the
departments on campus. We meet every two weeks and go through another
chapter in emotional intelligence and start talking about how they’re
interacting with each other, with other departments, and with their families.
That’s where I’m starting to get my energy back or I’m starting to feel like
I’m doing good and I’m doing right. It may not be what I’m doing here, and I
can be okay with that to a certain point, but it’s what else can I do outside of
my normal description that can create that.
Looking at someone who has a negative definition of work helps to
understand what organizations can create to avoid this level of discontent. The
participant provides some clues to support him in his discussion of time boundaries
around work. He finds that the traditional time schedule does not work well for him
and would prefer more flexibility in time boundaries:
It can. That’s all contextual. I wish it didn’t have to as much. If we weren’t so
location-bound and we could be more flexible, some things. . . . I mean, at one
point, I do have to be here for students to walk through the door, so there is
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some time constraints there, but at the same time, I’m awake and ready to do
work at 2:00 in the morning, always have been. That’s my power hour. I did
95% of my schooling online. 2:00 a.m. is when I get good papers written. It’s
when I do great research. It’s when I do my best work. With this position, I’m
asleep at that time, and I have to be. . . . Flexibility, reasonable flexibility, we
can’t be willy-nilly and just say nobody has to be here ever, but there can be
. . . it can be malleable. The constraint should be dictated by the students not
by a obscure policy that’s not really there half the time.
M0401232018. This participant describes that a transition occurred for him on
defining work when he went from a task-focused position to a leadership role:
I define it as . . . it’s a good question. I think it’s changed from when I was
getting direction to where now I’m more setting direction. When I was getting
direction it was a much more narrow scope. It was what’s going to help me
accomplish my job duties? What’s going to help me basically not get in
trouble? What’s going to help me not be the one caught or that’s getting called
out for something? Just trying to almost survive. Now that I’m setting
direction really I see the scope is much broader. It’s anything that’s going to
help the organization, but that’s because my role really requires that I’m
overseeing the organization and anything that’s good or bad for it really falls
under me. It’s definitely expanded as I’ve risen in the ranks. Yeah.
However, he does attempt to put clear time and place boundaries around work, but the
nature of his work has meant those boundaries blur more:
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I do. It’s definitely . . . again, the scope has changed since I’ve taken over this
organization, because I was very good about setting boundaries previously,
because again, I wasn’t responsible for the whole organization, and so what
happened to it to a large extent wasn’t my concern. I wouldn’t spend time
outside of work developing personal relationships with people that can help
advance the cause of the organization. Now, the boundaries are much more
blurred because it’s really my responsibility to be making a lot of relationships
with potential donors and board members and colleagues and everything. The
boundaries are harder nowadays but I do still set them. There’s a time when
I’m done working for the day and that I’m not checking work emails, or even
if I do I’ll just flag and then I’m not going to respond. I think I’m pretty good
about doing that but it definitely has expanded more into my life than in my
previous role.
M0501312018. This participant defined work around tasks but has more firm
boundaries around time:
Yeah. For me, I take home/work, or life/work balance pretty seriously. So, in
my own work it’s important to me that when I’m at work I’m mostly focused
on work. When I’m at home, I’m no longer working. I normally think of my
work week in terms of the 40 hour work week with some variation. . . . So,
I’m pretty mindful of how much time I work and I try to honor that both ways.
I can try to work that much, but not much more than that since that’s what I
understand to be the expectation for my position.
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F0702272018. This participant focuses on weekly goals to accomplish from
her supervisor but puts clear boundaries around time. This participant, though, sees
workplace as more flexible: “Not necessarily. We have two campuses plus the
military. There’s some traveling involved. It happens in many places.”
F0802272018. This participant grew up on a farm and learned early on that
work was from sun up to sun down. She equated work with hands-on, head-down
tasks. This meant she struggled to transition to a position that was office based:
Gosh, so I guess this kind of goes back a ways. I grew up on a farm and it’s a
hay farm out in the country, and so we worked so hard. My dad taught us how
to. . . . We would work from sun up to sun down just around the property,
helping my grandpa. For me, it’s hard to define it [work] because a lot of my
work is hands-on work that I grew up doing. For me to come in and have an
office job, I think that was kind of hard at first because I just see work as you
put your head down and you get it done and you get as much done as you can
with the time that you have, and supporting your team is a really big deal to
me. I guess how do I view work. . . . I think it’s your livelihood and I want to
do the best that I can so people know that I’m invested and I’m professional
and that I’m serious about my job. I’ve always thought that you need to do the
best that you can and work as hard as you possibly can in the day to get the
work done that you need to get done.
This meant she initially had very few time and place boundaries around work.
As she has matured and gotten married, she is learning this lack of boundaries was
impacting her personally and that she needed to create a better balance:

91
Yes. I would say for sure. But technology has also changed that a lot for me
because now I have my e-mail on my phone, so it makes it easy to work all
the time and I could do that easily. I’m so busy with my other job and this job.
Oh, gosh, I could easily . . . when I was working at a previous institution we
were exempt employees, so that was my first job and so my first job was
working in admissions as an admissions counselor. We would usually work 60
hours a week but only get paid for 40, easy. That was kind of a bad example
to start out with because we were always driving and always traveling and
work just was my life. I could do that because I was young and not married
yet and that was fine. But now I find it pretty easy to work all the time if I
could. Just probably in the last couple years I’ve kind of figured out how to
turn that off because it was effecting my health and I wasn’t getting enough
sleep, just work, work, work, all the time.
Theme 4 summary. Research by S. Smith and Galbraith (2012) found that
meaningful work and personal satisfaction, meaning they are doing work that can
change the world, were important to Millennial respondents. This study found limited
support for Smith and Galbraith’s finding as participants attempted to define work.
They instead more often described work at the tactical level. However, Harrington et
al.’s (2015) study affirmed that young adults feel that life outside of work is more
important than their careers to their identities. While this specific question was not
asked, the fact that most participants in this study defined their work as a job, task, or
set of responsibilities may align with this research that their careers are not about their
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identities. They are instead jobs that will support their ability to find identity in the
rest of their lives.
This was true for most respondents, but one respondent shared what may be
the transition time for work becoming more about life. The respondent shared that his
view of work changed when he went from employee to manager:
I think it’s changed from when I was getting direction to where now I’m more
setting direction. When I was getting direction it was a much more narrow
scope. It was what’s going to help me accomplish my job duties? What’s
going to help me basically not get in trouble? What’s going to help me not be
the one caught or that’s getting called out for something? Just trying to almost
survive. Now that I’m setting direction really I see the scope is much broader.
It’s anything that’s going to help the organization, but that’s because my role
really requires that I’m overseeing the organization and anything that’s good
or bad for it really falls under me. It’s definitely expanded as I’ve risen in the
ranks.
While most respondents intended to put boundaries around time at work, they
acknowledged the difficulty in doing so. One participant identified the real challenge
in making a time boundary decision. It meant for her that she could accomplish less,
and that might impact her résumé and career progression.
Fewer respondents put a place boundary on work because their work can
occur in many places. This aligns with the impact of technology on this generation.
As the prevalence of home Internet defined the creation of the Millennial generation,
it makes sense that they would then have fewer boundaries on where work needs to
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occur. Participants identified use of cell phones for both calls and access to e-mail
means that the lines between work and life can blur. They also identified that work
can now occur in many places to include alternate offices.
Theme 5: The importance of pay, career advancement, and work
flexibility. Interview participants were asked what factors make an impact on their
decision to transition to a new position. They were probed to share what specific
things would be considered about the new opportunity specifically. Pay and career
advancement (career goals) were mentioned in 9 of 13 interviews. Work flexibility
and its impact on family were mentioned in 7 of 13 interviews. Benefits like vacation
and insurance were mentioned in 4 of 13 interviews, followed by stability, location,
and stress level of environment.
While most participants were not currently seeking new employment, most
responded quickly with what factors they would consider about a new position. Few
mentioned they would leave their current jobs for better work–life balance, although
two participants had left their previous positions for a work–life balance issue. Four
of the five male participants mentioned money as a key factor, while only five of the
eight female participants mentioned it. Also, the female participants listed pay in their
top four reasons, but it was more often mentioned as a lower priority than career
advancement or career goals.
These factors align with what was found in Chapter 2’s literature review.
Representative examples of these values are shared in the following paragraphs.
F0101122018. Pay, benefits, and stability are mentioned as top factors to
consider leaving her current position for this participant. When probed about what
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would entice her to transition, she shared that pay and career advancement
opportunities would make her think about a transition:
Well, pay obviously is one. I do make a decent amount of money here. I have
great benefits in working for the state, retirement. Overall, I have a set
schedule that I can count on, so I know that I’m going to have weekends off. I
know my days off are going to be my days off. I know what my schedule,
where I have to be. If I need to work over, that’s my choice to do so. I don’t
have to do that, so that’s nice. I’m established here because I’ve been here for
quite a while now. Just having the comfort of knowing what to expect at my
job has definitely been something I’ve considered when looking elsewhere.
It’s like I have a routine here, comfortable here. My job stresses me out, but
who’s to say that the grass is going to be greener on the other side?
Future jobs need to include a chance for higher pay but will also need to provide an
opportunity to step up from her current position:
Yeah. I think just the opportunity to start fresh. Like I said, I’ve worked here
for eight years. When I started working here, it was my first “professional
job,” and so I’ve learned a lot. I’ve grown up a lot working here, but with that
also comes kind of a, I don’t want to say a stigma, but people have known me
for so long, so sometimes their impression of me is what it was when I started.
It’s hard to break free of that. Like I said, I’ve grown a lot professionally, and
I feel like my abilities now would probably be more accepted and more
appreciated if I did start fresh at a new job at the level I’m at now. People
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would see me in that position as opposed to hey, this is where I’m at now, but
they still see me back as an office assistant.
F0201172018. This participant was clear that no transition would occur
without a clear plan:
I’m very calculated when I make decisions that are big and I think them
through. If I were to leave here I would absolutely have a plan. I know exactly
what I was going to do to get to that next step cleanly and I wouldn’t just say,
“Oh I’m mad at you, I’m leaving, and quitting.” I would never do something
like that. I plan things out and make sure that it’s a really good, logical, and
beneficial step to make before I make it.
She then described past reasons for transition, including advancement opportunities
and, most recently, an intentionally planned step in her career progression:
When I worked in another department I got two promotions while I was there,
so a total of three different positions while I was up in that office. I was kind
of feeling like okay I’ve kind of mastered this, been there, done that. I knew
what I wanted as my next step. I knew that there were a handful of those
positions here on campus. This position came open and I knew that I had the
skills, and abilities, and the desire to do it well. I had enough people that had
worked with me that gave me really good recommendations.
One of the reasons she made this leap was more flexibility around her time, but pay
and benefits were also important factors:
There was a huge pay increase, more flexibility around time and schedule,
more vacations by quite a bit. Really those are the three reasons I think, and
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just to get this experience because I knew that was the next step I wanted to
take because I had gone to school for stuff to do that and I knew that I would
be able to do it, and make a lot more money, and have more vacation, and
flexibility. It was kind of a no-brainer.
F0301232018. First on this participant’s list was career progression. She
described this might be due to the fact she is in a dual-income situation. According to
a ThirdPath Institute Podcast, “Early Career: The Right Skills Right From the Start”
(Schulte & Durand, 2017), 78%–80% of Millennials are in dual-income partnerships
or couples, whereas fewer than half of Baby Boomers are in dual-income partnerships
or couples. They are usually in more traditional one-breadwinner couples:
I would say where the position was going was what I considered first and that
may be because I am married and have a dual income. I have a bleeding heart
since I work in the nonprofit industry, so money isn’t the most important
thing, but definitely where the position was going just for professional
advancement. If there is nowhere that position is going, then it’s time to move
on.
Money and location were also considered.
F0401232018. This participant was willing to accept a lower salary level to
keep her stress level lower in her current position. She is currently pursuing additional
education to prepare for a future position and the institution’s financial support of that
education has also impacted her willingness to stay in her current position:
I think one thing for me is stress level, salary, and where are my career goals.
Those three things need to make sense and line up in order for me to make a
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switch. Right now, I’m not really hitting my salary or career goals but the
stress is really low so it’s great. But I would like to take on more and continue
to develop my skills.
F0502072018. Career advancement is at the heart of this participant’s
decision-making on future positions:
One main thing is that I do get a lot of my self-worth, and self-esteem. And I
love working, and I love my job. And I love my position, and I really believe
in what I do. So, I think a lot about that I don’t, I wouldn’t feel fulfilled, I
don’t think, staying at home only. I love spending time with my daughter, I
really love it. But I don’t think that would be enough for me.
She also considers money and flexibility in work design. Interestingly, this participant
added later that benefits are a prime consideration. She has considered moving to
another country:
The only thing I wanted to add is that my husband and I have considered
moving to his home of origin because of the support they have around
maternity leave and work–life balance (or harmony). They offer two years of
PAID maternity leave for mothers at I think 80% of their regular salary and
their job is still there for them when they go back. Anyways I just wanted to
share that it is a real consideration for us and so important to us that we would
be willing to move across the world for it.
M0201102018. This participant has reached a financial comfort level and set
aside monetary implications to discuss what she would consider when transitioning:
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So, money isn’t really an over arching deciding factor. It certainly wasn’t
coming to this position ’cause I didn’t make a whole lot more than when I was
at my previous institution. That decision was more on career growth and
projection. And then really what’s the balance?
But really it would be deciding around what are the benefits regarding,
what’s the flexibility to go be with my family when I need to be. That’s really
what the decision, right. So, taking money out of the equation, commute out
of the equation, it’s really about what’s the flexibility around home and social
lives, and the expectations of the position and all that, but when it comes right
down to it money’s not a factor.
She went on to describe having opportunities to make significantly more
money but declining to transition because of concerns about both work–life balance
and job satisfaction:
I think it’s more than just work life though, to some degree. It’s the
satisfaction of the job. So, I’ll tell you, a job at a city closer to where I live,
which would take me 40 minutes to get there, say from my house, has a
position almost exactly like mine, almost the exact same job description as
mine, starting at $169–$204,000. More money than I make now by a good
chunk, but a city job. So, I can already factor in size and scale, and what that
balance would look like. At my level you own everything whether it goes
wrong and it’s at the technician side, or it doesn’t matter you still own it.
There’s a lot to go wrong there and I don’t see that being a 40 hour a week. I
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see that broaching 80 hours time and I don’t want to do it. I don’t want to do
80 hours. I want to when I can do 40. When I go home I want to go home.
M0301102018. In addition to concerns about the time spent away from his
children for work, this participant was concerned about a future job’s responsibilities,
flexibility, and location:
Having duties and responsibilities that would meet with my education, so
leadership development or education, being flexible to not be in the office just
because there’s an office with my name on it. Location would mean a lot to
me. The culture of the organization would be staggering.
F0702272018. In addition to time to manage caring for children, and a sense
of accomplishment in her position, benefits were a top concern for this participant:
The insurance coverage is much better at this institution than it is with my
husband’s job, so that is a big factor. It’s nice having a combined income.
Losing that would be tough. It hinges on the insurance thing, pretty much.
F0802272018. This participant is a partner in a business outside of her work
with her institution. When considering factors for a transition, she looked through the
lens of choosing between one job and the other:
Probably the first one would be a stable job because this one is . . . I see it as
really stable because we have our union behind us, so there’s that. Also our
benefits. I’ve been in the system, in the state system for eight or nine
years. . . . I have a lot of vacation and sick leave built up, saved. When I’m
thinking about having kids, that’s something that is a big positive is having all
that time saved. Benefits . . . insurance benefits for sure is a big deal to me.
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That sometimes means more than your salary that you’re making for sure,
because we have really good benefits. Just the overall . . . I feel pretty loyal to
this college. I will probably stay here until I don’t like working here anymore.
When prompted to further define stability, she shared,
Consistent employment and money, both. Yeah, I guess stability to me means
that I guess I trust working for the state is probably one of the most stable
places to be. I feel good about that. I guess that this organization would fight
for me if something ever happened. That’s a good feeling.
Theme 5 summary. Alsop (2008) has identified that retention of Millennials
will be important since initial thoughts are they may be prone to job hunting. In S.
Smith and Galbraith’s (2012) study of Millennial-aged employees at libraries, they
identified that Millennials were looking for meaningful work and growth
opportunities in prospective jobs. Participants who responded to Gursoy et al.’s
(2008) study of Millennials valued flexibility and professional development. Price,
Waterhouse, Cooper’s (2011) survey found the top three benefits Millennials were
looking for were professional development, work–life balance, and cash benefits.
Finally, Harrington et al.’s (2015) research on Millennials found that they would
voluntarily leave their jobs for more money (financial), to move forward in their
careers, to pursue work more aligned with their passions, and to have more
flexibility/better work–life balance.
This research process identified that, in line with existing research,
Millennials would consider leaving their positions for better pay, career advancement
(career growth), work flexibility and its impact on family, and benefits. Not all of the
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listed factors appeared in every interview response, underscoring the importance of
having a system of supports that would be meaningful for all different types of
employees who are navigating their careers. Importantly, these factors can be used to
design HR programs that support retention of Millennials.
Summary of Results Chapter
This qualitative study explored Millennials’ perceptions of, reactions to, and
experiences around work–life initiatives as they navigated work–life balance and
staying in their current jobs. Participants were Millennial aged and in noninstructional
positions at four community colleges in Washington State. This chapter presented the
research findings from the interviews with 13 participants in regard to their
navigation of work–life balance. The purpose was to present patterns found in the
lived experiences of participants to describe potential ways that community college
HR programs can refine or redefine their work–life initiatives and employee retention
programs.
The chapter presented evidence of five themes where patterns were identified
in participant responses. Living systems theory as a theoretical framework was used
to develop one research question:
RQ: How do Millennial noninstructional administrators perceive, react to, and
experience work–life initiatives and work design?
Data were collected via in-person, semistructured interviews with 13
volunteer participants. Four community colleges committed to participating in the
research. Two were large, suburban/urban colleges and two were small rural colleges
in Washington State. Each participant was asked the same core questions, with
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occasional follow-up or probing to ensure the concepts were addressed. Notes were
taken during the interviews. Recordings were archived on a laptop and external hard
drive for security reasons. Narrative analysis of the data led to identification of key
themes. The first coding focused on organizational categories based on the literature
review. The second coding focused on finding patterns in concepts or beliefs the
participants shared.
The research questions provided a framework for reporting results. Each
theme was supported by rich description of the data to support the validity of the
findings. This resulted in the emergence of five themes that both provide missing
information in Millennials’ lived experiences and provide insight into practices that
could impact the retention of employees in this age and employment category. The
quotations presented were actual responses with no editing for grammar; however,
identifying information was removed to protect the identity of participants.
The analysis of transcripts, organizational and substantive categories, and
supporting quotes led to the following five themes: (a) the importance of the
supervisor in work–life initiatives and balance; (b) the importance of flexibility in
work hours, the workplace, who does the work, and workflow; (c) the importance of
being engaged with the work, liking the job, or feeling the work is a part of their
passion; (d) the importance of understanding how they define work in order to know
what motivates them; and (e) the importance of pay, career advancement, and work
flexibility. These are significant factors when Millennials are thinking about leaving
their current positions.

103
Following the drafting of the emerging themes, all participants were invited to
review them and provide additional inputs. Participants were given 14 calendar days
to provide feedback. Of the 13, 3 provided feedback that was incorporated into the
data set. Participants provided edits to their quotes used in the themes document to
transition them from conversational to a clearer quote.
Chapter V: Discussion
Summary of the Study
The first chapter of this study outlined the purpose and significance of
researching the retention of Millennial-aged professionals employed in
noninstructional positions in Washington’s community colleges. The emergence of a
new generation in the workforce, combined with the evolution of technology, the
changing nature of the American family, and transition in gender roles, makes the
typical American worker different today than he or she has been for past generations.
This suggests that colleges need to understand how to create a system that addresses
the challenges presented by these changes by creating a workplace that reflects the
priorities of Millennials. For community colleges to retain high-quality administrative
professionals, research on the lived experiences of Millennial-aged professionals can
fill a gap in existing research to better understand Millennials’ experiences with
traditional HR systems.
The second chapter was a literature review exploring relevant areas of existing
research. This included exploring literature on Millennial common characteristics,
systems theory as an approach to HR/HRD, higher education and work–life balance,
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research studies available on the emerging Millennial generation, and phenomenology
and work–life balance.
The first finding from the literature review was that as the Millennial
generation emerges and develops within the workforce, research is being done to
identify the most common characteristics to assist employers with creating a system
that supports the generation mix in the workplace
The second finding of the literature review was that systems theory as an
approach to HR/HRD programs focuses on creating a series of initiatives that support
employees through their employment life cycle. Living system theory focuses not
only on the organization as a system but on the individual as well. For the individual
to perform optimally, he or she needs to function effectively, and that can include
managing work–family conflict. Studies in this area have found that teleworking can
support employee optimal performance (Madsen, 2003) and that flexible work
policies can have a positive impact on turnover intention (Batt & Valcour, 2003).
Studies have also found that salary, job security, and HR incentives tend to decrease
turnover intentions, whereas the presence of career-development benefits was
associated with an increased probability of turnover. These studies were outside
higher education but provide implications for the potential results of this study.
The third finding from the literature review was that work–life balance is not
well researched in higher education in general. More specifically, there is no focus on
community colleges and noninstructional administrative positions. Some studies have
found that flexibility in work schedules and support services tailored to their needs
are initiatives that may support the retention of professionals (Key, 2013; Latz &
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Rediger, 2014; Martinez et al., 2013; Wolf-Wendel et al., 2007). However, the
literature on work–life issues is mostly limited to 4-year institutions and to faculty.
The fourth finding from the literature review was that research currently
shows Millennials value work–life balance issues. Programs to support work–life
balance issues need to include job satisfaction, career advancement opportunities,
supervisor support, flexibility in the work environment, and high relative pay (Gursoy
et al., 2008; Harrington et al., 2015; Price, Waterhouse, Cooper, 2011; S. Smith &
Galbraith, 2012). The existing research has highlighted the change in gender roles and
technology that is impacting the modern American worker. This means that today’s
employers will need to create systems that support workers as they move through life
stages, take advantage of existing technology, and focus more on practices that will
impact retention of employees.
Finally, the literature review explored phenomenology and work–life balance
studies. Finlay (2008) used it to explore the lived experiences of female
entrepreneurs. Ogidan (2014) used it to understand leadership development programs
on employee retention, and Burns (2014) used it to understand loyalty programs’
impact on employee retention. Each of these studies resulted in providing guidance
on the creation of policies to support work–life balance and employee retention and
showed the effectiveness of using phenomenology as an approach in exploring work–
life balance and employee retention.
Living systems theory provides a theoretical framework through which to
view the study. It provides a way to understand the creation of HR systems, their
interaction and impact on employees, and a way to view how community colleges
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operate. This chapter links the findings of the study to both the literature review and
the theoretical framework. Also presented are potential implications for action and
recommendations for future research.
Research Question
This research focused on one question:
RQ: How do Millennial noninstructional administrators perceive, react to, and
experience work–life initiatives and work design?
Review of the Methodology
I applied a qualitative, semistructured interview process through a living
systems theory lens to conduct the interviews and analyze responses in an exploratory
study. Using phenomenology, the research focused on direct experiences of the
interview participants as a way to explore their perceptions of and reactions to
existing HR systems and work–life initiatives.
Major Findings
This research study used an interpretivist and social constructionism approach.
Social constructionism seeks to understand the ways in which humans create shared
meaning, and the ways in which that meaning is manifested, in all social systems,
including organizations (Delia et al., 1982; Schwandt, 1994). The interpretivist
approach is based on a subjective view of reality and posits that persons approach
reality through an ongoing process of interpretation (Bess & Dee, 2008; Delia et al.,
1982).
Through the lens of social constructionism and interpretivism, this study
explored how participants interpreted work–life balance situations and made meaning
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in their perceptions or reactions to them to find patterns in their experiences. The
findings from this study help fill a gap in scholarly research around this unique group
of professionals in noninstructional administrative positions.
By asking participants to share their experiences around work–life balance,
transcribing those experiences, and then comparing their reactions to others, themes
developed that identified patterns among respondents. The transcripts were coded in
two cycles, creating the following themes: (a) the importance of the supervisor in
work–life initiatives and balance; (b) importance of flexibility in work hours,
workplace, who does the work, or workflow; (c) importance of engagement with
work, liking the job, or feeling the work is a part of their passion; (d) understanding
how Millennials define work to know what motivates them; (e) employees consider
pay, career advancement, and work flexibility when thinking about leaving their
current positions.
Theme 1: The importance of the supervisor in work–life initiatives and
balance. All 13 participants described their experiences with supervisor support in
their interviews in relation to navigating work–life balance. This theme emerged very
clearly as participants explained the key role supervisors can play in accessing work–
life initiatives. Figure 1 provides a graphic representation of all 13 participants’
discussions of supervisor support. Those participants who labeled their supervisors’
support negatively are in red.
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Once again, I
think that's
primarily because
of the openness
my supervisor has
to different work
strategies.

Because I have
struggled with
getting here on
time, my
supervisor is not
really willing to
be flexible with
my schedule.

My boss, in
particular, is
really lenient

I was just open
in the
communication
and we didn't
encounter any
problems.
They did allow
me to work
from home on
Friday. I feel
like that was
one place
where there
was some I don't typically
flexibility. converse with
my supervisor
on that, I just
do it ... But they
know what I'm
doing and so
they're
supportive of
that flexibility.

I think the first
thing would be
that I had
supervisors that
were
supportive of
taking care of
yourself and
supportive of
using your time
because you
earned it.

Supervisor impact
on work-life
balance.

I've gotta be able
to do flex
weekends…and
he was like yeah
let’s do that

I see very at odds
with my
supervisor, and
that makes it very
difficult for me to
continue on, want
to figure that out.

I am trying and I
am hoping that
…that I'm giving
them hopefully
the space to
develop their
own protections
in their own way.

he’s very good
about if we
have a doctor’s
appointment
and need to
leave for an
hour, we can
make it up later
I start getting
too chaotic,
stressed, feel
like nobody
cares ... Just the
reconnection
with my
supervisor
helps.
And maybe I
can say that
because I have
the advantage
of having a
supportive
supervisor and
supportive coworkers.

Figure 1. Theme 1: The importance of the supervisor in work–life initiatives and
balance representative quotes and examples of positive or negative interactions.

Looking through the living systems theory lens and focusing on the patterns or
relationships between structures and the interview results demonstrates that
employees do not often have a direct relationship with work–life initiatives but
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instead must work through their supervisors to access them. This theme aligned well
with existing literature. Previous research found that Millennials who feel their
managers care about their well-being are more satisfied with their jobs and want to
remain engaged in their jobs in a collegial and team-oriented culture (Alsop, 2008;
Harrington et al., 2015).
The supervisor–employee relationship can be positive or negative. In the case
of a negative relationship, employees described challenges navigating work and life.
Time strain caused by inflexible work starting and ending times was one challenge
created by the relationship between employee, supervisor, and a work–life initiative”
It’s kind of up to each supervisor if they want to let you. Because I have
struggled with getting here on time, my supervisor is not really willing to be
flexible with my schedule. Her philosophy is if you choose to stay after 5:00,
that’s your choice to do so, so she’s not very flexible. If I do have to take it,
she’s very flexible with allowing me to take time off for whatever I need, but I
do have to take vacation. I can’t, you know, flex time.
In the case of a supervisor creating a positive environment for supporting navigating
work–life balance, participants shared openness from their supervisors to create
strategies that supported both work and life:
My schedule is definitely more flexible since I am exempt and I’m not hourly
and I know I’ve worked from home. There have been days where I’m feeling
under the weather but not totally sick so I’m able to work from home. Once
again, I think that’s primarily because of the openness my supervisor has to
different work strategies.
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Where supervisors established an environment that helped employees to balance work
and life, they created an environment that was positive and increased job satisfaction,
which research has shown will have a positive impact on employee retention. This
theme indicates that the role of the supervisor in creating the right environment is key
to employee retention as it relates to work–life balance. Attention should be paid to
training supervisors to understand the tools available to them to create this kind of
environment. Also important is helping supervisors to model good work–life balance
practices. This helps employees to see that not only is it important to balance to be an
efficient employee but the supervisor is willing to do it himself or herself.
Theme 2: Flexibility in work hours, workplace, who does the work, or
workflow is important to Millennial retention. The second theme to emerge in
perceptions of, reactions to, and experiences with Millennials as they were navigating
work–life balance was the need for flexibility. All 13 interview participants
mentioned more than once a need for work–life initiatives that allow them to flex
work hours, work locations, who does the work, and work flow on occasion to
balance work and life.
The literature supported this theme. Many research studies have pointed to
Millennials’ belief that flexibility is key to balancing work and life (Gursoy et al.,
2008; Harrington et al., 2015; S. Smith & Galbraith, 2012). Highlights from this
theme are shared here.
The most common need for flexibility was in flexing work hours. Participants
mentioned the occasional need to flex a starting or ending time. An example includes
the need to start late due to arriving late and a need to start late to pay rent in another
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county. Some participants acknowledged the importance of showing up consistently
and how they approach a need to flex a start and end time with ensuring they are there
for their colleagues:
I need to know when I can talk to my team, and I think when it gets too fluid I
know we’ve had some interns that have kind of come in as they had time and
we ended up not having work for them or just because you couldn’t depend on
when they were going to be here.
Some acknowledged that the flexibility is occasional and not set
systematically:
If I need to take off early to go do something, it’s nice to have a little bit of
flexibility and maybe make up the hours somewhere else. And as long as
you’re getting your work done and putting in your time, the culture here is
supportive.
A participant recently took a new job and mentioned the flexibility of work
hours as a perk for the new position, whereas another described needing flexibility to
support transitioning to be a new parent:
They did allow me to work from home on Friday. I feel like that was one
place where there was some flexibility, although it was a fight. I had to take it
all the way to cabinet to get it approved for me to work from home on Friday.
So, it wasn’t something that my supervisor had an ability to say, “Yes, I think
you need to be able to do that.”
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Less common but still occurring within the interviews surrounding flexibility
was the need to flex where participants work. This occurred surrounding specific
projects:
There have been days where it’s like I need to hunker down and finish a
project, and I can’t do it at work in the office I’m going to do it at home. I
think there’s that flexibility, and I’ve seen that.
One work–life initiative that allows for flexibility in the workplace is
telework. Negotiating workplace flexibility as a part of the employment contract was
one approach a participant took to ensure he could navigate work–life balance. This
flexibility was something he was willing to make less in salary in order to have:
I think part of that is the flexibility I have as a state employee, especially as an
administrator. Is a lot more flexibility than there is in the corporate level, there
just is. That’s the balance I think that we get. We get less pay, but there’s a lot
more flexibility in what’s acceptable and what’s manageable from that
perspective.
Not all responses were positive. Some participants had negative experiences
because their organizations or supervisors were unwilling to offer the flexibility they
felt would make them a more efficient employee. In particular, one participant felt the
inability to flex the type of work the participant was doing led to poor job
satisfaction:
My current position does not allow me to flex that intellectual muscle the way
I would like to. I am talking to students about leadership and personal
development, so there’s that part of it that I forget because I see it every
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day. . . . My current position does not allow me the ability to find the projects
or the opportunities to really stay engaged.
The creation of an environment of flexibility that lends to flexing work in all
four way supports the living systems theory framework that a system will be
necessary to support participants in their navigation of work–life balance. The need
for this flexibility also highlights the changing demographics of American families
and the typical American worker. One participant described this new perspective on
flexibility well:
To me it’s a completely insane thing that it ever became you have to be here at
this time doing this. I think that that’s a leftover thing from the factory lines.
That just have no fit in the modern workplace.
This theme was supported by interview participants’ need for flexibility in a variety
of situations, as described earlier. While the most common need is flexibility in work
hours, there are other needs, such as flexibility in work location, who does the work,
and workflow. This pattern underscores the Millennial generation’s experience with
technology. Access to work from many locations at all times of the day makes it
possible for work and life to be more fluid. With this experience in mind, community
colleges need to create environments that allow for flexibility in these areas. That
environment will directly impact job satisfaction and employee retention. See Figure
2.
Theme 3: Being engaged with their work, liking their job, or feeling their
work is a part of their passion is important to Millennials. Participants in this
study who portrayed their work as not a part of their passion or not being engaged
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with their work described difficulties navigating work–life balance. They did not have
job satisfaction and were looking for new positions. This emerging theme aligning
passion and engagement with job satisfaction was well supported in the literature
review. Relevant highlights are shared here.
Table 1
Reasons Shared For Needing Work Flexibility in Time, Place, Who Does the Work,
and Workflow.
Time

Reasons for work flexibility
Who does the
work/Type of work
Need to focus on a
Basic job functions do
project
not engage employee’s
full capabilities
Limited access to a
bathroom (medical
necessity – pregnancy)
Long commute
Place

Arrive late, but stay late
New parent
Pay rent in another
county during business
hours
Medical appointments

Workflow
Unreasonable
expectations of one
employee
Falling behind on work
expectations

IT/Network problems
prevent work from
being done efficiently

More efficient at
nontraditional hours

One participant who is currently seeking a new career identified that he does
not have a passion for his current work. This means he finds work to be more
stressful and believes that if his work were a part of his passion, he would be more
likely to better navigate work–life balance:
I think it definitely helps, especially when things do get stressful and you do
get overwhelmed with stuff. If you already don’t like what you do and it gets
even more stressful, the likelihood that you’re going to excel at it, that you’re
actually going to do well at your job goes downhill.
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Opposite examples occurred when participants were in a position they felt
passionate about. They were willing to accept more stress, or perhaps less pay:
The bleeding heart comment is really if you look at the responsibilities that I
have and the tasks that I’m expected to complete for my position in the
nonprofit or higher education industry versus the for-profit industry, there’s a
big difference in pay. So that’s why I will describe the bleeding heart because
I could be doing the same exact amount of work in a different industry and be
a paid a lot more for it. I want to be here because I want to support the college
and support the students because it is my passion.
When probed to understand more about why engagement and passion matter,
one participant described her need for her position to align with her values and the
values of the organization:
If we can make sure that we have valued, meaningful work, work–life balance
disappears a little bit because it’s not about having to recharge from
something. It’s about making sure you get enough rest to jump back into it the
next day. I think that’s where we struggle, making sure that our work is
meaningful.
We’re no longer the society that just wants to go to work to get a check and
that’s good enough. We’re evolving. I mean we’re on stage all the time, so we
want to be happy because happy gets likes. Happy gets thumbs-ups. Happy
gets retweets, and so ... Work–life balance is important, but if we had a way to
connect with our work better, it wouldn’t matter as much, I guess.
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Studies reviewed in the literature review found that Millennials were looking
for meaningful work, would voluntarily leave their work to pursue something more
aligned with their passions, and found work–life integration to be a key driver of
work satisfaction (Harrington et al., 2015; Quatro, 2012; S. Smith & Galbraith, 2012).
This pattern emerged as an important theme to support job satisfaction and retention
of Millennials.
Theme 4: Understanding how Millennials define work is important to
know what motivates them. When asked to define work, a theme emerged around
respondents focusing on work being a job, a set of tasks, or a set of responsibilities.
Ten participants used these concepts to define work, and there were no clear
differentiators when comparing genders. Few respondents discussed work as a career
or a contribution despite the literature supporting that Millennials are looking for
work that is a contribution. Figure 3 is a graphic representation of definitions of work
participants provided. The figure shares the three outlier descriptions of work to
demonstrate that a majority of participants focused on their jobs in a tactical way, but
a few saw their jobs as a bigger contribution, career, or effort.
A potential differentiator between types of responses was described by one
participant, who shared that he transitioned from focusing on tasks in a job to
contributing more broadly when he transitioned from employee to director. The
results of this study did not find support for this differentiator. Only two participants
in the study were at the director level or above. However, one of the respondents at
the director level defined their work as aligned with the concept of tasks and
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responsibilities. Two additional participants at a level lower than director did describe
their work in a way other than as a set of tasks or responsibilities.

The tasks that
you're given.

I would define
work as the
day-to-day
tasks in order to
perform well in
one's job..

Stress…it is just a
job. It's not my
life.

I would define
work as
accomplishing
tasks in a
direction to
support a
business.

Work: tasks,
job
responsibilities

I guess the
satisfaction of
completing
projects from start
to finish and
checking them off
and moving onto
the next one.

what comes to
mind first is
completing
tasks for a
person or an
organization for
your pay.

A very ugly word
because the
connotations that go
along with it. It
shouldn't be a bad
word. It shouldn't be
the four-letter word
that our society has.

I would look at
everything on my
job description,
and other duties
assigned.

I have a set of
goals from my
boss that I have
to meet each
week. That is
what I shoot
for.

Outliers:

I define work as me
contributing to society
and to my community,
and to the college
campus. And I define it of
me sort of doing as much
as I possibly can for the
betterment of all people.

That's a good question
'cause life is kind of all
about work, especially
when you hit this level, it
doesn't stop.

I guess how do I view
work ... I think it's your
livelihood and I want to do
the best that I can so
people know that I'm
invested and I'm
professional and that I'm
serious about my job.

It's anything that's going to
help the organization, but
that's because my role
really requires that I'm
overseeing the
organization and anything
that's good or bad for it
really falls under me.

Figure 3. Theme 4: How do Millennials define work?

The concept of working to live exists in the literature surrounding Millennials.
Howe and Strauss (2000) described that Millennials value leisure over work. These
definitions of work appear to align with the concept that participants saw work as
something they accomplish and not a part of an intrinsic motivation. In fact, most
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participants described putting time boundaries on work to separate work from their
personal lives. Fewer respondents placed boundaries on the workplace.
However, fewer respondents placed a boundary on work since their work can
occur in many places. They mentioned use of smartphones in addition to work
occurring at events or alternate locations as some of the reasons why a place
boundary is less necessary:
My phone is always on. I always use my cell phone, even though we don’t get
any cell phone stipends or anything like that. I use my personal phone for
being available whenever students need me, or faculty, or my supervisor.
Outside of work occurring in alternate locations intentionally, participants also
described that there were times when there was a need to flex the location of work,
which supported their willingness to have less of a boundary around where work
occurs:
Sometimes when I’m at home I’ll check my emails or once and a while if I’m
at home for something I’ll work form home for a little bit, which I’m able to
do sometimes but not all the time.
The fact that putting clear boundaries on time and place for work can impact
productivity and potentially the respondent’s career was not lost on one participant.
When asked about the disadvantages of having strict boundaries, the participant
shared, “The more you accomplish, the more you have to build your career off of.”
This time-based strain appears in the literature review, and this participant’s
discussion of the challenge of choosing what is enough work continues to be a topic
across all generations. Another participant described role-based strain challenges as
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she maneuvers technology and two jobs. Her main job at the community college is
supplemented by another job for which she has a passion outside her core duties:
But technology has also changed that a lot for me because now I have my email on my phone, so it makes it easy to work all the time and I could do that
easily. I’m so busy with my other job and this job. . . . But now I find it pretty
easy to work all the time if I could. Just probably in the last couple years I’ve
kind of figured out how to turn that off because it was affecting my health and
I wasn’t getting enough sleep, just work, work, work, all the time.
This study found limited support for previous research that Millennials wanted to
contribute to society through their work but did find support for the potential that
Millennials value life over work. Harrington et al.’s (2015) study affirmed that young
adults felt that life outside of work was more important than their career to their
identities. These results provide opportunities for community college HR programs to
create work environments that understand employees’ interests in flexible workplace
boundaries but stricter time boundaries. It also creates an opportunity for community
college leaders to understand what motivates their employees and to create an
environment that encourages the best work from their employees.
Theme 5: The importance of pay, career advancement, and work
flexibility. Results of asking participants to express what factors make an impact on
their decision to transition to a new position were (in order of most to least mentions)
pay, career advancement, work flexibility, benefits, stability, location, stress
level/environment, and impact on family. Pay and career advancement (career goals)
were both mentioned in 9 of 13 interviews. Work flexibility and its impact on family
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were mentioned in 7 of 13 interviews. Benefits like vacation and insurance were
mentioned in 4 of 13 interviews, followed by stability, locations, and stress level of
the environment.
These factors align with what was found in Chapter 2’s literature review.
Millennials are more likely to be in dual-income partnerships or couples (Schulte &
Durand, 2017). Participants like this one described money not being the most
important because of a dual-income situation:
I would say where the position was going was what I considered first and that
may be because I am married and have a dual income. I have a bleeding heart
since I work in the nonprofit industry, so money isn’t the most important
thing, but definitely where the position was going just for professional
advancement. If there is nowhere that position is going, then it’s time to move
on.
Despite the dual-income situations, participants were equally likely to be attracted to
pay like this participant: “Well, pay obviously is one. I do make a decent amount of
money here. I have great benefits in working for the state, retirement.”
These results support research identified in Chapter 2. Studies like those
completed by Price, Waterhouse, Cooper (2011) and Harrington et al. (2015) found
that professional development, work–life balance, cash benefits, and the ability to
pursue work more aligned with their passions were top reasons Millennials would
voluntarily leave their positions. In fact, many participants described recent
transitions they had made, and the new positions included these top factors:
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There was a huge pay increase, more flexibility around time and schedule,
more vacations by quite a bit. Really those are the three reasons I think, and
just to get this experience because I knew that was the next step I wanted to
take because I had gone to school for stuff to do that and I knew that I would
be able to do it, and make a lot more money, and have more vacation, and
flexibility. It was kind of a no-brainer.
Existing research underscored the importance of paying attention to retaining
Millennials since they may be prone to job hunting (Alsop, 2008). While some
research suggested that meaningful work was a factor Millennials would consider (S.
Smith & Galbraith, 2012), this question did not result in any responses to support
that. It did find support that if community colleges can provide high relative pay,
career advancement or growth opportunities, and work flexibility, they would be
more likely to attract and retain their employees. Because each response varied
slightly, this supports the living systems theory perspective that a system of supports
may be most beneficial in retaining these employees. Community colleges having
decent benefits packages, providing employees with stability, paying attention to
stress level, and environment are all additional factors that can be impacted by HR
departments and community college leaders. See Table 1.
Implications for Further Research
This study focused on answering the following research question:
RQ: How do Millennial noninstructional administrators perceive, react to, and
experience work–life initiatives and work design?
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Table 2
Concepts Mentioned When Asked What Factors Participants Valued When
Considering Leaving Their Current Position
Concept

No. participants

Pay

9

Advancement (career goals)

9

Work flexibility

7

Benefits (vacation, insurance)

4

Stability

3

Location

3

Stress level/environment

2

Impact on family

1

As a project looking at only four colleges and 13 participants, this small sample type
and size cannot be generalized to a larger population since it instead sought deeper
descriptions of experiences around work–life balance navigation as a phenomenon.
The results do not provide support for direct causation.
The study focused on perceptions of the employee only and included only
noninstructional administrators of Millennial age and only community colleges in
Washington State. Because of the limitations of the population and the applicability
of the results, the following additional areas for study are recommended: (a) broader
research that includes the experiences of supervisors and the HR staff at each
institution working to support the retention of this population in a case study setting;
(b) a quantitative study measuring the impact of specific HR incentives on work–life
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balance with attention to telework and flexible work design; (c) expansion of the
study to include a look into informal support factors such as mentorship; (d) a study
comparing and contrasting Millennials and non-Millennials; and (e) a study that
compares Millennial employees across the varying collective bargaining agreements.
Conclusions
The results of this study do two things. First, they fill a gap in the scholarly
literature surrounding the lived experiences of Millennial-aged, noninstructional
professionals as they navigate work–life balance within traditional HR programs.
Second, based on those descriptions, the results provide evidence that the support of
supervisors, a need for a flexible work environment, the impact of passion on job
satisfaction, understanding motivation of Millennial employees, and potential
incentives to design HR programs around work–life balance will support the retention
of Millennial-aged professionals in noninstructional positions at community colleges.
Theme 1 found that a hurdle to navigating work–life balance falls not only in
the access to specific policies and work–life initiatives but more importantly in the
barrier that can be created by a supervisor who does not support the use of those
initiatives. The relationship between employee and supervisor impacted this study’s
participants’ ability to use work–life initiatives like telework and work design as they
maneuvered through time-based and role-based strain issues. The patterns identified
echo what was found in the literature review (Harrington et al., 2015) and support the
conclusion that community college leaders need to ensure supervisors are well trained
in understanding work–life initiatives, are supportive in balancing their use with the
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ability to complete the job responsibilities of the employee, and model the use of the
tools in their effort to create an environment supportive of work–life balance.
Theme 2 found that flexibility in work time, place, type of work, and work
flow is often necessary in supporting work–life balance navigation. Policies like
telework or flexible work design create opportunities for employees to navigate timebased strain caused by issues like traffic, medical appointments, caring for children,
or caring for aging adults. These four flexibility areas are for times when the
dynamics of an employee’s personal life could impact his or her ability to be most
productive. These policies represent an opportunity to support them in balancing the
two areas in a way that still ensures they are able to complete their responsibilities in
both areas. Support for these results was evident in existing research where flexibility
was a top motivator for Millennial employees (Gursoy et al., 2008; S. Smith &
Galbraith, 2012). This need for flexibility underscored a change occurring in the
American family where traditional gender roles in caring for family are beginning to
blur and men are taking on additional work in the home. This transition in gender
roles will impact the workplace in that both men and women will have a need to
better balance work and life.
This result combined with the previous theme continues to highlight the need
for community colleges to pay close attention to the environment created for
employees to work in each day. An effort to ensure policies in the institution not only
provide for workplace flexibility but also allow for flexibility in work starting and
ending times, in who does the work, and in how much work is expected will become
important moving forward for retention. Millennial participants in this study
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identified the occasional need to flex all four areas in their effort to integrate work
and life.
The third theme found that passion can impact job satisfaction and that
attention should be paid to unique ways to align personal values with the work at the
institution. Participants in this area who described their work as not aligning with
their passion were actively seeking ways to find a closer alignment. Rather than lose
them as employees, college leaders could create opportunities for them to continue
their responsibilities but accept additional projects in areas where they can find the
engagement they seek. Examples would include special projects or opportunities for
temporary reassignment. Leaders can work with supervisors to create an environment
where they are able to capitalize on individual passions in areas other than their
current tasks. This avoids the need for employees to find new jobs and allows them
instead to retain their positions while still finding passion in their work.
The fourth theme found that Millennial participants view work as the tasks or
responsibilities they are expected to complete but not necessarily as anything more.
There appears to be support for the fact that Millennials value life over work and are
looking for ways to integrate work and life. Respondents were willing to have flexible
workplace boundaries and to use their own time and technology to ensure their
responsibilities were complete. If community colleges acknowledge this willingness
to have a more fluid boundary around workplace and time, they can establish a work
scenario where work and life can occur seamlessly.
Finally, Theme 5 found that participants would consider leaving their
positions for factors like high relative pay, career advancement opportunities, work
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flexibility and its impact on family, and benefits. While not all factors appeared in
every interview, pay, career advancement, and work flexibility appeared in a majority
of responses and are key areas for community college attention in the design of
retention programs. This aligned with existing research and supports a change in
practice for community college leaders.
Implications for Practice
This study better illustrated the experiences of Millennial-aged,
noninstructional professionals and identified patterns in Millennial perceptions of,
reactions to, and experiences of traditional HR systems as they navigate work–life
balance. The results provide clear implications for community college leaders and HR
practitioners as they create environments that support the retention of Millennial-aged
professionals in administrative positions. Some of the resulting themes supported
existing literature, as described in the following paragraphs.
Implications for future practice are centered around five key terms:
supervisor, flexibility, passion, motivation, and incentives. Community colleges
working to create an environment that better supports employees’ navigation of
work–life balance and employee retention can use this information to design HR
programs that support supervisor training, enhance policies surrounding flexible
work, establish opportunities to align passions with responsibilities, create an
environment that understands what motivates Millennials at work, and finally, ensure
incentives align. As limited resources remain available to support high turnover in
positions, technology continues to impact the way we work, and the demographics of
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the typical American worker continue to evolve, community colleges need to be able
to rapidly update their systems for employees.
Practices for supervisors need to change to be more supportive of Millennials’
needs for flexibility in work time, workplace, types of work, and workflow while still
balancing the need for productivity. First, anyone supervising employees needs to
understand his or her role in helping employees to navigate work–life balance.
Community college leaders also need to set a vision around the role supervisors play
in employees’ access to work–life initiatives. While having a policy is the first step,
accessing the policy is key to navigation, and supervisors hold that key. Ensuring the
college’s culture is not just to have the policies but also to ensure clear access to and
supervisor support of those policies will create an environment that supports
employees in navigating work–life balance.
Supporting leaders in understanding how to create an environment of
flexibility will make it possible to ensure employees better navigate work and life.
Ensuring that policies support all four ways to flex work—time, location, work type,
and work flow—is a key step in creating an environment of flexibility. Following
those policies with guidance to supervisors is a next step. Scenario-based training on
the applicable laws, rules, and policies and the myriad options available to navigate
those experiences would create supervisors who have better tools in their belts to
support employees. Equally important is ensuring supervisors model good work–life
balance and flexibility. Ensuring that policies are in place, supervisors support the use
of them, and that they implement them in their own work will create the best possible
environment for support of Millennial-aged administrators.
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Participants in this study who were passionate about the type of work they do
had better job satisfaction. Those participants who did not feel engaged with or
passionate about their work were less satisfied and were either looking for new work
or looking for ways to add to the type of work they do to find an alignment with their
passion and the job responsibilities. Leaders and HR programs that design
opportunities for Millennial-aged employees to participate in adjusting the type of
work they do to align with their passions will be more likely to retain employees. A
new job is not the only answer. Instead, community colleges can find ways to flex the
type of work being done to balance the needs of the organization with the values and
engagement of their employees. These could include temporary assignments, added
responsibilities, or new positions with opportunities for growth.
Millennial administrators in this study defined work around a set of tasks or
responsibilities. Recognizing this motivation will allow HR departments and
community college leaders to design positions that allow employees to come to work
and complete their tasks, fulfilling their work obligations, while still integrating their
work and personal lives. Further research needs to be done to understand the
implications of the change in value of life over work.
This research project has identified potential practices HR departments and
community college leaders can implement to create a more effective system to
support Millennial-aged administrators based on the lived experiences and meanings
shared participants of the study shared. If HR departments and community college
leaders better understand what motivates these employees when considering new
positions, they can concentrate efforts on creating positions and opportunities that
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will attract them to stay. This dissertation identified that Millennial-aged
administrators look for specific incentives like high relative pay, career advancement
opportunities, and work flexibility when considering new positions. The
aforementioned support of supervisors, motivations, and policy around work
flexibility are some of the steps toward increasing Millennial retention. Additional
attention needs to be paid to ensuring that leaders create career advancement
opportunities for high-performing employees. Implementing opportunities for career
growth in new positions, career broadening, or professional development when
employees show potential could support greater retention. HR programs should also
work to ensure that collective bargaining agreements allow for continued pay growth
in line with the market. In some cases, this may mean ensuring that pay tables allow
for additional earning potential.
This dissertation provided insight into the lived experience of 48 percent of
community college employees in the Washington State community colleges by
focusing on noninstructional administrators. Through a Living Systems theory lens
we learn that the people within a community college are the parts of the system and
must be operating efficiently in order for the system as a whole to be performing well.
This focused research project provided support for how the people navigate work-life
balance and how community colleges may find ways to create a better support
program for them as they navigate this effort. What is known from the scholarly
literature is that employees provide their best performance when they are functioning
effectively across their whole life. The effective performance is necessary in order to
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ensure the delivery of education within the community college as a whole is
performing at its best.
One silver bullet will not increase Millennial retention; instead, a system of
intentional inputs including supervisor support of work–life balance, flexibility in
four key areas, recognizing the power of passion or engagement, understanding
motivations, and offering key incentives will be most likely to support the retention of
Millennial-aged administrators. This system is likely to increase their job satisfaction,
deepen their engagement with the institution, and result in longer-term employees for
the college.
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Appendix A: Invitation E-mail to Participate
Dear _______,
As a part of my doctoral studies at Oregon State University, I am undertaking
a dissertation research project titled “Exploring Work–Life Balance for MillennialAged Noninstructional Administrators in Washington Community Colleges.” The
research will explore the decisions made by noninstructional administrators who were
born between January 1, 1982, and December 31, 1997. Eligible participants will be
staff members at community colleges in Washington State in noninstructional
positions and who were born between January 1, 1982, and December 31, 1997. No
restriction will be made on ethnicity or gender, but participants will have been in their
positions for at least 2 years, adults, and English speaking. The qualitative research
project is being led by the principal investigator, Dr. Joe Johnson, OSU faculty, who
can be reached at [contact information removed].
I am writing to ask you to consider participating in an interview. The results
of this study will inform leaders in community and technical colleges in Washington
about the lived experience of Millennial-aged employees as they navigate traditional
human resource programs. This research will add to the body of knowledge to support
retention of professionals in noninstructional positions through insights into policy
surrounding HR and the Millennial generation. I hope you will consider supporting
this project by e-mailing me at [contact information removed] to schedule an
interview.
Thank you for your consideration,
Tawny M. Dotson

PI: Dr. Joe Johnson
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Appendix B: Interview Protocol
Introduction
•

Welcome the participant, brief bio of the interviewer/researcher.

•

Review the Informed Consent Form to ensure it is clear. Obtain signatures.

•

Study purpose: “As you’ve read this study is a part of my doctoral work at
Oregon State University and will be published and shared with the academic
community. Its focused on exploring how Millennial-aged noninstructional
professionals perceive, react to, and experience work–life initiatives. This
interview will last approximately one hour and ask you questions that relate to
how you might have experienced these initiatives in your work environment.
To protect confidentiality I will assign codes during the transcript process to
your responses rather than your name. After this interview is transcribed I will
be sending you a draft to review to ensure that what is written meets your
intent. Finally, if I ask a question that you’re not sure how to answer or makes
you uncomfortable, don’t hesitate to say I’d like to pass or move on. No
problem. Any questions before we get started?”

Interview Questions
Part I: Basic Demographics
1. Let’s start by having you tell me a little about yourself. How old are you?
2. What gender do you consider yourself to be?
3. Did you attend college? If so, what degree did you complete?
4. What do you consider to be your ethnicity?
5. Are you married? If so, for how long?
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6. Do you consider yourself to be in a committed relationship currently? If so, for
how long?
7. Do you have children? If so, how many and what are their ages?
8. Do you care for aging parents or other adults? If so, how many and what are their
care needs?
Part II: Basic Professional Information
9. Now let’s learn more about your job. Would you consider your position to be
noninstructional?
10. Tell me about your current position at (Insert College Name Here). What does
your position entail?
11. How long have you been working here?
12. What are your short- and long-term professional goal(s)?
13. Tell me about the work that you currently do. How does it fit with your overall
short and long-term professional goals?
14. How do you define work?
Part III: Balance
15. Tell me how you define work–life balance. What does work–life balance mean to
you?
16. As follow-up: What are your challenges in achieving balance?
17. What does your organization provide you to support your work–life balance?
18. What comes to mind when you hear the term “work–life initiatives”?
19. What kinds of work–life initiatives, such as programs, services, or policies are
available within your organization to support your work–life balance?
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20. Have you made use of any of these programs, etc. Why or why not?
21. Tell me about a time when your personal or family life impacted your work- life
balance. Talk me through how you navigated balancing the two.
22. Do you sometimes feel pressure to choose between work and home?
23. Do you sometimes consider leaving your current job to help manage your work–
life balance?
24. When you make decisions like that what factors do you consider as you
determine(d) whether to stay or go? Talk me through what goes (or went) through
your mind when you consider (were considering) leaving your job.
25. Are there times that you feel you have been successful at balancing work and your
personal life? Why did you feel successful?
26. What strategies do you implement to keep your work and personal lives balanced?
27. What programs, services, and work–life initiatives might the organization provide
to help you be more successful?

141
Appendix C: Postinterview Thank-You Letter
Dear _______,
Thank you for participating in a recent interview exploring work–life balance
and the Millennial generation that I am conducting as a part of my doctoral work at
Oregon State University.
While work–life balance has been studied broadly, this dissertation focuses on
how the Millennial generation, which is emerging as the largest generation in the
workforce, experiences traditional human resource systems. This will help to fill a
gap in research related to traditional HR and emerging generations.
I am attaching a transcript of our interview and am asking you to review it to
ensure the responses are what you intended to say. Please consider replying with any
information that might ensure your intended responses are captured.
Thank you again for participating.
Tawny Dotson
Doctoral Candidate
Oregon State University
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Appendix D: Consent Form
Verbal Guide:
I am conducting a study to explore the value Millennial-aged, noninstructional
administrators place on support services provided by their institution when
considering decisions to retain their positions. I am specifically trying to understand
how those individuals construct their decisions to retain their jobs.
You will be asked to participate in a semistructured interview to share your
experiences. The interview is expected to last approximately 1 hour. During the
interview, the questions you will be asked may require you either to share a
challenging situation or to imagine a challenging situation as it relates to your
employment. You should not participate if you do not wish to be recorded.
Following the interview, you will be provided with an opportunity to review
the interview transcript to ensure the responses met your intent and provide internal
validity to the study. You will be given 14 days to respond to the transcript with any
feedback, and you may add to or modify your responses at that time. If you choose
not to respond, data will be used as collected.
Participants will be also be asked to review the emergent themes and if the
themes adequately capture their thinking. Those participants who indicate they are
both willing and available to review the themes will be provided the opportunity to do
so. Participants will also be invited to include any additional thoughts they may have
at that time. Participants will be given 14 calendar days to do so after being provided
with the data. If participants do not provide their responses within 14 calendar days,
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their reviews will not be included in the final study. Additional contributions will
become part of the data set.
There are no direct benefits to subjects associated with their participation. You
will not receive payment for your participation.
As this study proposes to enroll a small and well-defined population, there is a
chance we could disclose information that identifies you. A breach in confidentiality
could result in risk to employability or reputation. Results of the study will be
reported in narrative form. Direct quotes may be used in the findings. To ensure
confidentiality, no identifying information will be used when reported in the findings.
The results of this study will be shared with the Human Resources Commission as
they guide HR policy that supports community and technical college employees. It
will also be published for the academic community to use in creating future HR
policy for millennial-aged professionals. This dissertation will be submitted to the
OSU Scholar’s Archive.
Your participation is voluntary, and there is no penalty for choosing not to
participate or for leaving the study at any time; you are free to skip any questions or
activities. Your decision not to participate or to participate in the study will not
impact your employment or your benefits through your employer.
If you have questions about the study, you may contact the principal
investigator, Dr. Joe Johnson, by e-mailing [contact information removed].
If you have questions or concerns about your rights or welfare as a research
subject, please contact the Human Research Protection Program (HRPP) office at
[contact information removed].
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Do you have any questions for me at this point about the research process?
To verify your understanding, could you please paraphrase what I have just
communicated to you about the research process and verify your consent to
participate in this study?

