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The emergence of Generation Z in the workforce presents organisations with new challenges and opportunities in designing effective employee engagement strategies. As the first fully digital‑native cohort, Gen Z brings distinct expectations around authenticity, development, wellbeing and meaningful participation, requiring organisations to rethink traditional HRM practices and organisational structures. Engagement is no longer a static outcome, but a dynamic process shaped across the entire employee lifecycle from attraction and recruitment to development, retention and separation. At the same time, organisational culture, including mission, vision and values, plays a critical role in shaping how Gen Z interprets and experiences work, particularly given their heightened sensitivity to value practice alignment. This assignment critically examines how organisations can engage Gen Z by integrating contemporary engagement models, evidence‑based HR practices and real‑world examples from the hospitality sector. In doing so, it highlights the importance of coherent, values‑driven approaches that align organisational intentions with lived employee experience.

HR, or Human Resources, is part of an organisation that manages everything related to its people, from hiring and training to wellbeing, performance, pay and workplace culture. It acts as both an administrative function and a strategic partner, making sure the organisation has the right people, the right skills, and a fair, supportive environment where employees can do their best work (Torrington et al., 2026). HR handles recruitment, onboarding, employee relations, conflict resolution, performance reviews, compensation and benefits, legal compliance, diversity and inclusion, and long‑term workforce planning, all with the aim of aligning people practices with the organisation’s goals while supporting employees throughout their entire journey at work (Williams, 2026).
  The recruiting and selecting is the HR process of attracting candidates and then choosing the person who is the best fit for the role, combining strategic planning with fair, evidence-based assessments. It begins with identifying what skills and capabilities the organisation's needs, then creating a clear job description and advertising it through channels that reach the right talent (Kenjo, 2025).Once applications come in, HR screens candidates against essential criteria, conducts structured interviews, and may use assessments such as work‑sample tests or situational judgement tasks to evaluate how well each person can perform the job. The final selection is based on objective evidence rather than intuition, ensuring fairness, reducing bias, and improving the likelihood of hiring someone who will succeed and stay (Bach & Edwards, 2013). This process not only fills vacancies but also shapes organisational culture, capability, and long‑term performance.  
The training and development for Gen Z staff works best when they feel purposeful, personalised, and connected to real growth, blending digital learning with hands-on experience (Charette, 2024). This generation values clear progressions, practical relevance, and regular feedback, so effective development combines microlearning modules, on-shift coaching, and short reflective check-ins that show how new skills link to future opportunities. They respond strongly to collaborative learning-peer mentoring, team challenges, and shared problem‑solving as well as digital-first formats like videos, interactive tasks, and mobile-accessible content that fit naturally around hospitality schedules. Gamified elements such as progress badges or sustainability challenges can boost motivation, while personalised development plans and cross‑training pathways help them see a meaningful future within the organisation (Laszlo, 2025).
Retention and overall wellbeing are deeply interconnected, especially for Gen Z staff, who are more likely to stay when they feel healthy, supported, and valued. Effective retention begins with creating a workplace culture that prioritises psychological safety, fair treatment, and open communication, ensuring employees feel heard and respected (Giousmpasoglou and Nguyen, 2025). Managing wellbeing means offering predictable schedules, adequate rest, and access to mental‑health support, while also fostering a sense of purpose through meaningful work and alignment with organisational values. Opportunities for growth, regular feedback, and recognition strengthen loyalty by showing employees that their development matters (Whyte, 2025). Social connection also plays a key role: strong team relationships, supportive managers, and a positive atmosphere reduce stress and increase commitment. When organisations invest in wellbeing through workload balance, supportive leadership, and a culture of care they not only improve day‑to‑day employee experience but also build long‑term retention by creating a workplace where people genuinely want to stay (Breen, 2025).

Gen Z is typically defined as those born from the 1997s to around 2012, and their characteristic reflect growing up in a world shaped by digital technology, social change, and economic uncertainty. They are often described as digitally fluent, having never known a world without smartphones, social media, and instant access to information. This shapes their expectations for speed, transparency, and connectivity at work. They are also purpose‑driven, valuing organisations that demonstrate authenticity, social responsibility, and ethical behaviour (McKinsey, 2024). Gen Z tends to be pragmatic and financially cautious, influenced by witnessing economic instability, which makes job security, fair pay, and clear progression important (Atherton, 2024). They value well-being and work–life balance, expecting employers to support mental health and create psychologically safe environments. Their learning preferences lean toward interactive, personalised, and tech‑enabled development, and they thrive in workplaces that offer collaboration, diversity, and continuous feedback. Together, these characteristics shape how they engage, learn, and build loyalty within organisations. 
Employee engagement in hospitality is strengthened through a blend of communication, recognition, development, autonomy, wellbeing, culture, leadership, and technology, each contributing to a motivated and high‑performing team (EHL Graduate School, 2024). Effective communication and regular feedback create clarity and trust, while recognition and rewards reinforce positive behaviours in a sector where emotional labour is high. Training and development build confidence and career pathways, supporting retention in an industry known for turnover (Loux and Loux, 2025). Empowerment and autonomy give staff ownership of guest experiences, increasing pride and responsiveness. Wellbeing initiatives such as fair scheduling, breaks, and mental‑health support reduce stress and burnout, directly improving engagement. A strong organisational culture rooted in respect, teamwork, and shared values fosters belonging, while supportive leadership styles, such as coaching or transformational leadership, create psychological safety and motivation (Global Wellness Institute, 2025). Technology-based tools, from scheduling apps to digital learning platforms, streamline communication and appeal to younger staff. Together, these approaches create an engaged hospitality team that delivers better service, collaborates effectively, and stays committed longer. 
An engaged hospitality team delivers even greater benefits when Gen Z staff are part of the workforce, because their values, expectations, and working styles amplify the positive effects of motivation and connection. Engagement leads to better customer service as Gen Z employees, who naturally value authenticity and social interaction, bring energy and attentiveness to guest experiences. This contributes to higher guest satisfaction, especially as younger staff tend to personalise service and respond quickly to feedback. Engagement also reduces turnover, which is critical in hospitality; Gen Z are more likely to stay when they feel supported, developed, and aligned with organisational values (Surugiu et al., 2025). With stability comes greater productivity, as experienced teams work more efficiently during peak service. These gains translate into increased profitability, driven by stronger service quality, fewer recruitment costs, and more consistent operations. Engaged teams also show better teamwork, something Gen Z particularly values through collaboration and open communication. Finally, engagement fuels innovation, as Gen Z employees are confident sharing ideas on sustainability, digital tools, and guest experience improvements, helping the organisation evolve in a competitive sector (Corporate English Solutions , 2024).
Non‑hierarchical structures such as Holacracy, Matrix, and Divisional models are often presented as ideal for engaging Generation Z, yet their effectiveness is far from universal. While Gen Z’s preference for autonomy, transparency, and collaborative learning appears compatible with decentralised decision‑making (Anand and Mohanty, 2025), these structures can also generate ambiguity, cognitive overload, and inconsistent leadership experiences—issues that disproportionately affect early‑career employees still developing organisational literacy. Holacracy, for instance, promises empowerment through distributed authority, but its complex governance processes can overwhelm younger workers and inadvertently shift responsibility without adequate support (Mont, 2017). Similarly, Matrix structures offer cross‑functional exposure valued by Gen Z, yet the dual‑reporting lines frequently create conflict and unclear performance expectations, undermining the psychological safety this cohort prioritises (Rivas, 2025). Even Divisional structures, which provide clearer accountability, risk reinforcing siloed cultures that limit the developmental breadth Gen Z seeks. From a contextual HRM perspective, the suitability of these structures depends less on their theoretical alignment with generational preferences and more on how organisations embed supportive HR practices such as structured onboarding, coaching, and evidence‑based performance management to mitigate the structural tensions inherent in post‑bureaucratic designs. Thus, while non‑hierarchical forms can enhance Gen Z engagement, their benefits are contingent rather than guaranteed, requiring careful alignment between organisational design, capability development, and contextual workforce needs.
Although mission, vision and values statements are often positioned as central pillars of organisational culture, their effectiveness in engaging Generation Z is far from straightforward (People, 2025). Gen Z employees place a high premium on authenticity, social responsibility and value–practice alignment, meaning that traditional top‑down cultural statements are scrutinised more critically than by previous cohorts. While a purpose‑driven mission and socially conscious values can enhance attraction and retention, these artefacts risk becoming symbolic if organisational behaviours, leadership actions and HR practices fail to embody them. This cohort is particularly sensitive to “performative culture,” (Simpson, 2025) where sustainability, diversity or wellbeing commitments are espoused rhetorically but contradicted in daily operations, leading to disengagement and distrust. Moreover, the assumption that culture can be transmitted through static statements underestimates Gen Z’s preference for participatory culture‑building, where employees expect to co‑create meaning rather than passively receive it. From a contextual HRM perspective, mission, vision and values (US Business News Staff, 2025) only influence Gen Z when they are operationalised through consistent managerial behaviour, transparent communication, and people practices that reinforce cultural expectations. Thus, while these cultural artefacts can support Gen Z engagement, their impact is contingent on organisational integrity and the lived experience of work, rather than the statements themselves
Kahn’s (1990) Psychological Conditions of Engagement model provides a useful framework for understanding how organisations can enhance employee engagement by addressing three core conditions: meaningfulness, psychological safety, and availability. In practice, meaningfulness can be strengthened by designing roles that offer autonomy, task significance and opportunities for skill development, supported by transparent communication about how employees’ work contributes to organisational goals (Callari and Puppione, 2025). Psychological safety can be fostered through inclusive leadership behaviours, consistent feedback, and mechanisms for employee voice such as team forums or digital suggestion platforms that allow individuals to express concerns without fear of negative consequences. Availability, which refers to employees’ physical, emotional and cognitive capacity to engage, can be supported through wellbeing initiatives, manageable workloads, flexible working arrangements and access to resources that reduce strain. Implementing Kahn’s model requires alignment across HR practices: recruitment processes that assess value–role fit, onboarding that builds early confidence, development pathways that sustain growth, and managerial training that reinforces supportive behaviours (Sinclair, 2020). By embedding these conditions into everyday organisational routines, employers can create an environment where employees are more willing and able to invest their full selves into their work, leading to higher engagement and improved organisational outcomes.
Meaningfulness can be strengthened by designing roles that allow employees to see the impact of their work; for example, The Ritz‑Carlton empowers staff to spend up to a set budget to resolve guest issues autonomously, reinforcing purpose and ownership in frontline roles (Toporek, 2022). Psychological safety is critical in fast‑paced hospitality environments, and organisations such as Pret A Manger cultivate this through team huddles, peer recognition rituals and supportive coaching cultures that encourage employees to voice concerns without fear of blame (admin_jododds, 2014) Availability, referring to employees’ physical and emotional capacity to engage, can be enhanced through wellbeing initiatives and manageable workloads; for instance, Accor Hotels introduced flexible scheduling and mental health support programmes to reduce burnout and improve emotional resilience among younger staff. Implementing Kahn’s model in practice therefore requires integrated HR systems structured onboarding (thompson, 2021), leadership training, employee voice mechanisms and wellbeing support that collectively create conditions in which hospitality employees feel valued, safe and capable of investing their full selves into their work. These examples demonstrate that engagement is not achieved through isolated initiatives but through a coherent, context‑sensitive approach aligned with the realities of hospitality work.

In conclusion, effectively engaging Generation Z requires organisations to move beyond traditional, transactional HR practices and adopt a more holistic, values‑driven approach across the entire employee lifecycle. This cohort’s expectations for authenticity, development, wellbeing and meaningful participation mean that engagement must be embedded from attraction through to separation, supported by coherent organisational culture and credible leadership behaviour. Non‑hierarchical structures, purpose‑driven missions and transparent values can enhance engagement, but only when they are consistently enacted in daily practice. Practical strategies such as structured onboarding, continuous learning opportunities, flexible working, and mechanisms for employee voice further strengthen Gen Z’s sense of belonging and commitment. Applying models such as Kahn’s Psychological Conditions of Engagement demonstrates that meaningfulness, psychological safety and availability must be actively cultivated, particularly in high‑pressure sectors like hospitality. Ultimately, organisations that align their culture, HR practices and leadership behaviours with Gen Z’s values are better positioned to attract, retain and motivate this emerging workforce.
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