
Talent acquisition and retention policies for 
Generation Z in family business

Guillem Esteve Seguí
EDEM Business School, España
guesse@edem.es

Maria Orero-Blat
Universitat de València, España
maria.orero-blat@uv.es

Abstract. In today’s business environment, talent management has become 
a crucial discipline for achieving sustainable competitive advantage. This 
study focuses on the talent acquisition and retention policies of Generation 
Z in Spanish family businesses, a significant sector in the country’s economy. 
Using a mixed approach of qualitative interviews and quantitative surveys, 
it explores the perceptions of managers and young employees on talent 
management policies. The results reveal that although many companies 
implement effective practices, there are significant differences in adapting 
to generational change. Factors such as fluid communication, continuous 
training and the inclusion of employees in strategic decision-making are 
key to the retention of young talent. In addition, job flexibility and a work 
environment that reflects the values of Generation Z are essential. This study 
contributes to both the theory and practice of human resource management, 
providing recommendations for improving the retention and satisfaction of 
young employees. Practical implications include the need for regular policy 
audits, the development of mentoring programs, and the implementation 
of regular satisfaction surveys to align with employee expectations.

Keywords: Talent management, Generation Z, family business, talent 
acquisition, employee retention.

Políticas de Adquisición y Retención de Talento para la Generación Z 
en Empresas Familiares

Resumen. En el entorno empresarial actual, la gestión del talento se ha 
convertido en una disciplina crucial para lograr una ventaja competitiva 
sostenible. Este estudio se centra en las políticas de adquisición y retención 
de talento de la Generación Z en empresas familiares españolas, un sector 
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significativo en la economía del país. Utilizando un enfoque mixto de entre-
vistas cualitativas y encuestas cuantitativas, se exploran las percepciones de los 
directivos y los jóvenes empleados sobre las políticas de gestión del talento.

Los resultados revelan que, aunque muchas empresas implementan prác-
ticas efectivas, existen diferencias significativas en la adaptación al cambio 
generacional. Factores como la comunicación fluida, la formación continua 
y la inclusión de los empleados en la toma de decisiones estratégicas son 
clave para la retención del talento joven. Además, la flexibilidad laboral y un 
ambiente de trabajo que refleje los valores de la Generación Z son esenciales.

Este estudio contribuye tanto a la teoría como a la práctica de la gestión 
de recursos humanos, proporcionando recomendaciones para mejorar la 
retención y la satisfacción de los jóvenes empleados. Las implicaciones prác-
ticas incluyen la necesidad de auditorías regulares de políticas, el desarrollo 
de programas de mentoría y la implementación de encuestas regulares de 
satisfacción para alinear las expectativas de los empleados con las prácticas 
organizativas.

Palabras clave: gestión del talento, Generación Z, empresa familiar, 
adquisición de talento, retención de empleados.
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Introduction

In the dynamic context of volatility, uncertainty, complexity and ambiguity 
(VUCA) that characterizes today’s business environment, talent management 
has established itself as a fundamental discipline within human resources 
that is key for companies to position themselves strategically and achieve 
a sustainable competitive advantage over time vis-a-vis their competitors 
(Mojica et al., 2017; Londoño et al., 2022).

Over the last few decades, research in this field has advanced considerably, 
and has revealed the critical importance of people as a differentiator for 
firms in competitive markets. Previous studies have highlighted that orga-
nizations that effectively acquire, retain, and motivate their talent achieve 
better operational and strategic results (Festing & Schafer, 2014, Londoño et 
al., 2022). In turn, it has been recognized that new generations of workers, 
especially Millennials and Generation Z, are reshaping HR policies with 
demands focused on flexibility, career development, and corporate social 
responsibility (Aggarwal et al., 2022), and that the talent management 
policies of a few decades ago have become obsolete with regard to managing 
the new workers who have just joined the labor market.

Despite these significant advances, important gaps remain in our knowl-
edge of how specific talent management policies impact the retention of 
Generation Z workers. This demographic places clear value on aspects such 
as work–life balance and organizational purpose, to a significantly greater 
extent than their predecessors (Aggarwal* et al., 2022). Moreover, the litera-
ture has insufficiently addressed how family businesses in Spain, which con-
stitute a major part of the country’s business fabric, are adapting their talent 
management strategies to these generational changes (Moreno-Mendéndez 
et al., 2022). This study aims to fill this research gap by exploring how and 
to what extent talent management policies can be adapted to meet the 
specific needs of Generation Z in the context of Spanish family businesses.

To address this question, the study employed a mixed approach. On 
the one hand, qualitative interviews have been conducted with CEOs, HR 
managers, and hiring managers to explore their current perspectives and 
strategies regarding talent management. In parallel, a quantitative survey has 
been conducted with Generation Z employees to identify the policies they 
value most in their workplaces. This methodological design allowed a direct 
comparison between managers’ perceptions and employees’ preferences, 
facilitating a deeper understanding of the dynamics at play.

The results of this study will provide new insights into the effective-
ness of talent management policies that specifically target Generation Z, 
offering practical recommendations that could help organizations improve 
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their ability to attract, retain, and satisfy young talent. Furthermore, by 
examining generational differences in job expectations and organizational 
responses, this study challenges and extends current understandings of talent 
management in an evolving labor market. In summary, the findings of this 
study have the potential to inform both theory and practice, providing a 
solid foundation for future research and HR strategies tailored to the needs 
of the newest generation of workers.

This article is structured as follows: after this introduction, a review of the 
most relevant concepts in the literature is presented, followed by a descrip-
tion of the methodology. Subsequently, the results obtained are discussed, 
and the implications of the study for theorists and practitioners in the field 
of human resource management are presented by way of conclusion.

Theoretical framework

This section defines and contextualizes the most relevant concepts studied 
throughout the paper: talent management, Generation Z, family businesses, 
and the non-economic talent retention policies that have the greatest impact 
on organizational commitment according to the academic literature.

Talent management
Talent management, as highlighted in McKinsey & Company’s ‘War for 
Talent’ (1997), emphasizes the importance of human capital for business 
growth. Since then, companies have also recognized the need to compete 
in terms of people and, in turn, have increasingly valued their HR teams 
and policies (Ariss et al., 2014; Bhattacharya & Mukherjee, 2009; Pandita 
& Ray, 2018; Collins, 2020). According to a 2013 Gallup Study, 43% of 
employers did not achieve their financial goals due to human capital man-
agement problems (Pandita & Ray, 2018), demonstrating the importance 
to business performance of keeping workers happy (Suárez-Albanchez et 
al., 2022).

Since 2010, the literature on talent management has grown, driven by 
the Great Recession of 2008 and the search for competent human capital 
(Gallardo-Gallardo, 2015). Technology and private investment have posi-
tioned people as the most important company assets (Pandita and Ray, 2018; 
Collins, 2020). The pandemic and telework have expanded global access 
to talent, facilitating the development of areas such as international talent 
management (Ariss et al., 2014; Farndale et al., 2010; Osorio & Madero, 
2024.). According to Collings and Mellahi (2009), talent management 
involves identifying key positions, developing high-potential talent, and 
creating an HR architecture that ensures continuous employee engagement, 
thereby aligning all business actions with profitability (Pandita & Ray, 2018).
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Generation Z
Generations are defined by groups of individuals who were born and live 
in the same era, sharing experiences that shape their values and behaviors 
(Strauss & Howe, 1991). Figure 1 shows the different generations of today’s 
workforce and their specific characteristics. 

Figure 1 
Different generations in the labor force and their characteristics.

B
Baby boomer 

1940-59

X
Gen X 

1960-79

Y
Gen Y 

(millennial) 
1980-94

Z
Gen Z 

1995-2010

Context •	Postwar
•	Dictatorship 

and repression 
in Brazil

•	Political 
transition

•	Capitalism and 
meritocracy 
dominate

•	Globalization
•	Economic 

stability
•	Emergence of 

internet

•	Mobility and 
multiple realities

•	Social networks
•	Digital natives

Behavior •	ldealism
•	Revolutionary
•	Collectivist

•	Materialistic
•	Competitive
•	lndividualistic

•	Globalist
•	Questioning
•	Oriented to self

•	Undefined ID
•	"Communaholic"
•	"Dialoguer"
•	Realistic

Consumption •	ldeology
•	Vinyl and 

movies

•	Status
•	Brands and cars
•	Luxury articles

•	Experience
•	Festivals and 

travel
•	Flagships

•	Uniqueness
•	Unlimited
•	Ethical

Source: McKinsey & Company, 2018.

Specifically, our study focuses on the issues and particularities of Genera-
tion Z, born between 1995 and 2010, who have grown up in a technological 
and globalized environment (Osorio & Madero, 2024) characterized by 
the use of the internet, social media, and mobile devices from an early age 
(Twenge, 2017; Francis & Hoefel, 2018). This context has led this cohort 
to value speed and agility at work, although they also face challenges such 
as time management and task prioritization (Desai & Lele, 2017; Jones et 
al., 2019). Generation Z individuals tend to prefer to learn by doing and 
need appropriate support structures to develop their skills in a sustainable 
way (Barnes &Noble College, 2018; Collins, 2020).

Generation Z values career progression, financial compensation and mean-
ing in their work, seeking tasks that have a tangible impact on the company 
(Kirchmayer and Fratričová, 2018). Recognition, achievement and responsi-
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bility are key motivators that increase their engagement and job satisfaction 
(Collins, 2018). Although Generation Z’s communication preferences may 
vary, they generally value constant feedback and face-to-face communication 
models (Collins, 2020; Pandita and Ray, 2018). 

Family business
Although there is no consensual definition of the term, a family business is 
generally understood as one in which the majority of the direct or indirect 
voting shares are owned by the family that founded the company and at 
least one family representative or relative participates in its management or 
governance (Bargoni et al., 2023).

Family businesses are central to the Spanish business environment, espe-
cially in the Valencian Community, where they constitute 85% of the sector 
and employ a significant part of the population (AVE, 2024). Characterized 
by a shareholding structure dominated by the founding family, these com-
panies value both financial performance and the affective and emotional 
connections between team members, placing emphasis on strengthening 
internal cohesion and employee commitment (Christensen-Salem et al., 
2021; ESIC, 2022; Zapata-Cantu et al., 2023). However, family businesses 
face significant challenges related to funding shortfalls and generational 
succession, underlining the importance of establishing clear roles and a 
solid succession protocol (AVE, 2024; ESIC, 2022).

The management of family firms often involves differences in compensa-
tion levels between family and non-family CEOs, with the former accepting 
lower remuneration for emotional and reputational benefits (Gómez-Mejía, 
Larraza-Kintana, & Makri, 2003). Talent retention is crucial, directly affect-
ing competitiveness and sustainable growth (KPMG, 2018; Zapata-Cantu 
et al., 2023). Policies that promote a positive work environment and protect 
original values and culture are essential (ESIC, 2022; Zapata-Cantu et al., 
2023). To maintain their competitive position and ensure generational 
continuity, these companies must diligently address inherent challenges 
such as succession management, talent attraction and retention (AVE, 2024; 
KPMG, 2018), preserving the family legacy, and thriving in a changing 
business environment (ESIC, 2022; Zapata-Cantu et al., 2023).

Talent retention policies
Influential talent retention policies identified from the literature include 
career and learning plans, communication and relationship models, 
employer branding and employee value proposition, and work–life balance.
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Career and learning plan

Well-structured career plans are essential for attracting and retaining talent, 
especially among Generation Z youth, who value clear and continuous 
career development (Pandita & Ray, 2018; LHH, 2024). The lack of a 
career plan may deter as many as 54% of these young people from taking 
a job; in sectors such as consulting, where hierarchical structures allow for 
intensive learning and clear promotions, these young people tend to find 
an environment conducive to their development (AEC, 2023). For all com-
panies, it is crucial to establish the competencies and skills needed at each 
level, create specific training programs, and ensure that employees can do 
what they do best, all of which improves overall productivity and satisfaction 
(Bhattacharya & Mukherjee, 2009; Collins, 2020). In addition, setting 
clear goals, providing continuous feedback, and recognizing achievements 
are critical to maintaining employee motivation and engagement (Pandita 
and Ray, 2018; Garia-Fodor, 2018).

Communication and relationship models

Generation Z deeply values feedback and constant communication with 
their superiors, seeking not only regular evaluations but also continuous 
dialogue to provide clarity and direction in their tasks and professional 
development (Pandita & Ray, 2018; Miller, 2018; EY, 2018; Pandita, 2021). 
The work environment and relationships with colleagues are essential to the 
satisfaction of these employees, highlighting the importance of a collabora-
tive and friendly environment that enhances talent retention (Bhattacharya 
& Mukherjee, 2009; Nguyen Ngoc et al., 2022). However, according to a 
study by Adecco (2015), while Generation Z workers value teamwork, they 
also value independence in their work style. To retain these young people, 
companies must focus on continuous and constructive communication, a 
collaborative work environment, and constant support from managers. This 
will not only improve satisfaction and engagement but also allow young 
people to develop and thrive (Nguyen Ngoc et al., 2022).

Organizational support 

Employees who feel supported by their organization are more committed 
and less likely to leave (Bhattacharya & Mukherjee, 2009; Suárez-Albanchez 
et al., 2022). This support, manifested through recognition of achievements, 
a positive work environment, and consideration of opinions, increases 
employees’ sense of belonging and job satisfaction. In industries such as IT, 
it is crucial for employees to feel heard and valued if companies are to retain 
talent (Bhattacharya & Mukherjee, 2009). Organizational support reinforces 
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commitment and reduces employee intent to seek new job opportunities 
(Suárez-Albanchez et al., 2022). Implementing generational diversity pol-
icies and participation in strategic decisions helps to retain Generation Z 
employees, who value feeling unique, in particular (Francis & Hoefel, 2018). 
In short, an environment that recognizes and values employee contributions 
improves satisfaction, engagement, and organizational success.

Employer branding and employee value proposition

In today’s labor market, candidates have more power and influence than 
companies (Ariss et al., 2014; Nguyen Ngoc et al., 2022). Employer brand-
ing has become key to attracting and retaining young talent, and a strong and 
positive brand image is essential (Pandita & Ray, 2018; Briganti & Samson, 
2019). The employee value proposition (EVP), which is the unique promise 
a company makes to its employees, is crucial to this process.

Chris Argyris’ psychological contract theory highlights the importance of 
aligning employer and employee beliefs and values to generate commitment 
and loyalty (Festing & Schäfer, 2014). Generation Z seeks to work for com-
panies whose ethical and social values chime with their own (Bhattacharya 
& Mukherjee, 2009; Francis & Hoefel, 2018).

Corporate social responsibility (CSR) and are also vital as they help com-
panies attract and retain talent by increasing employees’ pride and sense of 
belonging (Ariss et al., 2014; Nguyen Ngoc et al., 2022). Employer branding 
and EVP are crucial in the decision to work for a company (Rzemieniak 
& Wawer, 2021; Nguyen Ngoc et al., 2022). In the future, marketing and 
communication will be closely linked to human capital management, high-
lighting the importance of a good employer branding strategy.

Working arrangements and work –life balance

Several studies have highlighted workers’ preference for more flexible work-
ing hours and the benefits of telework (Gabrielova & Buchko, 2021; Bulut, 
2021; Barhate & Dirani, 2021). Generation Z has expressed a strong pref-
erence for hybrid work due to its ability to provide flexibility and enhance 
work–life balance, which are key priorities for this generation. As digital 
natives, Gen Z is comfortable working remotely, leveraging technology for 
communication and task completion. Hybrid work allows these workers to 
choose when and where they are most productive, empowering them and 
driving a sense of autonomy. Furthermore, such work arrangements align 
with young people’s focus on personal well-being, offering the possibility 
to better manage mental health by reducing commuting time and creating 
space for both professional and personal activities. For Gen Z, achieving a 
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healthy work–life balance is not just a perk but a necessity when considering 
job opportunities (Osorio & Madero, 2024).

However, telework also presents challenges such as longer working hours, 
difficulties in switching off, and problems in forming work relationships 
due to isolation (Vayre et al., 2022; Wöhrmann & Ebner, 2021). Despite 
these challenges, studies show that telework, when properly managed, can 
significantly improve productivity (Kazekami, 2020; Harker & MacDonnell, 
2012; Rodriguez-Ruiz, 2024). The key is to find a balance that maximizes 
benefits and minimizes negative effects, fostering autonomy and flexibility 
without compromising workers’ well-being and thus contributing to overall 
company success.

Method

As Gallardo-Gallardo et al. (2015) have pointed out, there is no consensus 
around a superior methodology for exploring and understanding the phe-
nomenon of talent acquisition in depth. In this study, a mixed approach of 
semi-structured interviews and a questionnaire has been chosen in order to 
triangulate information from both managers and Generation Z employees. 
Qualitative methodologies provide an in-depth understanding of personal 
opinions, which is essential to fully understand the perceptions of Gener-
ation Z in the workplace (Saunders et al., 2015).

Data collection and sample
Data collection was conducted through semi-structured interviews and 
questionnaires. These tools were designed to gain a deep understanding of 
both managers’ and Generation Z employees’ perceptions of talent man-
agement practices within family businesses in Spain.

Qualitative research

The qualitative research was based on semi-structured interviews with 
eight human resources managers from family-owned businesses (one 
sales company, one distributor; one chemical company; two food compa-
nies—snacks and fruit, respectively; one furniture company; one textile 
company; and one shoe company), that were conducted either in-person 
or via MS Teams. The interviews aimed to explore managers’ perceptions 
of current talent management practices, their impact, and areas for 
improvement in key topics such as career planning, communication, orga-
nizational support, and the employer’s value proposition. This approach 
allowed for in-depth insights into the strategies employed by companies 
to retain young talent and enhance alignment between corporate goals 
and employee expectations.
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The interviews were designed to provide flexibility, enabling managers 
to discuss their experiences and opinions freely. Each interview was tailored 
to focus specifically on aspects of particular interest to the research, such as 
the effectiveness of communication policies and career planning.

Quantitative research

Quantitative research was conducted through questionnaires administered 
in June 2024 to 60 Generation Z employees, aged between 22 and 27, 
all working in various companies within the Valencian Community. The 
chosen questionnaire was created ad hoc for the study on the basis of the 
interviews and the authors’ own experience and was distributed in Span-
ish, translated by the authors themselves, and reviewed and copied by a 
native English speaker. Because of time and geographical limitations, and 
as we focused on the Valencian Community, the sample consisted of 31 
valid responses. The questionnaires included both closed and open-ended 
questions, designed to measure key variables such as talent retention strat-
egies, job satisfaction, value alignment between employers and employees, 
and the effectiveness of communication policies. The responses helped 
identify the top priorities of young workers and evaluate how companies 
are addressing these needs.

The purpose of the questionnaires was to assess whether the companies’ 
HR practices align with the motivations and perceptions of young people 
regarding their workplace. This approach is supported by previous research 
that has emphasized the importance of evaluating job satisfaction and the 
expectations of younger generations (Collins, 2020; Kirchmayer & Frat-
ričová, 2018; Pandita, 2021).

Research variables
The main variables of study includes talent retention strategies, job satis-
faction, value alignment between employers and employees, and the effec-
tiveness of communication and relationship policies. These variables were 
explored from both management and employee perspectives, providing a 
holistic view of organizational dynamics.

Data analysis 
Data analysis was conducted using an inductive content analysis approach, 
where the responses obtained from the questionnaires were coded to identify 
emerging themes and patterns (Elo & Kyngäs, 2008). This method facilitated 
the grouping of responses into meaningful content categories based on the 
frequency and relevance of themes mentioned by participants. From these 
categories, conclusions were drawn about the most effective strategies for 
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talent retention and areas for improvement. A descriptive analysis of the 
questionnaire data will also be conducted to extract insights corresponding 
to Generation Z’s priorities.

Results

Interview results 
As noted, Table 1 in Appendix I presents the most interesting insights from 
each of the main talent retention policies that emerged in the interviews 
with HR managers across the seven companies. The conclusions drawn 
from the interview results are discussed below.

Questionnaire results
As in the previous section, the results structure the responses of Generation 
Z workers regarding each of the talent acquisition and retention policies. 
The results are presented in Table 2, which can also be found in Appendix I.

Career and learning

In relation to retention policies on career and learning, four main motiva-
tions for satisfaction and three for dissatisfaction were identified. Satisfied 
employees value working with clear and self-managed objectives, the absence 
of a pre-established career plan to allow for personalized growth, the impor-
tance of training for professional development, and an equitable grading 
model. On the other hand, the main cause of dissatisfaction is the lack of a 
career plan, followed by subjectivity in promotions and the perception that 
reviews only affect salary. The interviewees propose more objectivity and 
personalization in evaluations and promotions, and greater participation 
in defining objectives and performance evaluations.

Communication and relationship model

In the case of talent retention policy, there are three salient reasons for sat-
isfaction and three for dissatisfaction. Satisfied employees value working in 
open spaces and an atmosphere of trust, the quality of the people around 
them and the overall working environment, as well as direct and agile 
communication. On the other hand, dissatisfaction is due to the lack of 
adequate communication tools, lack of transparency, and authoritarianism. 
To improve, better communication of results, regular meetings to encourage 
open communication, involvement of young workers in decision-making, 
and balanced micro-management are suggested as proposals that can improve 
relationships and communication within the company.
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Organizational support

The survey yielded two stand-out reasons for satisfaction and three for 
dissatisfaction regarding organizational support policies. Employees are 
satisfied with the absence of rigid hierarchies and encouragement for their 
ideas, which fosters a proactive environment. Comments such as “treated 
like a senior” reflect this satisfaction. In addition, feeling listened to and 
valued is crucial for their motivation. On the other hand, dissatisfaction 
arises when their opinions are not taken into account, are received with 
skepticism, or are simply not considered relevant. To remedy this dissatis-
faction the young workers propose encouraging proactivity and innovation, 
holding intergenerational meetings, and providing feedback mechanisms 
and other tools for professional development.

Employer brand

There were three reasons for satisfaction and two for dissatisfaction with 
employer branding. Employees are satisfied when their values match those of 
the company or when the work has a positive impact, which they expressed 
through comments such as “each person has to be a reflection of the com-
pany’s values.” Others value the company’s reputation. Dissatisfaction arises 
when the company does not have a clear brand image or its policies seem 
superficial. Suggestions include improving the company’s social media pres-
ence, holding events to communicate the company’s vision and culture in 
a tangible and appealing way, and defining a clear and consistent message 
and culture to be adopted.

Flexibility and work–life balance

Workers are satisfied with flexibility policies when they are given absolute 
or relative flexibility. Workers with absolute flexibility value results-based 
autonomy or trust from the company. This increases their commitment 
and reduces their intention to leave. The seven workers who say they have 
relative flexibility are also satisfied, although with less freedom. This group 
values teleworking and flexible hours, although they recognize that they 
could have more freedom. Dissatisfaction arises among those without 
flexibility policies, who criticize demanding working hours and the lack 
of teleworking. However, most of the young people surveyed enjoy some 
form of flexibility.

Finally, in order of priority, the policies that Generation Z workers 
adjudge to be most decisive in positively valuing a company are presented 
in Table 2.
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Table 2 
Talent retention and acquisition priorities among Generation Z workers

Career and 
learning

Communication 
and relationship 
style

Flexibility 
and work 
arrangements

Organizational 
support

Employer 
branding

1st place 23 5 3 0 0

2nd place 5 9 11 5 1

3rd place 1 8 9 9 6

Source: Compiled by authors.
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Table 2 shows the number of workers out of 31 who have ranked their 
preferred policies, from 1 to 3. Therefore, there are three responses per 
employee. 

This exercise yielded 29 workers who included career and learning among 
their top three policies; 23, flexibility and work-life balance; and 22, commu-
nication and relationship models. Therefore, these are the most significant 
policies overall for the young people interviewed. The least popular were 
“organizational support,” which attracted the support of 14 workers, and 
“employer branding,” with a total of 7 workers. Of the latter two, neither 
was chosen first. Appendix 2 contains the graph outlining these results.
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Triangulation of results
Table 3 summarizes some common points expressed by most of the company 
representatives interviewed regarding the actions of HR departments and 
the demands of Generation Z workers.

Table 3 
Summary and triangulation of the results

Retention 
Policies

HR Directors Gen. Z workers

Career and 
learning

	- Career plans unstructured, or 
structured according to training 
level. In none of them is seniority 
more decisive than ability

	- Depend too much on turnover 
or the existence of vacancies 
for promotion. This makes 
organizational design difficult

	- The policy most in demand among 
workers, who are looking for rapid 
growth but above all learning

	- Look to pursue a career based on 
objectives, which allows them to 
be autonomous and capable of 
managing their own growth

Communication 
and relationship 
style

	- Strong emphasis on the possibility 
of contact with any stratum of the 
organization

	- Scheduling of periodic meetings 
	- to encourage communication
	- Communication is often 
unidirectional

	- The second most demanded policy. 
These workers look for direct 
and frequent communication, 
value open spaces and trusting 
relationships within the company

Organizational 
Support

	- Young people’s voices are heard and 
workers’ participation in improving 
the organization is encouraged.

	- Few organizations have ad hoc 
mechanisms for information flow 
and generational crossover.

	- May not be the most decisive 
factor when it comes to valuing 
a company, but young workers 
do seek to feel important and 
integrated into the company’s 
results

	- They prefer to be “one more” than 
to be specifically incentivized

Employer 
branding

	- Half of the companies are working 
on this but the talent most attracted 
by these policies is more educated 
and senior

	- This is the least relevant indicator 
for the population analyzed. It 
seems important to them but not at 
this point in their career

	- They state that part of the 
motivation lies in feeling aligned 
with the company’s values.

Flexibility 
and work 
arrangements

	- They know the importance of 
this measure and are gradually 
implementing it

	- The third most relevant policy 
when valuing a company

	- Having flexibility and control over 
time and schedule management 
seems to be fundamental

Source: Compiled by authors.



19

Talent acquisition and retention policies for Generation Z in family business

Discussion

This study has revealed several significant talent management practices 
within family businesses, emphasizing the growing importance of adapt-
ing strategies to Generation Z expectations. While most of the companies 
analyzed implement effective talent management practices, there are still 
considerable discrepancies in how generational and philosophical change 
is handled. Previous studies such as those by AVE (2024) and ESIC (2022) 
have identified that a lack of clear planning for the future can present sig-
nificant risks, especially if centralized leadership prevails. This is consistent 
with the findings of this paper, in which it is observed that centralized 
decision-making can alienate talented employees and compromise the 
retention of young people. One participant echoed this sentiment, stating: 
“I like that it is not pre-established and depends only on me.”

Trust emerges as a central element in corporate policies, aligning with 
previous findings in the literature that delegation of responsibilities and lead-
ership planning are crucial for organizational development (KPMG, 2018). 
However, resistance to change remains a substantial challenge, corroborated 
by studies indicating that blockages in top management can stall corporate 
progress and evolution (Pandita & Ray, 2018). As noted by one employee: 
“They give me responsibilities […] they give me authority, and I learn.”

As to career development and apprenticeship, this study supports the 
findings of Pandita and Ray (2018) and Barnes and Noble College (2018), 
who emphasized that these areas are of particular relevance to Generation 
Z. The results suggest that despite variations in career models, learning 
remains a top priority for young professionals. This was highlighted by 
one interviewee who remarked: “Training allows me to evolve at my own 
pace.” Another noted flexibility in career growth: “I can grow vertically or 
horizontally,” underscoring the need for dynamic career paths.

The study by Nguyen Ngoc et al. (2022), which examined final-year 
university students in Vietnam, reinforced the importance of these factors. 
Their sample of 48 students (24 with work experience and 24 without) 
provides insight into Generation Z’s focus on ethical work environments, 
flexibility, and autonomy. This aligns with the present findings, in which 
family businesses struggle with centralized structures that limit flexibility, 
but also highlights a key difference: our study focuses on family businesses in 
more developed economies, while Nguyen Ngoc and his colleagues provided 
a perspective from an emerging economy. The focus on intangibles, such as 
ethics and the office environment, is common across both studies, though 
our research further explores the practical challenges of implementing such 
values in family businesses.
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Similarly, the article by Osorio and Madero (2024), which focused on 
Generation Z’s preference for hybrid work in corporate, family, and entre-
preneurial settings, also supports the idea that flexibility and work–life bal-
ance are crucial. Their study of a sample of students entering the workforce 
highlighted the importance of autonomy and hybrid work models, which is 
consistent with our findings regarding Generation Z’s career development 
needs. However, while their study found that hybrid models are more easily 
adopted in corporate settings, our research shows that family businesses, 
with their more traditional structures, face greater challenges in offering 
such flexibility, despite it being a significant factor for talent retention. As 
one interviewee pointed out: “Being responsible for yourself, you really 
decide when to come and when to go, but at the end of the month all that 
is asked for are results.” To sum up, our findings are consistent with studies 
from both emerging economies and hybrid work environments, but add 
value by highlighting the unique challenges faced by family businesses in 
implementing these strategies.

Conclusion

This study highlights critical aspects of talent management within Spanish 
family businesses, such as the importance of adapting strategies to Gener-
ation Z expectations. The findings show that while most companies have 
good practices, there are significant variations in how generational and 
philosophical change is addressed. The ability to actively integrate employees 
into strategic decision-making, provide learning and career development 
opportunities, and maintain a flexible and trusting work environment are 
key determinants in attracting and retaining young talent. This in turn is 
critical for companies to strategically position themselves to meet future 
challenges in a dynamic and competitive business environment.

Theoretically, this paper contributes to the literature by providing a 
detailed analysis of how family businesses can overcome traditional barriers 
in talent management and adapt to new workforce demands. The results 
validate and expand previous theories on inclusive leadership, work flex-
ibility, and career development, identifying how these practices directly 
influence the satisfaction and retention of Generation Z employees. This 
study highlights the need for a more holistic and adaptive approach to talent 
management: one that considers not only employees’ career expectations 
but also their personal preferences and lifestyle.

Practically, this analysis provides valuable guidance for managers and HR 
professionals in family businesses. By identifying the most effective talent 
retention policies and areas for potential improvement, this study provides 
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a solid foundation for reformulating talent management strategies that are 
more aligned with the needs and expectations of young workers. Insights 
derived from this study can be used to design work environments that not 
only improve the satisfaction and engagement of younger employees but also 
promote higher organizational performance and better work environments.

Managers and HR professionals should consider these findings when 
designing and implementing policies that foster an inclusive and motivating 
work environment. Adapting to change and the ability to provide a work 
environment that reflects the values and expectations of Generation Z are 
crucial for companies looking to lead in highly competitive markets.

It is important to provide some practical recommendations so that 
managers and those responsible for talent management policies know how 
to address these challenges: 

– Policy evaluation and redesign: Regular audits of HR policies should 
be conducted to ensure alignment with Generation Z expectations. We 
recommend adjusting policies as needed to address areas such as career 
development, learning, and work flexibility, considering responses such as: 
“The career plan is not just to climb the ladder, but to take on responsi-
bilities, better clients, more flexibility, etc.” Moreover, an intergenerational 
conversation has to take place in order to avoid a lack of transparency and 
authoritarianism. Opening up the debate to different layers of the company 
gives a sense of honesty and transparency: “There are more determinant 
variables than the fulfillment of growth objectives.”

– Mentoring and coaching programs: Developing mentoring programs 
that connect young employees with leaders and mentors within the organi-
zation, providing guidance and support in their professional development, 
is a highly recommended practice: “We could use more feedback” is one 
of the responses that hints at the need for a closer relationship between 
mentors and mentees. 

– Regular satisfaction surveys: Regular satisfaction surveys are vital to 
obtain direct feedback from employees on their work experience, and use 
this to make proactive adjustments to HR policies. But these surveys have 
to be effective and make sense for the employees so that they do not become 
skeptical about such practices: “They listen to us if we have a complaint, 
but otherwise not much,” “There is support, but then it doesn’t materialize 
into anything.”

Another recurring theme in the responses is work–life balance. Of the 
31 respondents, 25 say they are satisfied with the flexibility policies of their 
company and 6 out of 31 say that they are dissatisfied, precisely, because 
there is flexibility policy in place: “Little time flexibility, they should be more 
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open to teleworking. Also, in the summer months they should implement 
the intensive workday.” According to the interview with the HR manager 
of the footwear company, free time is the conquest of the Gen Z in the 
corporate world. In order to retain the principle of in-person working but 
also gives some freedom to their employees, the company has divided the 
day into collective work and independent work. In this way, everyone knows 
which days and hours they should go to the office and which days or hours 
this is not mandatory.

As in all research, it necessary to highlight the limitations and possible 
future lines of research. This study focused primarily on family businesses 
from the Valencian community and their workers, which may limit the 
generalizability of the results to other contexts or sectors. In addition, the 
focus on Generation Z may obscure how these strategies affect other gen-
erations present in the workplace, such as Millennials. The small sample 
also represents a threat to the generalizability of the study. 

Future research could explore how talent management strategies vary 
across different industries or different countries, and how policies can be 
tailored for roles that do not support telecommuting. In addition, longitu-
dinal studies could provide a clearer picture of how attitudes toward talent 
management and retention policies evolve over time.
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pa
ny

’s 
va

lu
es

.”
– 

“Th
e 

co
m

pa
ny

’s 
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lu
es

 
ar

e 
al

ig
ne

d 
w

ith
 m

in
e.”
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n 
th

e 
lo

ng
 ru
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yo

u 
ca

n’t
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e 
co

m
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le
 d

oi
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 d
oe
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’t 
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ig

n 
w

ith
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w
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 th
at
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Po

si
ti

ve
 im

pa
ct
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 th
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I c
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e.”
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 c
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s p
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 m
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w
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w
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f t
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 p
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, b
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e 

fle
xi

bi
lit

y, 
et

c.”
 

– 
“T

ra
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 a
t m
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n 
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.” 

– 
“T

ra
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 c
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C
at

eg
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m
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ee
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s f
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– 
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m
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at
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ee
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C
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at
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d 
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w
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e 
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 c
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ic
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e 
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el
y 
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rs
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– 
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 a
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 m
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e 
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e 
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s 

m
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h 
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r.”
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“Th
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 c
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-
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tio

n 
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 b
e 
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le
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-
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ce

d 
pl
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– 

“Th
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e 
a 
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 p
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C

om
pa
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 re

pu
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ti
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 (1
 

w
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ke
r)

– 
“B
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ng
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co

m
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.”

R
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e 
fle
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y 
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k 

de
te
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m
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W
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 h

yb
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w
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iv
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m
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ee
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t 
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ex
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 c
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e 
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s w
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k 
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 e
ve

ry
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e 
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ci
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w
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 d
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o 
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e 
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 d
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s n
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to
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g 

m
uc

h 
m

or
e 
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e 
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 m
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”
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ex
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it
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ut
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w
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– 
“O

nl
y 
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pl

oy
ee
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pa
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e 
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so
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ed
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 d
o 
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m
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e.”
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 c

ar
ee

r 
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n 
re
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on

)
– 

“I
 d

on
’t 

se
e 

th
at

 I 
ca

n 
gr

ow
.”

– 
“I

t’s
 ti

ed
 to

 b
us

in
es

s 
gr

ow
th

.”
– 

“I
 h

av
e 

a 
pu

bl
ic

 
po

sit
io

n.
”

Su
bj

ec
ti

vi
ty

 in
 

pr
om

ot
io

ns
 (2

 w
or

ke
rs

)
– 

“Th
er

e 
ar

e 
m

or
e 

de
te

rm
in

an
t v

ar
ia

bl
es

 
th

an
 th

e 
fu

lfi
llm

en
t o

f 
ob

je
ct

iv
es

 in
 g

ro
w

th
.”

– 
“Th

er
e 

ar
e 

po
lit

ic
al

 
iss

ue
s t

ha
t I

 d
on

’t 
lik

e.”
R

ev
is

io
ns

 li
m

it
ed

 to
 

sa
la

ry
 e

ffe
ct

s (
1 

w
or

ke
r)

– 
“Th

e 
re

vi
sio

ns
 a

re
 o

nl
y 

us
ef

ul
 fo

r s
al

ar
y 

pu
rp

os
es

.”
– 

“O
th

er
s h

av
e 

pa
in

te
d 

w
ith

 si
m

ila
r s

tro
ke

s b
ut

 
gi

vi
ng

 g
re

at
er

 re
le

va
nc

e 
to

 
ot

he
r i

ss
ue

s.”
– 

“P
ro

m
ot

io
n 

m
ea

ns
 m

or
e 

th
an

 ju
st 

hi
gh

er
 p

ay
, b

ut
 

al
so

 w
or

ki
ng

 w
ith

 h
ig

he
r 

le
ve

l c
lie

nt
s, 

ta
ki

ng
 o

n 
re

sp
on

sib
ili

tie
s, 

te
am

 
m

an
ag

em
en

t o
r o

th
er

 
be

ne
fit

s.”

La
ck

 o
f a

de
qu

at
e 

co
m

m
un

ic
at

io
n 

to
ol

s (
3 

w
or

ke
rs

)
– 

“W
e 

re
ly

 a
 lo

t o
n 

em
ai

ls 
an

d 
ca

lls
.”

– 
“W

e 
co

ul
d 

us
e 

m
or

e 
fe

ed
ba

ck
.”

– 
“Th

e 
ad

m
in

ist
ra

tio
n 

co
ul

d 
be

 m
or

e 
re

ac
ha

bl
e.”

La
ck

 o
f t

ra
ns

pa
re

nc
y 

(2
 

w
or

ke
rs

)
– 

“Th
er

e 
is 

no
 tr

an
sp

ar
en

cy
 

in
 m

os
t o

f t
he

 d
ec

isi
on

s t
ha

t 
di

re
ct

ly
 a

ffe
ct

 th
e 

w
or

ke
rs

.”
– 

“I
 d

on
’t 

th
in

k 
th

ey
 a

re
 tr

ul
y 

eff
ec

tiv
e 

be
ca

us
e 

th
ey

 n
ev

er
 

co
m

e 
to

 a
ny

th
in

g.
”

A
ut

ho
ri

ta
ri

an
is

m
 (1

 w
or

ke
r)

– 
“I

t p
ay

s m
or

e 
to

 le
t h

im
 

be
 ri

gh
t a

nd
 d

o 
it 

th
e 

w
ay

 
he

 sa
ys

, t
ha

n 
to

 tr
y 

to
 fi

nd
 a

 
m

or
e 

co
m

fo
rt

ab
le

 a
nd

 c
os

t-
eff

ec
tiv

e 
pr

oc
es

s.”

O
pi

ni
on

s a
nd

 su
gg

es
ti

on
s 

no
t t

ak
en

 in
to

 a
cc

ou
nt

 (3
 

w
or

ke
rs

)
- “

Th
ey

 li
ste

n 
to

 u
s i

f w
e 

ha
ve

 a
 c

om
pl

ai
nt

, b
ut

 
ot

he
rw

ise
 n

ot
 m

uc
h.

” 
- “

I t
hi

nk
 it

 is
 n

ot
 v

al
ue

d 
to

o 
m

uc
h.

 M
os

t o
f t

he
 

em
pl

oy
ee

s h
av

e 
m

or
e 

th
an

 
20

 y
ea

rs
 o

f e
xp

er
ie

nc
e 

an
d 

ar
e 

re
lu

ct
an

t a
bo

ut
 p

os
sib

le
 

ch
an

ge
s.”

– 
“W

e 
ar

e 
lis

te
ne

d 
to

 v
er

y 
lit

tle
.”

Sk
ep

ti
ci

sm
 o

r 
di

st
ru

st
 o

f 
id

ea
s o

r 
su

gg
es

ti
on

s (
2 

w
or

ke
rs

)
– 

“I
t i

s a
cc

ep
te

d,
 b

ut
 w

ith
 

so
m

e 
re

lu
ct

an
ce

.”
- “

Th
er

e 
is 

su
pp

or
t, 

bu
t 

th
en

 it
 d

oe
sn

’t 
m

at
er

ia
liz

e 
in

to
 a

ny
th

in
g.

”
Ir

re
le

va
nc

e 
of

 
or

ga
ni

za
ti

on
al

 su
pp

or
t 

fo
r 

so
m

e 
w

or
ke

rs
– 

“I
 k

no
w

 th
at

 I 
am

 n
ot

 
in

di
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en
sa

bl
e,

 I 
ju

st 
w

an
t 

to
 le

ar
n”

.
– 

“Th
e 

pe
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ep
tio

n 
I v

al
ue

 
ab

ou
t m

y 
jo

b 
is 

m
y 

ow
n.

”

La
ck

 o
f a

 c
le

ar
 b

ra
nd

 
im

ag
e 

(5
 w

or
ke

rs
)

– 
“I

 c
an

’t 
th

in
k 

of
 a
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ex
am

pl
es

 a
t t

he
 m

om
en

t.”
– 

“I
 d

on
’t 

kn
ow

 w
ha

t t
he

y 
co

ns
ist

 o
f (

or
 if

 th
ey

 e
xi

st)
.”

– 
“C

ur
re

nt
ly

 th
e 

co
m

pa
ny

 
is 

no
t i

m
pl

em
en

tin
g 

an
y 

su
ch

 p
ol

ic
ie

s.”
Pe

rc
ep

ti
on

 o
f b

ra
nd

 
im

ag
e 

po
lic

ie
s a

s 
su

pe
rfi

ci
al

 (2
 w

or
ke

rs
)

– 
“I

 th
in

k 
th

at
 e

ve
n 

th
ou

gh
 

th
ey

 e
xi

st,
 o

n 
a 

re
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 le
ve

l, 
w

or
ke

rs
 m

os
t o

f t
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m

e 
ar

e 
di

se
ng

ag
ed
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 th
e 
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ie
s.”

– 
“I
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s d

on
e 

to
 re

m
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n 
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m
pe

tit
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e,
 n

ot
 o
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 o
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tio
n 
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 p
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re
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 e

m
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oy
er
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an
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 w

or
ke

rs
)
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iv
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ea
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ng
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m
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an
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al
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r d
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w
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m

ak
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”
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It’
s n

ot
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er
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an
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 o
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ex
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ke
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)
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“Th
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is 
no

t m
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 d
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m
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w
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m
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m

e 
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lit
y, 
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 b

e 
m
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w
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in
 th

e 
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m
m

er
 m

on
th
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th
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 sh

ou
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em
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t 
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e 
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te
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iv
e 

w
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“Th

er
e 

is 
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t m
uc
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I t
hi
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 th
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e 

is 
lit
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lit

y.”
– 

“I
 th
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k 

th
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e 
is 
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 li
ttl

e 
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y 

an
d 
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 e
ve

ry
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g 
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t p
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r o
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pe
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 m

en
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he
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e 
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s c
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g,
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n 
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s, 

pe
r 
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s, 
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te
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al
 h
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r 

m
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er
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l p
ur
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es
 [.

..]
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er
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g 
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e 
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m
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at
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om
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r c
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su
bj
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 o
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R
ec

og
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ti
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f 

in
di

vi
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al
 d
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en
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re

at
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en
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n 
pe
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an
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pp

ra
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ls.
”
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 w
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be

 m
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ed
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r o
w
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pe
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ra
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”
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et
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r 
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m
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un
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n 
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 p
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 re
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 c
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.
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pe
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 m
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ra
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an
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en
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r e
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.”

– 
“I

nv
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ve
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ou
ng

 w
or

ke
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m
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e 

in
 d
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ak
in

g 
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m
m

un
ic

at
io

n 
m

od
el

s.”
– 

“A
gr

ee
 o

n 
pe
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rm

an
ce
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sa
ls 
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e 
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pe
 o

f 
fe

ed
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 th
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 w
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re
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iv

e.”
– 
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 m
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ed
 

m
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ro
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fe

rin
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w
ith

 em
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ee
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e.”

In
cr

ea
se
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in

ce
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iv
es

 
fo

r 
pr

oa
ct

iv
it

y 
an

d 
in

no
va

ti
on

– 
“C

re
at

e 
an

 e
nv

iro
nm

en
t 

th
at

 fo
ste

rs
 n

ew
 id

ea
s a

nd
 

cr
ea

tiv
e 

so
lu

tio
ns

.”
– 

“C
ro

ss
-g

en
er

at
io

na
l 

m
ee

tin
gs

.”
– 

“A
llo

w
in

g 
di

ffe
re

nt
 

pe
rs

pe
ct

iv
es

 a
nd

 
ex

pe
rie

nc
es

 to
 in

te
gr

at
e 

an
d 

en
ric

h 
de

ci
sio

n 
m

ak
in

g.
”

– 
“P

ro
m

ot
io

ns
 th

at
 in

cl
ud

e 
pr

of
es

sio
na

l d
ev

el
op

m
en

t.”
– 

“N
ot

 ju
st 

fo
cu

sin
g 

on
 

th
e 

sa
la

ry
 a

sp
ec

t, 
bu

t 
al

so
 g

iv
in

g 
em

pl
oy

ee
s 

m
or

e 
re

sp
on

sib
ili

ty
 a

nd
 

au
th

or
ity

.”
– 

“B
et

te
r f

ee
db

ac
k 

an
d 

re
so

ur
ce

s n
ee

de
d.

”
– 

“P
ro

vi
de

 e
m

pl
oy

ee
s w

ith
 

th
e 

ne
ce

ss
ar

y 
to

ol
s a

nd
 

tr
ai

ni
ng

 to
 fi

ll 
th

ei
r g

ap
s 

an
d 

en
su

re
 th

at
 e

ve
ry

on
e 

ha
s t

he
 re

so
ur

ce
s t

he
y 

ne
ed

 to
 p

er
fo

rm
 th

ei
r j

ob
s 

eff
ec

tiv
el

y.”

Im
pr

ov
in

g 
di

gi
ta

l a
nd

 
so

ci
al

 m
ed

ia
 p

re
se

nc
e

– 
“E

xp
os

e p
ro

je
ct

 m
an

ag
er

s 
an

d 
ex

ec
ut

iv
es

 o
n 

so
ci

al
 

ne
tw

or
ks

 so
 th

at
 c

us
to

m
er

s 
an

d 
fo

llo
w

er
s c

an
 m

or
e 

ea
sil

y 
em

pa
th

ize
 w

ith
 th

e 
co

m
pa

ny
’s 

pr
oj

ec
ts 

an
d 

m
iss

io
n.

”
C

le
ar

ly
 d

efi
ne

 th
e 

co
m

pa
ny

’s 
m

es
sa

ge
 a

nd
 

cu
lt

ur
e

- “
En

su
re

 c
on

sis
te

nc
y 

in
 a

ll 
co

m
pa

ny
 c

om
m

un
ic

at
io

ns
 

an
d 

ac
tio

ns
.”

C
on

du
ct

in
g 

ev
en

ts
, 

pa
rt

ne
rs

hi
ps

 a
nd

 e
ve

nt
s.

– 
“C

om
m

un
ic

at
e 

th
e 

br
an

d’
s v

isi
on

 a
nd

 c
ul

tu
re

 
in

 a
 ta

ng
ib

le
 a

nd
 e

ng
ag

in
g 

w
ay

.”
– 

“I
nv

ite
 a

ut
ho

rit
ie

s a
nd

 
ho

st 
re

le
va

nt
 e

ve
nt

s i
n 

ea
ch

 
of

 th
e 

fie
ld

s t
o 

as
so

ci
at

e 
th

e 
br

an
d 

w
ith

 in
te

re
sti

ng
 

pe
op

le
 in

 th
e 

di
gi

ta
l 

w
or

ld
.”

In
cr

ea
si

ng
 sc

he
du

le
 

fle
xi

bi
lit

y 
an

d 
te

le
w

or
ki

ng
.

– 
“B

ot
h 

th
os

e 
w

ith
 

re
la

tiv
e 

fle
xi

bi
lit

y 
an

d 
th

os
e 

w
ho

 a
re

 d
iss

at
isfi

ed
 

de
m

an
d 

m
or

e 
op

tio
ns

 
to

 c
ho

os
e 

th
ei

r t
el

ew
or

k 
ho

ur
s a

nd
 d

ay
s.”

So
ur

ce
: C

om
pi

le
d 

by
 a

ut
ho

rs
.


