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ABSTRACT. The present investigation has two aims: (1) to
empirically examine the factors that affect QWL among
the millennials working in the commercial sector in
Colombia and (2) to investigate the role of a set of
individual differences as moderators (for example, gender,
educational level and type of contract) in a complete QWL
model, based on the methodology of (Tarhini, Hone, &
Liu, 2014). The instrument used was the Work Quality of
Life Tool (Wage and Subjective Conditions) which has
been validated in the previous studies. The total of 1,163
surveys were conducted with workers from the
commercial sector in Colombia who belong to the
generation Y or the millennial generation, that is, born
between 1981 and 2000. The results show that training,
promotion, wages and the relationship of the individual
with their work directly and positively affect the quality of
work life in the study sample. We conduct a confirmatory
factor analysis based on structural equations, revealing
that the majority of the hypothesis associated with gender,
educational level and type of contract were supported.
This study serves to support the establishment of
programs, projects and management plans to generate
adequate use of the talents and skills of the millennials and
thus create challenging and satisfactory jobs that increase
organizational productivity.

Keywords: quality of work life, generation Y, millennials, structural
equations model, human talent management

Introduction
Human talent management is a fundamental management function of any organization,
which is why it has evolved to the models aimed at satisfying human capital, supported by the
tools that allow developing high-performance management functions where needs and
expectations of workers are at the center of management (Akranavičiūtė & Ruževičius, 2007;
Van der Berg & Martins, 2013). In this line of thought, people represent the competitive
advantage of any company, and their role is definitive in achieving the organizational objectives
and goals; for this reason, the human talent area has the function of applying good management
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practices to retain, attract, motivate and help grow staff (Kultalahti & Liisa Viitala, 2014).
However, this area faces several challenges because it must respond to the needs of the
employees associated with their quality of work life and their generational differences, which
implies establishing an effective talent management process to achieve the desired productivity
and improve workers’ well-being.
In the 1970s, studies on human talent management focused on determining the intensity
and characteristics of processes generating employment and on the ability to adjust work
environments to improve worker performance (Carlos Iglesias, Raquel Llorente, & Diego
Dueñas, 2011; Robone, Jones, & Rice, 2011; Sundaray, Sahoo, & Tripathy, 2013). Thus, the
movement for the quality of work life, which had been born in 1930, focused on satisfying the
needs and aspirations of workers in this decade with Louis Davis and James Taylor in the West
and Eric Trist, Albert Cherns and Ray Wild in Great Britain (Ahmad, 2013). Quality of work
life is a dynamic and continuous process, where work is organized objectively and subjectively,
in all its aspects, in order to accomplish full development of employees (Segurado Torres &
Agulló Tomás, 2002). (González, Hidalgo, & Salazar, 2007) and (González, Hidalgo, Salazar,
& Preciado, 2010) consider that quality of work life is a multidimensional concept that is
integrated when the employee sees the personal needs of institutional support, security,
integration and job satisfaction covered, among others. This concept encompasses a range of
programs, techniques, theories and management models to facilitate organizational design and
jobs, giving workers greater autonomy, responsibility and authority (Das & Ch, 2013). For this
reason, QWL is a broad and heterogeneous concept given the richness and plurality of the
different topics closely related to the work world, as a result of various disciplines, theoretical
approaches and areas of study from which it can be addressed (Segurado Torres & Agulló
Tomás, 2002).
An identifiable group that shares the years of birth, age, geographic location or
significant life events is called a “generation” (Martínez-Buelvas, Jaramillo-Naranjo, &
Oviedo-Trespalacios, 2019; Park & Park, 2018; Wey Smola & Sutton, 2002). Classifications
of different generations that have entered the working world could help with understanding
differences and behaviors at jobs and in companies. The millennials, or generation Y, Netters
or Nexters, born between 1981 and 2000, are characterized by high expectations and
preferences of a meaningful job (Martínez-Buelvas & Jaramillo-Naranjo, 2019). They consider
themselves socially responsible, tend to be questioners, like to receive feedback, and they are
also confident, team-oriented, and loyal (Robbins & Judge, 2013). Millennials grew up with
technology and with the advantages that modernity brought to entertainment, education, and
communication. They see themselves as capable, secure, adaptable, and digital managers. They
want recognition, opportunities, trajectory, transparency, freedom and a balance between work
and family life (Caraher, 2014; Wey Smola & Sutton, 2002). They are also positive,
entrepreneurial, and challenging, multitasking and goal-oriented (Fonseca, 2006). Millennials
tend to be more open, liberal, practical and value personal life (Park & Park, 2018). In addition,
they prefer meaningful jobs that contribute to a greater purpose (Dixon, Mercado, & Knowles,
2013; Martínez-Buelvas & Jaramillo-Naranjo, 2019). Therefore, employers face the challenge
of designing work environments that are stimulating, involve teamwork, with flexible
schedules, with positive feedback and with excellent retention mechanisms, to attract the
attention of this generation, promoting their commitment and permanence (Fonseca, 2006;
Martínez-Buelvas & Jaramillo-Naranjo, 2019).
The present investigation has two aims: (1) to empirically examine the factors that affect
QWL in the millennials working in the commercial sector in Colombia and (2) to investigate
the role of a set of individual differences as moderators (for example, gender, educational level
and type of contract) in a complete QWL model, based on the methodology of (Tarhini et al.,
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2014), in order to establish programs, projects and management plans to generate adequate use
of talents and skills of this generation and thus create challenging and satisfactory jobs which
would increase the effectiveness of organizations.
1. Model design
We propose and test a conceptual model of the perception of QWL. This model includes
dimensions such as training, promotion, pay and the individual and their work activity as
predictor variables, in addition to a series of individual differences as moderators (gender,
educational level and type of contract) based on the methodology of (Tarhini et al., 2014). The
general conceptual model is illustrated in Figure 1.

Figure 1. Conceptual model
Source: own data
1.1.

Promotion and training

Opportunities for promotion and advancement throughout the professional career, as
well as opportunities for training and research, are important motivational factors because they
allow greater worker development (Casas, Repullo, Lorenzo, & Cañas, 2002). The
measurement of this variable aims to understand whether the professional profile of workers is
consistent with the role they play in the organization in terms of activities or functions
performed, competencies or skills developed and responsibilities assumed (Segurado Torres &
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Agulló Tomás, 2002) Opportunities for promotion and advancement, such as training
opportunities, are a motivational factor for workers because they allow personal development,
greater autonomy at work and the possibility of performing more interesting and meaningful
tasks (Casas et al., 2002). These are a human talent management tool and are directly related to
job satisfaction, helping to retain the company’s talents. Based on the above, the proposed
hypotheses are:
H1. Promotion within the organization has a direct and positive effect on the perception
of QWL of millennials working in the commercial sector in Colombia.
H2. The training given to workers has a direct and positive effect on the perception of
QWL of millennials working in the commercial sector in Colombia.
1.2.

Wage

Wage is one of the most valued aspects of work, but its motivating potential depends on
other variables (Casas et al., 2002; Ka Wai & Wyatt, 2007). This dimension represents the
vision that workers have of their permanence in the organization, as well as their perception of
growth in it or loss of employment (Cañón Buitrago & Galeano Martinez, 2011; Robone et al.,
2011). Wage is thus defined as remuneration given in the form of money or in kind to workers
for making their work capacity available to the employer. It considers the perception that
workers have regarding the wage received, manifesting as a motivation for their performance
(Casas et al., 2002). The hypothesis associated with this variable is presented next:
H3. The perception of a good wage received by the worker has a direct and positive
relationship with QWL of millennials working in the commercial sector in Colombia.
1.3.

Individual and work activity

This dimension reflects workers’ perceptions and attitudes, i.e., it represents all
interpretation and/or action processes that workers perform regarding their work situation and
that also affect their work well-being. However, the subjective dimension refers to the work
experiences that, individually and collectively, originate a work reality within the
organizational context (Quezada, Castro, & Cabezas, 2010; Segurado Torres & Agulló Tomás,
2002). Individual and work activity refers to the opportunities that the job offers for the use and
development of knowledge, skills and abilities (Casas et al., 2002). It is a motivational factor
because it produces feelings of achievement and satisfaction with oneself. For this reason, the
following hypothesis is posed:
H4. The perception that millennial workers have of their work is directly related to their
QWL in the commercial sector in Colombia.
1.4.

Gender

Gender is an individual state, whether male or female, in which roles that are specific to
each are described (social, cultural and physiological terms). The gender perspective appears to
be a well-being strategy that should be promoted and maintained through due recognition in
current societies (Contreras Estrada, Aldrete Rodríguez, & Barrera Vega, 2015). (Ogungbamila
& Tolulope Olaseni, 2019) showed that gender is an important factor in the QWL of police
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personnel in Nigeria and that to improve their QWL, they must receive adequate work
compensation. In turn, (Contreras Estrada et al., 2015) showed that women were significantly
more satisfied than men with the personal development they achieved through work and with
the management of their free time. However, the analysis of QWL with a gender focus is scarce
in the literature; for this reason, we propose the following hypotheses for this moderator:
H5. The relationship between promotion, training and QWL is moderated by gender,
such that the relationship is stronger in women than in men.
H6. The relationship between wage, individual and work activity and QWL is
moderated by gender, such that the relationship is stronger in men than in women.
1.5.

Educational level

The Ministry of National Education in Colombia defines education as “a process of
permanent personal, cultural and social training based on a comprehensive conception of the
human person, their dignity, rights and duties”. In addition, it establishes that the Colombian
educational system is made up of five levels: early education, preschool education, basic
education, middle education and higher education (Ahumada & Sanchez, 2019). The impact of
this moderator relationship with QWL has not been widely investigated in the literature; for this
reason, the following hypotheses are proposed:
H7. The relationship between promotion, training and QWL is moderated by
educational level such that the relationship is stronger in individuals with high compared to low
educational level.
H8. The relationship between wage, individual and work activity and QWL is
moderated by educational level such that the relationship is stronger in individuals with high
compared to low educational level.
1.6.

Type of contract

The Colombian worker faces a phenomenon of labor flexibility in which individualized
and sectoral work, subcontracting and temporary work, new working hours rules, among other
aspects, prevail. (Uribe-Rodríguez, Garrido-Pinzón, & Rodríguez, 2011). It is common in
Colombian organizations to maintain a group of permanent workers and a group of contingent
workers as a hiring strategy (Vesga Rodríguez, 2011). These organizational behaviors have
negative effects on workers’ perception of the psychosocial aspects of work and, as a result,
affect organizational management. Work has the possibility of being perceived as positive or
negative for workers based on their experiences in their work environment, including
contractual and working conditions (Vesga Rodríguez, 2011). Next, the variables associated
with the study of this dimension are presented:
H9. The relationship between promotion, training and QWL is moderated by the type
of contract such that the relationship is stronger in individuals with a stable employment
contract than in those without.
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H10. The relationship between wage, individual and work activity and QWL is
moderated by the type of contract such that the relationship is stronger in individuals with a
stable employment contract than in those without.
2. Methodological approach
2.1.

Procedure

The data obtained in the present study are part of a broader investigation that evaluated
where not only sociodemographic dimensions were analyzed but variables associated with
wage conditions and subjective conditions associated with QWL were also evaluated.
The data were obtained through a survey requiring approximately 40 minutes to
complete, which was applied by the research team, consisting of professors and students. A
questionnaire was developed in Google Forms. The latter were previously trained to provide
guidance to workers who required it during the evaluation session. Workers signed an informed
consent form in which they were expressly told that aggregate use of the data would be made
exclusively for research purposes, preserving anonymity. The workers, as well as the
companies, were randomly chosen from the commercial sector in Colombia. The instrument
was applied in the 2016-2017 period. The sample was intentional and the respondents were
chosen randomly.
2.2.

Instrument

In this study we used the instrument called Work Quality of Life Tool (Wage and
Subjective Conditions) (Buelvas, Oviedo-Trespalacios, & Amaya, 2016; Martínez, 2014;
Martínez-Buelvas et al., 2019; Martínez-Buelvas, Oviedo-Trespalacios, & Luna-Amaya, 2015,
2018). This tool try to understand the factors related to wage and subjective conditions that,
from workers’ perspective, affect their QWL. The instrument included items according to
demographic conditions, perceptions about wage, subjective conditions and behavior
(Martínez-Buelvas et al., 2015). Items were scored from 1 to 10 using a 10 point Likert scale
(strongly disagree to strongly agree).
2.3.

Data analysis

Descriptive statistics in the sample was applied. Then, we mainly included the analysis
of the model in terms of reliability and validity. Finally, the analysis of the structural model and
the testing of hypotheses was conducted.
3. Results
3.1.

Descriptive analysis of the sample

A total of 1,163 surveys were conducted with workers of the commercial sector in
Colombia who belong to generation Y or Millennial generation, that is, who were born between
1981 and 2000. The distribution of workers with respect to gender was 57.2% women and
42.8% men. Most of the workers have an average time working in the organization of 1 to 3
years. The distribution of company size was small and medium (24.8%), medium (31.8%) or
large (43.4%). Table 1 presents the relevant information of the participants.
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Table 1. Demographics separated by gender, education, experience, type of contract and
company size
Sociodemographic variable
Female
Gender
Male
Primary
Secondary
Technical
Technological
Education
Professional
Specialization
Master’s degree
Doctorate
Less than 1 year
1 to 3 years
3 to 5 years
Experience
5 a 10 years
More than 10 years
Fixed Term
Indefinite term
Type
of
Occasional/Transient
contract
Freelance
No contract
Small and medium
Medium
Company Size
Large

Frequency
665
498
8
254
338
151
349
48
13
2
406
438
151
119
49
345
642
55
80
41
288
370
505

Percentage
57.2%
42.8%
0.7%
21.8%
29.1%
13.0%
30.0%
4.1%
1.1%
0.2%
34.9%
37.7%
13.0%
10.2%
4.2%
29.7%
55.2%
4.7%
6.9%
3.5%
24.8%
31.8%
43.4%

Source: own compilation
As we can see in Table 2, descriptive statistics analysis of the Work Quality of Life Tool
(Wage and Subjective Conditions) show that the majority of the participants gave positive
responses to the items measured. For the independent variables (PROM, WAGE, TRAIN and
IND), all means were greater than 7.0
Table 2. Descriptive analysis of the instrument
Variable
Promotion (PROM)
Wage (WAGE)
Training (TRAIN)
Individual and work activity (IND)

Mean
7.55
6.97
7.15
7.7

Std. Deviation
0.839
0.867
0.690
1.137

Cronbach’s α
0.93
0.93
0.93
0.93

Source: own compilation
3.2.

Analysis of reliability and validity

A confirmatory factor analysis (CFA) based on structural equations was used, in order
to examine the relationships between the hypotheses within the proposed model. The maximum
likelihood method to estimate the model parameters was adopted. All analyses were performed
on variance-covariance matrices. Table 3 shows the acceptance fit level and the fit indices for
the sample after improving its fit. The results show that the measurement model fits the data
for the proposed model.
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Table 3. Summary of model fit
Fit index
X2
Degrees of freedom (df)
X2/df
CFI
TLI
RMSEA

Recommended value
NS at p < 0.05
n/a
<5
> 0.9
> 0.9
< 0.08

Structural model
1987.05
408
4.87
0.912
0.904
0.058

Source: own compilation
3.3.

Analysis of the structural model

The same criteria used in the last item was also used to measure the goodness-of-fit for
the proposed model. It is clear from the table 3, that all values were in the recommended range.
The relationships of the construct were tested after supporting the validity and reliability of the
measurement model. A CFA model based on structural equations was used to test all
hypothetical relationships (H1 to H10).
All direct hypotheses were accepted (H1, H2, H3 and H4) (see Table 4). Promotion and
training have a direct and positive effect on the QWL of millennials working in the commercial
sector in Colombia; however, TRAIN (𝛾 = 0.432) is a more significant determinant compared
to PROM (𝛾 = 0.185). This means that promotion and training opportunities constitute a factor
of job satisfaction because they allow personal development, greater autonomy at work and the
possibility of performing more interesting and meaningful tasks for workers. In turn, it was
found that wage (WAGE, 𝛾= 0.332) has a significant influence on QWL, thus supporting H3.
Last, the results associated with the interpretation and/or action processes that workers perform
regarding their work situation and that also affect their work well-being were positive (IND, 𝛾
= 0.179), thus validating H4.
Otherwise, we can show in Table 5 that some of hypothetical relationships of the
moderating effect were supported.
Table 4. Results of the direct hypotheses
Hypotheses
H1
H2
H3
H4

Proposed
Relationship
PROM (+) → QWL
TRAIN (+) → QWL
WAGE (+) → QWL
IND (+) → QWL

Effect type

Path coefficient

Result

Direct effect
Direct effect
Direct effect
Direct effect

0.185
0.432
0.332
0.179

Supported
Supported
Supported
Supported

Source: own compilation
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Table 5. Results of moderating effect of individual differences
H#
H5

Proposed Relationship
GEN x (PROM, TRAIN) → QWL

z-Score
PROM: 1.026
TRAIN: 7.690***

Result
Not supported
Supported

H6

GEN x (WAGE, IND) → QWL

WAGE: 5.285***
IND: 0.139

Supported
Not supported

H7

EDU x (PROM, TRAIN) → QWL

PROM: 3.516***
TRAIN: 5.643***

Supported
Supported

H8

EDU x (WAGE, IND) → QWL

WAGE: 0.649
IND: 0.418

Not supported
Not supported

H9

CONT x (PROM, TRAIN) →
QWL

PROM: 3.516**

Supported

TRAIN: 0.346

Not supported

WAGE: 1.959**
IND: 1.832

Supported
Supported

H10

CONT x (WAGE, IND) → QWL

Source: own compilation
4. Discussion
The research question focused on examining the factors that affect the QWL of
millennials working in the commercial sector in Colombia. A conceptual model was proposed
that includes variables such as training, promotion, wage and the individual with their work
activity. Additionally, a set of sociodemographic differences were incorporated into the model
as moderators (for example, gender, educational level and type of contract). It is not surprising
that all direct relationships between TRAIN, PROM, WAGE and IND with QWL were
compatible at a significance level of 95%. TRAIN was the factor most strongly affecting the
QWL of this sample. Therefore, this study is the first to find empirical support for this type of
relationship in the QWL in the Colombian context. In light of these results, human resource
management should establish management practices that allow for offering excellent working
conditions to foster leadership development and strengthening while maintaining the interest,
morale and productivity of workers at high standards.
The results of the moderating factors are analyzed below, we can concluded that some
were not supported, while others had a significant effect on the relationship between the
independent variables analyzed and QWL.
4.1.

Gender

It was found that gender moderates the relationships between TRAIN-QWL and
WAGE-QWL (Table 5). This means that there is a connection between training and QWL,
being more significant for women than for men, contrary to WAGE-QWL, given that this
relationship is more important for men than for women.
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4.2.

Educational level

As expected, it was shown that educational level moderates the relationships between
TRAIN-QWL and PROM-QWL (Table 5), i.e., the higher the educational level, the better the
perception of promotion and advancement opportunities throughout the professional career, and
the same is true for training and research opportunities, constituting important motivational
factors. However, hypothesis 8 was not supported in any case, which means that regardless of
workers’ educational level, they will always want better wage conditions and better
relationships with their work.
4.3.

Type of contract

The results show that the type of contract moderates the relationships between PROMQWL, WAGE-QWL and IND-QWL (Table 5). This means that when workers have a work
contract, they will prefer to be promoted by the company to feel an improvement in their QWL.
In contrast, workers without a contract prefer to be offered good working conditions, even if
they are temporary, and to have a favorable work environment in which to perform.
Conclusion
Quality of work life is a construct that tends to improve the objective and subjective
conditions of work and the growth and development of the human talent of an organization and
therefore the achievement of greater productivity and business well-being. It is the quality of
the relationship of workers with their work and the overall work environment, the concern for
the impact of work on people, as well as the effectiveness of the organization and the idea of
participation in the resolution of organizational problems and decision-making (Gupta & Hyde,
2013).
It has been found that companies with good QWL levels have a greater chance of
attracting and maintaining qualified, committed and motivated workers (Mejbel & Almsafir,
2013). Therefore, the efforts of companies should be oriented toward having a work
environment that leads to the achievement of satisfaction and happiness at work, promoting
adequate job designs, continuous training, career and succession plans, autonomy, meaning, job
stability, safety and health, good remuneration and wage benefits, balance of personal and work
life, flexibility and recognition, among others, conditions that ensure a true win-win relationship
between workers and their company. If current organizations guarantee these conditions, they
create favorable environments to more effectively manage the different generations that coexist
in it, especially millennial workers.
In agreement with the findings of the present study, the study by (González Baltazar et
al., 2015), which focused on the relationship between QWL and gender and was conducted 322
individuals randomly selected in a health institution in the city of Guadalajara, found
dissatisfaction among women in the face of unequal opportunities. It showed that women are
significantly more satisfied than men in the personal development achieved through work and
in the administration of their free time, an element that confirms our findings.
Tabassum et al., cited by (Gupta & Hyde, 2013), compared QWL between men and
women working in private commercial banks in Bangladesh through quantitative surveys of
128 male and 64 female workers. The study revealed that there is a significant difference
between the QWL of male and female workers with respect to the following factors: adequate
and fair compensation, flexible work schedule and job assignment, attention to job design and
relations with workers. In turn, the results from a survey of temporary workers (n = 1,261)
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indicate that female temporary workers have more positive attitudes toward work compared to
men. They also indicated that educational and, to a certain extent, age acted as moderators of
the relationship between gender and worker attitudes (Selvarajan, Slattery, & Stringer, 2015).
Regarding the connection between wage, promotion and training with QWL, (Aguirre
Osorio, 2017) found that millennials prefer a not so high wage but with clear options for
promotion. A total of 98% expect that these opportunities exist in the company, considering it
a retention mechanism. Their sample showed that 64% had graduate training and 18% had
vocational training. This confirms that the higher the level of academic training, the higher the
perception of promotion or advancement for this generation.
For the millennial generation, what matters is career security. When making learning or
career development decisions, young workers do not wait for the timelines of companies but
rather invest their own money in educational programs that can increase their knowledge and
skills in the specialty, because they know that training is the great differentiator in the work
world (Molinares, 2011). Likewise, they conceive promotion opportunities as personalized,
considering personal interests and based on learning and challenge. (Gupta & Hyde, 2013)
found that workers who have been promoted in the past are more satisfied and have a higher
QWL compared to newcomers, who may get promoted later because they just joined the bank,
denoting the impact of this process on worker satisfaction.
Regarding the type of contract, (Aguirre Osorio, 2017) found that the millennial
generation values job stability, staying in the company with indefinite-term contracts if given
the possibility of working in several companies and dividing their time. He also found that 96%
of both men and women, since the sample was 50/50, value organizations that allow them to
acquire new knowledge. In other words, they show a greater preference for group recognitions,
appreciate a good work environment and interpersonal relationships, show preference for
having greater autonomy in decision-making and being able to have a relationship with the boss
where they can express their opinions. Last, they consider it very important to have clarity on
the organizational objectives, their role and their responsibilities, understanding how the job
they perform contributes to the overall achievements of the organization.
These results continue to corroborate the findings, as it is evident how generation Y or
millennials demand organizational environments where: their stability is valued, the
possibilities for growth in the company are constant, there is an excellent work environment
and the dimensions of autonomy, recognition, permanent feedback, meaning and continuous
identification with their work are present. With little tolerance for boredom, millennial workers
enjoy new challenges and expect to be shown respect and given responsibility early in their
careers (Glass, 2007; Martin, 2005; Yoonjoung Heo, Kim, & Kim, 2018).
Given this scenario, it is essential for the Colombian commercial sector to make their
companies attractive to millennials and understand how to keep them motivated and help them
develop their careers within their organizations, given their increased entry in the labor market.
Likewise, as the number of women employed in the industry also increases, the recognition of
gender differences has emerged as a key issue to ensure the success and competitiveness of
companies in the face of the demands of the new era goals according to the United Nations
(UN) (Yoonjoung Heo et al., 2018). The knowledge of these results will allow organizations to
improve their business brand by offering human management practices and processes that seek
the retention, growth and development of all its members, especially for the millennial
generation and those to come.
Last, this study adds value to research on QWL, as it combines wage and subjective
conditions of work (wage, training, promotion, individual and work activity), with moderating
factors such as gender, formal education and type of contract, elements that have not been
correlated in other studies of this construct. Future studies on the relationships between QWL
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and other demographic factors or on these relationships in other economic sectors are explored
and their possible implications analyzed are recommended.
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