GENERATIONAL DIFFERENCES IN
MOTIVATION: A CASE STUDY
MARCH 2018

Prepared for and submitted to the Association of Municipal Clerks and Treasurers
in partial fulfillment of the requirements for the AMCTO Executive Diploma in
Municipal Management.

ACMTO Student Number: 204784

Executive Summary
Millennials are the largest generational cohort to date, even larger in numbers than
the Baby Boomers, and they are now all of working age. As Boomers retire,
Millennials are adding a new generation to the workplace. Are Millennials really as
different as popular media would have us believe? And what does this mean for the
workplace?
Preparing for up to 20% of its workforce to retire in the next five years,
understanding Millennials in the workplace is imminently useful to the leadership
team of the Community and Social Services (CSS) Division of the United Counties
of Leeds and Grenville. Indeed, determining whether motivational drivers differ by
generation is relevant to employers in every sector, and specifically to the broader
municipal sector because the demographic composition of all workforces is shifting,
generations are known to have similarities and differences, and ultimately because
motivated employees contribute more positively and productively to organizational
success.
This case study assessed for differences in motivation by generation in the Case
Manager job classification of the Counties’ CSS Division to facilitate an
understanding of motivation in the workplace and to inform the identification of
effective management strategies. Through an online survey and focus groups, it
was confirmed that motivations differ by generation. Though the differences were
not always dramatic, the findings generally agreed with motivational theory and
generational characteristics/values found in the literature.
The importance of understanding individual motivations does not negate the
benefits of applying a generational lens to management practices. Understanding
the organization’s generational composition and characteristics supports the
identification of job design components and motivators relevant to a majority of
employees. It may also inform the development of management systems that
adapt to the changing needs of an evolving, multigenerational workforce. The
strategies identified in this paper are effective with all generations, which allows for
some efficiency of effort to motivate employees. Each strategy may appeal to a
different motivational need of a generational cohort, but the same strategy is
effective with all generations. Recommended strategies include the use of job
design to enrich jobs to ensure meaningful work, the power of recognition,
feedback, mentorship and communication are described along with associated
strategies.
Understanding employee motivations and how they differ by generation contributes
to the development of management approaches and reward systems that inspire
employees to willingly and enthusiastically give their best efforts.
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1.0 Introduction
Many believe the most important asset to any organization is its people. Hiring
the best employees is for naught if they are not motivated to perform and
contribute to organizational success. Motivating employees to do their best work
is a challenging and important responsibility for management. It is challenging
because employee needs are many and varied. Additionally, today’s workforce is
comprised of several different generations.
The literature provides generational cohort labels, which differ in the years used
to define each generation; variation is minor – a year or two on either side of the
range. The following are the most used age ranges and labels; these are used for
the purposes of this paper.

Figure 1. Generational Labels and Defining Years

Some studies find motivational drivers differ by generation. Others attribute
motivational differences to preferences changing throughout one’s life1, and still
others assert employees are more alike than different.2 If it is true that
motivational drivers differ by generation, understanding these differences will aid
management in fostering a productive workforce.

Nicole Renne Nichols, “The Effects of Generational Differences on Workplace
Motivation,” (bachelor’s thesis, University of Arkansas, 2011): 7, accessed October 21,
2017, https://walton.uark.edu/honors/images/NicoleNicholsThesis.pdf.
1

Bruce N. Pfau, “What do Millennials Really Want at Work? The Same Things the
Rest of Us Do,” Harvard Business Review, April 7, 2016, accessed September 10, 2017,
https://hbr.org/2016/04/what-do-millennials-really-want-at-work.
2
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This case study assessed for differences in motivation within the Case Manager
job classification of the Community and Social Services Division of the United
Counties of Leeds and Grenville. Differences in motivation were analyzed in the
generational context to identify best practices for motivating a multigenerational
workforce. Despite being hired for and working in the same job classification,
with similar educational qualifications and competencies, it was theorized that
staff motivations differ by generation.

2.0 Background
2.1 Motivational Theory
The Oxford dictionary defines motivation as, “a reason or reasons for acting or
behaving in a particular way; [the] desire or willingness to do something;
enthusiasm”.3 In the workplace context, this definition suggests that if employees
are provided salient reasons for behaving in a certain way, i.e. to achieve
organizational objectives, they will do so willingly. Sounds simple, but it is not.
Identifying the reasons relevant to each individual and developing management
systems and approaches appealing to these reasons is a complex task because
people are complicated creatures.
Contemplating the importance of internal and voluntary motivations suggests
management can only hope to create an environment and culture that inspires
employee commitment and solid employee motivation.4 To understand
motivation it is helpful to examine the evolution of motivational theory.

Oxford English Dictionary, s.v. “motivation,” accessed January 13, 2018,
https://en.oxforddictionaries.com/definition/motivation.
3

Vinay Chaitanya Ganta, “Motivation in the Workplace to Improve the Employee
Performance,” International Journal of Engineering Technology, Management and Applied
Sciences 2, no. 6 (November 2014): 221-222.
4
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The primary motivational theories fall under four categories: needs theory, equity
theory, expectancy theory and job design theory. While the theories build on one
another by agreeing individuals are driven to satisfy needs, they differ in
explaining the underlying premise, mechanism or thought process an individual
undertakes to fulfill identified needs.
Needs Theory. Maslow’s 1940 Hierarchy of Needs
is one of the simplest and most referenced theories.
Maslow’s theory asserts that needs must be satisfied
in a specified order of importance with the most
basic needs (food, shelter, safety) requiring
fulfillment before higher order needs become

If someone doesn’t get
paid enough to put food
on the table for his or
her family, he or she
isn’t going to care too
much about a ‘good job’
sticker! (Ganta, 2014)

motivating. The needs identified by Maslow include:
physiological, safety, social, esteem and self-actualization. Maslow also
acknowledged the importance of these needs may vary by individual and over
time, but all humans ultimately aspire to self-actualization. This theory suggests
management must work to fulfill unmet needs, ensuring the most basic needs are
satisfied through, for example adequate compensation, before appealing to
esteem needs through such offerings as training or by affording opportunities for
socialization.5
McClelland’s needs theory emphasizes higher order needs as the drivers of
motivation. He identified achievement, power and affiliation needs as motivators.
Individuals with a high need for affiliation value social relationships and
opportunities to socialize. Individuals motivated by power are driven to coach and
influence others. Of these three, the need for achievement most affects the
motivation to perform.6

Sunil Ramlall, 2004, “A Review of Employee Motivation Theories and their
Implications for Employee Retention within Organizations,” Journal of American Academy of
Business, Cambridge (September 2004): 54; Nichols, 2011: 7.
5

6

Ramlall, 2004: 55.
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Equity Theory. Equity theory attributes motivation to fulfilling a need for
perceived fairness of both effort and reward. It assumes, a) people are motivated
to perform to achieve equity between the amount of effort expended and the
reward received, and b) individuals compare their effort and rewards to others to
determine what is fair and reasonable. In 1965, J.S. Adams suggested individual
assessments of equity are learned through socialization and through comparing
own inputs/outcomes to those of others. In 1984, Pinder indicated feelings of
inequity arise when people perceive an unfair return for their effort. Employees
perceiving inequity will adjust their inputs, i.e. decrease or increase effort to
achieve a balance relative to others. This could be increased effort to secure a
promotion, or decreased effort to restrict outputs and achieve balance/fairness in
their individual input-output ratio. According to equity theory, organizations must
develop reward systems that are perceived as fair in both value and distribution.7
Expectancy Theory. Expectancy theory resembles equity theory whereby
motivation rests on individual perceptions and beliefs. It asserts that individuals
are motivated to act in ways that produce expected, desirable outcomes.
Motivation is a combination of individual belief their performance will lead to an
expected outcome and the appeal of that outcome to the individual.
In 1964, Victor Vroom was an Expectancy or VIE (Valence, Instrumentality, and
Expectancy) theorist that attributed motivation to individuals’ attitudes, beliefs
and perceptions. Valance refers to the satisfaction an individual expects to
receive from the outcome or reward. Instrumentality has people contemplating
the probability their performance will produce the outcome and associated
satisfaction.8 In short, people are motivated to perform if they value the reward
and they expect their efforts to have good probability of producing the valued
reward. For management, VIE theory underscores the importance of
understanding individual employee attitudes and beliefs so that reward systems
may be tailored to their perceptions and expectations.

7

Rumlall, 2004: 55.

8

Ramlall, 2004: 56.
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In 1968, Porter and Lawler expanded on Vroom VIE theory by emphasizing the
importance of the employee valuing the expected reward and posited the
correlation between effort and performance is impacted by the skills, abilities and
traits of the individual. According to them, more skilled employees achieve higher
performance with less effort than lower skilled employees.9 Management
subscribing to this elaboration of VIE theory might focus on ensuring employees
are similarly skilled and equipped to reduce the impact of skill differences on
performance and equity perceptions.
Job Design Theory. Lastly, motivation theory turned its attention to the work
itself. Job design theories suggest the nature of the work influences or even
determines employee motivation. In 1959, Frederick Herzberg was one the first
theorists to examine job design and its effects on motivation.
Herzberg identified “motivator” factors including achievement, recognition,
meaningful work, responsibility, advancement and growth, and “hygiene” factors
mostly external to the work itself and which produced dissatisfaction. Company
policies, compensation, coworker relationships, supervision, and working
conditions are hygiene factors with the potential to demotivate. Like Maslow’s
theory that higher order needs could not be contemplated until basic needs were
met, Hertzberg believed eliminating the causes of dissatisfaction – the hygiene
factors -- would not result in motivated employees. Elimination of hygiene factors
would only bring the employee to a “neutral state” of motivation. To motivate
employees, the motivator factors need to be addressed. According to Herzberg
motivation is increased through attention to job design – job enrichment, job
rotation, job enlargement, variety, autonomy, and decision making authority are
ways to increase motivation.10

9

Ramlall, 2004: 56.

10

Ramlall, 2004: 57; Nichols, 2011: 4-5; Ganta, 2014: 223, 227, 228.
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To create a motivated workforce, under Herzberg’s theory, management must seek
to maximize the motivators and minimize the influence of hygiene factors in the
workplace.
Figure 2. Herzberg's Motivator-Hygiene Theory11

In 1980, Richard Hackman and
Greg Oldman built on Herzberg’s
work by suggesting job design
must appeal to internal motivators.
To be motivating the employee
must feel responsible for their
performance and the results
produced, the work must be meaningful to the employee, and they must feel they
are making a contribution. Creating work that includes the opportunity to use a
range of skills, is meaningful, and about which they receive feedback will enhance
motivation. Providing autonomy over task completion, understanding how
individual tasks fit with the whole, and providing feedback are practical ways
management can design jobs to be motivating.12
Motivational theory has evolved over time. The theories overlap, intersect and
build on one another making it difficult to select one as the perfect theory for
explaining workplace motivation; all make a valid contribution to explaining
employee motivation and informing strategies to motivate employee performance.
It is undeniable that employees have needs and these will vary by the individual,
their circumstances, priorities and values. Work environment combines with the
nature or characteristics of the work, and the perceived and actual equitability of
the reward system to impact employee motivation to perform in the workplace.
That employee motivation is multi-faceted means there is flexibility to motivate
employees through a variety of approaches.

11

Ganta, 2014: 228.

12

Ramlall, 2004: 57-58; Ganta, 2014: 224.
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In this paper, assessing for motivation and the identification of strategies is based
primarily on the Job Design theories of motivation as these incorporate aspects of
need, equity and expectancy theories. Additionally, these theories focus on factors
more tangible and actionable by an employer. Job Design theory supports the
identification of motivational strategies and actions more readily within the purview
of the employer.

2.2 Relevance
Understanding the theory of motivation and determining whether motivational
drivers differ by generation is relevant to employers in every sector and specifically
to the municipal sector because,


The workforce is aging. Demographic data show that over the next 5-10
years, workplaces will become increasingly mixed from a generational
perspective;



Generational cohorts are known to have similarities and differences arising
out of their similar experiences; and,



Motivating employees is important to productivity, performance, health,
morale, turnover, retention and more.

Anything that facilitates the understanding of motivation informs development,
implementation and application of effective management strategies and practices.
2.2.1 Demographics and the Aging Workforce.
“Today’s leaders must familiarize themselves with the perspectives, needs and
influences of each generation. That’s especially important with “seismic” shifts in
the workplace projected to occur by 2020.”13 The “seismic” shift Gurchiek refers to
is the aging Baby Boomer generation. The inevitable aging of the population and

Kathy Gurchiek, “What Motivates Your Workers? It Depends on Their Generation,”
Society of Human Resource Management, May 9, 2016, accessed September 10, 2017,
https://www.shrm.org/ResourcesAndTools/hr-topics/behavioral-competencies/global-andcultural-effectiveness/Pages/What-Motivates-Your-Workers-It-Depends-on-TheirGeneration.aspx.
13
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consequently the workforce causes the population “bump” that is the baby boom
generation to shift over time. The baby boom generation is beginning to retire in
significant numbers making room for younger generations to join the workforce.
In 2011, the first baby boomers turned 65 years old. In 2016, people between 55
and 64 years accounted for over 20% of the working age population provincially
and nationally; all baby boomers are approaching retirement. By 2026, the baby
boom generation will likely be fully retired and replaced by younger generations.14
Population demographics confirm workplaces will become increasingly multigenerational over the next decade.
Municipally, the United Counties of Leeds and Grenville has a workforce of 415
employees. The Counties’ workforce is older than the nation’s working age
population15 though some departments have a younger workforce more resembling
the national proportions by age. This case study examines the motivational
preferences of those in the Case Manager job classification within the Community
and Social Services (CSS) Division. The CSS Division has an older workforce
relative to other divisions and departments of the municipality, making the
learnings from this research more immediately relevant to the leadership team in
this area of the organization.

14

Statistics Canada, Census in Brief: Recent trends for the population aged 15 to 64 in
Canada, by Andre Lebel, Jonathan Chagnon, and Laurent Martel, Catalogue no. 98-200X2016003, Ottawa, May 2017, accessed January 14, 2018,
http://www12.statcan.gc.ca/census-recensement/2016/as-sa/98-200-x/2016003/98-200x2016003-eng.cfm.
15

Statistics Canada, Table 051-0001 - Estimates of population, by age group and sex
for July 1, Canada, provinces and territories, annual (persons unless otherwise noted),
CANSIM (database), accessed October 21, 2017,
http://www5.statcan.gc.ca/cansim/a26?lang=eng&id=0510001&p2=33.
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Figure 3. Generational Composition of Counties' Workforce by Division

2.2.2 Generational Characteristics.
From a demographic perspective, the generations are defined by a range of birth
years but generations can also be examined from qualitative, social, economic, and
experiential perspectives. Generations have a shared experience of world events –
they lived through the same events. There is evidence these common experiences
provide a similar frame of reference from which a generation looks at the world,
determines their values, priorities, attitudes, behaviours, and motivations.16 With
age, world events, frame of reference and values in common, each cohort shows
personal characteristics unique or specific to their generation. While at the individual

Gurchiek, 2016; Greg Hammill, “Mixing and Matching Four Generations of Employees,”
FDU Magazine Online, Winter/Spring 2005, accessed October 21, 2017;
http://www.fdu.edu/newspubs/magazine/05ws/generations.htm; Brad Sago, “Uncommon
Threads: Mending the Generation Gap at Work,” Business Credit, June 2001, 58.
16
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level everyone is different, “a generational lens offers useful predictability about large
segments of the population.”17 So, what does the literature say about Boomers,
Gen-Xers and Millennials?
Boomers. Born in 1946-1964, Baby Boomers are 53-71 years old today. The
“world’s most influential generation”18 accounts for approximately 21% of the
working age population.19
Boomers grew up in a thriving post WWII economy. Their parents emphasized
the importance of hard work. Gender equality, civil rights and the women’s
movement were becoming important. “Boomers are often described as patriotic,
loyal, polite, fiscally conservative and [as] having faith in organization.”20
Besides reserved, they are often thought to be “jaded or cynical” about change
because they saw stable workplaces transformed by cost cutting and
restructuring.21
As a result of their upbringing Boomers value integrity, leaving a legacy, and
community involvement22. They prefer traditional instructor-led courses.23
Boomers prefer monetary rewards but also appreciate nonfinancial rewards such

Center for Generational Kinetics, “Generational Breakdown: Info About All of the
Generations,” accessed September 10, 2017, http://genhq.com/faq-info-aboutgenerations/; Gurchiek, 2016; Hammill, 2005; Sago, 2001: 58.
17

Postmedia News, “Which generations dominate the workforce now?” Financial Post,
November 3, 2014, accessed September 10, 2017,
http://business.financialpost.com/executive/management-hr/which-generations-dominatethe-workforce-now.
18

19

Statistics Canada, Catalogue no. 98-200-X2016003.

20

Nichols, 2011: 3.

21
Victor Lipman, “How To Manage Generational Differences In The Workplace.” Forbes,
January 25, 2017, accessed September 10, 2017,
https://www.forbes.com/sites/victorlipman/2017/01/25/how-to-manage-generationaldifferences-in-the-workplace/#12b407604cc4.
22

Nichols, 2011: 3.

23

Lipman, 2017.

GENERATIONAL DIFFERENCES IN MOTIVATION: A CASE STUDY

10

as peer recognition. With a “no news is good news” mindset, they do not need
constant feedback.24
With the value of hard work drilled into them by their parents, Boomers may be
workaholics unable to separate their identity from work. This combined with visible
consumerism produced a generation that is ambitious, motivated by promotions, a
desire to be in charge and to have their expertise and experience valued.25
Whether it be a desire to maintain the materialistic lifestyle cultivated by mass
marketing, good health, or an inability to see themselves not working, Boomers are
not leaving the workforce easily.26 So large in numbers, Boomers are in the
workplace and also retiring. Employers must continue to manage and motivate
Boomers in the workplace until they transition out of the workforce.
Generation X. Born in 1965-1981, members of
Generation X are 36-52 years old today. Though, smaller
in number than the Boomer generation, they now account
for 40% of the working age population.

27

Gen-Xers are at risk of
being “lapped” by the
younger generation.
(Postmedia News, 2014)

Unlike Boomers,

they grew up in tougher economic times. They saw friends and family suffer job
loss and experienced a deep recession in the 1990s.28 World events experienced
include the end of the Cold War, fall of the Berlin Wall, and the AIDS epidemic.
Generation X was the first generation to experience early technology – home
computer, internet, video games.29

24

Gurchiek, 2016.

25

Gurchiek, 2016; Postmedia News, 2014.

26

Postmedia News, 2014.

27

Statistics Canada, Table 051-0001, CANSIM (database).

28

Postmedia News, 2014.

29

Nichols, 2011: 3.
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These experiences make Gen-Xers “resourceful, adaptable, independent and
innovative.”30 They value teamwork and advancement opportunities; the former
provides some comfort while the latter was likely limited by Boomers. A tough
economy forced them to become less career focused. Gen-Xers first made popular
the concept of work-life balance.31
Gen-Xers value bonuses and stock as monetary rewards and flexibility as a
nonfinancial reward. They believe promotions should be based on competence or
merit not age or seniority. Where the Boomers prefer peer recognition, Gen-Xers
prefer recognition from the boss. Recognition is preferred to be informal, publicly
communicated and delivered closely to the act being recognized; delayed
gratification is not their thing.32
The middle of the three generations in the workplace, Gen-Xers are sandwiched
between work driven Boomers and tech-savvy Millennials; Gen-Xers have not had
an easy time in the workforce.
Millennials. Born in 1982-1995, Millennials are 22-35 years
old today. They are the youngest generation in the
workforce and the generation which has revived discussion of
generational differences. Portrayed in today’s media as
entitled, lacking focus, impatient, self-absorbed, lazy and lacking loyalty, employers
are “obsessed with understanding them better”.33 This generation is now all
working age and accounts for 21% of the workforce.34 Sometimes also called
Generation Y, Baby Boom Echo and Boomerang Kids, the oldest are the children of
Boomers and the youngest are the children of Gen-Xers.35

30

Nichols, 2011: 3.

31

Postmedia News, 2014.

32

Gurchiek, 2016; Hammill, 2005.

33

Pfau, 2016.

34

Statistics Canada, Table 051-0001, CANSIM (database).

35

Nichols, 2011: 3.
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As the offspring of Boomers, Millennials saw their parents consumed by work often
at the expense of personal relationships36, as the offspring of Gen-Xers they saw
their parents struggle through recessionary times and downsizing. Their parents
instilled in them the value of education. Millennials are criticized for being unwilling
to pay their dues and for having led a sheltered life that bred entitlement. They
grew up at a time of rapid technological change; Millennials are tech-savvy and
always connected.37 The defining world event for them was September 11, 2001.
Their perspectives are shaped by terrorism events and war in the Middle East. They
are realistic and concerned for the environment.38
As a result of their upbringing Millennials value work-life balance, but also want
“prestigious careers”.39 They want a friendly, respectful workplace that offers
security.40 Work for Millennials is often contract and precarious. They may not job
hop out of choice, but rather because temporary and contract work is often all that
is available. Millennials value feedback, training, flexible work schedules and the
workplace culture.41 This always connected generation favours collaboration and
coaching over a directive leadership approach.42
See Appendix A for Generations at a Glance ~ Personal, Lifestyle and Workplace
Characteristics by Generation.

36

Postmedia News, 2014.

37

Nichols Nichols, 2011: 3.

38

Nichols, 2011: 3.

39

Postmedia News, 2014.

40

Nichols, 2011: 3.

41

Gurchiek, 2016.

42

Lipman, 2017.
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Despite some emerging contradictory evidence43, the prevailing thought is that
values, traits and personal characteristics are similar within a generation and
different between generations. It remains reasonable to hypothesize that each
generation might also have different motivational preferences and to contemplate
how these might manifest in the workplace.44
2.2.3 Workplace Implications.
Motivated employees stay with the organization; they are more committed and
engaged which enhances retention rates reducing turnover costs. With falling
unemployment rates, retaining solid performers is more important than ever.
Generational differences can impact recruiting, team building, ability to adapt to
change, communication styles and motivational preferences. Misunderstandings
arising from different generational differences can be disruptive to the workplace
and productivity.45
The pace of change in workplaces today is faster and the frequency higher. The
ability to accept, adapt and respond to change can be a competitive advantage.
Employees committed to the organization are more adept at handling change.
Additionally, committed employees stay with the organization; retention is
enhanced. Employees who are having their needs met are motivated and in turn
are committed to stay with the organization and respond better to change.46
Employee turnover is costly. The loss of knowledge and experience combined with
the costs of recruiting and training a new hire accumulate. Likewise, absenteeism
has both indirect and direct costs impacting productivity, workloads, and morale.47
43

Pfau, 2016.

44

Hammill, 2005; Sago, 2001: 58.

45

Hammill, 2005.

46

Ramlall, 2004: 52.

Encyclopedia of Small Business, s.v. “Employee Motivation,” accessed October 21,
2017, http://www.referenceforbusiness.com/small/Di-Eq/Employee-Motivation.html;
Ramlall, 2004: 52,58.
47

GENERATIONAL DIFFERENCES IN MOTIVATION: A CASE STUDY

14

Committed employees means improved retention and attendance. Motivated
employees are more committed. Ergo, motivated employees have lower turnover
and absenteeism.
In addition, motivated employees also “handle uncertainty more easily; are better
problem-solvers; have higher levels of innovation, creativity and customercentricity; are more profitable; [and] create higher levels of customer
satisfaction.”48
There are negative consequences to failing to motivate employees. Distraction,
complacency, lower productivity, poor attendance, low quality work, poor morale,
high turnover, and decreased efficiency are among the byproducts of an
unmotivated, disengaged workforce.49
Conversely, a motivated workforce is not only more committed, better engaged and
more adept at handling change and uncertainty, they are happier employees that
feel appreciated.50 “They work better, smarter, and harder.”51 Motivated employees
are “persistent, creative and productive, turning out high quality work that they
willingly undertake.”52 Team harmony, efficiency, goal achievement (personal and
organizational), and workforce stability are further benefits of having motivated
employees.53

48

Alison Napolitano, “Beyond the Clock: The Benefits of Highly Motivated Employees,”
last modified February 22, 2017, accessed October 21, 2017,
https://www.business.com/articles/the-benefits-of-highly-motivated-employees/.
49

Nichols, 2011: 7; Ganta, 2014: 225-226; Encyclopedia of Small Business.

Curtis McClellan, “Employee Motivation and the Benefits to an Organization,”
(research paper, Ashford University, 2013): 7, accessed October 21, 2017,
https://www.linkedin.com/pulse/employee-motivation-benefits-organization-curtismcclellan..
50

51

Encyclopedia of Small Business.

52

Ganta, 2014: 221.

53

Ganta, 2014: 225-226.

GENERATIONAL DIFFERENCES IN MOTIVATION: A CASE STUDY

15

The organizational benefits of a motivated workforce are plentiful. Managing in a
motivational manner goes beyond compensation; it requires understanding the
needs and drivers of individual and groups of employees. Top performance
requires organizations to understand how generational similarities and differences
impact motivation so management approaches and incentives can be customized to
inspire motivation and to minimize demotivating factors.
In summary, understanding motivational theory and determining whether/how
motivational drivers differ by generation is relevant to organizations because the
demographic composition of the workforce is shifting, generations are known to
have similarities and differences, and ultimately because motivated employees
contribute more positively and productively to organizational success.

3.0 Primary Research
To assess for differences in motivational preferences by generation, this case study
undertook primary research through an online survey and focus groups.

3.1 Online Survey - Methodology
In November, 2017 the 41 staff in the Case Manager job classification of the CSS
Division of the Counties were invited by email to participate anonymously in an online
survey. Respondents were asked to rank the importance of various motivational
items. There were multiple items within each of the following broader categories of
motivational drivers:


Remuneration and compensation;



Interpersonal relationships;



Working conditions;



Recognition and achievement;



Job Design; and,



Advancement and growth.
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The motivational factors measured were identified through review of motivational
theory with Job Design theory selected as the basis for the factors assessed.
Respondents were asked to rank the importance of items on a five-point scale of 1Not Important and 5-Very Important. See Appendix B for the full Survey Tool used.
The respondent pool was limited, and intended to provide data for case study
purposes. The survey was open to respondents for two weeks with a $50 gift card
incentive offered by random draw of all invitees. The online survey garnered 37
responses; a response rate of over 90%.
Surveying within a single job classification intended to control for differences
extraneous to the generational cohort. Variations in education and length of time
with the organization were observed in the respondent pool necessitating analysis for
potential impact of these factors on motivational preferences.
All respondents completed all questions. The response data was exported from
Survey Monkey into Microsoft Excel for analysis. The survey data was analyzed by
averaging responses for each item and for each motivational driver category with
cross tabulations run by generation, level of education and time with the
organization. The averages were compared to identify similarities and differences by
generation.
Respondent Profile. The generational composition of the respondents is similar to
that of the full CSS Division, but differs from the organization as a whole.
Applicability of the survey findings
to the Division is more valid than
to the broader organization. There
were only four surveys completed
by Millennials. Though a very
small number of Millennial
responses this is 100%
participation of Millennials in the
Figure 4. Generational Composition of Respondents
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Figure 6. Highest Level of Education Completed

Figure 5. Respondents' Time with the Organization

by Respondents

Current hiring for this job classification has an educational prerequisite of relevant
college diploma or university degree. Though 87% of the respondents have
completed college or university, 13% have not which prompted an examination for
potential impact of education on motivational preferences. The length of time
respondents have been with the organization aligns with the generational profile of
the respondent pool. See Appendix C for summary and analysis of the survey
results.

3.2 Online Survey – Findings
Some results were predictable, based on where the respondents are in their
careers; others were surprising and enlightening. While the differences in
importance rankings provided by each generation were often times negligible, the
following items were notable.
Remuneration and Compensation Factors. All three generations ranked
Remuneration/Compensation factors as high importance. This is consistent with
needs theory that basic needs must be satisfied first, and also with Herzberg theory
that compensation, a hygiene factor isn’t in itself motivating – it’s a necessary
precursor to motivation.
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Working Conditions. Working conditions was the second most important category
for all three generations, again, consistent with Herzberg theory which would place
many of the items assessed as hygiene factors. Highly important, but not
necessarily motivating because working conditions may be perceived as basic needs
to be addressed first.

Millennials placed lower importance on most items within this category including
that others pitch in, having a safe and comfortable environment, avoiding stress,
and avoiding overtime or extra hours. Millennials placed higher and highest (5.0)
importance on job security and work-life balance. Willingness to work extra hours
and take on workplace stress seems contrary to perceptions that Millennials are
“lazy or lack commitment”. Likewise, the importance placed on job security is
incompatible Millennials being described as lacking loyalty or prone to job-hopping.
Conversely, the high importance placed by Millennials on work-life balance is as
expected.
Interpersonal Relationship Factors. Gen-Xers place the highest importance,
though only slightly higher than Boomers, on Interpersonal Relationships.
Millennials placed lowest importance on Interpersonal Relationships. This seems
inconsistent with the literature which describes Millennials as social and
collaborative; perhaps Millennials define socialization differently due to the influence
of technology. Socializing and collaboration via technology may be valued over
doing so in-person which may translate to lower importance being placed on
Interpersonal Relationships.
Boomers and Gen-Xers place highest importance on having the respect of their
supervisor as a motivator. Millennials are not motivated by having a good
relationship with their supervisor, but do place some value on being respected by
their supervisor. Boomer and Gen-Xers place more value on being respected by
and having a good relationship with their peers; Millennials place much lower
importance on being respected by coworkers. The importance of “feeling like you
fit in” and having friendships at work increases with age of respondent. Gen-Xers
placed higher importance on being liked by others in the workplace.
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The lower ranking on these items suggests Millennials may be more internally than
externally motivated. These results are consistent with literature indicating
Boomers value feeling needed, tie much of their identity to work, Gen-Xers value
teamwork and informality, and Millennials hold confidence as a core value.
Recognition and Achievement Factors. Millennials provided a lower ranking on
all items within this category; Millennials are less motivated by recognition or
praise. They place importance on giving best effort and meeting job expectations
but do not appear motivated to exceed job expectations. This reaffirms the idea
Millennials may be more internally motivated and is consistent with the lower
importance placed on Interpersonal Factors.
Gen-Xers are the most motivated to meet or exceed job expectations, followed
closely by Boomers. This is consistent with research that says Boomers are driven
to work and Gen-Xers are motivated to complete tasks.
The importance of receiving feedback and being rewarded for strong performance
increases with respondent age. Boomers and Gen-Xers place equal importance on
feeling valued and appreciated, while Millennials place lower importance on all of
these items. These observations are consistent with the generational
characteristics found in the literature.
Job Design Factors. Millennials place lowest importance on job design factors as
a motivational preference with Boomers and Gen-Xers providing similar importance
rankings. Despite this, there may be potential to motivate through job design as
Herzberg, Hackman and Oldman suggested.
Having opportunities for input, authority to make decisions, variety in day-to-day
work and having meaningful work increase in importance with the age of the
respondent. Millennials placed highest importance on having flexibility to manage
their work. They are also less motivated to meet their own goals or to contribute to
the success of the organization; Boomers and Gen-Xers place higher importance on
both these items. These observations are consistent with the literature.
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Advancement and Growth Factors. Millennials placed highest importance on
Advancement/Growth factors as expected given they are in the early stages of
career. Contrary to the expectation these factors would prove to be negatively
correlated to age of respondent, Boomers placed higher importance than Gen-Xers.
Millennials are keen to advance their skills, have opportunities to advance, to tackle
new things and to continue learning. Though, they are least motivated to assume
more responsibility. This aligns with the importance this generation places on
education, but might also be negatively interpreted as reflective of entitlement.
Highest Level of Education Completed. The respondents all came from the
same job classification. This was intended to control for potential influences of
education on motivational preferences. The respondent pool was comprised of 46%
university, 41% college and 13% high-school graduates. The importance of
Interpersonal Relationship, Recognition/Achievement and Job Design factors
decreases as the level of education of respondent increases. The observations
about level of education completed are consistent with the data by generation; level
of education does not appear to significantly influence motivational preferences.
In Summary. The differences in motivational preferences are often times small,
but there are generational differences evident in the survey results. Identifiable
differences are also mostly consistent with the generational characteristics found in
the literature.

3.3 Focus Groups - Methodology
Focus groups were conducted for each generational grouping to gather qualitative
data to supplement the quantitative data collected with the survey tool. Discussion
was framed by the motivational factors identified in the literature review and the
survey results. See Appendix D for Focus Group Results.
In January 2018, an invitation to participate in generational focus groups was
extended to the same 41 staff that comprised the survey sample. These three onehour sessions yielded 12 voluntary participants – 6 Boomer, 5 Generation X, and 1
Millennial.
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3.4 Focus Groups - Findings
Generally, Boomers and Gen-Xers held opinions and beliefs about Millennials that
mirrored popular characterizations of Millennials. Despite acknowledging the survey
results didn’t show the other generations as different as they expected, discussion
frequently veered to how and why Millennials are so different. Regardless of the
survey results, it was clear that Boomers and Gen-Xers believe Millennials to be very
differently motivated than themselves.
Boomer Focus Group. Boomers believe Millennials value job security because
they’ve been sheltered. Boomers also believe Millennials place lower importance on
meaningful work because they are so specialized their focus causes them to look at
their job narrowly. They attribute their respect for organizational structure and
hierarchy to having started working earlier and valuing work more; something they
feel Millennials could learn from them.
Boomers explain Millennial’s low importance on interpersonal relationships by their
belief that Millennials are independent and don’t want to rely on others. They are a
more tolerant generation, but technology has led to less in-person communication.
With that comes very different interpersonal interactions and relationships. Boomers
believe they and Gen-Xers definitely value teamwork and the socialization aspects of
work much more than Millennials; “We like to have friends at work. Remember beer
Fridays – after hours socializing is not what it used to be, occurs less often.”
Where Millennials are similar to themselves or Gen-Xers this was attributed to
Millennials having been raised by a Boomer/Gen-X. Throughout the discussion, there
was much consensus of opinion amongst the Boomers.
Generation-X Focus Group. The Gen-X focus group also had strong opinions about
Millennials and also offered some insight into Boomers. Within the Gen-X focus
group, responses differed between those at the beginning of the age range and those
nearing the end of the range. They were not surprised to learn the survey showed
their motivational preferences to be similar to Boomers. Gen-Xers believe Millennials
have had it easier thanks to technology, but acknowledge stress comes with being
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always connected. Gen-Xers perceive Millennials to be less engaged with their work;
they are building a “career portfolio” because they’ve seen their parents laid off;
focused on building their own personal brand rather than loyalty to one organization.
Conversation also turned to wondering whether it was generational or age-related;
“when we were in our 20-30s I doubt we were motivated to achieve company goals”.
Gen-Xers explain their high preference for Interpersonal Relationship factors as
related to the lack of Facebook – “we had to be social”. With more awake time spent
at work than home, and households more often double income, Gen-Xers value work
friendships and relationships. They attribute Millennials’ low need for interpersonal
relationships to the increased prevalence of divorce and blended families;
relationships cannot be counted on, so they are less important – in and out of work.
Gen-X participants were very family focused. They don’t claim to have figured out
work-life balance, rather it is that they are so scheduled with their children and don’t
want to bring stress home to family that motivates them to avoid overtime and
stress. They believe Boomers have a stronger work ethic; self-care and stress as a
negative thing “wasn’t part of workplace vocabulary when Boomers were our age.”
Conversely, Gen-Xers observe Millennials as more open to discussing or managing
stress; they either thrive because they have better coping mechanisms or they suffer
because they were too coddled.
For Gen-Xers work must be meaningful because it takes them away from their
family. They believe Boomers are more motivated by the pay cheque because they
started work younger and may have larger families. “Millennials never had to work
for what they have; if you don’t have to work for things you place a lower importance
on the work you do”. Some of the participants concur that Millennials are selfish;
personal satisfaction is more important to them. Gen-Xers have no advice for
Boomers because “they had it tougher than us, we can learn from them”. Whereas,
Gen-Xers feel Millennials could value experience and appreciate that “they can learn
from us”; they advise Millennials to “shed the entitlement” and appreciate how good
they have it.
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Millennial Focus Group. The Millennial focus group garnered only one participant,
it became more of an interview than a focus group. This participant consistently
found the survey results incompatible with her own values and preferences. “My
friends say I have an old soul” was how she explained this anomaly. She also
strongly disagreed that differences are attributable to generations; she believed
differences were more likely attributable to age/stage of life, upbringing, and
personality – “either you are a people person or not”. That said, the participant
offered some explanations for Millennials’ motivations that were consistent with
generational characteristics found in the literature and noted by the other focus
groups.
Millennials value job security because it is so hard to find today. They’ve been
raised to believe that if you get an education, you will get a good job, but good jobs
are scarce. The lower importance placed on interpersonal relationships was not
attributed to technology, but the participant did candidly share early worries about
using the telephone and acknowledged that Millennials are not always comfortable
with team work. “Millennials are more internal, driven to do it on their own without
help from others and not needing the approval of others to feel successful”.
She believes Millennials have been given a “bad rep”, and are “perceived as brats”.
To the stereotypes about Millennials, she would say, “I’m not spoiled”. Millennials
may appear to be selfish but are driven by how they were raised and the pressures
of society. When Millennials become discouraged that the promised education
doesn’t get the job promised they may be perceived as lazy or uncaring. It’s not
that Millennials don’t value interpersonal relationships, it’s that they are focused on
job security and being able to provide for family and self. “It’s just not a priority to
make friends at work.” The participant concluded, “it is not entitlement or
selfishness but rather it is society and the economy that is shaping Millennials
motivations.”
See Appendix D for full script of Focus Group sessions.
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3.5 Overall Findings
The primary data gathered through the online survey and examined in the context
of secondary information sources supports and confirms the thesis that workplace
motivations vary by generation. The focus group results also affirmed there are
differences in motivation by generation and suggested differences may be greater
than indicated by the survey results. Each generation holds strong beliefs about
the motivations, values and characteristics of the other generations, and the
perceived differences are consistent with how generations are characterized in the
literature and current media.
This case study research has confirmed that motivational drivers in the workplace
differ by generation.

3.6 Limitations of Research
While the research was successfully completed, the methodology and its execution
may contribute to limiting its usefulness. The primary limitation arises from the
size and homogeneity of the research sample. The sample size was small and
limited to a single occupation in a single organization with the position occupied
mostly by female workers. Sufficient for case study purposes but not for
generalization to the larger organization or population. The choice of a 5-point
rating scale may have failed to capture some differences. A 4-point scale may have
more effectively prompted respondents to move from the “neutral” rating of 3.
Despite these limitations, the participation rate for the online survey makes the
data accurate and representative of the research sample invited. Further the
number of questions assessing each motivational driver category supported a
thorough understanding of motivational preferences underlying the broader
categories.
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4.0 Application and Recommendations
Having confirmed that generations have different motivational preferences, and
that motivation is key in facilitating optimal performance, it is valuable to identify
best practices for motivating the different generations.
The importance of understanding individual motivations does not negate the
benefits of applying a generational lens to management practices. Understanding
the organization’s generational composition and characteristics supports the
identification of job design components and motivators relevant to a majority of
employees. It may also inform the development of management systems that
adapt to the changing needs of an evolving, multigenerational workforce.
Motivational theory and management best practices affirms the need to appeal to
many motivations that fulfill a range of needs, starting with the most basic needs.
To minimize the demotivating influence of hygiene factors, management must first
get these things right. This is supported by both the literature and the primary
research conducted.54 Remuneration must be fair, adequate and market
competitive. Where there is an older workforce, the pension and benefits
components are important, whereas Gen-Xers and Millennials more value vacation
and flexibility. Work conditions must be safe and comfortable, this includes the
culture not just the physical setting.
Once hygiene factors are addressed and basic needs met, effective motivators
inspire employees to superior performance. Jobs and management practices can
be designed to appeal to internal motivations such as responsibility, variety,
meaningful work and the need for feedback. Each of these motivators is relevant to
all generations. The generational difference lies in how each is fulfilled.

Seleste Lunsford, Survey Analysis: Employee Motivation by Generation Factors,
(Tampa, FL: Achieve Global Inc., 2009): 2, accessed September 10, 2017,
www.achieveglobal.co.nz/_literature_50737/Employee_Motivation_by_Generation.
54
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Enrich and enlarge jobs to be “whole”. Employees are motivated by work for
which they feel responsible and over which they have control or autonomy to
complete.55 Boomers and Gen-Xers appreciate routine over variety, but are
motivated to exceed expectations and to have the respect of their supervisor and
peers. For Boomers, the sense of responsibility and achievement requires
recognition by others. Gen-Xers with a stronger task orientation will feel
responsible if they are able to complete the task or see work through from start to
finish; appealing to Gen-Xers’ need to feel responsible may be accomplished by
enriching or enlarging the job rather than breaking it up into smaller parts.
Millennials value variety of task which again may be met by enriching or enlarging a
job to provide opportunity to use a variety of skills.
Work must be meaningful. Generations may define meaningful differently, but
work that is meaningful is motivating to all generations. Enriching and enlarging
jobs to ensure employees feel a sense of responsibility may make work meaningful.
Another way to make work meaningful is to ensure workers understand the
contribution their work makes to clients, the organization, to the world.56 This
requires having a clear vision, values, goals and objectives and linking the work of
individuals to these through regular communication, recognition and feedback.
For Boomers, meaningful work makes a difference to others which in turn makes
them feel valued and appreciated. To Gen-Xers meaningful work is work which
gets done efficiently and done well. Gen-Xers value work-life balance and are
motivated by meaningful work because it provides importance to the work side of
that equation. To Millennials, meaningful work is challenging and has variety to
prevent boredom; they want to use the skills they’ve gained through their
education. Relative to the other generations, they may be less inspired by
Andrzej Borowski and Usama Daya, “Employee Motivation Tools.” (paper presented at
Human Capital without Borders: Knowledge and Learning for Quality of Life International
Conference, Portorož, Slovenia, June 25-27, 2014): 670, accessed September 10, 2017,
http://www.toknowpress.net/ISBN/978-961-6914-09-3/papers/ML14-613.pdf; Encyclopedia
of Small Business.
55

Lisa Lai, “Motivating Employees Is Not About Carrots or Sticks.” Harvard Business
Review, June 27, 2017, accessed September 10, 2017, https://hbr.org/2017/06/motivatingemployees-is-not-about-carrots-or-sticks.
56
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understanding their contribution to the whole and more motivated by work that
fulfills personal goals and is challenging. Explicitly recognizing and encouraging
performance that satisfies personal, departmental, and corporate goals connects an
individual’s performance to the “big picture” and in turn makes work meaningful.
Recognize contributions and provide feedback. All employees want to be
recognized and feel valued.57 Boomers prefer visible recognition such as titles and
promotions, suggesting some might be more motivated by public praise such as in
a team meeting or company newsletter. Boomers are motivated by regular and
sincere, though not constant, feedback. Gen-Xers are hesitant to ask for feedback;
don’t make them. Instead, like Boomers, provide regular feedback that focusses on
strengths and accomplishments. Letters of commendation, a heartfelt “thank-you”
or “nicely done” go a long way with Boomers and Gen-Xers.58
Millennials want feedback and recognition on demand. Accustomed to the instant
responsiveness of social media, Millennials are motivated by receiving recognition
and feedback instantly and more regularly than the older generations; they want it
when they want it and don’t want to wait for it.59 This presents opportunity to
introduce interactive performance management systems which facilitate the
provision of feedback more instantly. Such systems can also be used to appeal to
Boomer and Gen-X needs for relationships; staff can recognize one another and
cheer one another on, i.e. share their successes through such platforms.60 Think,
Facebook for the workplace.

57

Lai, 2017.

58

Encyclopedia of Small Business.

Maxwell Huppert, “Employees Share What Gives Them a Sense of Belonging at Work,”
Linked In: Talent Blog, October 25, 2017, accessed November 24, 2017,
https://business.linkedin.com/talent-solutions/blog/company-culture/2017/employeesshare-what-gives-them-a-sense-of-belonging-at-work.
59

60

Gurchiek, 2016.
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Capitalize on and honour differences. While wisdom doesn’t always come with
age, skills and knowledge of organizational history do come with experience.
Ensure knowledge and history is not lost as Boomers retire by cultivating a
collaborative environment. Mentorship and generationally mixed teams are two
ways to ensure this knowledge transfer occurs, while also providing motivation to
all generations.61 Boomers and Gen-Xers will feel valued and appreciated having
their organizational wisdom recognized by having opportunities to share, impart
and mentor. Millennials will learn something, be motivated by the collaborative
approach and can also share their strengths, i.e. technology, adaptability, with the
older generations. This appeals to the importance Boomers and Gen-Xers place on
interpersonal relationships while also appealing to Millennials’ desire to work in
collaborative, inclusive workplaces.
Communicate early and often. Used effectively and with intention,
communication is a low/no cost tool to motivate employees. Whether it be
communicating to recognize performance, to provide feedback, to make company
goals transparent, or to build and foster positive workplace relationships, the
communication skills of the leadership team are critical to workplace motivation.
Using communication skills to foster a friendly, inclusive work environment and to
encourage teamwork appeals to all generations’ need to “fit in”, to feel personally
connected to their work and “work family”. Consistent and regular communication
also let’s employees know the organization and its leaders are invested in them.62

61

Rebecca Knight, “Managing People from 5 Generations,” Harvard Business Review,
September 25, 2014, accessed September 10, 2017, https://hbr.org/2014/09/managingpeople-from-5-generations; Lipman, 2017.
62

Napolitano, 2017.
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Support work-life balance. Millennials are thought to most value flexible work
arrangements, but other generations do also. Boomers with eldercare
responsibilities, and Gen-Xers with child-rearing responsibilities are also motivated
by flexibility. Flextime, condensed workweek, or job sharing can meet the need.63
By helping employees manage the demands of their lives beyond the workplace,
employees are motivated and focused when at work.64 They also perceive an
employer that cares about their wellbeing.
The application of generational characteristics to identifying good management
practices requires an understanding of the workforce, but it does not replace
knowing employees at the individual level. Not all employees within a generation
exhibit the same characteristics, values and motivations. Organizational leaders
must learn what motivates individual employees and customize the generational
strategies to the person. Understand their preferred communication style,
preferred recognition (public or private), and the frequency they need feedback.65
Lastly, remember their motivational preferences may change over time. Consider
where they are at in their lives and careers and how their needs may evolve.66 Get
to know each person individually – you will be glad you did.

5.0 Conclusion
Motivating employees is a challenging and important responsibility; it is even more
challenging when the workforce is becoming more diverse. The demographics of
the workforce are changing as the workforce ages. As Boomers retire and
Millennials join the workforce, companies are scrambling to understand this new
generation. Generational cohorts are known to have similar characteristics, values
and attitudes arising from similar experiences, with each generation being different
based on the influencing events of the respective time. Millennials are perceived to
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Encyclopedia of Small Business.
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Encyclopedia of Small Business; Knight, 2014.
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Knight, 2014.

66

Knight, 2014.
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be very different from preceding generations. Motivations differ by generation; this
fascination with “figuring out” Millennials is not misplaced. A motivated workforce is
an engaged, committed and productive workforce. Anything that aids in
understanding and addressing motivations, including understanding generational
characteristics, facilitates identification of effective management strategies/systems
relevant to the workforce.
This case study assessed for differences in motivation within the Case Manager job
classification at the United Counties of Leeds and Grenville. Using job design
motivational theory, differences in motivation were assessed and analyzed in the
generational context to identify best practices for motivating a multigenerational
workforce. The online survey and focus groups conducted yielded results that
agreed with the literature and confirmed motivations differ by generation.
The findings are not statistically applicable to whole population generalization, but
have relevance and broader municipal applicability. All municipalities delivering
social services have Case Managers which may have similar motivations, in which
case there would be a very direct applicability. This research may encourage
municipalities to assess and manage for the motivations of different generations,
and may prompt further research into whether motivations also differ by job
classification.
Finally, this paper identified strategies relevant to motivating all generations in the
workplace. The strategies identified are motivating to each generation for slightly
different reasons by appealing to different needs and values, but allow for similar
strategies to be used for all generations within the workplace. The benefits of job
design that enriches or enlarges jobs to ensure meaningful work and the value of
same to each generation was explored. The power of recognition, feedback,
mentorship/teamwork and communication was described along with associated
strategies that effectively motivate all generations.
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In conclusion, understanding generational characteristics and motivations is helpful,
but does not replace knowing each person. “Awareness of broader trends is
important, such as insights from generational research. At the end of the day all
management is individual and effective managers intuitively understand this. What
matters most regardless of generation is how well you understand your employees
as individuals – what motivates them and what doesn’t – what personal hopes and
fears and dreams drive their attitudes and engagement.”67 Apply the generational
lens, but also take the time to get to know and appeal to people as individuals and
a motivated workforce will follow.

67

Lipman, 2017.
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Appendix A – Generations at a Glance ~ Personal, Lifestyle and
Workplace Characteristics
Baby Boomers

Generation X

Millennials

Influencing Events

Moon landing
Vietnam War

Stock Market Crash
Berlin Wall

September 11
New Millennium

Technology

TV
Audio cassette
Transistor radio

VCR
Walkman
IBM PC

Internet, Email, Texting
Playstation, Xbox, Ipod

Core Values

Optimism
Involvement

Skepticism
Fun
Informality

Realism
Confidence
Extreme fun; social

Family

Disintegrating

Latch-key kids

Blended families

Education

A birthright

A way to get there

An incredible expense

Work and Family

No balance

Balance

Balance

Communication

Touchtone phone
Call me anytime

Cell phones
Call me only at work

Internet
Smart phones
Email

Financial

Buy now, pay later

Save, save, save

Earn to spend

Training/Learning

Classroom style
Quiet atmosphere
Relaxed, structured
Data, evidence

Round-table style
Interactive
Practical, case
studies

Multi-sensory
Visual
Experiential
Stories, participative

Ideal Leaders

Commanding
Thinkers

Coordinating
Doers

Empowering
Collaborators

Work Ethic

Workaholics
Work efficiently
Crusading causes
Personal fulfillment
Desire quality
Question authority
Work is an exciting
adventure

Eliminate the task
Self-reliance
Want structure and
direction
Skeptical
Work is a contract, a
difficult challenge

What’s next
Multitasking
Tenacity
Entrepreneurial
Tolerant
Goal oriented
Work is a means to an end

Feedback/Rewards

Don’t appreciate it
Money
Title recognition

Sorry to interrupt but
how am I doing?
Freedom is the best
reward

Whenever I want it at a
push of a button.
Meaningful work

Motivating Messages

You are valued
You are needed

Do it your way
Forget the rules

You will work with other
bright, creative people

Source:
Reproduction and consolidation of charts from Hammill, 2005 and McCrindle, 2012
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Appendix B – Survey Tool
Preamble

This survey should take about 10 minutes to complete. The decision to
participate in this research project is entirely voluntary. There are no foreseeable
risks or discomforts to you for taking part in this study. You may complete the
survey on work time, but will not be otherwise paid for your participation in this
study. Your part in this study is anonymous to the researcher. However, because
of the nature of web based surveys, it is possible that respondents could be
identified by the IP address or other electronic record associated with the
response. Neither the researcher nor anyone involved with this survey will be
capturing those data. Any reports or publications based on this research will use
only group data and will not identify you or any individual as being affiliated with
this project.

Respondent Profile
* To which generation do you belong?
Baby Boomer (born 1946-1964)
Generation X/Baby Bust (born 1965-1981)
Millennial/Generation Y/Echo Boomer (born 1982-1995)
Generation Z (born 1996 or later)

* How long have you been employed by the United Counties of Leeds and Grenville?
Less than 5 years
5-15 years
More than 15 years

* What is the highest level of education you have completed?
High-School
College
University
Graduate Studies
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The following relate to motivators commonly found in motivational theory. Please select
the number which best describes how important the item is to you. At first glance, you
may think all of the items are important to you, please endeavour to indicate the degree
of importance; inevitably, some things are more important to you than other things.
There are no right or wrong answers!

How important is it to you . . .
* To receive a fair wage relative to the market

*

That no two work days are alike

*

That others take the initiative to help when the need arises

*

That there are well established routines

* That you are liked by others in the workplace

* To have opportunities to assume more responsibility
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* That you believe in the organizational goals and values

* That you know what to expect of every work day

* That your work has an important impact on others

* To receive public praise for your achievements

* To be inspired to meet your goals at work

* That there is variety in your work

* To have a good relationship with your supervisor
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* To have opportunities to continue learning

* To complete a project or task from start to finish

* To earn enough to do things you enjoy outside of work

* To feel like you “fit in” at work

* To find your work challenging or stimulating

* To get along well with others in the workplace

* To get out of work on time
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* To give your best effort at work each day

* To have a generous amount of paid vacation

* That you are respected by your supervisor

* To have a good pension or retirement plan

* To have a good relationship with your peers

* To have a good work-life balance

* To have a safe and comfortable work environment
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* To have access to flexible work hours

* To have flexibility in how you manage the completion of your work and its tasks

* That you are respected by your coworkers

* To have friendships at work

* To have job security

* To have opportunities to advance or develop your skills and knowledge

* To feel valued and appreciated at

work
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* To avoid stress

* To be rewarded for strong job performance

* To have the authority to make decisions

* To know that you are contributing to the success of the organization or clients

* To meet job expectations

* To network with others internal or external to the organization

* To receive private praise for your achievements
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* To receive regular feedback on your performance

* To earn enough to support yourself and family

* To feel like you make a difference

* To have a good benefits package

* To have opportunities to celebrate your successes

B -8
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Appendix C – The Survey Results
The following summarizes the survey data provided by respondents.

Respondent Profile
To which generation do you belong?
Response

Count

Baby Boomer (born 1946-1964)

15

Generation X / Baby Bust (born 1965-1981)

18

Millennial / Generation Y / Echo Boomer (born 1982-1995)

4

Generation Z (born 1996 or later)

0

Total Number of Respondents

37 of 41

How long have you been employed by the United Counties of Leeds and Grenville?
Response
Less than 5 years

Count

6

5-15 years

19

More than 15 years

12

What is the highest level of education you have completed?
Response
High-School

Count

5

College

15

University

15

Graduate Studies

2
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Importance of Motivational Factors
Respondents were asked to rank degree of importance of the item on a five-point scale of 1 - Not Important and 5 - Very Important. The
items were then grouped into motivational factors based on motivational theory. Responses have been cross tabulated by generation and
averaged within each generational grouping.
Remuneration and Compensation Factors
Generation

To earn enough to do
things you enjoy outside
of work

To receive a fair wage
relative to the market

To earn enough to
support yourself and
family

To have a good pension
or retirement plan

To have a good benefits
package

To have a generous
amount of paid vacation

Boomer

4.7

4.9

5.0

4.7

4.7

4.5

Generation X

4.6

4.9

4.9

4.7

4.7

4.5

Millennial

5.0

4.5

5.0

4.5

4.5

4.5

Overall Mean

4.7

4.8

5.0

4.7

4.7

4.5

Median

5.0

5.0

5.0

5.0

5.0

5.0

Mode

5.0

5.0

5.0

5.0

5.0

5.0

Interpersonal Relationships
Generation

To network with
others internal or
external to the
organization

That you are
respected by
your coworkers

That you are
respected by
your supervisor

To have a good
relationship with
your peers

To have a good
relationship with
your supervisor

To get along well
with others in the
workplace

That you are
liked by
others in the
workplace

To have
friendships at
work

To feel like
you “fit in” at
work

Boomer

3.5

4.4

4.7

4.1

4.3

4.1

3.4

3.6

3.9

Generation X

3.6

4.4

4.8

4.3

4.3

4.3

3.7

3.5

3.7

Millennial

3.3

3.5

4.5

4.0

3.8

4.0

3.3

3.3

3.3

Overall Mean

3.5

4.3

4.8

4.2

4.3

4.2

3.5

3.5

3.7

Median

4.0

4.0

5.0

4.0

4.0

4.0

4.0

3.0

4.0

Mode

3.0

4.0

5.0

4.0

5.0

5.0

4.0

3.0

3.0
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Working Conditions
To avoid over time
or extra hours of
work

To get out of work
on time

Boomer

3.1

3.3

4.7

Generation X

2.9

3.7

Millennial

2.0

Overall Mean

That others take
the initiative to
help when the
need arises

To have a safe
and comfortable
work environment

To have access to
flexible work hours

4.3

4.9

4.1

4.0

4.8

4.7

4.1

4.6

4.1

4.3

4.8

3.5

5.0

3.8

4.3

4.3

3.8

5.0

2.9

3.5

4.7

4.1

4.6

4.1

4.1

4.8

Median

3.0

4.0

5.0

4.0

5.0

4.0

4.0

5.0

Mode

3.0

5.0

5.0

5.0

5.0

4.0

4.0

5.0

Generation

To have a good
work-life balance

To avoid stress

To have job
security

Recognition and Achievement
Generation

To receive
regular
feedback on
your
performance

To receive
public praise
for your
achievements

To receive
private praise
for your
achievements

To have
opportunities
to celebrate
your
successes

To meet job
expectations

To feel valued
and
appreciated
at work

To give your
best effort at
work each
day

To be
rewarded for
strong job
performance

That underperformance
is dealt with
swiftly and
fairly

To exceed job
expectations

Boomer

3.5

2.3

3.7

3.4

4.2

4.3

4.4

4.5

4.0

4.3

Generation X

3.5

2.3

3.4

3.4

4.2

4.7

4.4

4.4

3.7

4.2

Millennial

3.0

2.0

3.0

2.8

3.3

4.5

3.8

4.5

3.5

4.5

Overall Mean

3.5

2.3

3.5

3.3

4.1

4.5

4.3

4.5

3.8

4.2

Median

3.0

2.0

4.0

3.0

4.0

5.0

4.0

5.0

4.0

4.0

Mode

3.0

2.0

4.0

3.0

5.0

5.0

5.0

5.0

4.0

5.0
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That your work has an
important impact on others

To have flexibility in how you
manage the completion of
your work and its tasks

To complete a project or task
from start to finish

To find your work challenging
or stimulating

That there is variety in your
work

To have the authority to
make decisions

That no two work days are
alike

That there are well
established routines

That you know what to
expect of every work day

To feel like you make a
difference

That you believe in the
organizational goals and
values

To know that you are
contributing to the success of
the organization or clients

To be inspired to meet your
goals at work

To have opportunities to
provide input

The Work Itself / Job Design

Boomer

4.3

4.5

4.1

4.2

4.1

4.1

3.5

3.1

3.3

4.5

3.7

4.3

3.8

4.1

Generation X

4.6

4.3

4.4

4.3

3.9

4.1

3.2

3.8

3.7

4.3

3.9

4.3

3.6

4.0

Millennial

4.0

4.8

4.5

4.3

3.8

3.8

3.0

3.5

3.3

3.5

3.5

3.5

2.8

3.5

Overall Mean

4.4

4.5

4.3

4.2

4.0

4.1

3.3

3.5

3.5

4.3

3.8

4.2

3.6

4.0

Median

5.0

5.0

4.0

4.0

4.0

4.0

3.0

4.0

3.0

5.0

4.0

5.0

4.0

4.0

Mode

5.0

5.0

5.0

5.0

4.0

4.0

3.0

4.0

5.0

5.0

3.0

5.0

4.0

4.0

Generation

Advancement and Growth
Generation

To have opportunities to
continue learning

To have opportunities to tackle
new things

To have career advancement
opportunities available to you

To have opportunities to
assume more responsibility

To have opportunities to
advance or develop your skills
and knowledge

Boomer

4.1

3.9

3.5

3.7

4.1

Generation X

3.9

3.8

3.3

3.3

3.8

Millennial

4.3

4.3

4.0

3.0

4.3

Overall Mean

4.0

3.9

3.5

3.5

4.0

Median

4.0

4.0

4.0

3.0

4.0

Mode

5.0

4.0

3.0

3.0

4.0
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Responses were also averaged by motivational factor category and cross tabulated with level of education and time with the organization.
Level of Education
Motivational Factors

High-School

College

University / Graduate Studies

Remuneration/Compensation

4.80

4.70

4.75

Interpersonal Relationships

4.20

4.15

3.81

Working Conditions

3.93

4.27

4.06

Recognition / Achievement

4.10

3.85

3.65

Job Design

4.14

4.11

3.81

Advancement / Growth

3.48

3.95

3.68

Less than 5 Years

5-15 Years

More than 15 Years

Remuneration/Compensation

4.42

4.72

4.92

Interpersonal Relationships

4.15

3.77

4.30

Working Conditions

3.98

4.04

4.33

Recognition / Achievement

3.68

3.57

4.21

Job Design

4.17

3.77

4.20

Advancement / Growth

4.13

3.59

3.85

Time with Organization
Motivational Factors
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The following presents the survey data in graphical form and includes narrative analysis of the results.

Average Response by Motivational Driver Category



All generations placed Remuneration and Compensation factors as highly important. This is
consistent with theory that basic needs must first be satisfied before “higher order” needs
become relevant to the individual.



Working Conditions was the second most important category of motivational drivers for all three
generational groups.



With the exception of Achievement/Growth factors, Boomers and Gen Xers had mostly similar
motivational preferences.



Millennials, though a very small subset of the respondent pool were notably different from the
other two generations in their motivational preferences.



Millennials placed the lowest importance on Interpersonal Relationships and Recognition. After
Compensation, Millennials placed highest importance on Achievement/Growth factors.

Examination of the items comprising each of the broader categories provides further insight to the
similarities and differences.
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Overall, Millennials place lowest importance on Job Design factors as a motivational preference.
On average for the category, Boomers and Gen Xers are similar.
Within the category, having opportunities for input, authority to make decisions and variety from
day-to-day are increasingly important motivators as the age of the respondent increases.
Millennials place notably lower importance on being inspired to meet own goals, and are less
motivated by knowing they are contributing to the success of organization or clients. Boomers and
Gen Xers were similar and notably higher on both of these items. In particular, Gen Xers placed
highest importance on work having an important impact on others.
Likewise, Millennials placed lowest import on being motivated by feeling they make a difference.
The degree of importance of this factor increased with age of respondent.
Millennials placed highest importance on having flexibility to manage their work.
All three generations were fairly similar on the importance of being able to complete a project or
task from start to finish, with Boomers lowest of all three generations on this item.
While the value of variety in daily work increases with age of respondent, Gen Xers definitively
value established routines and knowing what to expect each day. Routine days and work received
higher importance scores for all generations than having variety in daily work.

Remuneration and Compensation Factors



All generations placed Remuneration and Compensation factors as highly important.



Millennials place higher importance on receiving a fair market wage, relative to the other two
generational cohorts.
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Millennials place lowest importance on earning enough to do things they enjoy outside of work
with higher importance placed on earning enough to support self and family as a motivator.



Boomers and Gen Xers place greater importance on pension and benefits than do Millennials. It
is logical that the importance of pension and benefits as a motivator as one ages or approaches
retirement would increase.



All generations are similarly motivated to have a generous amount of paid vacation.

Interpersonal Relationship Factors



Though the differences in importance rankings are only slight for each item, overall Millennials
ranked all items lower than the other two generations.



Within this category all generations placed highest importance on having the respect of their
supervisor as a motivator. Millennials aren’t motivated by having a good relationship with their
supervisor, but they do want to be respected by their supervisor.
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Boomers and Gen Xers place higher importance on being respected by their peers and also
having a good relationship to their peers. This is consistent with the literature.



Millennials are more motivated to be respected by their supervisor than their peers, but place
higher importance on having a good relationship with their peers than their supervisor.



Boomers and Gen Xers are similar throughout, though Gen Xers overall place slightly greater
importance on Interpersonal Relationship as a motivator relative to their older counterparts.



Boomers place importance on feeling like they “fit in” at work; Millennials definitely less so.

Working Conditions



Overall, Millennials placed lowest importance on Working Condition factors as a motivational
driver.



Within the category, all generations placed highest importance on having job security, with
Millennials slightly higher than the other two generations.
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Work-life balance is ranked second highest in importance by all three generations, with
Millennials, again, ranking this items as highest importance.



All three generations place lower importance on avoiding overtime or working extra hours, with
Millennials placing notably lower importance on avoiding overtime. This result seems to
contradict the responses provided for work-life balance as a motivational preference, though may
be indicative of secondary research suggesting Millennials define work-life balance differently.



Though lower importance for all three generations, there was some variation amongst the
generations as relates to getting out of work on time. Boomers placed lowest importance on this
item, Gen Xers highest and Millennial are in the middle on the extent this is a motivational
preference or driver.



Having a safe and comfortable work environment increases in importance with the age of the
respondents.



Notably lower scores are observed for Millennials on both avoiding stress and teamwork i.e. that
others take the initiative to help out. The teamwork result is consistent with the earlier noted
finding that Millennials place lowest importance on Interpersonal Relationship factors.

Advancement and Growth Factors



Overall, Millennials placed highest importance on Advancement/Growth factors, with Boomers
slightly behind and Gen Xers lowest. Contrary to the expectation that importance of
advancement and growth factors would be negatively correlated to age of respondent.



The importance of having the opportunity to assume more responsibility increases with age of
respondent.
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Millennials are notably more motivated to advance their skills, have opportunities to advance, to
tackle new things and to continue learning. Though, they are least motivated by opportunities to
assume more responsibility. The high importance of most advancement/growth factors may be a
function of age and the length of time the Millennial respondent has been with the organization,
i.e. stage of career.



With the exception of having opportunities to assume more responsibility, Gen Xers place the
lowest importance on all other advancement/growth factors. This is consistent with the job
design findings that Gen Xers place higher value on established routines and knowing what each
work day will hold.

Recognition and Achievement
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Overall, Millennials have a notably lower ranking on all items within the Recognition and
Achievement category; Millennials are less motivated to achieve recognition or praise. They
place importance on giving best effort and meeting job expectations, but do not appear to be
motivated by a need or desire to exceed job expectations.



All generations placed high importance on giving best efforts each day and meeting job
expectations.



Gen Xers are the most motivated to meet or exceed job expectations, followed closely by
Boomers.



All generations placed very low importance on receiving public praise; the importance of
receiving praise in private increases with the age of the respondent.



Millennials place higher importance than the other two generations on under-performance being
dealt with. This is the only item in the category which Millennials ranked higher than the other
generations.



The importance of receiving feedback and being rewarded for strong performance increases with
the age of the respondents.



Boomer and Gen Xers place equal importance on feeling valued and appreciated at work,
Millennials were notably lower on this item. Consistent with the findings related to Interpersonal
Relationship factors.



The responses within this category suggest that Millennials are more intrinsically motivated than
motivated by the opinion of and their relationships with others.

Highest Level of Education Completed




Level of Education has no impact on
Remuneration and Compensation as
motivating factors; these are of highest
importance regardless of level of education
completed.

The importance placed on
Interpersonal Relationship factors as a
motivator decreases with the level of
education of the respondent with a markedly
lower ranking by those respondents that
have completed University/ Graduate
Studies.

Working condition factors are least
important to High-school level respondents, most important to College level respondents.
The importance placed on Recognition and Achievement factors as a motivator decreases with the
level of education of the respondent.
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The importance of Job Design Factors decreases with level of education of respondent, but is almost
equal for High-school and College level respondents, with a notably decrease in importance for
University level respondents.
Advancement and Growth factors vary only slightly by level of education completed, with College
level respondents placing highest importance on these factors.

Time with the Organization

The importance of Remuneration and
Compensation factors increases with length of time
the respondent has been with the organization.
These factors are ranked as the highest importance
regardless of time with the organization.

Interpersonal Relationships as a motivating
factor are ranked higher by those that are longest
or newest to the organization.

The importance of working conditions
increases with the length of time the respondent
has been with the organization.
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Recognition and Achievement factors are of notably higher importance for respondents that have
been with the organization for more than 15 years.



Job Design factors are almost equally important to newer and longer term respondents, with
lower importance placed by respondents with 5-15 years’ service.



Advancement and Growth factors are most important to those that have been with the
organization less than five years; a logical and expected result. Contrary to expectations, the
respondents longest with the organization placed higher importance on advancement and growth
factors than respondents with 5-15 years’ service.
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Appendix D - Focus Group Results
The 41 staff in the Case Manager job classification that were invited to complete the online survey were
invited to participate in a one hour focus group session. A focus group session was held on January 10,
2018 for each of the generational groupings with the goal of securing 5-6 participants per generational
grouping. There were six in the Boomer focus group, five in the Generation X session, and only one
Millennial participated; 12 participants in total.
Graphs of the survey responses were made available to each group to review, reflect and comment on.
Questions posed were intended to elicit elaboration on the results seen in the survey. Discussion was
lively, informative and candid. Sometimes the conversation veered from the specific question at hand,
the facilitator allowed for discussion beyond the questions but did return the participants to the
questions.
The following captures the Focus Group discussions. These notes were reviewed by the participants to
confirm accuracy and completeness.

Boomers Focus Group (n=6)
The Boomer group was the liveliest of the focus groups. They were comfortable participating, with the
facilitator and with one another. There were cheers for comments or “nicely said”. There was more
humour and a lot of laughs throughout the discussion. They took the conversation seriously, but they
had some fun during the hour as well.
Knowing what you know or think you know about the different generations, what sorts of differences do
you expect would come out in the survey? How do you think Gen X and Millennials might be different
from yourselves?


I find the Working Conditions variations interesting. We are looking to avoid overtime because
we don’t have much time left.



Millennials won’t be a whole lot different; Millennials will be significantly different



Job security is important to Millennials because they’ve been sheltered, and because it is not
available to them.



Millennials are facing the same things we did when entering the workforce; as women, our moms
didn’t work



Thought Millennials would be totally different but they aren’t as different as I thought [looking at
the graphs]; is it that they were brought up by Boomers?



Millennials are stuck with contract work, but would like settle, but not too settled; they want their
cake and to eat it too. It was easier for us – there were jobs.
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Frequently, Boomers and Gen X-ers had similar responses, placed similar importance on the
motivational factors. Does that surprise you? Why do you think that is?


Surprised Gen X so similar to us; wow! I think they lied! They want to be like us!



Gen X mirroring our drivers because they can see how Boomer have faired.



The survey group was mostly women; wonder if this would vary by sex?



Interpersonal drivers have Gen X very high; they really want to be loved; I wouldn’t have thought
that. Gen Xers are used to teamwork. Would expect Boomers to be lower; like me or not comes
with age. Millennials were low on interpersonal drivers. They don’t want to rely on others. Yes, I
can see that. They have social media so there is less in person communication. They are more
tolerant and they gravitate to people like themselves.



We like to have friends at work. Remember beer Fridays. After hours socializing is not what it
used to be, occurs less often. Now socializing starts after our bed time.



Millennials are more individualistic. Status, material items and appearances are more important
to them.

Of the three generations, you rated having a safe and comfortable work environment the highest. What
constitutes a safe and comfortable work environment? When you rate that as important, what sorts of
things are you looking for in the workplace to make that a reality?


For me a safe and comfortable work environment means I can come to work and be myself.



Physical environment is also important because we know the conditions our parents worked in.



Respect in the workplace and a safe work place; safe to express myself without judgement by
others.



We want to be physically well when we retire. We are starting to look after ourselves and our
health. Not looking to ruin that by, for example, a slip and fall at work.



Wellness in the head and the feet is the same; both are important.



My job isn’t my life. It is a bigger piece to us than is for Gen X or Millennials, but we’ve seen
what happens if it is too much our life.



Working conditions lower importance to Millennials because they haven’t seen the things we
have.

Placed highest importance on your work making a difference. Tell me more about that. What does
making a difference mean to you? Can you give me some examples?


My work needs to have added value. To have an impact on my organization, community, clients
and colleagues.



There needs to be a point to it all.



It needs to make a difference in order to make a difference to me.



It is also about our peers and teamwork – making a difference to each other.



Millennials are different on this driver because they are more specialized. In specializing, they
have a narrower focus. More likely to say that’s not my job.
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If a Millennial were asked to do a home visit….you want what? Would need a back-up to the
back-up to the back-up.



Millennials are used to having everything done for them.



Though not all Millennials are the same. They are more different within their generation because
they have greater and more varied exposure and experiences.



I grew up here [at the Counties]; I respected what it was from top to bottom; always thankful to
have a job. Millennials feel they are owed a job this good. Millennials figure they got the
education like you told me to, so now pay up, I’ve done my bit.



Boomers started working earlier. We value work. Want to do a good job and hear that we did a
good job.

Placed highest importance being rewarded for strong job performance. What does that look like?
All generations placed lower overall importance on Recognition and Achievement factors? Does that
surprise you? Why do you think that is?


Internally, we need to know we did a job because we were raised to know that it matters to do a
good job.



I need to know I gave my best.

Public praise is definitely not a motivator to any of the generations. Why do you think that is? Does this
relate more to the nature of position, type of work we do and similar hiring? Or is it simply something
most people don’t like?


That’s just not what we are here for



Don’t want to be in the spot light; anxiety; don’t want to be signaled out



We are not political



Public praise maybe just a little bit and only internally. Really, don’t you like seeing yourself in the
company newsletter? Some nods, and yes, some agreement.

If you could give any advice to the other generations what would it be?


Take pride in what you do



Remember teamwork



Do the best you can



Do as you are told; just saying no is rude; respect there is a reason; if going to question, ask
respectfully



Always respect your boss, others and the organizational structure

If you could give any advice about managing the different generations what would it be?


Hire only Boomers!



Accept the differences; manage to the individual and to the generations
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Generation X Focus Group (n=5)
The Generation X focus group was notably quieter and more serious than the Boomer group that
preceded them. More tentative in their participation with some preference or inclination to contemplation
or some quiet reflection prior to offering any comment or answer. There was notable differences in
responses based on where within the generational age range they fell (nearing the beginning vs. nearing
the end).
Knowing what you know or think you know about the different generations, what sorts of differences do
you expect would come out in the survey? How do you think Boomers and Millennials might be different
from yourselves?


Meeting job expectations is important to us.



Would be interested to see the results if other field or sectors were surveyed i.e. an artist – would
they rank remuneration and compensation factors high like all three generations did in this case?



We were raised by parents that didn’t have what we have. Millennials have less responsibility;
an easier road.



Sometimes I see myself more Millennial; sometimes I feel 75.

Frequently, Boomers and Gen X-ers had similar responses, placed similar importance on the
motivational factors. Does that surprise you? Why do you think that is?


Not surprised to be similar to the Boomers.



Younger have had everything they needed, faster, no need to worry or work for things – I’m
generalizing here, I know this isn’t all young people, but generally. But there wasn’t as much
stuff to be had either.



Technology makes it easier for them but it is also stressful for them to always be connected.



More social anxiety in the younger; terrified of talking in person or on the phone.



Loyalty has changed a lot. Boomers expect to start and finish their career in one place. Xers are
a mix; our parents worked only at one place. Millennials see their parents having been laid off so
they are focused on building their own brand because they expect to have a career portfolio
[rather than one career/employer].



Millennials will need to retrain.



Millennials are more entrepreneurial, more self-employed.



Millennials don’t connect and engage with their work; it is easier for them to move on.



Millennials don’t appear motivated by company goals – is it just their age? When we were in our
20-30s I doubt we were motivated to achieve company goals. Still wanted to make a difference
in the world.



Though maybe not entirely the same as Millennials as we started families earlier than they do
now.



Wonder how much of this is generational vs. ages and stages of life?

GENERATIONAL DIFFERENCES IN MOTIVATION: A CASE STUDY

D- 5

Of the three generations Gen X placed the greatest importance on interpersonal relationships. Does
that surprise you? Tell me more about why you think this is?


We’re needy! [chuckles]



Because we had to be social. There wasn’t Facebook for us.



We spend more time here [at work] than we do at home – it just easier if we get along with and
enjoy our coworkers.



There are more two-income families in Gen X than Boomers, or at least some Boomers. That’s
why relationships at work are more important to us. Because we might hardly see our spouse.



I couldn’t wait to go back to work from maternity leave, and it was the people, the relationships
that I missed most.



Millennials are low on interpersonal relationships is surprising because they are always
connected, always in contact.



Millennials more familiar with divorce and blended families so they place less importance on
relationships.



For Millennials, less importance on relationship, less invested in the company and in life is a
coping mechanism to deal with the environment they live in now.

Gen X place greatest importance on getting out of work on time, avoiding stress. Does this mean you’ve
figured out the importance of and how to achieve work-life balance?


No, we’ve not figured it out. But we are turning 40 and starting to figure out what’s important.
Better at applying common sense. Some of us are just starting a family.



We are so scheduled especially with the kids. It’s not work-life balance, we need to get out on
time because our day is not yet over.



Don’t want to bring stressed person home to family.



There was a stronger work ethic in the Boomers. Self-care is now important, a big thing. Wasn’t
even on the table when Boomers were our age. Self-care wasn’t heard of until 10 years ago.
For that matter, when did the word stress enter the [workplace] vocabulary?



There’s been a change in how society defines stress today; it’s more negative now.



Millennials carry their stress very differently. They have a greater awareness, better coping,
more open conversations; some thrive and some are coddled and suffer.

Placed highest importance on your work having an impact on others. What does that mean? Tell me
about that. Can you give me examples?


Work has to be meaningful – have an impact on others; help, support and assist.



We are spending time away from our family, so it is good to know it was for more than just a pay
cheque.



The pay cheque is more important to Boomers. To pay the bills. They have larger families, they
started work younger. To them work is more a means to an end.
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Millennials never had to work for what they have. It is shocking how many don’t have to work in
high school or university. If you don’t have to work for things, place lower importance on the work
you do.



There are more social services than ever before.



Millennials are motivated to do what makes them happy. Selfish. Personal satisfaction is more
important to them.

All generations placed lower overall importance on Recognition and Achievement factors? Does that
surprise you? Why do you think that is?


It’s the field and the occupation that explains this.



This is an occupation of helpers.



We aren’t in it for the recognition.

Public praise is definitely not a motivator to any of the generations. Why do you think that is? Does this
relate more to the nature of position, type of work we do and similar hiring? Or is it simply something
most people don’t like?


Same thing. It’s this field.



Name in the paper is never a good thing.



Most people don’t want to be signaled out.



Public praise is embarrassing but yes, I might secretly enjoy it a little bit.



Recognition when we go above and beyond is valued.



It depends on the circumstances. Public praise for us as a group, some of that would be good.

If you could give any advice to the other generations what would it be?


To Millennials – be open to learning and change



To both Millennials and somewhat to Boomers – engage and connect



To all three generations – change is constant, don’t fight it



Value the older worker (50+); be open and curious; age doesn’t matter.



To Millennials – you’re not entitled. You don’t know how good you have it. They think they are
invincible.



Little or no advice for the Boomers. They had it tougher than us. I’d take advice from them.



Millennials don’t value our experience; they can learn from us.

If you could give any advice about managing the different generations what would it be?


Good Luck!



Look at people as individuals and understand their individual needs.



Everyone likes to feels valued regardless of age.



Meaningful conversations, even a sincere good morning, are important.



Customize feedback, respect the individual and the generation.



Doesn’t matter age – know the individual motivations. Check in with people – what’s happening,
where are they at.
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Millennial Focus Group (n=1)
There were only 4 surveys completed by Millennials, so the goal of 5-6 focus group participants was
likely not achievable. Only one Millennials participated which made it more a 1-1 interview than a focus
group as the opportunity to feed off and build on others’ comments was not available. Despite the
possibility of being identifiable, the individuals was still willing to participate and have her comments
captured and included here. She was somewhat shy in speaking for her generation, and saw herself as
relating better to Gen Xers than her generational Millennial peers.
Knowing what you know or think you know about the different generations, what sorts of differences do
you expect would come out in the survey? How do you think Boomers and Gen Xers might be different
from yourselves?


Millennials value job security because it is hard to find permanent fulltime work with good pay. It
was easier for the other generations. We are more willing to work extra hours because we are
trying to get a career started.



We are all a lot similar, but different more due to stages of life. Boomers are investing while
Millennials are trying to buy a house. They were probably the same when they were younger.



When I look at my peer group, I see people who are working steady and I see others that are
constantly flipping jobs. But you can find this variation in other generations as well. I think the
differences arise more out of life experience, how raised and values.

Frequently, Boomers and Gen X-ers had similar responses, placed similar importance on the
motivational factors. Does that surprise you? Why do you think that is?


Not surprising because they have been in the workplace longer.

Of the three generations, you rated having a work-life balance the highest. What does that look like?
What sorts of things from a workplace perspective help you fulfill that motivation?


Looks like spending equal time with family and friends as at work.



Less stress.



Flexible schedules and workplace benefits like vacation days and holiday pay are helpful.

Placed the lowest importance on compensation factors as a motivator. Why is that?


Because of the cost of living to maintain basic needs. It is harder now to come up with a home
down payment, therefore pay is important.

Placed lower importance on interpersonal relationships. Tell me about that.


Always thought it was a personality thing; you are either a people person or not, you either care
what others think or not.



Survey doesn’t reflect me personally. I feel mutual respect and good relationships are important.



Our personalities are all different but relationships need to be there. Good working relationships
if not personal relationships as well.
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It is important to feel like I fit in. It just makes it better overall to come to work.



Millennials are focused on needing the job to get paid and to pay bills; the rest doesn’t matter.



Some Millennials are not motivated, spoiled, didn’t live the hard life.



I absolutely think we are perceived as brats. Millennials have a bad rep. People think everything
handed to them.



I don’t see technology as explaining the interpersonal relationships scores. Yes we are
connected, and admittedly, I had some anxiety about using the phone. So maybe.



The other generations are wrong in their perceptions. There is similar in every generation.
Personality is a bigger influence than generation.



With technology, we are in our own bubbles, not always comfortable with teamwork.



Millennials are more internal – I’m doing it myself, I don’t need any help, so other shouldn’t need
help. It looks poorly if don’t do it yourself.

All generations placed lower overall importance on Recognition and Achievement factors? Does that
surprise you? Why do you think that is?


Don’t need approval to feel successful or be successful.



Don’t like to be the centre of attention; would rather just coast.



I don’t care, I’m here for X. The pay cheque.



It is important to me to give my best efforts and to feel valued and appreciated.

Public praise is definitely not a motivator to any of the generations. Why do you think that is? Does this
relate more to the nature of position, type of work we do and similar hiring? Or is it simply something
most people don’t like?


Don’t like to be the centre of attention, it’s embarrassing.



1:1 private praise is better.



Feedback and constructive criticism is good so can correct and do job well and right; so I know
what supposed to do moving forward.

If you could give any advice to the other generations what would it be?


To the Boomers – I’m not spoiled.



To other Millennials – relationship in the workplace are important. They support work-life
balance and makes everyday experience better. It’s not all about the pay cheque. Find
something you enjoy doing. Appreciate the job you have.

If you could give any advice about managing the different generations what would it be?


I don’t know.



Variety is important
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What does motivate Millennials?
The same things as the other generations. Never realized there was a difference, personally I don’t see
that many differences between myself and other generations. Though, if had to pick the top three
motivators for Millennials as a group and maybe not myself, I’d say job security, rate of pay, and flexible
work hours – that sounds pretty selfish doesn’t it?
Following the Focus Group, the participant provided the following further reflection by email:
I have been thinking about some of the questions yesterday and my comment, "sounds selfish" and why
those are the motivators for millennials. I was actually kind of shocked by my response and how selfish it
really sounds, I didn’t answer your “why” and thought maybe I should defend myself and fellow
Millennials.
I think that millennials motivations are influenced by the pressures of society. From a very young age we
are told that education is the most important, without a grade 12 you cannot get a job, without
postsecondary education you cannot find good paying work, without a good paying job you will struggle
to provide for yourself and your family. We are led to believe that these are the main factors in being a
good contributing member of society. This is instilled in us by our families, educators etc. on a regular
basis. I think that when some millennials don’t meet these expectations they feel discouraged and some
so overwhelmed they don’t move forward and are perceived as being lazy or simply not caring.
The more that I have thought about the differences in "importance of relationships", again I don’t think
it’s a matter of not caring about other people and their opinions it’s just not a priority compared to having
job security, decent wage and being able to accomplish and maintain this while providing for our
families. I'm not saying these things are not important to other generations just that the pressures of
education are much more prevalent today, with the cost of living a good paying job is a main motivator
for education and finding decent employment is challenging even with education. So I’m telling myself
it’s not selfishness its society and the economy.
Was there mention of Millennials passing blame? Lol

