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ABSTRACT  
 

Managing employees at work is difficult enough. When they appear to have differing values, attitudes 

and beliefs from each other and from the people supervising them, tension may arise. Within a context 

of skill shortages, Australian management needs to optimise the retention of skilled employees, 

irrespective of generational cohort. Yet insufficient is known about how best to manage the different 

generational cohorts and what may be behind their differences, if anything. This paper provides a 

literature review of research to date examining generational differences in retention motives and 

provides insight to the enhanced management possibilities of the generations at work. With improved 

understanding may come improved management and retention, an important goal in the competition 

for talent and skills.  
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Introduction 

The existence of generational differences has been debated in the literature for decades. On one hand, 

there is a body of research arguing that generational differences explain the differences in 

organisational and personal characteristics that influence employees’ intentions to stay at an 

organisation. In contrast, there is another body of research arguing that too much focus has been 

placed on differences between generational groups explaining these motivations and instead the 

differences identified are a result of either an individual’s career stage, age, or individual differences 

between people as a whole (Parry & Urwin 2011). This is important from a management perspective 

as if the first argument holds true, then HRM retention strategies are needed to be tailored to different 

generations and as such groups of employees would be motivated by similar things, thus making the 

span of HR retention initiatives narrower. However, if the second argument holds true than the 

differences seen are a result of career stage, age or individual differences than a wider span of HRM 

retention strategies would be needed in order to motivate employees to stay.  This paper provides a 

review of the literature investigating generational differences in retention motives in order to identify 

if there generational differences in retention motives exist. To achieve this aim this paper will first 

analyse the history of research on generations, before reviewing the evidence to date on retention 

motivations across the generations.  

Generational differences: A brief history 

Auguste Compte conducted the first scientific studies examining generations between 1830 and 1840. 

These studies examined the influences that different generations had on the historical and social 

progression of society (Jaeger 2010; Schofield & Beard 2005). Since then, the concept of generations 

has been developed in the literature throughout the 19
th
 and 20

th
 century to describe, “a group of 

individuals who share the same birth years, age locations and significant life events at critical 

developmental stages” (Kupperschmidt 2000: 364). While much research has been conducted over the 

years, the progenitor of modern generation theory is considered to be Karl Mannheim, who described 
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a generation in relation to the historical and social context around which people were raised (Lyons, 

Duxbury & Higgins 2005; Mannheim, 1959).  

Mannheim argued that generational boundaries were formed when significant historical and social 

events occurred that influence and change the life experiences of those born during and after the 

events differently from those born significantly before the events took place (Mannheim, 1959). 

Mannheim further postulated that because of these events, group attitudes and behaviours vary 

between generations in accordance with the ‘times’ they grew up in (Lyons et al. 2005; Mannheim, 

1959).   

Strauss & Howe (1992) then built on these findings and introduced the concept of generational 

differences by arguing that as a result of significant life event experiences, each generation forms 

shared yet distinct frames of references, values, attitudes and traits making them unique (Goldman & 

Schmalz 2006; Strauss & Howe 1992). In other words, people born in different generations hold 

differing values, attitudes, frames of references and traits that may lead to differences between 

generations in their reactions to life events. As a result, people who belong to a generation tend to 

develop similar work and life values, which shape their attitudes, behaviours and beliefs that guide 

their behaviour (Chen & Chio 2008; Tresize-Brown 2004). However, these values can often conflict 

with other generations’ values causing organisational conflict, and attraction and retention difficulties 

(Tresize-Brown 2004). Consequently, researchers have argued that it has become imperative for 

organisations to be aware of possible generational values, attitudes and beliefs differences in order to 

maximise there attraction and retention success (Chen & Chio 2008; Tresize-Brown 2004).  Since, 

this recognition, generational traits, attitudes, and values have been extensively investigated in order 

to begin to understand the differences between each generation at work as well as their personal 

characteristics differences.  

While much research has been conducted on generational differences in the workplace there has not 

yet been an agreed formal accepted definition of a generation. Instead, the most widely cited 

definition and the one which will be adopted in this paper, is provided by Kupperschnmidt (2000: 
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364) who defined a generation as, “an identifiable group that shares the same birth years, age 

locations and significant life events at critical developmental stages, divided by five to seven years 

into the first wave, core group and last wave.”   Consequently, this definition identifies that there can 

be no global agreed upon date range for each generation, as people from different countries 

experience different significant life events at different times. As such, the age range for each 

generation differs across countries for good reasons.  This adds to the complexity of examining 

generational differences in the workforce as it brings with it the challenge of identifying generational 

differences within a multicultural society such as Australia, where employees from a variety of 

cultures are working alongside each other. Nonetheless, researchers have continued to investigate 

generational differences in the workforce, and while only a limited number of studies have been 

conducted within Australia, this paper will review these studies within a global context as well as 

within an Australian context to determine if differences in generations can be ascertained from the 

literature to date. To further aid readability, the literature on generational differences has developed 

and accepted the term ‘generational cohort” to describe a group of individuals born within the years 

defined by a generational group (Shacklock & Brunetto 2011). Therefore, from this point forward this 

paper will identify and discuss generational groups as generational cohorts. Table 1 outlines the 

characteristics of each generation cohort as identified in the literature to date.  

*Insert Table 1 here* 

Using the assumption that each generation is shaped by these characteristics, researchers began to 

examine the values that each of these generations bring to work. Table 2 provides an overview of the 

core values, assets on the job and liabilities on the job for each generation based on a synopsis of the 

literature (Goldman & Schmaltz 2006; Hart 2006; Hill 2004; Weston 2006).  

** Insert Table 2 here* 

Drawing from the differences found, researchers began investigating the differences between 

generational cohorts and the factors that affect employees’ intentions to stay and leave.  A number of 

studies found a significant difference between an employees’ age and their intention to leave an 
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organisation, with younger workers more likely to leave than older workers (Cheung 2004; Boxall, 

Macky & Rasmussen 2003; Gambino 2010; Lavoi-Tremblay et al. 2011; Rosen, Stielh, Mittal & 

Leona 2011; Wiener, Squillace, Anderson & Khatutsky 2005). A similar relationship was also found 

when the relationship between employees’ age and their intentions to stay was investigated, with older 

workers more likely to stay than younger workers (Anderson & Hill 2010; Larabeen et al. 2010; 

Letvak & Buck 2008).  Researchers have long attempted to explain these findings from different 

perspectives. For example, from a career stage perspective, Cohen (1991) argued that the differences 

found between the generations’ intentions to stay and leave could be explained by older workers being 

more interested in job stability and looking to disengage with the workforce over time, whereas 

younger workers were exploring and establishing their careers and as such are interested in building 

their careers. Therefore, younger workers may be more likely to leave in order to develop their career 

elsewhere if the career development opportunities are not available within their organisation (Cohen 

1991; Super 1957). However from a generational perspective, Weston (2006) argued these findings 

were a result of generational differences in employees’ perceptions of the employee-employer 

relationships and argued that Generation X and Y employees were found to possess less permanent 

relationships with their employers and demand success in a shorter period of time in their study of the 

nursing workforce. Consequently, research began investigating these differences further to determine 

what factors specifically motivated each generation’s intentions to stay and leave an organisation.  

Research examining the different retention motivators between generations has identified differences 

between younger and older workers (Apostolidis & Polifroni , 2006; Wilson et al. 2008).  For 

example, a survey of Australian aged care employees, found that Veteran generation employees were 

motivated by the work itself, the attractiveness of work hours, and the financial need to stay in the 

short term, whereas for long term, retention the job itself, the financial need to continue and job 

security / stability were significant in their intentions to continue working (Radford, Shacklock & 

Bradley, 2012).  
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Apostolidis & Polifroni (2006) explored differences between retention motivators further by 

comparing Generation X and Baby Boomer nurses and found that Generation X nurses were more 

satisfied with the professional status given to them and least satisfied with their pay in comparison to 

the Baby Boomer nurses. Additionally, in a study of nurses in the United States of America, Wilson et 

al (2008) found that Baby Boomers employees were more satisfied on a whole than Generation X and 

Y employees with the professional opportunities available to them, the amount of praise, control, 

recognition and respect they received and the extrinsic rewards offered to them by the organisation. 

However, no differences were found between Generation X and Y on overall job satisfaction or 

satisfaction with their working relationships (Wilson et al. 2008).  

While both of these studies were conducted in the United States, similar results were also found in an 

Australian study of nurses working in hospitals, where Shacklock & Brunetto (2011) found that for 

Generation X employees, the relationships they held with their supervisors and the attachment to the 

work itself were their main drivers in their intention to remain at their job. Interestingly however, an 

employees’ attachment to work, was the only driver found to be significant in Generation Y 

employees’ intentions to stay. Additionally, Baby Boomer employees were found to be motivated by 

higher levels of autonomy, reduced work-family conflict demands, high levels of attachment to work, 

adequate satisfaction with relationships with colleagues, and adequate satisfaction with the work itself 

for them to remain employed at their organisation (Shacklock & Brunetto, 2011).  

This was further supported in an Australian context by research by Radford, Shacklock & Bradley 

(2012), which examined generational differences in aged care employees short and long term 

retention motivators. Short term retention motivators for Baby Boomers employees’ were found to be 

the work itself, the financial need to stay, the people they work with, job stability and security, and 

management and organisation support to stay in the short term at their organisation. Whereas, to retain 

Baby Boomer employees in the long term, four key motivators were identified, these were the 

financial need to continue working, job security and stability, management support and the work 

itself.  These findings highlight that the work environment plays an important role in retaining all 

employees across the generations in the nursing workforce.  
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Upon investigating the role that employee motivations have more broadly on employees’ intentions to 

stay or leave, a survey of public servants in the United States found that Generation X and Baby 

Boomer employees were found to progress independently through their careers rather than as a cohort 

with motivation similarities. This finding suggests that HR retention initiatives should focus on 

individual employees’ motivations as identified by direct managers (Jurkeiwez, 2000). However, this 

study was conducted before the Global Financial Crisis hit the workforce within a United States of 

America context and therefore more recent research is needed to be conducted to examine this finding 

further in today’s work environment.  

Upon investigating the differences in factors influencing why the Australian allied health workforce 

stay and leave, Dodd Saggers & Widly (2009) found that younger workers intended to leave the 

workforce for travel and career advancement over Generation X employees who left for family and 

travel reasons (Dodd, Saggers, Widly, 2009). This indicates that younger workers have a higher desire 

for career advancement than older workers. Similarly, Radford, Shacklock & Bradely (2012) found 

that Generation Y employees placed more emphasis on career advancement in short term retention 

motivations than Generation X employees. Career advancement and promotion opportunities were 

also found as a motivator for younger workers across a variety of sectors and industries  by Wong, 

Gardiner, Lang & Coulin (2008), Carver & Candella (2011), La Vasseour, Wang, Mathews & 

Boland’s (2009), and  Smola & Sutton (2002). These findings clearly illustrate the importance of 

career progression, promotion opportunities, and training and development opportunities in younger 

workers short term and long term retention. In comparison, to retain older workers job stability, 

rewards and recognition and financial incentives were found to be important.  However while research 

has identified differences between generational cohorts and their retention motivations, research 

examining generational differences is not without its critics.  

There has been considerable debate in the literature as to the utility of “generational differences” as a 

concept in academic research. Research on generational differences has been critiqued for being 

stereotypical, generalised, having serious methodological issues around the way researchers report the 

differences between age groups and generations, and for the cross sectional, as opposed to 
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longitudinal, in the design of most studies (Parry & Urwin 2011). Indeed all of the research noted 

above was conducted using a cross sectional design, surveying employees on one occasion only and 

no research has been conducted to date using a longitudinal data analysis methodology to examine if 

the differences found were in fact age-related or generation-related. Thus further research is needed to 

examine these differences across time. Consequently, care must be taken when making 

generalisations between generations. Shacklock & Brunetto (2011) further note that as most of the 

research on generational differences has been conducted in the United States, and only a small amount 

of research on these differences has been conducted in Australia, care must be taken to avoid 

generalisation of these findings to an Australian context, and as such there is a need to undertake 

research on any generational differences within an Australian context. Nonetheless, the findings do 

highlight emerging differences between the motivators that entice younger and older workers to stay 

at their organisations. These findings have clear implications for the human resource management 

retention strategies needed to retain these employees. These can be seen in table 3.  

*Insert Table 3 here* 

In particular it can be seen that younger workers can be motivated to stay with an organisation by 

providing younger workers with clear opportunities to progress their careers within a company and 

work-life balance/flexible work practices. Thus, the provision of training and development 

opportunities, communication of clear career pathway opportunities, and regular promotion 

opportunities are essential for this group of workers. Whereas older workers can be motivated by the 

provision of stable employment, appropriate and regular recognition and rewards, appropriate pay, 

work life balance, and through involvement in a mentoring program to pass their knowledge onto the 

new generation of employees who are entering the workforce. These findings have clear implications 

for Human Resource Professions in their retention initiatives as targeted retention strategies can be 

used to ensure the ‘war for talent’ is won through the provision of appropriate attraction and retention 

strategies designed to entice and motivate talented employees to stay.  
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Conclusion 

In conclusion, with the skills shortages worsening and the competition for talent on the rise it is 

essential to retain a productive workforce for competitive advantage. This paper has reviewed the 

literature on generational differences in retention motivations and identified key retention drivers that 

have been found in the literature to motivate each generation. While care should be taken when 

applying these strategies to organisation, it is clear that understanding these differences and tailoring 

retention strategies to account for these differences is one way organisations can create and maintain 

competitive advantage in the war for talent that exists in today’s marketplace.  Therefore, this paper 

contributes to the literature by clearly identifying the retention drivers of each generation and the 

implication this has to management in such a diverse, competitive labour market. Further research 

should examine the type of career pathways different generations are interested in pursuing and the 

role that employees play vs. employers play in this process in order to maximise the value that 

organisations and employees play in the war for talent.  

 

 

 

 

 



11 
 

References 

Anderson M & Hill PD (2010) Job embeddedness and nurse retention, Nurse Administration  

      Quarterly 34 (3) pp 190–200.  

Apostolidis B &  Polifroni EC (2006) Nurse Work Satisfaction and Generational Differences, The  

      Journal of Nursing Administration Issue 36 (11) pp 506-509 

Australian Bureau of Statistics (2009) A picture of the nation: the Statistician's report on the 2006  

      Census, Retrieved 24/5/2011 at:  http://www.abs.gov.au/ausstats/abs@.nsf/mf/2070.0 

Boxall P Macky K & Rasmussen E (2003). Labour turnover and retention in New Zealand: The  

      causes and consequences of leaving and staying with employers,  Asia Pacific Journal of Human  

      Resources 41 (2) pp 196–214. 

Carver L, Candela L, & Gutierrez AP (2011) Survey of generational aspects of nurse faculty  

      organisational commitment, Nurse Outlook 59 (3) pp 137-148.  

Cassells R & Harding A (2007) Generation Y: Deferring children and home ownership,  

      National Centre for social and economic modelling: University of Canberra. ISSN No 1320 0046.   

Chen P & Choi Y (2008) Generational differences in work values: a study of hospitality management,  

      International Journal of Contemporary Hospitality Management 20 (6) pp 595-615. 

Cheung J (2004) The decision process of leaving nursing, Australian Health Review 28 (3) pp 340– 

      348. 

Cohen A (1991) Career stage as a moderator of the relationships between organizational commitment  

      and its outcomes: A meta-analysis, Journal of Occupational Psychology 64(3) pp 253-268. 

http://www.abs.gov.au/ausstats/abs@.nsf/mf/2070.0


12 
 

Dodd J, Saggers S, & Widley H (2009) Retention in the Allied Health Workforce: Boomers,  

      Generation X and Generation Y, Journal of Allied Health 38 (4) pp. 215-219. 

Gambino KM (2010) Motivation for entry, occupational commitment and intent to remain: A survey   

      regarding Registered Nurse retention, Journal of Advanced Nursing 66 (11) pp 2532–2541. 

Goldman KD & Schmaltz KJ (2006) Builders, boomers, busters, bridgers: Vive la (generational)  

      difference, Health Promotion Practice  7(2) pp 159–161. 

Hart KA (2006) Generations in the workplace: finding common ground, Medical Laboratory  

      Observer  38 (10) pp 26–27.  

Hill KS (2004) Defying the decades with multigenerational teams, Nursing Management 35(1) pp 32- 

      35. 

Jaeger, H (2010). Generations in history: Reflections on a controversy, Retrieved 12/8/11 at: 

http://www.history.ucsb.edu/faculty/marcuse/classes/201/articles/85JaegerGenInHistHISTTHEO.pdf 

Jorgensen B (2003) Baby boomers, generation X, generation Y? Policy implications for the defense  

      forces in the modern era, Foresight 5 (4) pp 41–49. 

Jurkiewez CW (2000) Generation X and the public employee, Public Personnel Management, 29 (1)  

      pp 55-74. 

Kupperschmidt B (2000) Multigeneration employees: Strategies for effective management, Health  

      Care Manager 19 (1) pp 65–76. 

Kupperschmidt B (2006) Addressing multigenerational conflict: Mutual respect and carefronting as  

      strategy, Online Journal of Issues in Nursing, 11 (2), pp. 4-19. 

http://www.history.ucsb.edu/faculty/marcuse/classes/201/articles/85JaegerGenInHistHISTTHEO.pdf


13 
 

Larrabeen JH, Wu Y, Persily CA, Simoni PS, Johnston, PA, Marcischak TL, Mott C L, & Gladden  

      SD (2010) Influence of stress resiliency on RN job satisfaction and intent to stay. Western Journal  

      of Nursing Research, 32 (1) pp 81–102.  

Lavoie-Tremblay M, O’Brien-Pallas L, Ge’linas C, Desforges N & Marchionni C (2008) Addressing  

      the turnover issue among new nurse from a generational viewpoint, Journal of Nursing   

      Management 16 (6) pp 724–733. 

Letvak S & Buck R (2008) Factors influencing work productivity and intention to stay in nursing,  

      Nursing Economic 26 (3) pp 159-165. 

LeVasseur SA, Wang C,  Mathews B & Boland M (2009) Generational differences in registered  

      nurse turnover, Policy Politics Nursing Practice 10 (3) pp 212–223. 

Lyons S, Duxbury L & Higgins C (2005) Are gender differences in basic human values a generational  

      phenomenon? Sex Roles 53 (9/10) pp 763-778.  

Mannheim K (1952) The problem of Generations in Mannheim K Essays on the Sociology of    

      Knowledge. London: RKP.  

Martin CA (2005) From high maintenance to high productivity: What managers need to know about  

      Generation Y, Industrial and Commercial Training 37 (1) pp 39-44. 

McCafferty FL (2005) The challenge of selecting tomorrow’s police officers from Generation X and  

      Y, The Journal of the American Academy of Psychiatry & the Law 31 (1) pp 78-88. 

Parry E & Urwin P (2011) Generational differences in work values: A review of theory and evidence,  

      International Journal of Management Review 13 (1) pp 79–96. 



14 
 

Patterson B (2007) A-Z of Generation Y. Sunday Herald Sun, retrieved 12/06/12 at: 

http://www.heraldsun.com.au/news/sunday-heraldsun/a-z-of-generation-y/story-e6frf92f-

1111113909372  

Piper LD (2008) The generation Y workforce in healthcare: The new challenge for leadership, Health  

      Care Manager 27 (2) pp 98-103. 

Radford K, Shacklock KH, Bradley G (2012). Battle of the decades: Generational differences in the 

      retention of Australian aged care employees. Paper Submitted to the Emerging researchers in 

      ageing Conference 2012.  

Rosen J, Stiehl EM, Mittal V & Leana CR (2011) Stayers, leavers, switchers among certified nursing  

      assistants in nursing homes: A longitudinal investigation of turnover intent, staff retention and  

      turnover, The Gerontologist 51 (5) pp 597-606. 

Schofield DJ & Beard JR (2005) Baby boomer doctors and nurses: demographic change and  

      transitions to retirement, Medical Journal of Australia 183 (2) pp 80–83. 

Shacklock KH & Brunetto Y (2011) The intentions to continue nursing: work variables affecting three  

      nurse generations in Australia, Journal of Advanced Nursing 68 (1) pp 136-42. 

Shaw S & Fairhurst D (2008) Engaging a new generation of graduates,  Education and Training 50  

      (5) pp 366–378. 

Sherman R (2006) Leading a multigenerational nursing workforce: Issues, challenges and strategies,  

      Online Journal of Issues in Nursing 11 (2) Manuscript 2. 

 

http://www.heraldsun.com.au/news/sunday-heraldsun/a-z-of-generation-y/story-e6frf92f-1111113909372
http://www.heraldsun.com.au/news/sunday-heraldsun/a-z-of-generation-y/story-e6frf92f-1111113909372


15 
 

Smart R (1998) Career stages in Australian professional women: a test of Super’s model, Journal of  

      Vocational Behaviour 52 (3) pp 379-395. 

Smola KW & Sutton CD (2002) Generational differences: Revisiting generational work values for the  

      new millennium, Journal of Organisational Behaviour 23 (4) pp 363–382. 

Strauss W & Howe N (1992) Generations: the history of America’s future, 1584 to 2069, Quill  

      Publishing: New York.  

Sudheimer EH (2009) Appreciating both sides of the generation gap: Baby boomer and generation X  

      nurses working together,  Nursing Forum 44 (1) pp 57–63. 

Super D (1957) The Psychology of Careers, Harper, New York, NY. 

Tresize-Brown M (2004) Employing younger workers: How well are we managing them? Retrieved  

      10/4/2009 at: http://www.bsl.org.au/pdfs/young_workers.pdf 

Weston M (2006) Integrating generational perspectives in nursing, Online Journal of Issues in  

      Nursing 11 (2) Manuscript 1.   

Wiener JM, Squillace MR, Anderson WL & Khatutsky G (2005) Why do they stay? Job tenure  

      among certified nursing assistants in nursing homes, The Gerontologist 49 (2) pp 198–210. 

Wilson B, Squires M, Widger K, Cranley L & Tourangeau A (2008) Job satisfaction among a  

      multigenerational nursing workforce, Journal of nursing management 16 (6) pp 716-723.  

Wong M, Gardiner E, Lang W & Coulon L (2008) Generational differences in personality and  

      motivation: Do they exist and what are the implications for the workforce?  Journal of Managerial  

      Psychology 23 (8) pp 878-890. 

http://www.bsl.org.au/pdfs/young_workers.pdf


16 
 

Table 1: Characteristics of each generational cohort 

Generation Also Known As Year Range Influences  Significant Life Events Work Characteristics 

Veteran Generation  Silent Generation 

 Traditional 

Generation 

1925-1944  Grew up with Mickey Mouse, 

Jukeboxes, Radio, and the Silver 

Screen  

 Received news from newspapers, 

radios. Long distance phone calls 

were expensive and rare 

 

 Shaped by Great 

depression and World 

War II, teachings from 

parents and other 

authoritative figures on 

respecting their elders. 

 

 Respectful of authority, supportive of hierarchy, 

disciplined in approach. 

 Values hard work, dedication, sacrifice, 

conformity, law and order, rules, honour, 

loyalty and organisational commitment. 

Baby Boomer 

Generation 
 Sandwiched 

Generation 

1945-1964  Grew up with hula hoops, bell 

bottoms, TV dinners, civil rights and 

assassinations 

 

 Born post world War II 

in economic prosperity 

and with multiple 

opportunities available 

to them. 

 Encouraged to value individualism and self 

expression. 

 Questions decisions made in organizations 

 Value personal fulfillment, optimism, 

teamwork, personal gratifications, efficient 

work practices, involvement, work, 

organizational commitment and loyalty, long 

term employment and financial prosperity. 

Generation X  Latchkey 

Generation 

1965-1980  Grew up with the Brady Bunch and  

microwaves 

 Shaped by the Vietnam 

war, the Persian gulf 

war and Desert Storm. 

 Values independence, achievement, diversity, 

balance, fun, techno-literacy, informality, self-

reliance, and pragmatism 

 Have been found to be resourceful, results 

driven, independent, autonomous, develop and 

maintain friendships at work, and adapt to 

change well.  

Generation Y  Millenials 

 The nexters 

 The Net 

Generation 

 The Dot-Coms 

 Echo-Boomers 

1981-2000 

 
 Grew up with mobile phones, the 

internet, pay TV, bottled water, and 

laptops. 

 Shaped by feminism, 

terrorism, and AIDS. 

 Core values include confidence, civic duty, 

morality, sociability, achievement and diversity 

 Found to be savvy, self reliant, values work-life 

balance and flexibility, desires professional 

development and satisfaction at work, and 

requires constant feedback on performance.  

 Highly qualified workforce that are 

interdependent, optimistic and possess tighter 

peer bonds than other generations. 

Australian Bureau of Statistics (2009); Cassells & Harding (2007); Goldman & Schmalz (2006); Hart (2006); Hill (2004); Jorgensen (2003); Kupperschmidt 

(2006); Martin (2005); McCafferty (2005); Patterson (2007); Piper (2008); Shaw & Fairhurst (2008); Sherman (2006); Sudheimer (2009); Tresize-Brown 

(2004); Weston (2006);  
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Table 2: Work characteristics of each generational cohort 

Values Veteran Generation 

(1925-1944) 

Baby Boomer 

Generation 

(1945-1965) 

Generation X 

(1966-1980) 

Generation Y 

(1980-2000) 

Core Values  Respectful of 

authority 

 Supportive of 

hierarchy 

 Disciplined in 

approach to work 

and life 

 Values hard 

work, dedication, 

sacrifice, 

conformity, law 

and order, 

adherence to 

rules, honor, 

loyalty and 

commitment to 

organisation and 

managers 

 Delayed rewards 

 

 Values personal 

fulfillment, 

optimism, team 

work, personal 

gratifications, 

efficient work 

practices, 

organisational 

commitment and 

loyalty, long term 

employment and 

financial prosperity 

 Values individualism 

and self expression 

 Accepts overtime and 

long hours as part of 

working 

 Health and Wellness 

is a  central concern 

 Like to belong  

 Values 

independence, 

achievement, 

diversity, balance, 

fun, informality, 

self reliance and 

pragmatism 

 Expects success 

after a short period 

o time  

 Maintains less 

permanent 

relationships on the 

job 

 Resourceful 

 Results driven 

 Autonomous  

 Demands work-life 

balance 

 Confident 

 Savvy 

 Self-reliant 

 Values professional 

development and job 

satisfaction 

 Possess tighter peer 

bonds than other 

generations 

 Optimistic 

 Interdependent 

 Cooperative 

 Achievement driven 

 Moral driven 

 Values diversity 

Assets on the 

job 
 Stable 

 Detail oriented 

 Thorough  

 Loyal 

 Hard working 

 Service oriented 

 Driven 

 Wiling to go the 

extra mile 

 Builds strong 

relationships 

 Eager to please 

 Focused on the job 

 Adaptable 

 Techno-literate 

 Independent 

 Not intimidated by 

authority 

 Focused on their 

careers 

 Desires variety 

 Collective action 

 Optimism 

 Tenacity 

 Able to Multitask 

 Technologically 

savvy 

 Ambitious 

Liabilities on 

the job 
 Dislike of change 

and ambiguity 

 Reluctant to buck 

the system 

 Uncomfortable 

with conflict 

 Reticent when 

they disagree 

 Not naturally budget 

minded 

 Uncomfortable with 

conflict 

 Reluctant to go 

against peers 

 Judgmental of 

others opinions 

 Sacrifices for the 

job 

 Has little faith in 

authority 

 Impatient 

 Poor people skills 

 Inexperienced 

 Cynical, skeptical 

 Will not sacrifice 

for the job 

 Lack of respect for 

authority 

 Need for 

supervision and 

structure 

 Inexperience, 

especially handling 

difficult people 

 Has difficulty 

accepting 

leadership if 

supervisor is older 

(Goldman & Schmalz, 2006; Hart, 2006; Hill, 2004; Jorgensen, 2003;  Kupperschmidt, 2006; Shaw & 

Fairhurst, 2008; Sherman, 2006;  Smola & Sutton, 2002; Sudheimer, 2009; Westen, 2006) 
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Table 3. Management Implications: Key retention drivers found for each generation  

Generation Key Retention Drivers 

Generation Y  Training and development opportunities 

 Regular promotion opportunities  

 Clearly communicated career paths  

 Clearly communicated succession planning   

 Mentor/Mentee programs 

 Work life balance and flexible work hours 

 Good relationships with supervisors and 

colleagues 

 The work itself  

Generation X  Clearly communicated succession planning  

 Performance evaluation system that is linked 

to recognition and rewards programs  

 Work life balance and flexible work hours 

 Good relationships with supervisors and 

colleagues  

 Recognition of professional status 

 The work itself  

 Good pay 

Baby Boomers  Stable employment 

 Reduced work-family-conflict 

 Participative decision making  

 Good relationships with colleagues and 

supervisors  

 The work itself 

 Mentor/Mentee programs 

 Provision of professional opportunities  

 Good pay and conditions 

 Performance evaluation system that is linked 

to recognition and rewards programs  

 Autonomous work environment 

Veterans  Stable employment 

 Opportunity to pass skills down to up and 

coming workforce through Mentor/Mentee 

programs 

 Clear succession planning in place 

 Retirement transition opportunities 

(Apostolidis & Polifroni 2006; Carver & Candella 2011; Dodd Saggers & Widly 2009; La Vasseour, 

Wang, Mathews & Boland’s 2009; Radford, Shacklock & Bradely 2012; Smola & Sutton 2002; 

Weston 2006; Wilson et al. 2008; Wong, Gardiner, Lang & Coulin 2008)  

 

 

 

 


