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ABSTRACT

Today, there are multiple generations in the manpower. Each generation of workers
requires different motivational methods. Motivating employees has always been
difficult throughout history. Motivation is an individual experience. It is believed that
different things motivate different generations. Not only does the manager have to

motivate employees, but they must also motivate employees from different
generations. This research work explores the different motivational factors of the
different generations.
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1. INTRODUCTION

Generation is considered a twenty-year period in which, people are born. Generations are shaped
from historical events, parent’s upbringing, friends and family. Each generation has been identified
with different attributes that they feel are important to them. A few areas that each generation has set
as values are: job satisfaction, working conditions, and work environment and employee benefits.

Baby Boomers: Born between 1946 - 1964, 80 million in size. Major events during their
upbringing had an impact on their social influence. Strong economic era made jobs and education
favorable. They are loyal, dedicated, professional and competitive. This generation is termed as
workaholics. What motivates this generation: personal touch, public recognition, opportunities
available, name recognition and rewards for work ethics.

Gen Xers :- Born between 1964 - 1980, 46 million in size. Some qualities this generation are known for
is: MTV Generation, cynical and lacking ambition, value of education and economic opportunity. Also,
known as the latch key generation because both parents worked, high divorcerate leads to single parent
household. Gen Xers are resourceful and independent, seeking to balance work and life and also want
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to have fun. What motivates this generation: jobs that are challenging, freedom to plan and prioritize,
avoid changing plans, providing feedback, providing mentors, coaching and portable feedback.

1.3 Millennials 1981 - 2000

Born 1981-2000, 76 million in size. This is the generation of affluent parents, educated as
achievement, comfortable with electronics, likes social media and wants to balance work and life.

The Millennials have grown up being exposed to various situations including; having helicopter
parents, technology and reassurance. Millennials do not plan to stay at the same company forever, one
of the most educated in the manpower; they tend to have jobs which are classified as knowledge
workers. They are needy and require a lot of feedback during work. Millennials are known as Trophy
kids who lead to a feeling of entitlement and the desire to not want to work as hard. This generation is
motivated by growth potential, recognition, flexibility and desire to make an impact.

2. THEORIES OF MOTIVATION

Throughout history, motivating employees has played a big part of management. Frederick
Taylor discussed the importance of hiring only certain types of people. Abraham Maslow has the
hierarchy of needs, which indicated that people are motivated for different reasons at different times
of their life. Douglas McGregor discussed the two different types of people, naturally motivated and
naturally lazy. Frederick Herzberg talked about hygiene and motivation factors. Intrinsic/Extrinsic by
Deci & Ryan, talked about internal or external factors as motivation. The Hawthorne Experiment
showed that people want attention. All of these theories still apply today and a manager needs to know
their employees to determine the best method to motivate them.

2.1 Frederick Taylor 1856 - 1915

In overall in his writing, Taylor identify that the benefit of recruit the correct person to do the
job. Not the each and every employee can do any job or task. Most of theories related to companies,
believed was that employee are only required of more salary, this could be not necessary in the case.
Taylor can recognize that each employee had distinct motivational requirements. Taylor declared that
he rather hire a family man instead of single man because the family man had varied motivation to
work regularly than a single man. Taylor believed each person had a specialty; he would discover that
specialty and put it to the best use. The selection process for his high-priced man had to meet certain
criteria in order to receive extra pay for completing a full day's work. In the inspection, because a person
having many years of experience he continue his job, if they did not meet the requirements for the job
strictly and punctually, removed from the inspection. Every worker has an individual and having
distinct motivations. As Taylor also identified out that every worker must be motivated for work as
individuals and not amassed together.

2.2 Abraham Maslow 1908 - 1970

Individuals have certain needs which are required for survival. The Theory of Human
motivation describes the different levels that individuals need to go through in order to grow and
succeed. A person that is thinking about only survival will never fully understand their true meaning
and the type of work they need to perform. The level a personal is at on the hierarchy will consume the
mind and spirit until that level has been met enough to stop the domination of the brain. Those five
needs are: Physiological, Safety, Love, Esteem and Self-actualization. Physiological- this is the
minimum level of motivation, this is survival mode. Maslow discussed how this level of basic human
need must be met. These are many items required to live; food and sleep. Safety - once the Physiological
need is met or anyhow satisfied, the condition for safety can be pursued. Safety can be the feeling of
not being in danger. A safe place to sleep, safety at work, feeling of not being threatened in the normal
day to day activities.
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Love - is the next area of concern once the previous two levels have been met. Love and the
feeling of belonging is an essential part of every human. Esteem -the desire for a stable and high
evaluation of one self. This will instill the feeling of self-confidence (Maslow, 1943). Self-actualization -
the highest level on the structure. Doing what the person is passionate about; their dream job.When a
job does not feel like work. The ranking of needs is not meant to be put upon a standard; it is a guide
that people can move through. Each level does not required to be met 100%, but enough of the level
needs to be met in order that it does not consume the person. Then they can start thinking about the
next level.

2.4 Douglas McGregor 1906 - 1964

Theory X Theory Y Douglas McGregor developed two theories to describe the desire in the
manpower; Theory X and Theory Y. Theory X suggest that workers do not want to job and are lazy.
Theory Y suggests that workers want to be their best.

2.5 Frederick Herzberg1923 - 2000

Herzberg developed a two factor theory about motivation in the work place. They are identified
as hygiene and motivational factors. Hygiene relates to the employee’s expectations of what to receive
for doing their job; wages, working conditions and security. The motivational factors are intrinsic areas,

such as achievement, recognition and advancement.
2.6 Intrinsic / Extrinsic

Theory of Intrinsic / Extrinsic described how every person has an innate ability to want to reach
a certain level of accomplishment. Extrinsic - The decision of job will be appreciate as pay or promote.
The workers have to reach the expectations of order to get rewarded. Intrinsic -Workers will only work
on a Proposed project they allow fun. Feedback is not so important as much as feel of fun has been
meet.

2.7 Hawthorne Effect 1927 - 1932

A new era of management was underway in the 1920s. Management was starting to care about
their employees and efforts were introduced to find out what made them happy and how to get more
work out of them. One of the important goals was to build the employees happy and to discourage
them from joining unions. During this time, companies made an effort to make them employees as
happy as possible in many different ways. Most of the major companies, at the time, had some kind of
employee welfare program in place, to make the employee feel more secure. The Hawthorne study was
one of the important extensive of the time. The experiment would be easy. They would find out what
effect lighting in the work area had on production. A set of experiments were put in place to determine
if varying the lights would change output. This experiment was started in November of 1924. Experts
were brought in to help determine lighting levels and all the employees were interviewed and
production rates measured. The test lasted for two years. The results are very much confusing to the
researchers, no matter the lighting conditions, output would increase. Several more tests were run over
the next several years. The results were just as confusing and inconclusive. Over the next several years,
many different professionals with many different conclusions studied the results. Upon conclude of the
testing, many deficiencies were uncovered during the testing phases. The scientific results had no
conclusion. The conclusion of lighting on production could never be fully integrated (Gillespie, 1991).
The study did usher in a new way of thinking - Human Relations was real and could be used to help
management and employees to perform better. Employees liked the main debate of the study, no matter
the results; the human interaction was now underway.
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3. REVIEW OF LITERATURE

In today’s manpower, there are multiple generations. At the older end of the spectrum there is
the working Baby Boomers rapidly approaching retirement. The youngest genesis the Millennials; in
the act of being the most dominated or dominant number of workers. Each generation has different
traits that motivate them. One motivational method will not work to motivate the others. General
differences among generations exist due to their upbringing and the experiences they have through
environmental events. The two largest work forces currently working are, the Baby Boomers and
Millennials. Each generation has different attitudes and values towards life. Baby Boomers believe in
lifetime employment and economic prosperity. Boomers are more in upper management, made

sacrifices in order to achieve success, highly honest and caring.

Gen Xers and Millennials are technologically dependent, autonomous, independent action
oriented, do not have long-term loyalty and believe in balancing work and life. They tend to have more
determination, ambition, like participation and have self-esteem. This translates into less company
loyalty. The Baby Boomer generation is retiring and the Millennials are taking over, they are not as
likely to stay at the same enterprise forever. They prefer intrinsic rewards, challenging work, like
supervision and need to balance work and life. Extrinsic rewards are not as important (i.e. salary and
benefits). Many see the Millennials as impatient, demanding, stressed out, sheltered and brand
oriented. They are also known as the smartest generation anda majority has a college education. This
generation needs to know they are special.

Every employer does not have an unwritten contract that has been placed as an employer they
will prepare and pay the employees will recruit for a certain period of time. The biggest field of concern
has been pay. Salary is no longer are more important factor for the young generation peoples; they want
fun and enjoyment in their work place. Younger generations do not feel pay is as vital as other benefits.
The younger work force is goal oriented and they mostly want a balance of work and life. Sharing
success stories can help motivate other employees. As pointed out by Frick (10/2011), there is non-
other best practice to motivate employer and many methods contradict each other.

The work place is changing as technology is being updated; this is affecting those who work.
Employees talking while walking down the hallis gone and replaced with online chats. There are other
methods of motivating employees besides a paycheck. One of the most challenging jobs of a manager
is to motivate their employees. Without motivation, employees cannot reach goals. Lack of recognition
and appreciation is a major reason for people leaving a company. Money only works as a motivation if
the recipient values it. An organization is only as effective as its ability to achieve its goals. Motivating
employees has always been challenging.

Today with three generations working together makes motivating them even more difficult. Each
generation has a different idea of what motivates them. One standard motivation method does not
work for everyone. A definition of workplace motivation is a process by which behavior is energized,
directed and sustained in an organizational setting. Motivation can be either intrinsic or extrinsic.
Intrinsic, the individual wants to accomplish the task. Extrinsic, the individual seeks a positive
outcome. Intrinsic ~An employee is motivated because they find enjoyment in the job. Extrinsic - the
employee will expect to be rewarded by the company. An Intrinsic motivational factor is more
motivating than extrinsic. Employees want interesting work, good working conditions and positive
feedback to help motivate employees. Employees with families are more motivated by money.

4. METHODOLOGY

A questionnaire was developed to capture information on what motivates employees in the
workplace. The first section of the questionnaire handled logistics and demographics. A series of
questions asked about demographics (Age, employment, gender, birth year, employment status,

Int.].Buss.Mang.& Allied.Sci. (ISSN:2349-4638)




Dr. Savita Tiwari & Neeraj K.Sharma Vol.8. Issue.2..2021 (April-June)

company type, company size, length with company). The second half of the questionnaire asked
participants to rank the top items that motivated them in the work place. A list of 12 motivational
attributes were provided, they had to select the top three that motivated then at work. The survey was
distributed through social media (Facebook, LinkedIn) and email. Pilot Study Two rounds of a pilot
study were conducted with 25 people. The first round was to ensure the questions were understood
and the subjects could answer the questions. From the first pilot study, some minor changes were made
to clarify the questions. In addition, some of the questions were made mandatory to ensure the answers
were collected. All the data from the pilot studies were destroyed and not used in the main study.

5. RESULTS

The total number of responses received was 194. Reviewing the data into three distinct areas:
1) the most important factors, not taking into account the generation,
2) The most important factors by generation,

3) The most selected factors by each generation. The nine tables represent the break down by
generation and their selections.

Table 1, indicates the number of responses broken down by each generation and then the total number
of possible responses for each generation.

Table 1: Sample Statistics

) Number of Total number possible responses
Generation Percentage overall
responses (three times the number of participants)
Baby Boomers 69 35.6% 207
Gen Xers 67 34.6% 201
Millennials 58 29.8% 174
Total 194 100% 582

Table 2, represents the data of all generations combined and their top selections.

Table 2: Top Three Motivational all Generations

Count Percentage
Challenging work 50 25.7%
Salary 29 14.9%
Flexible work hours 19 9.8%

Table 3 to 5 represents the top selection by each generation. Table 6 to 8 represents the total number of
selections per generation.

Table 3: Top choices for Baby Boomers

Percentage among

Count Percentage total

Generation
Challenging work 15 21.7% 7.7%
Salary 9 13.0% 4.6%
Flexible work hours 9 13.0% 4.6%
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Table 4: Top choices for Gen Xers

Count Percentage among Generation Pertc;etr;tlage
Challenging work 16 23.9% 8.2%
Salary 11 16.4% 5.7%
Growth within company 7 10.4% 3.6%

Table 5: Top choices for Millennials

Percentage among

Count Generation Percentage total
Challenging work 19 32.8% 9.8%
Salary 9 15.5% 4.6%
Work / life balance 9 15.5% 4.6%

Table 6: Total for Baby Boomer

o R —
Challenging work 27 13.0% 4.6%
Salary 25 12.0% 4.2%
Flexible work hours 25 12.0 % 4.2%
Total 77 37% 13%

Table 7: Total for Gen Xers

T TR e T
Challenging work 34 16.9% 5.8%
Salary 33 16.4% 5.6%
Work/ life balance 18 8.9% 3.0%
Total 85 42.3% 14.4%

Table 8: Total for Millennials

R R e—
Challenging work 29 16.9% 4.9%
Future with company 26 14.9% 4.4%
Work/ life balance 25 14.3% 4.3%
Total 80 45.9% 13.7%
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Table 9: Merit/ Bonus Results

Percentage among Total Percentage

Generation
Baby Boomer 7 3.3% 1.2%
Gen Xers 9 4.4% 0.7%
Millennials 4 2.2% 0.01%

Table 9, is the merit pay per generation. Percentage by generation was calculated by dividing the
number of respondents by the number of responses, there were 194 total numbers of responses. The
total number of possible responses is multiplied by each generation (the number of choices each
recipient had to make) for a total number of responses of 582.

Table 2, represents the top three motivational attributes across all generations. Challenging work
was the highest across all generations. As discussed by Taylor, each worker has a specialty and wants
to work. On Maslow’s hierarchical chart, Self-Esteem was near the top of the chart, individuals want a
high evaluation of themselves and having challenging work allows them to achieve this feeling. This
does fit within McGregor’s theory, individuals want to work. Challenging work is an intrinsic attribute.
Salary, the second most selected attribute follows Maslow’s theory, physiological needs, and money.
This is also part of Herzberg hygiene theory, employees want fair pay for a day’s work. This is an
extrinsic attribute. The last item, flexible work hours, employees want to be able to adjust their work
schedule. Taylor as a motivational factor discussed this.

All three generations share the same beliefs on what are the most important attributes;
challenging work and salary. Challenging work is the number one attribute for all three generations.
This indicates that employees want to work and use their minds. Salary is also an important attribute.
The last attribute is split amongst the three generations. Two of the top three choices are intrinsic
attributes indicating a feeling of self-worth. Salary is an extrinsic attribute; employees want to know
they are being paid what they are worth.

Table 3, 4 and 5 display the top choices by generation (the number one 9choice for each
generation). The charts indicate the actual count of number selection for each attribute and the
percentages; the first percentage is within that generation (based on the number of respondents for each
generation).

The second percentage, based on the total number of possible responses (582).The Baby Boomers
top choice is challenging work. As mentioned earlier, this fits the needs of Maslow’s hierarchical chart,
they want to use their mind and contribute to the company. Table 8 is by generation, the total number
for each motivational attribute. This is calculated by multiplying the number of respondents by three
(the number of choices they had to make) as in previous outcomes, challenging work is the top for all
three generations. For Baby Boomers and Gen Xers, Salary is still an important attribute for both
generations.

Boomers want flexible hours and Gen Xers want a work/life balance. Millennials selected
challenging work as the most important. They want a sense of belonging with the company, growth
and work/life balancing. Table 9 -Merit / bonuses chart is constructed using the total for any position,
first, second and third for each generation. Merit / bonuses indicated by all generations to not be as
important. This is especially true for the Millennials in which, only 2.2% indicates how low merit and
bonuses are to them. Merit increase, is on the lower end of motivation for all generations, and is the
lowest amongst Millennials.
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6. CONCLUSIONS

Overall, the most important motivational factor item to all generations is: Challenging work. This
is the number one attribute that all generations felt is important. This is an indication of intrinsic for all
generations. Salary is the second most selected attribute for motivation. The third most important
attribute for all generations is flexible work hours. This is another intrinsic item. Employees want to be
able to adjust work hours, as their needs change.

All three generations have the same top two attributes, challenging work and salary. Each
generation had different responses for the third most important attribute: Baby Boomers - flexible work
hours; Gen Xers - work / life balance; Millennials - work / life balance. The results of the study for the
most important attributes were not as expected. All generations want challenging work and salary as
their two top attributes. The study was expecting each generation to have different top selections. This
prompts one to look at the data in a slightly more general method, as the total number of responses, no
matter what the position was (1st, 2nd or 3rd). The second evaluation result was the total number of
responses. This method did not matter if it was selected position one, two or three just how many were
for each attribute. Baby Boomers did not have much of a change; the top response was still challenging
work, followed by salary and flexible hours. Gen Xers have similar results: challenging work, salary
and work / life balance. The Millennials had the largest change; salary is no longer in the top 3. They
selected challenging work, future with company and work / life balance. The Millennial generation is
different and wants more of an intrinsic reward system, challenging work, future with company, work
/ life balance. Merit / bonuses in the results indicate that none of the generations fined it as a
motivational factor. Merit / bonuses score among the lowest score for all generations, but the lowest
among the millennial generation.

7. RECOMMENDATIONS

All employees, no matter the generation, want to be challenged while at work. This allows them
to contribute to the organization. Possibly, cross training employees to perform other jobs would
prevent boredom. Employees want to know their salary is fair; they want to be paid what they are
worth. However, when we look at the overall selection of important motivation attributes, some results
are in line with what was expected. The Millennials want more intrinsic motivation attributes.
Challenging work is still the number one selection for all generations. Salary is still high with Baby
Boomers and Gen Xers. Millennials want a work / life balance and a future with the company.
Companies need to offer a good base salary for older generations, and be creative in keeping work
challenging. The Baby Boomers are looking for flexible hours to accommodate a new life style. The Gen
Xers want the same two items as Baby Boomers, the third important attribute is a work / life balance,
they do not want to be on call 24/7 and want time with family. Millennials also, want challenging work,
as the most important motivational attribute, they want a work / life balance and future with company.
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