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ABSTRACT

Millennials are moving into the workforce at a vdast rate and have recently overtaken Baby
Boomers as the United States’ largest generati@w(Research Center, 2016). Many managers
are uncomfortable with this increase of Millennialse to perceived generational differences.
Millennials are likely to have issues gaining adzeyee by those from previous generations given
the perceptions of older generations concerning Wk ethic and other characteristics of
Millennials (Levenson, 2010). The nation that ¢est acculturate Millennials will, most likely,
gain an advantage in the world marketplace. Ththaiis goal in this conceptual paper is to
explore the literature on the subject of generatioacceptance while proposing possible best
practices for incorporating Millennials into the woenvironment. It is proposed that through a
greater understanding of the similarities amongsherations there may be a better chance of
successful acculturation of Millennials into the riforce. The author explores the many
differences in experiences and attitudes betwedlerMials and other generations. Additionally,
the author discusses the role that fear from prewpdenerations may have on this issue and how
this has been a recurring theme throughout historyAnother concept explored is how the
collective attitudes and values of a generation frened and the impact this may have on each
generation.
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INTRODUCTION

Millennials are quickly moving into the workforcench now form a larger percentage than members oBtizy
Boomer generation (Pew Research Center, 2016).h W& increase of more Millennials in the workfored,
eventually greater numbers in the leadership rabksjmportant to understand the impact any défees between
generations may have on organizations. A bettelerstanding will help organizations recruit andaietmore
Millennials thus helping them to avoid costly tumeo (Smith & Nichols, 2015; Guha, 2010). As withosh
changes, this change in the demographics of thé&farae has caused a great deal of angst on theopdinose
already in the workforce. The differences in expgons among generations has been shown to arkatkenges
for organizations as they attempt to mitigate thesaes and settle disagreements. While the imgfacultural,
racial, and gender differences have been studigeba@ deal, there have been only a small nhumbstuafies on
generational diversity (Cogin, 2012; Smith & Nicsc2015).

While Glass (2007) and Cogin (2012) found evidethes generations do have different worldviews armdivators,
several researchers have found these differences tmall and unlikely to affect performance ofamrigations
(Deal, Altman, & Rogleberg, 2010; Hauw & Vos, 2010Even though the evidence on the negative effetts
generational difference on organizational perforagais scant, this has not prevented leaders aret eldployees
from worrying about this impact and, at times, deaiing the entire Millennial generation. In adutitto providing
a brief review of the literature on Millennial aptance into the workforce, the author in this cqrgal paper will
explore the reasons for these fears and offer aklest practices for incorporating Millennialsarthe workplace.
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DEFINING THE GENERATIONS

Before delving into the different characteristiasdaviewpoints of the different generations it ispiontant to

establish the definition of who is included in eagneration currently active in the workforce. W&hiesearchers
may define the birth date range for each generatibey typically segment each generation based upen
occurrence of significant historic events, geogiajdcation, major social or demographic change, yaar of birth

(DeVaney, 2015). It should be noted that, at mb&t,definitions of generations vary only by sel/gears among
researchers (Pew Research Center, 2010).

Millennials include anyone born between 1980 an@220This generation is on pace to make up over fiércent
of the U.S. workforce by 2020 (Pew Research Ce@@t5). Millennials are typically considered bymgao be
more self-absorbed, socially active, and proficaiih technology. They are sometimes called ‘digitatives’ or
Generation Y. Major influences on this generaiioriude the September "1 ttacks and increased globalization
(Devaney, 2015; Smith & Nichols, 2015; Pew Rese&ehter, 2010).

Generation X is defined as those born between 28651979. This generation is thought of as a rmatependent
generation since many from this period had lesergal oversight as both parents worked in manysa3éey are
described as self-reliant and comfortable with tebdhgy. This generation was influenced by the Waeh War and
multiple conflicts in the Middle East. It is theallest of the generations listed in this papernv@ddey, 2015; Smith
& Nichols, 2015; Pew Research Center, 2010).

Baby Boomers are defined as the generation of pdugin between 1946 and 1964. They are said podakicts of
the economic growth during their early years anéd #iought to be hard working and materialistic but
technologically deficient (Devaney, 2015; Smith &hbls, 2015; Pew Research Center, 2010).

CHARACTERISTICS AND IDEALS OF MILLENNIALS

It is tempting to generalize the characteristi@ajeneration, but this should only be done aftdecting data to
confirm any generalizations. The Pew ResearcheZd@010) found that over 60% of Millennials bekevthey
had a unigue identity as a generational cohortis @ppears to run counter to a study, also condumyethe Pew
Research center in 2015, that found that “Despitesize and influence of the Millennial generatioowever, most
of those in this age cohort do not identify witle tierm ‘Millennial’.” For comparison the study fiodi that 79% of
Baby Boomers identified themselves in their giveneyation.

What to make of this lack of acceptance of Milledsiof their generation? In the Pew Research Snatyy of the
older Millennials self-identified with Generation XThis might be due to a desire to not be considiearnewcomer
to the workforce or, possibly, from a desire torhere respected by others. It might also have tavidb not
wanting to be identified with a generation that bagn denigrated for being egotistical, selfistd antitled. This
study also found that only 36% of Millennials wouléscribe their generation as hard-working (PeweReh
Center, 2015).

While Millennials may doubt the hard-working natuwé their generation, research shows that they tenbe
trusting, assertive, confident, and even optimi§Bcha, 2010; Deal, Altman, & Rogelberg, 2010).eYlalso are
more likely to be receptive to different social dymics and more accepting of immigrants than otlesegations.
(Pew Research Center, 2015). This characterigtiesmost likely attributable to their upbringing the Baby
Boomer generation, who were known to challengeaitsh and the status quo, regularly.

DIGITAL NATIVES VS. DIGITAL IMMIGRANTS

Millennials have grown up with technology in thdives and do not know any other way. While this is
advantageous in many respects, it does pose aepmoiol organizations due to the difference in comnfevels
between the different generations. Whereas Boomers first introduced to technology near the neddf their
careers, and Generation Xers experienced techneady in their careers, Millennials have knowntime except
one with advanced technology (DeVaney, 2015). &ebehas shown that Millennials tend to take tetmofor
granted and expect to have portability with anyhtedogy they have at work. This comfort and rediaron
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technology can bother other generations who vieshrtelogy through a slightly different lens (SmithMichols,
2015).

Millennials have also grown up in a time when conipa such as Apple have emphasized that technaclogyld
be reliable and easy to use. Millennials tendxpeet this and do not understand when informatemshnology
systems and hardware do not work flawlessly. Milials are more comfortable with social media dmetré is
some thought that this early exposure to technology be advantageous to Millennials in the futuBwidence of
this possible advantage is countered by other acil¢hat shows the handling multiple technologioplts may
reduce effectiveness (Deal, et al., 2010).

OLDER GENERATIONS’ VIEWS OF MILLENNIALS

In this paper, the author has attempted to explengap between the perceptions of Millennials #red other

generations while also laying a potential path fmahvfor how generations can best work togethererdis research
that shows that older generations tend to see iMiltds as lacking a strong work ethic. They alspive them as
over-confident, overly self-interested, and impattiwhen it comes to promotions (Smith & Nichols,180Deal et
al., 2010). The viewpoint that millennials havedef a work ethic than older generations app&abe tsupported
by research from the Pew Research Center (201%fwdtiowed 75% of respondents from all generatietis\ed

that the older generations had a stronger worlkcethi

As mentioned earlier, the older generations in Wwkforce typically view the generation just enteyithe
workforce with some measure of disdain. Much @ ik due to perceptions that the younger generatiti not

work as hard as previous generations or that theg Ihad it ‘too easy’. Much of this contempt i$ sppported by
research, but typically comes from the fact that dfder generation is in a different stage of thiéer and do not
recall themselves as ever haven been in the yougegeration. As Deal et al. (2010) put it, “olgeople believe
Millennials today say different things than thelders remember themselves saying at the same agel'9Q).
Whereas the older generations may be dealing witing families and saving for retirement, the Bfilhials may
be more concerned about their quality of life irdayut of work and less concerned with the consecpef
leaving a job (Levenson, 2010). This disconnecy ima the reason behind many of the erroneous piwospof

Millennials by older generations.

WHAT MILLENNIALS WANT

Much has been written about Millennials and whataod perceive that they want. As mentioned eantiemy of
these perceptions may come from fear of this youmgmeration entering the workforce and their ptigério
adversely impact jobs, or the economy as a whdteis proposed that these negative perceptions imagde
organizations from progressing and quickly acceptiaw Millennial employees.

There has been a limited amount of research on Whlinnials value and what they are looking for time

workplace. Millennials are known to value teamwarld achievement at work. They are not afraid ¢okvhard

for this and are willing to give up free time ifeth believe in the mission and vision of the orgatian. Millennials
are also very interested in improving themselveeims of education and skill training. They aegywcomfortable
voicing their concerns and want to be viewed aia part of their organizations. Millennials alkave a different
view of work/life balance. This is likely due tbeir young age and because of what they witnedssd garents
experience during various economic downturns (S@&ittichols, 2015; Kowske, Raisch, & Wiley, 2010).

Thompson and Gregory (2012) suggested that Millanialue relationships, not only with their pedrst also
with their managers. They further pointed out ttestearch, for some time, has shown the relatipnsith one’s
manager to be a key predictor of job satisfactiod etention. Millennials value direction, feedkaand guidance
and demand these things from their leaders (Smitkiéhols, 2015). Millennials do not hesitate taaobe jobs
(Pew Research Center, 2010), so this leader-folaelationship is likely even more important foiganizations
working with Millennials.

IS THERE REALLY A DIFFERENCE BETWEEN GENERATIONS?
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The real questions that leaders want answeredlgréhére difference between generations?’ and ‘Véhatuld
leaders do to best lead Millennials?’ While theearch is thin on answers to these questions, gppears to be
some difference between the generations, but fkidedis not nearly as wide as what is generalllelved, and
expressed, by members of the older generationsttiS8nNichols, 2015; Haus & Vos, 2010). Deal et(2010)
found that Baby Boomers were criticized in a simflashion to the way they criticize the Millennidtsday. As
Smith and Nichols (2015) put it, “Every generatlmas been chastised by the generation before therd2). Deal
et al. (2010) went further stating, “In fact, Boamevere described in remarkably similar terms wthey were the
same age” (p. 192). They continued that thereideace that this distrust, and even dislike, ef tlext generation
has been stable for the past 45 years.

This reported lack of tangible differences betwé®m generations may make one think that there tlsimgp that
needs to be done in terms of leading the next géiner It is proposed that while generations mayhought of in

a similar fashion and may even be similar in tregitions, when compared at a similar age, this do¢smean
nothing should be done. Baby Boomers today arefatable working with other Baby Boomers and older
Generation X members. They have likely forgottematit is like to work with someone that does navé the
shared experiences as them or is not similar intageem (Kowske et al., 2010). This is where &atip may
need to adjust their leadership style to matchmtetls of the younger generation.

WHY MILLENNIALS LEAVE

Millennial turnover is an important issue for leegsleo consider. While turnover is ever-presend] iais something
companies have had to deal with for some time,etha@e unique reasons why Millennials leave. A drett
understanding of these reasons may provide ordamisawith better methods to both keep Millenniglstheir
organizations and improve the allegiance theseemiial employees may feel toward the company.

Research has shown that job satisfaction is arkigator for retention. The importance of valuimigat one does
in an organization, or finding intrinsic work valueas been shown to shape job satisfaction (Carapidd15).

Millennials, given their tendency to value homes lihore than work life, are even more concerned withinsic

work value and job satisfaction. Stated anotheyr, WaMillennials do not value what they are doittigere is a good
chance they will leave. Campione found that finalngromotion, and benefit incentives were allntiped by
Millennials’ desire for flexible work hours, automy, and desire for intrinsic value in their workVith a better
understanding of why Millennials leave an organ@at employers may be able to implement practicayavof

encouraging Millennials to stay and fully partidipan the mission of the organization.

SUGGESTED BEST PRACTICES FOR INCORPORATING MILLENNI ALS INTO THE WORKPLACE

Given the amount of angst amongst older generatmcerning how to best incorporate Millennials ire
workplace, it is not surprising that there is aagréeal of practical advice available in the litara for leaders to
consider. A review of the literature on this issoend the following suggested best practices:

Build trust. Millennials seek personal relationshiith co-workers and leaders. Providing timely,
detailed feedback along with guidance along the wilyhelp Millennials feel closer to leaders
and will give them a sense of belonging (Smith &IMils, 2015; Thompson & Gregory, 2012).

Respect Millennials’ perspective on work/life batean One of the best methods for this is to offer
alternative and flexible work schedules. Additityya move away from having employees ‘clock
in’ with a shift to a greater focus on task comiplets suggested (DeVaney, 2015).

Provide a greater sense of autonomy to Millenraals reduce the number of rules and regulations
(Kaifi, Nafei, Khanfar, & Kaifi, 2012). This wiljive employees a greater sense that they are vital
to the organization achieving its goals and areingaét difference (Thompson & Gregory).

Provide intrinsic value for the work being done amtourage teamwork. Millennials crave work
with meaning and see collaboration as the besttavagcomplish goals (Smith & Nichols, 2015).
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Commit to social causes and encourage the entiganaration to support these causes.
Millennials are more likely to volunteer to suppartause due to an internalized “need to make
the world a better place” (McGlone, Spain, & McGéor2011, p. 199). Committing to social
causes will further establish the culture and valfieghe organization while also strengthening
employee commitment.

CONCLUSION

While there is research that points to differenicesach generation, there appears to be more sitie$ato each
generation than generally believed. Much of theegged differences among older workers appeacotoe from
their inability, or unwillingness, to remember whibiey were the age of the newcomers. It is cdgt@important for
leaders to understand the characteristics and valne Millennial workers, but it may not meaatth totally new
method of leadership is need. Instead a refocasddeprioritized leadership method may be the foestorking
with Millennials. Perhaps Thompson and Gregoryl@Qut it best when they wrote, “If organizatiare going to
succeed, managers need to adopt leadership andyemaeat styles that complement their young employeesk
styles” (p. 242). Millennials are unique, justae all generations, but this does not mean theyldtbe viewed as
anything less than previous generations. Adoptieyy ways of leading will always come hard to thevus
generation due to short memories and fear of tixé generation, but it has been shown to be the dmstse for
ensuring a graceful and efficient hand off to therkers and leaders of tomorrow.
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