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Abstract 

There are currently four generations in the workplace—Generation Z, millennials, 

Generation X, and baby boomers—each having its own values and motivations due to 

different life experiences. Leaders are facing new challenges regarding how to motivate 

each generation in relation to rewards, recognition, and work values. It was unknown 

whether there are empirical differences in motivation and leadership preferences based on 

generational cohort. The purpose of this study was to examine how the members of four 

different generations are motivated based on their preferred rewards and recognition, and 

the work values they hold. The targeted population were members of Generation Z, 

millennials, Generation X, and baby boomers located around the St. Louis, Missouri, 

area. The conceptual framework for the study consisted of Herzberg’s motivational 

theory, Skinner’s reinforcement theory, and Maslow’s Hierarchy of Needs. Participants 

(N = 280) completed the Minnesota Importance Questionnaire and the Vannsimpco 

Leadership Survey. A multivariate analysis of covariance was used to analyze the effect 

of each generation’s views on work values, rewards, and recognition. The results indicate 

that there is a statistically significant difference between each generation and the six 

motivating values of achievement, comfort, status, altruism, safety, and autonomy. Baby 

boomer, Generation X, and Generation Z participants valued status whereas millennial 

participants valued altruism. All cohorts preferred the leadership style of laissez-faire. 

Additional research is needed to examine employee motivation and leadership 

preferences in different locations. Understanding generational differences is critical for 

organizational success and employee job satisfaction.   
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Chapter 1: Introduction to the Study 

Every 20 to 25 years, a new generation of employees enters the workforce. With 

this, each generation brings its own preconceived notions of how things should be done, 

how a leader should lead, and how an organization should keep them engaged in the 

organization (Cornelius, 2018; Graystone, 2019; Heyns & Kerr, 2018; Hisel, 2020; 

Kasimoglu & Ammari, 2020; McNally, 2017; Nielsen et al., 2019; Sahrash, 2021; 

Savino, 2017; Shakhbazyan, 2018; Singh et al., 2021; Van Rossem, 2019). As a result of 

this, research is regularly conducted to see how the newest generation relates to prior 

generations (Aggarwal et al., 2022; Dimock, 2019; Dolot, 2018). For example, 

researchers have examined how to train newer generations (Cekada, 2012), build a 

positive work atmosphere with multiple generations (Graystone, 2019), manage multiple 

generations (Kyles, 2005), and motivate different generations (Cornelius, 2018; 

Graystone, 2019; Heyns & Kerr, 2018; Hisel, 2020; Kasimoglu & Ammari, 2020; 

McNally, 2017; Nielsen et al., 2019; Sahrash, 2021; Savino, 2017; Shakhbazyan, 2018; 

Singh et al., 2021; Van Rossem, 2019). However, little research has focused on the 

newest generation to enter the workforce. Generation Z is starting to enter the workforce 

in large numbers. As a result, it is not known how this generation may be motivated 

compared to other prior generations.  

The purpose of this study was to determine if there are different motivators for 

Generation Z compared to millennials, Generation X, and baby boomers in the 

workplace. Additionally, I examined the different leadership styles preferred by each 

generation. Last, I considered the role of gender and ethnicity and their relationship to 
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generation and motivation. The results of the study may assist organizational leaders in 

motivating their employees across different generations.  

Generational cohorts are defined as a homogenous group of individuals born 

during the same time period who share similar experiences and events during their 

upbringing (Ting et al., 2018). Organizations with multiple generations of employees can 

struggle to apply a single approach to motivation when there are generational differences 

in workplace drive and values (Heyns & Kerr, 2018). Motivating each team member to 

do their job effectively will help the organization be successful and increase employee 

satisfaction (Brown-Crowder, 2017). Each employee, and their generation, in an 

organization might be motivated differently and it is up to the manager to know how to 

encourage them (Cornelius, 2018). If a manager does not take into consideration the 

different motivating factors, this can lead to less work productivity, lower work 

satisfaction, and a higher turnover rate (Kirchmayer & Fratricova, 2020).  

In Chapter 1, I will address the background and research problem. Additionally, I 

will state the purpose of this study, which was to examine the motivational differences 

among Generation Z, millennials, Generation X, and baby boomers. The two research 

questions (RQs), along with their hypotheses, are provided. The theories used as the 

foundation of this study, which were Deci and Ryan’s (1985) self-determination theory 

(SDT), Mannheim’s (1923) generational cohort theory, and Maslow’s (1943) hierarchy of 

needs, are described in detail. Operational definitions, the nature of the study, scope, and 

assumptions are also outlined. Chapter 1 concludes with a summary of key points and a 

transition .  
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Background 

 Generation cohort theory (Mannheim,1952) suggests that people in different 

generations have different goals, desires, values, and approaches to life. Research on 

prior generations has shown that there are differences in preferences and choices based 

on geographical locations and cultural differences (Thach et al., 2021). Sahrash (2021) 

understood that members of each generation come with their own identifiable set of 

shared cultural experiences. Knowing this makes it important to understand that members 

of each generation may be motivated differently because of the historical events they 

have lived through (Sahrash, 2021). Research shows that millennials are more 

comfortable and effective with utilizing technology because they grew up with phones 

and computers (Struckell, 2019). However, the same study shows that millennials have 

slower maturity rates and independence because they tend to live with their parents 

longer and stay single longer. Generation X tends to be more independent and not care 

what others think about them (Sridhar & Phadtare, 2022). Baby boomers tend to focus on 

organizational vision, ethics, and high standards of performance (Munger, 2022). Last, 

Generation Z is known as the generation with the most technical skills (Dolot, 2018). 

Generation Z are assumed to be able to work in the real world and in the digital world 

because of their technological skills (Dolot, 2018).  

Members of each generation have experienced life events that have influenced 

their attitudes, beliefs, values, and behavior (Sahrash, 2021). For example, millennials 

grew up when computers and cell phones were becoming popular. Generation X grew up 

when divorces were becoming more acceptable and both parents started working (Sridhar 
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& Phadtare, 2022). Baby boomers grew up with the civil rights movement, the 

assassination of John F. Kennedy, and television becoming a household item (Dimock, 

2019). A generation’s historical upbringing shapes the way members think, act, and are 

motivated (Mufti et al., 2021). Individuals have a strong identification with the history 

that happened in their generation, causing many members to think and act in a similar 

way (Mufti et al., 2021). By considering the historical happenings that have shaped their 

employees’ perspectives and motivational factors, workplace leaders can potentially lead 

employees to be more interactive in their job and feel a sense of belonging and 

engagement (Sahrash, 2021). Therefore, identifying common themes in motivation and 

preferred leadership styles in each generation is an important avenue for scholarship.  

Another area of prior research on generations is motivation. Members in younger 

generations can be perceived to learn and think differently than members in older 

generations, which is why it is important for organizations to understand if this is true 

and, if it is, how to motivate the members in the newest generation (Heyns & Kerr, 2018). 

Heyns and Kerr (2018) found significant differences in how each member of the 

generations of millennials, Generation X, and baby boomers are motivated. They found 

that millennials and Generation X differ in their motivation for autonomy. The members 

of Generation X like to be included in all aspects of the business, whereas millennials 

prefer to be more autonomous in their work. After discovering that each generation is 

motivated in different ways, Heyns and Kerr also found that each generation likes to be 

autonomous and intrinsically motivated no matter what generation they are in; however, 

the motivation may look different based on the generation.   
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Motivation in the workplace correlates with work values (Busque-Carrier et al., 

2022; Gabor Hajdu & Endre Sik, 2018; Gesthuizen et al., 2019; Kraaykamo & 

Cemalcilar, 2019). Work values are key in an employee’s work life and how they adhere 

to work norms (Gesthuizen et al., 2019). Work values can affect how a person views their 

job and their workload (Kraaykamo & Cemalcilar, 2019). Additionally, work values also 

give insight into how an employee wants to be rewarded and how they are satisfied at 

work (Kraaykamo & Cemalcilar, 2019). Members of different generations may be 

motivated in different ways based on their work values, leading them to be a crucial part 

of understanding motivation in the different generations.  

Leadership style can also have an effect on motivation in the workplace (Altheeb, 

2020; Bertsch et al., 2022; DeLay et al., 2020). Baby boomers tend to value a leader who 

leads by example and gains their trust and respect over time (Smoyer, 2020). Generation 

X prefers autonomy, flexibility, and independence (Smoyer, 2020). Last, millennials 

prefer a leader who is also a mentor to them, gives feedback, and offers individualistic 

opportunities (Smoyer, 2020). Being a leader and understanding how each generations 

prefers to be lead can help lead to a satisfied workplace.  

The current gap in the literature on multigenerational work motivation is a lack of 

research on the motivations and values of Generation Z (Nguyen Ngoc et al., 2022). 

Although research exists that focuses on motivation and values for millennials, 

Generation X, and baby boomers, little was known about motivation and values for 

Generation Z in the workplace. Researching this problem may help leaders know how to 

manage and motivate employees of all generations. I examined how Generation Z, 
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millennials, Generation X, and baby boomers are motivated in the workplace and what 

leadership style they prefer.  

Problem Statement 

There are currently four generations in the workplace: Generation Z, millennials, 

Generation X, and baby boomers. Leaders may face a challenge in motivating workers 

with different motivations and values (McNally, 2017). When leaders consider the work 

values, recognition, and rewards organizations offer, they may find the key factors of 

motivation differ for the members in each generation (Brown-Crowder, 2017; 

Mngomezulu et al., 2015). The problem was that there is a lack of awareness around how 

the newest generation in the workforce, Generation Z, compares to the generations of 

millennials, Generation X, and baby boomers in relation to motivation in work values and 

leadership preferences (Aggarwar et al., 2022; Singh et al., 2021). 

The specific problem was a lack of knowledge on whether there are empirical 

differences in motivation and leadership preferences based on generational cohort. 

Literature suggests that generations differ, but little research has focused on Generation 

Z. Now that Generation Z is entering the workforce, it is important to understand how to 

motivate them and lead them while maintaining the previous generations' motivation and 

leadership preferences in their workplace as well. The gap that remains in understanding 

work values and motivation in a multigeneration workforce, especially on how 

Generation Z may differ from prior generations (see Nguyen Ngoc et al., 2022). I 

addressed that gap in this study.  
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Purpose of the Study 

In this quantitative study, I examined how four different generations (Generation 

Z, millennials, Generation X, and baby boomers) are motivated based on their work 

values and leadership style preferences. Research suggests that generations prior to 

Generation Z are motivated differently (Kraaykamp & Cemalcilar, 2019; Mahmoud, 

2020; Marcus, 2022; Munger, 2022; Nakagawa & Yellowlees, 2020) and prefer different 

leadership styles (Altheeb, 2020; Chaman et al., 2021; Mehra & Nickerson, 2019; 

Valenti, 2019; Weeks & Schaffert, 2019). Previous studies have shown common themes 

and differences in how previous generations are motivated (Cornelius, 2018; Graystone, 

2019; Heyns & Kerr, 2018; Hisel, 2020; Kasimoglu & Ammari, 2020; McNally, 2017; 

Nielsen et al., 2019; Sahrash, 2021; Savino, 2017; Shakhbazyan, 2018; Singh et al., 2021; 

Van Rossem, 2019). Some examples of similarities and differences include that 

millennials and Generation X differ in their motivation for autonomy (Heyns & Kerr, 

2018). Millennials want to be more autonomous, whereas Generation X likes to be 

involved in decision making (Heyns & Kerr, 2018). Additionally, millennials are the 

most engaged in their work, followed by Generation X and then baby boomers (Hisel, 

2020). Furthermore, each generation has a different outlook on technology, causing their 

work values to be different (Gentina & Parry, 2020). Millennials tend to be more tech-

savvy, which allows them to adapt more easily than generations prior (Struckell, 2019). 

However, little research has been done about how Generation Z is motivated and how 

that can influence how leaders motivate them, but also the members of other generations 

at the same time (Cornelius, 2018).  
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Calk and Patrick (2017) stated that when a new generation enters the workforce, it 

is critical to find out how members are motivated. Addressing this problem may provide 

organizational leaders insight to motivate the generations they oversee, including 

Generation Z. An example of different leadership preferences based on generation is 

shown in a study done by Valenti (2019). Valenti found that millennials prefer a better 

work–life balance and therefore want a leader who displays that working lifestyle as well 

and gives them individual leadership. On the contrary, Bertsch et al. (2022) found that 

baby boomers are career driven and work obsessed, leading them to want a manager who 

can help them achieve their career goals. Additionally, Generation X is focused on their 

family, wanting leadership that understands their desires outside of work (Bertch et al., 

2022). I investigated how each generation (Generation Z, millennials, Generation X, and 

baby boomers) is motivated in the workplace. Although research exists for motivation in 

baby boomers, Generation X, and millennials, little was known about Generation Z in the 

workplace. Researching this problem may help leaders know how to manage and 

motivate employees of all generations.  

This study also had the covariates of gender and ethnicity. Gender and ethnicity 

can cause a person to perceive themselves in a different way, leading them to be 

motivated differently (Loffler & Gretemeyer, 2021). Women tend to be more motivated 

based on their home life, whereas men are motivated by career and salary (Lizbetinova & 

Hitka, 2020). A person who does not identify as White has historically been paid less 

than someone who does (Forth & Bryson, 2021). Lower wages correlate to lower job 

satisfaction (Forth & Bryson, 2021). Considering the covariates of gender and ethnicity 
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may help to achieve the purpose of this study by providing insight on differences in 

motivation.  

Research Questions and Hypotheses 

I examined how Generation Z, millennials, Generation X, and baby boomers are 

motivated in the workplace. The RQs and hypotheses for the study were as follows: 

RQ1: Are there differences in work values among Generation Z, millennials, 

Generation X, and baby boomers? 

Ha1: There are statistically significant differences in the mean work values of 

Generation Z compared to millennials, Generation X, and baby boomers after 

controlling for gender and ethnicity.  

H01: There is not a statistically significant difference in the mean work value of 

Generation Z compared to millennials, Generation X, and baby boomers after 

controlling for gender and ethnicity.  

RQ2: Are there differences in leadership styles desired among Generation Z, 

compared to millennials, Generation X, and baby boomers? 

Ha2: There are statistically significant differences in the desired leadership styles 

of Generation Z, compared to millennials, Generation X, and baby boomers, after 

controlling for gender and ethnicity.  

H02: There is not a statistically significant difference in the desired leadership 

styles of Generation Z, compared to millennials, Generation X, and baby 

boomers, after controlling for gender and ethnicity. 



10 

 

Theoretical Foundation 

Several theories play a role in understanding the motivation of employees. For 

this study, I drew from the generational cohort theory, SDT, and hierarchy of needs.  

Generational Cohort Theory  

 The main theory considered in this study was generation cohort theory 

(Mannheim, 1923). The theory suggests that individuals can be divided into certain 

groups based on the year they were born. Mannheim (1923) suggested that individuals 

can be grouped together if they were born around the same time and went through the 

same life courses (see also Munoz et al., 2021). According to the theory, a generational 

cohort typically shares the same attitudes, ideas, values, and beliefs due to their births 

being in the same time period while also living through common experiences, social 

events, and political and economic events (Lissitsa & Kol, 2021). The big social events 

that a generation experiences together are what shape the generation into having 

common, or the same, beliefs, values, and motivational factors (Pasko et al., 2021). 

Millennials, who were born between 1981 and 1996 (Jiri, 2016), are typically quick with 

technology, have a higher level of education, and are more diverse than generations prior 

(Struckell, 2019). Generation X, born between 1965 and 1980 (Jiri, 2016), are self-

reliant, skeptical, and independent (Sridhar & Phadtare, 2022). Baby boomers, born 

between 1946 and 1964 (Jiri, 2016), did not grow up with technology, such as computers 

and cellphones, and went through major historical events, both which leads them to need 

examples, a vision, and high standards (Cox, 2016). Each generation is separated based 

on the year they were born and the life events that happened during their lifetime.  
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Self-Determination Theory  

SDT is related to motivation, wellness, and personality development (Ryan & 

Deci, 2019). SDT suggests that a person will seek challenges and new experiences to 

work on and then become an expert (Vasconcellos et al., 2020). In SDT, there are three 

main types of motivation, which are amotivation, intrinsic motivation, and extrinsic 

motivation (Mahmoud et al., 2021). Amotivation is a lack of drive to participate in any 

activity (Banerjee & Halder, 2021). Intrinsic motivation is when a person is motivated by 

internal rewards (Jeno et al., 2019). Extrinsic motivation is when an individual does 

something to receive an external outcome or reward (Van den Broeck et al., 2021). It is 

helpful for leaders in an organization to understand which of the three motivation types 

the members of each generation fall into (Deci & Ryan, 2008). SDT can offer precise 

information on the different generations and their motivating factors, leading an 

organization to be more successful (Heyns & Kerr, 2018).  

Maslow’s Hierarchy of Needs  

Maslow’s hierarchy of needs offers a better understanding of what motivates 

individuals (Hopper, 2020). Developed in 1943, Maslow thought all humans had a desire 

to be self-actualized by meeting basic needs (Bear et al., 2022). With this thought, 

Maslow then created the hierarchy of needs, which are physiological needs, safety needs, 

love and belonging, esteem, and self-actualization.  

Physiological needs involve a person’s basic needs, such as water, food, and air 

(Rasha Abdelsala et al., 2022). Safety needs involve things such as housing, being safe in 

a natural disaster, or even feeling secure at one’s job (Trivedi & Mehta, 2021). Love and 
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belonging can also be called social needs. Social needs revolve around love an intimacy. 

People want to be loved and desired by others (Barnes, 2021). Esteem needs involve a 

person needing to be respected by others and holding power (Hopper, 2020). Self-

actualization is the highest level in the hierarchy and is when a person becomes what they 

are the most capable of becoming (Hopper, 2020). When an individual meets one of these 

needs, they can then move forward to meet the next need (Maslow, 1943). For example, 

to satisfy physiological needs, one will need to eat and drink. Following this, one can 

then move on to safety needs, which would involve shelter or clothing (Hopper, 2020).   

To assess these theories or approaches to motivation in the current study, I used 

the Minnesota Importance Questionnaire (MIQ; Rounds et al., 1967) and the Vannsimpco 

Leadership Survey (VLS; Vanns et al., 2014). The MIQ measures the needs and values of 

individuals that they have at work (Holm, 2021). There are six values that the MIQ 

measures: achievement, comfort, status, altruism, safety, and autonomy. The ranked form 

was used for the current research and consists of 21 questions, and each block of 

questions ranks the participant’s preferences. The VLS measures the preferred leadership 

styles of employees and takes elements from the Leadership Style Scale (Tas et al., 2007) 

and the Multifactor Leadership Questionnaire (Bass, 1985) and creates a more realistic 

and applicable questionnaire (Vann et al., 2014). The VLS consists of 27 Likert-type 

questions and instructs participants to choose what a leader should say or do in their 

position (Vann et al., 2014). The VLS divides leaders into five categories: transactional, 

autocratic, transformational, democratic, and laissez-faire. 
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Nature of the Study 

In this study, I used a cross sectional survey research design to investigate the 

motivational differences between members of Generation Z, millennials, Generation X, 

and baby boomers. Generational cohort was the main independent variable and was 

computed based on the age of the respondent. The survey also included measures of 

motivation using the ranked form from the MIQ questionnaire (Rounds et al., 1967) and 

the VLS (Vanns et al., 2014). Finally, I included two covariates (gender and ethnicity). 

These were included because prior research has shown that these individual-level factors 

can affect motivation (Hashmi & MajeedJones et al., 2022; Lizbetinova & Hitka, 2020; 

Loffler & Gretemeyer, 2021).  

Drawing on effect sizes from prior research and using those values in  G*Power 

3.1 analysis, a minimum of 269 participants were needed. To analyze the data, I used 

SPSS Statistics. Descriptive statistics for the generations was computed for each of the 

study measures. Then, the assumptions for analysis of covariance were tested. Finally, 

assuming the assumptions were met, the RQs were evaluated with multivariate analysis 

of covariance (MANCOVA) testing for differences in the dependent variables based on 

generational cohort membership.  

Definitions 

Achievement: A feeling of accomplishment stemming from one’s job.  

Altruism: An environment that fosters harmony with and service to others. 

Autonomy: An environment that stimulates initiative.  

Baby boomers: Anyone born between the years of 1946 and 1964. 
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Comfort: An environment that is comfortable and nonstressful. 

Ethnicity: A social group that shares a common and distinctive culture, religion, 

language, or the like. 

Gender: The socially constructed roles, behaviors, expressions, and identities of 

girls, women, boys, men, and gender-diverse people. It influences how people perceive 

themselves and each other, how they act and interact, and how they distribute power and 

resources in society (Government of Canada, 2023).   

Generation X: Anyone born between the years of 1965 and 1980. 

Generation Z: Anyone born between the years 1996 and 2010. 

Millennials: Anyone born between the years 1981 and 1995. 

Motivate: The provision of a cause or reason to act. 

Motivation: The state or condition of being motivated or having a strong reason to 

act or accomplish something. 

Recognition: Acknowledgment. 

Reward: T thing given in recognition of one's service, effort, or achievement. 

Safety: An environment that is predictable and stable. 

Status: An environment that provides recognition and prestige. 

Work values: Work-related qualities, principles, and standards that really matter to 

a person.  

Assumptions 

I examined the motivation of the four generations of Generation Z, millennials, 

Generation X, and baby boomers in the workplace. I investigated the motivation, 
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rewards, and recognition that were preferred by each generation. In this study, the 

participants were in one location, meaning that members of each generation could have 

different wants or desires based on where they live and work. Based on this, my study 

was limited to rewards, recognition, and motivational factors in one location. It is 

possible that generations who live outside of St. Louis, Missouri, could hold different 

values than Generation Z, millennials, Generation X, and baby boomers that do live in St. 

Louis, Missouri. 

Scope and Delimitations 

The scope of this study was the four generations of Generation Z, millennials, 

Generation X, and baby boomers. Participants self-reported what generation they were a 

part of what gender and ethnicity they identified with. Generation Z entering the 

workforce can mean that there are new values and new ways to motivate workers. 

Understanding what motivates Generation Z, along with the other three generations in the 

workforce, helps ensure internal validity. 

In this study, I applied statistical tools and analysis to the newest generation in the 

workforce, Generation Z. Studies that had been done prior to this could not include 

Generation Z as they were not in the workforce yet. This distinction with Generation Z 

joining millennials, Generation X, and baby boomers will help make this study unique 

when compared to similar studies. In this study, I was informed by the generational 

cohort theory (Mannheim 1923) and Herzberg's (1959) motivational theory, Maslow's 

(1943) hierarchy of needs, and Deci and Ryan’s (1985) SDT. The approach I took in this 

study was similar to prior researchers who have used these theories, as well as looked at 
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generational differences in motivation at work (Brown-Crowder, 2017; Mngomezulu et 

al., 2015 

Limitations 

In this study, I predicted there would be difficulty recruiting a large number of 

participants due to some individuals opting out of engaging in the research. Having more 

participants may benefit future studies. An additional limitation of this study was not 

finding an existing questionnaire that combined motivation, recognition, and rewards. 

Having to fill out two different questionnaires may have made participants less eager to 

engage in the study.  

Significance 

Past studies involving generations in the workplace have focused on generations 

prior to Generation Z. Now that Generation Z is in the workforce, more studies can be 

conducted to find out more about this cohort in the workplace. This study may inform 

researchers about how Generation Z is motivated in the workforce. It may also provide 

insight on how prior generations, millennials, Generation X, and baby boomers have 

changed their motivational needs based on Generation Z entering the workforce. 

Therefore, the significance of this study is its potential to further understanding about 

how Generation Z is motivated in the workforce alongside millennials, Generation X, and 

baby boomers, specifically in St. Louis, Missouri.  

The empirical view could help leaders, managers, and supervisors to have the 

confidence to lead their team and give each individual employee the motivation they need 

based on the employee’s generational cohort. With this knowledge, stakeholders may be 
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able to devise strategies that boost the retention rates of employees because employees 

who are motivated at work are more likely to stay, research shows (Mehreza & Bakria, 

2019). Additionally, this study can potentially help individuals understand possible 

motivational factors, helping them to be successful in their own job.  

Summary 

In Chapter 1 of this study, I provided background information on  on existing 

knowledge of generational differences in the workplace, in particular those related to 

rewards and recognition. I also emphasized the importance of this study and how it can 

potentially help leaders, managers, and supervisors to motivate their teams in a superior 

manner. Some highlights from this chapter include awareness of each generation, how 

motivation works, and how rewards and recognitions are used. I also provided an 

overview of my research, including the assumptions and limitations. In Chapter 2, I will 

dive deeper into the theories used in this study and the key literature that benefited this 

study. Chapters 1 and 2 provide a foundation for Chapter 3’s in-depth discussion of the 

methodological approach used in this study.  
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Chapter 2: Literature Review 

In the United States, workplaces face four different generations working together 

in one workplace (Heyns & Kerr, 2018): Generation Z, millennials, Generation X, and 

baby boomers. This creates a potential challenge for many workplaces in understanding 

the motivational factors for each generational cohort (Rudolph et al., 2018; Savino, 

2017), which refers to those born in the same range of years who may share similar 

attitudes and beliefs (Lissitsa & Kol, 2021). For instance, current research suggests that 

future studies should focus on the newest generation, Generation Z, in the workforce 

while comparing them to generations prior (Gutfreund, 2016; Gaidhani et al., 2019). The 

newest generation in the workforce has grown up with different technology, insights, and 

resources than generations prior (Gentina & Parry, 2020). Though a number of 

researchers have investigated motivation in different generations (Cornelius, 2018; 

Graystone, 2019; Heyns & Kerr, 2018; Hisel, 2020; Kasimoglu & Ammari, 2020; 

McNally, 2017; Nielsen et al., 2019; Sahrash, 2021; Savino, 2017; Shakhbazyan, 2018; 

Singh et al., 2021; Van Rossem, 2019), little research has focused on the newest 

generation to enter the workforce, Generation Z. Further, little research has focused on 

preferred reinforcement (recognition and rewards) differences and work values in a 

multigenerational workplace, including Generation Z. It is critical to understand how 

Generation Z is motivated in the workplace, along with the generations they are working 

alongside, due to the growing population they have in the workforce (Kick et al., 2015).  

Based on the current literature, there is a gap in knowledge regarding the 

differences in preferred rewards, recognition, and leadership style between the four 
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generational cohorts in the United States. This study aimed to fill this gap by determining 

what members of each generation say their preferred reward, type of recognition, and 

type of leadership style is. Chapter 2 of this study contains research on generations, 

motivation theories, work values, and the methods used to examine these concepts. 

Sections in this chapter include the theoretical foundation, leadership styles, and 

generational differences in references to motivation, evolution, and stereotypes. 

Literature Search Strategy 

Searching for motivation in the different generations can bring about a wide range 

of studies. An extensive literature search was conducted in multiple academic libraries 

and websites to collect information for this chapter. The libraries utilized were Walden 

Library and public libraries in Missouri and Illinois. The academic databases used 

include Google Scholar, Sage Publications, Scholar Works, CLEAR International Journal 

of Research in Commerce and Management, Journal of Organizational Behavior, and 

Journal of Management Development. When searching, the terms that were the most 

effective were motivation in a workplace, multigenerations, work reinforcements, 

generational differences, leadership styles, leading generations, work leaders, 

Generation Z, millennials, Generation X, and baby boomers. Most of the articles used 

were peer-reviewed in order to ensure reliability and credibility. The articles used were 

current, being no more than 5 years old (2017–2022). However, there were some 

exceptions where articles were older than 5 years but still relevant to the current study.  
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Theoretical Foundation 

A theoretical foundation is used to help drive the answers that a researcher is 

asking (Savaget et al., 2019). Theoretical foundations can permit researchers to make 

contributions and improve RQs that have already been developed (Savaget et al., 2019). 

Mannheim’s (1923) generational cohort theory, Deci and Ryan’s (1985) SDT, and 

Maslow’s (1943) hierarchy of needs were used to help understand the motivational 

preferences of the four generations in the workforce: Generation Z, millennials, 

Generation X, and baby boomers. Generational cohort theory provides the understanding 

of each generation in depth and the shared experience they have (Lassitsa & Kol, 2021). 

The SDT helps to understand that people are motivated differently, intrinsically and 

extrinisically (Ryan & Deci, 2019). Maslow’s hierarchy of needs provides a guideline on 

how to motivate an individual by meeting the needs on a hierarchical basis (Hopper, 

2020). These three theories were used to understand the motivational differences 

regarding rewards, recognition, and leadership styles, among Generation Z, millennials, 

Generation X, and baby boomers.  

Generational Cohort Theory 

Mannheim’s generational cohort theory is a way to divide a population into 

different segments based on the year they were born (Lissitsa & Kol, 2021). Mannheim’s 

theory was introduced in 1927 when he stated that individuals can be grouped together if 

they were born around the same time and went through the same life courses (Munoz et 

al., 2021). A generational cohort is defined based on years of birth and can extend 20 to 

25 years in length (Lissitsa & Kol, 2021). A generational cohort typically shares the same 
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attitudes, ideas, values, and beliefs due to their births being in the same time period while 

also living through common experiences, social events, and political and economic 

events (Lissitsa & Kol, 2021). The big social events that a generation experiences 

together are what shape the generation into having common, or the same, beliefs, values, 

and motivational factors (Pasko et al., 2021).  

New generations will continuously move into the workforce and bring new social 

events, life events, role models, culture changes, and other life altering events that will 

impact the way they are motivated at work (Mannheim, 1952). There has been a 

significant amount of research to support Mannheim’s generational cohort theory (Alkire 

et al., 2020; Lissitsa & Kol, 2021; Munoz et al., 2021; Pasko et al., 2021). Knowing what 

a Generation Cohort is could help business leaders to understand why workers think and 

work in a certain way based on what generational cohort they were born into (Alkire et 

al., 2020). Members in generational cohorts tend to have similarities that have an effect 

on their attitudes and behaviors in regard to their career, money, orientations, and life 

priorities (Alkire et al., 2020). However, it is important that workplace leaders understand 

that a generation cohort can be different based on geographical location and cultural 

differences (Thach et al., 2021). It is important that leaders do not assume that all 

members of Generation Z, millennials, Generation X, and baby boomers had the same 

upbringings if they did not grow up in the same area or have the same culture (Thach et 

al., 2021).  

In this research, baby boomers, Generation X, millennials, and Generation Z are 

all participating. These generations all have different leadership characteristics and 
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preferences (Cox, 2016). Therefore, it is critical to find out what motivates the members 

of each generation. Baby boomers were born between1946 and 1964 (Jiri, 2016). Baby 

boomers grew up with little technology, as the television was just started to expand 

(Dimock, 2019). With less technology available, this limited sources to get their news 

and information (Nakagawa & Yellowlees, 2020). The baby boomer generation also 

experienced major historical happenings such as Rosa Parks refusing to give up her seat 

on the bus in 1955, the Cold War, Martin Luther King Junior leading the famous march 

on Washington in 1963, the assassination of John F. Kennedy, and Martin Luther King 

Jr., Civil Rights Act (Munger, 2022). These historical events tend to reflect on what kind 

of leadership they look for. The top five leadership characteristics baby boomers like are 

(a) considers the ethical consequences, (b) leads by example, (c) has a vision for the 

future, (d) is approachable, and (e) sets high standards of performance (Cox, 2016).  

Generation X is the generation following baby boomers, and they were born 

between 1965 and 1980 (Jiri, 2016). Generation X has been described as the gap that 

bridges baby boomers and millennials (Sridhar & Phadtare, 2022). Generation X can be 

defined as savvy, self-reliant, skeptical, and very independent (Sridhar & Phadtare, 

2022). This generation is one of the first generations to grow up with divorced parents or 

two working parents, which led to them being independent and not caring what others 

thought about them (Sridhar & Phadtare, 2022). When it comes to leaders in the 

workplace, Generation X’s top five characteristics are (a) leads by example, (b) is 

approachable, (c) has a vision for the future, (d) considers ethical consequences, and (E) 

goes beyond self-interest (Cox, 2016).  
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Millennials were born between 1981 and 1996 (Jiri, 2016). Millennials currently 

represent the majority of workers in the United States (Struckell, 2019). Millennials are 

much more technology savvy than generations before them, have a higher education, and 

are more socially and ethnically diverse (Struckell, 2019). Millennials are the first 

generation to grow up with technology, as they were playing computer games at the age 

of 3, they owned phones by the age of 8, and are able to multitask with technology 

(Struckell, 2019). However, millennials are also the generation that lives with their 

parents longer and stays single, which suggests slower maturity and independence 

(Struckell, 2019). When it comes to millennials in the workplace, they prefer leaders with 

the characteristics of (a) leads by example, (b) is approachable, (c) has a vision for the 

future, (D) considers ethical consequences, and (e) shows appreciateion for each person 

(Cox, 2016). 

The latest generation to enter the workforce is Generation Z. Generation Z was 

born between 1997 to 2012 (Jiri, 2016). Generation Z has been called many different 

names, such as iGeneration, Gen Tech, online generation, post millennials, and zellinnials 

(Dolot, 2018). Even though some of Generation Z were born in the 90s, they grew up in 

the 2000s when the biggest changes in technology were happening, such as the internet, 

smartphones, laptops, and digital media (Dolot, 2018). Because they grew up with all of 

this technology, Generation Z members can exist both in the real world and in the virtual 

world (Dolot, 2018). Since social media has taken off with Generation Z, they can 

contact anybody in the world, comment on reality, create relationships, and create content 

on the web as well as social media apps (Dolot, 2018). With the new technology in the 
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newest generation, it is essential that research is done on what their work motivators are 

as well as what type of leader they prefer to have. Knowing that prior generations are 

motivated differently than the ones prior, research needs to be done on the newest 

generation, Generation Z. The generational cohort theory helped determine how 

employees are motivated, their needs, and how members of generations have different 

views on motivation.  

Self-Determination Theory 

The SDT has been widely used when pertaining to motivation, wellness, and 

personality development (Ryan & Deci, 2019). Starting out with a narrow scope on 

intrinsic motivation, this theory quickly broadened to both intrinsic and extrinsic 

motivators, along with the models of well-being, goal contents, relationship quality, 

vitality and depletion, and Eudaimonia (Ryan & Deci, 2019). SDT has been commonly 

used to help explain the processes of motivation (Vasconcellos et al., 2020). SDT states 

that individuals will seek challenges and new experiences to work on and become experts 

in (Vasconcellos et al., 2020). SDT is different from other motivational theories because 

the behaviors involved are intentional (Vasconcellos et al., 2020).  

SDT states that there are three main types of motivation: amotivation, intrinsic 

motivation, and extrinsic motivation (Mahmoud et al., 2021). Amotivation is the lack of 

drive to participate or engage in an activity (Banerjee & Halder, 2021). Individuals who 

are amotivated are not intrinsically or extrinsically motivated (Banerjee & Halder, 2021). 

When a person is amotivated, they have reduced engagement, higher stress, higher 

anxiety, and a reduced value of tasks (Banerjee & Halder, 2021). An employee who is 
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amotivated may not know why they keep their job due to them being bored or unhappy, 

which leads to a higher risk of them leaving (Sanchez-Oliva et al., 2020).  

Intrinsic motivation refers to actions that are powered by internal rewards (Jeno et 

al., 2019). Intrinsic motivation is about getting satisfaction inherently rather than a 

reward (Aubret et al., 2019). When a person is intrinsically motivated, it leads to better 

performance, higher productivity, and growth and development (Alam, 2021). An 

employee who completes a work assignment because they are interested in the work is 

intrinsically motivated, whereas an employee who completes a work assignment so their 

boss verbally praises them is extrinsically motivated (Bailey et al., 2021). Therefore, 

when an employee is intrinsically motivated, it can lead to higher retention rates due to 

them being interested in their work (Bailey et al., 2021).  

Extrinsic motivation is when a person does an activity to receive an external 

outcome or reward (Van den Broeck et al., 2021). Extrinsic motivation is tangible 

external stimuli (Morris et al., 2022). In the workplace, an example of an extrinsic reward 

can be money or praise (Van den Broeck et al., 2021). Extrinsic goals arise from an 

individual being motivated by a cost-benefit analysis (Morris et al., 2022). An employee 

who is motivated extrinsically will continue to perform or complete a task even if they 

are not interested in that task (Van den Broeck et al., 2021). 

Past research on motivation has used SDT to understand an individual’s 

motivational factors (Alam, 2021; Dubois et al., 2023; Vivien et al., 2021; Yee & Smith, 

2022). Whether in the classroom (Lee & Smith, 2022), or in the workplace (Alam, 2021), 

SDT can have an effect on autonomy in relation to motivation. When a workplace applies 



26 

 

SDT in their setting, it helps leaders with practices and processes they can implement. 

Leaders who have put SDT into place while at work have a better idea of operationalizing 

and supporting the basic psychological needs of autonomy, competence, and relatedness 

in the workplace (Vivien et al., 2021). Each employee decides what motivates them 

(Landry et al., 2022). There is a positive correlation between informative rewards and 

employees’ basic psychological needs (Landry et al., 2022). Leaders who utilize SDT and 

understand each employee’s needs can lead to autonomous motivation, better work 

outcomes, and controlled motivation (Landry et al., 2022).  

SDT has been researched for many years, specifically in the workplace regarding 

multiple generations. SDT offers precise information on different generations and how 

they relate to different motivating factors (Heyns & Kerr, 2018). For example, Mahmoud 

et al. (2021) used SDT in relation to workplace motivation in Generation X, millennials, 

and Generation Z and found that Generation Z is more sensitive to amotivation than 

Generation X and millennials. Alam (2021) found that SDT helps workplaces when 

employees are fulfilled by the three psychological needs: autonomy, competence, and 

relatedness. Using SDT in the workplace can provide insight into why individuals are 

motivated in a certain way (Deci & Ryan, 2008), which can be applied to multiple 

generations in one workplace.  

Maslow’s Hierarchy of Needs 

Another theory of motivation is Maslow’s hierarchy of needs. Maslow’s hierarchy 

of needs was developed to gain a better understanding of what motivates people (Hopper, 

2020). Maslow suggested that humans had a desire to be self-actualized, and to achieve 
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this, they needed other basic needs met first (Bear et al., 2022). In order to understand 

how to reach self-actualization, Maslow created levels of motivation to reach that highest 

level (Bear et al., 2022). Maslow’s hierarchy has been studied and used in many 

workplaces and schools to motivate employees and students (Bear et al., 2022). Maslow’s 

hierarchy of needs goes into depth about what employees need to be motivated at work 

(Hopper, 2020). 

Maslow’s hierarchy of needs has five levels: physiological needs, safety needs, 

love and belonging, esteem, and self-actualization. Needs must be met at each level 

before the individual can move up the hierarchy (Hopper, 2020). The idea behind the 

hierarchy is that when a lower need is met, the next higher level need can become the 

focus (Crandall et al., 2020). An example of a physiological need in the hierarchy is that 

one cannot move on to the next need (safety) until one satisfies their hunger or quenches 

their thirst (Hopper, 2020). A second example is that person cannot move to the esteem 

level until they first establish relationships or bonds with another individual or thing 

(Hopper, 2020).  

More specifically, physiological needs consist of basic needs. Physiological needs 

include water, air, food, and other basic needs that are critical for human survival (Rasha 

Abdelsalam et al., 2022). At the bottom level, humans are motivated by these needs as 

they are required in order to survive (Rasha Abdelsalam et al., 2022). The reason behind 

physiological needs being at the bottom of the hierarchy is based on priority (Trivedi & 

Mehta, 2019). One cannot move onto the next level if their physiological needs are not 

met first. This base level of the hierarchy starts as soon as a person is born and continues 
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throughout their whole life, including their school and work life (Bucchio et al., 2021). A 

leader in a workplace can help these physiological needs by providing fair wages so an 

employee can buy essentials like food, housing, and clothes (Trivedi & Mehta, 2019).  

Safety needs are the next step in Maslow’s hierarchy of needs. In relation to 

psychological fear, this need deals with the fear of losing one’s job, their house, natural 

disasters, and more (Trivedi & Mehta, 2021). A person’s safety can be affected when an 

outcome is not predictable (Hopper, 2020). When a person’s safety is threatened, they 

can react with fear or anxiety (Hopper, 2020). In this hierarchy, safety needs encompass 

emotional, financial, and health-related securities (Barnes, 2021). Whereas children have 

a higher need for safety, this level in the hierarchy still needs to be fulfilled in every stage 

of life (Barnes, 2021). In order to move on to the third level in Maslow’s hierarchy of 

needs, both physiological and safety needs will need to be satisfied.  

Social needs can be called different things, such as belonging needs, love needs, 

and more. Social needs, at the core, revolve around love and intimacy (Barnes, 2021). 

Humans have the desire to feel loved by others, and if they feel they are not, they can 

become anxious and lonely (Barnes, 2021). When it comes to social settings, including 

work, a person has the desire to become a member of the group and to be accepted by 

every member in the group (Trivedi & Mehta, 2019). Each individual, despite the specific 

group, has the inclination to join and to feel the love and affection of that group (Trivedi 

& Mehta, 2019). More specifically, in a work setting, a person needs interaction with 

their fellow employees and superiors (Trivedi & Mehta, 2019). This need does not only 

deal with receiving love and affection but also giving love and affection (Hopper, 2020). 
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For a person to feel satisfied in the third tier of this hierarchy, they will need to feel loved 

and accepted while also giving love and affection.  

Esteem needs are the fourth level of Maslow’s hierarchy of needs. After an 

individual as accomplished their social needs, they then need to be respected and 

appreciated by others while also having power and a prestigious position (Hopper, 2020). 

Esteem, at its core, is about an individual desiring to feel good about themselves (Trivedi 

& Mehta, 2021). Maslow stated that there are two components involved in esteem. First, 

self-confidence deals with one feeling good about oneself and then feeling valued by 

others (Trivedi & Mehta, 2021). The second component, being valued by others, comes 

from others recognizing one’s achievements and contributions (Trivedi & Mehta, 2021). 

If an individual feels as though their esteem needs are not met, they can experience 

feelings of inferiority. Feelings of inferiority can cause a person to think they are not 

achieving enough or what they are supposed to be achieving (Trivedi & Mehta, 2021). In 

a workplace, a leader can satisfy an employee’s esteem by giving them recognition for 

their good work (Hopper, 2020).  

Self-actualization is the highest level in Maslow’s hierarchy of needs. Self-

actualization is an individual’s desire to become what they are most capable of becoming 

(Hopper, 2020). Self-actualization refers to an individual feeling fulfilled and as though 

they are living up to their highest potential (Trivedi & Mehta, 2021). This highest tier can 

look different for every individual. One person might reach self-actualization by helping 

others, and another person might reach it by achieving an accomplishment in their field 

(i.e., writing, sports, arts, etc.). According to Maslow, it is rare that a person can achieve 
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self-actualization; he has only credited individuals like Abraham Lincoln and Albert 

Einstein to achieving this top tier (Trivedi & Mehta, 2021). In a workplace, a person can 

aim to reach self-actualization by utilizing their potential and achieving something 

special (Hopper, 2020). Even though it is rare to achieve this last tier, many people strive 

to make it happen.  

Maslow’s hierarchy of needs serves a purpose in motivation in the workplace. 

Fulfilling Maslow’s hierarchy of needs has a positive correlation with job satisfaction 

(Hopper, 2020). A leader can understand an employee’s motivating factor when they 

fund what needs impact the employee’s overall success (Hopper, 2020). In the 

workplace, Maslow’s hierarchy of needs has been used to understand motivation based 

on its ability to help leaders understand how they can help an employee feel accepted, 

like they belong, and have confidence in their work (Trivedi & Mehta, 2019). Research 

has shown that core needs of autonomy and relatedness are needed in order to have a 

satisfying work environment (Grant et al., 2019). Further, financial and nonmonetary 

motivation, coaching, investing in development, and a flexible work schedule are major 

attributes in stimulating work motivation (Parjoleanu, 2020). With the current study 

researching motivation in the workplace, Maslow’s hierarchy of needs is an appropriate 

concept to explore. What is considered a reward or recognition to a person born in the 

baby boomer generation might be different from that of a person born in Generation Z. If 

managers start to consider communication and connecting, teamwork and collaboration, 

training and development, and rewards and recognition, this can help to lead them in the 
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right direction of having a motivated team of members from all of the different 

generations (Cornelius, 2018).  

Literature Review Related to Key Concepts and/or Variables 

Work Values and Motivation 

Work values are a core component of an employee’s work life and how they 

adhere to already existing norms (Gesthuizen et al., 2019). There are two types of work 

values: intrinsic and extrinsic. Extrinsic work values depend on an external source that 

has an effect on the individual employee, and an intrinsic work value comes from a 

specific task and is not influenced by an outside source (Gabor Hajdu & Endre Sik, 

2018). Work values can affect how a person views their workplace and their workload, 

explaining an employee’s preferred rewards and job satisfaction (Kraaykamo & 

Cemalcilar, 2019). A person’s work values can depend on their age, social status, and 

work status can affect what work values they have (Busque-Carrier et al., 2022). 

Members of each generation may have different work values. As such, understanding 

these work values for each generation may be useful to motivate each employee 

(Kraaykamp & Cemalcilar, 2019). 

Aligning organizational and individual work values can have a number of positive 

impacts for both individuals and the organization. Work values can have an effect on 

recruitment, career development, compensation and benefits, training and development, 

and how to resolve workplace conflicts (Singh et al., 2021). Values can include cultural 

values, such as shared ideas, desires in society, and norms of behavior in the workplace 

rather than on individual values (Arciniega et al., 2019). Individual values help to 
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understand why an employee, as an individual, makes the decisions that they do, evaluate 

their behavior, and explain their behavior (Arciniega et al., 2019). Work values can 

impact an individual’s life satisfaction, economic self-sufficiency, and political 

participation (Gesthuizen et al., 2019). Work values can influence the work environment 

and create a feeling of responsibility for an employee (Thakur & Malhotra, 2019). Work 

values are also motivational factors in the workplace (Busque-Carrier et al., 2022), 

helping employees set and achieve their goals (Ede et al., 2023). When a person has a 

positive outlook on their work values, they will be more productive and efficient in their 

work life (Ede et al., 2023). 

Generational Work Values 

Having an organization that understands generational work values will not only 

lead to better people management but also aid in retaining employees (Singh et al., 2021). 

When an organization takes the time to know how the members of each generation value 

work, it will lead to an organization with motivated employees and higher job satisfaction 

(Singh et al., 2021). Organizations that fail to create a compatible work environment for a 

multigenerational workplace will find themselves with a high turnover rate (Singh et al., 

2021). When a leader of an organization understands the different work values of the 

members of each generation, they may find themselves in a team of motivated and 

committed members. Motivation in the workplace is critical for efficiency and driving 

results (Tovmasyan, G., & Minasyan, 2020). Heyns and Kerr (2018) stated that members 

of each generation are motivated in different ways.  
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Baby Boomers. Members of the baby boomer generation like to be challenged, 

have competition, and are motivated by the chance ot move up on the career ladder 

(Berisha, 2020). Baby boomers want to have a deeper understanding and connection to 

their workplace’s values, ethics, and standards of performance (Munger, 2022). In 

addition, baby boomers want their leader in the workplace to lead by example, and 

understand that trust is not something that is given, but earned over time (Smoyer, 2020). 

To motivate a baby boomers in the workplace is to earn their trust, understand their 

career aspirations, and to give constant feedback on their performance (Berisha, 2020; 

Munger, 2022; Smoyer, 2020). Alferjany (2020) stated that baby boomers have a high 

rating of learning new skills in the workplace, being innovative, and receiving rewards. 

Understanding the motivating factors of baby boomers will help drive the success of 

organizations who employ them. 

Generation X. Generation X has the reputation of being independent and not 

caring what others think about them (Sridhar & Phadtare, 2022). Members of this 

generation like to be included in business decisions (Heyns & Kerr, 2018). Unlike the 

generation of baby boomer’s, Generation X is motivated by their family life, wanting a 

workplace that will allow for flexiblility (Bertch et al., 2022). Generation X has been 

described as the generation that is skeptical and self-reliant, leading them to be motivated 

by autonomy (Sridhar & Phadtare, 2022). Micromanaging and flexing your authority are 

not going to impress members of this generation, and will eventually turn them off 

toward you (Mahmoud et al., 2021). To motivate this generation, you should allow them 

their space, trust them, and allow for a healthy work–life balance.  
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Millennials. The members of the millennial generation are the first of their kind. 

Growing up with more technology than prior generations, they are more comfortable in 

the workplace using new technology (Struckell, 2019). Members of this generation are 

motivated by a leader who can act as a mentor to them and give them opportunities that 

are unique to them (Smoyer, 2020). Similar to Generation X, millennials are motivated 

by autonomy and want to work on projects alone (Heyns & Kerr, 2018). Millennials like 

to focus their work on something that is going to make a positive impact and have the 

most impact when their leaders create an environment of inspiration (Yap & Badri, 

2020). To positively motivate a millennial in the workplace is to give them work that has 

meaning while also inspiringing them as their leader.  

Minnesota Importance Questionnaire 

One common measure of work values is the MIQ. The MIQ has the ability to 

measure needs and values in the workplace (Rounds et al., 2004). The MIQ measures six 

values that are related to intrinsic and extrinsic rewards: achievement, comfort, status, 

altruism, safety, and autonomy. More specifically, achievement is structured around 

performance and the effort to complete a task (Muhammad Mudhofar, 2021). Work 

achievement is the result of the implementation, regardless of whether it is 

physical/material or nonphysical/nonmaterial (Ismartaya et al., 2021). Work achievement 

has the biggest contribution to organizational performance (Muhammad Mudhofar, 

2021). Performance in the workplace can be judged by how much an employee achieves 

(Ismartaya et al., 2021).  
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Comfort in the workplace can have a direct effect on the quality of work–life 

(Fatmawati, 2021). Whether an employee is working from home or working in the office, 

they are required to have comfortable conditions (Fatmawati, 2021). When an employee 

has comfortable working conditions, it leads to increased job satisfaction (Basalamah & 

As’ad, 2021). A working space that is comfortable allows for more creativity, 

collaboration, and goals to be achieved (Basalamah & As’ad, 2021).  

Altruism can be defined as the concern and caring for another individual (Rosca 

et al., 2021). When a person defines themselves as altruistic, they are perceived as being 

concerned for someone else’s happiness and wellness (Rosca et al., 2021). In the 

workplace, altruism is shown by one employee being eager to help another employee 

(Mokhtar et al., 2020). When an employee shows altruism at work, it is for the betterment 

of the organization, helping it to succeed (Rosca et al., 2021).  

Safety in the workplace is reflected by an organization’s beliefs, norms, attitudes, 

roles, social, and technical practices (Rowen et al., 2022). When a workplace is perceived 

as safe and takes safety measures, an employee is more likely to follow safe practices and 

contribute to a positive culture (Rowen et al., 2022). Another aspect of safety in the 

workplace is psychological safety. Psychological safety is when an employee can share 

their thoughts, opinions, or ideas freely without the fear of being humiliated (Xu et al., 

2022). When an employee feels psychologically safe at work, it creates more innovation 

and reduces a worker’s perception of danger at work (Xu et al., 2022).  

Status in the workplace is a reflection of the long-term social interactions between 

the employees and the organization (Liu et al., 2022). Roles in the workplace are shaped 
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based on how the employee views themselves, their status, and where they think they will 

be in the future (Liu et al., 2022). Workplace status helps employees give meaning to 

their work and helps them to better achieve their organizational goals (Liu et al., 2022). 

Workplace status has a positive effect on creativity performance and expectations (Liu et 

al., 2022).  

Autonomy is when an employee has self-determination and attention is paid to the 

employee and their choice of work strategy (Kpinpuo et al., 2023). Autonomy in the 

workplace has been shown to help employees’ innovation, the quality of supervisor and 

supervisee, and the commitment to the organization (Kpinpuo et al., 2023). In regard to 

motivation, autonomy promotes work motivation because it satisfies the psychological 

need and creates a sense of ownership (Tisu et al., 2023).  

Previous researchers have used the MIQ to understand work values. He et al. 

(2019) found that women had occupations that were surrounded by warmth and low 

competence, and Black and Hispanic workers worked in occupations that were low 

competence. Best (2020) researched the influence of work values in a rural area located 

in the United States and showed that growing up in a rural town was the number one 

factor that lead individuals to work in a rural town. Last, James (2020) researched job 

satisfaction and turnover intentions in the hotel industry. In the United States, the hotel 

industry faces a 70% higher turnover rate than other sectors. The results showed that 

extrinsic job satisfaction was the strongest statistically significant predictor of turnover 

reason. 
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Leadership Styles 

The working world has many different leadership styles (Tewari et al., 2019). The 

five main leadership styles that exist include authoritarian (autocratic), participative 

(democratic), delegative (laissez-faire), transactional, and transformational (Chatterjee & 

Mohanty, 2017). The authoritarian leadership refers to when a leader declares their strong 

authority and dictates decisions, goals, and submission from coworkers (Purwanto et al., 

2019). The participative leadership style is when a leader involves every member of the 

team when deciding goals, strategies, and procedures in the workplace (Akpoviroro et al., 

2018). The delegative leadership style encourages staff to take the initiative, as in the 

leader delegates more work to their coworkers, letting them make more decisions and 

express their opinions (Sanjaya et al., 2022). The transactional leader ties in employees’ 

personal interests to motivate them to get their work done (Puwanto et al., 2020). Last, 

the transformational leadership style leads their coworkers by inspiring them to transcend 

their interests in a beneficial way for the company (Alqatawenh, 2018).  

The transformational leadership style and contingent verbal rewards have been the 

most effective when increasing employee motivation (Nielson et al., 2019). Within the 

five leadership styles, the transformational leadership has been found to be the most 

effective (McNally, 2017). The transformational leadership style can be broken into four 

components: idealized influence, inspirational motivation, intellectual stimulation, and 

individualized consideration (Ksimoglue & Ammari, 2020). Transformational leadership 

could positively affect creativity in the workplace, eand some leaders even think it can 

affect every component of the workplace (Ksimogl & Ammari, 2020). Letting employees 
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be creative and think outside of the box can lead them to be innovative and organized 

(Shafi et al., 2020).  

According to McNally (2017), in a multigenerational workplace, leaders need to 

adjust their leadership styles based on the employee they are working with within that 

time. Therefore, one could have a leader who portrays all leadership styles based on what 

each employee and member of each generation needs from their leader. McNally (2017) 

found that leaders need to adjust their attitudes, communication, understanding, and 

support of each generation's values, leverage each generation's strengths, and build 

bridges among the different generations. Embracing that each generation will be different 

is critical, but so is making common goals each generation can achieve (McNally, 2017). 

Along with this, avoiding stereotypes will help leaders understand their employees based 

on their individual needs, not assumptions (McNally, 2017). Being able to understand 

each generation will not only help to motivate them but will also help the organization to 

succeed. Savino (2017) conducted a study focused on how managers can handle a 

multigenerational workforce without being overwhelmed. Savino's (2017) study included 

a sample of millennials, Generation X, and baby boomers. Savino (2018) used a cross-

sectional survey method and showed that managers and leaders need to focus on the 

individual employee and avoid generalizations, communicate more, encourage diversity, 

and reward their employees so they can have a great workplace for all generations 

involved (Savino, 2017).  

Leadership ties into workplace motivation based on a leader having the ability to 

motivate or amotivate their employees (Chaman et al., 2021). One of the biggest 
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influences on rewards, recognition, and work values is a leader (Chowdhury & 

Chaudhuri, 2020). Based on what leadership style a leader falls into, this can help to see 

how they will manage employees' desired work values, preferred rewards, and preferred 

recognition (Chowdhury & Chaudhuri, 2020) Therefore, it is important to note the effect 

a leader can have on workplace motivation because it can drive employee’s behaviors 

and desires (Chowdhury & Chaudhuri, 2020).  

Generations in the Workplace 

 There have been many different generations that have had to work together for a 

long duration of time (Shaw, 2020). Most recently, Generation Z has entered the 

workforce and is providing a need for new motivational needs (Dolot, 2018). Generations 

in the current workplace include Generation Z, which started in 1996 and is still going; 

millennials, born between 1977-1995; Generation X, born between 1965-1976; baby 

boomers, born between the years of 1946 to 1964 (Jiri, 2016). When it comes to the 

motivation of different generations, this can be talked about through evolution, 

stereotypes, or strictly through motivation by itself.  

 According to Graystone (2019), building a positive workplace starts with being 

able to motivate your employees, regardless of their generation. However, knowing what 

motivates each generation will help develop a positive workplace atmosphere. Each 

generation has its own attitudes, habits, beliefs, and expectations, making it critical that 

motivation is understood for each generation (Kicheva, 2017). When finding out how to 

motivate each member in a generation, a leader is giving an organization an advantage on 

the competitive side (Graystone, 2019). Graystone (2019) stated that if a leader can know 
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the value brought by each generation, the leader can create a work environment around 

those strengths to maximize the motivation of each member of a generation.  

 Sahrash (2021) also researched different generations and how this can lead to 

motivation in the workplace. According to Sahrash, all generations in the workplace need 

to feel engaged and interested in their work. Each generation brings different and new 

ideas into the workplace, but they all need to have an interest in what they are presenting. 

If an organization can figure out how to make each generation feel engaged in their work, 

they can have a workplace full of motivation. Along with this, having an organization 

that understands that each generation has a different approach to their work will lead to a 

positive workplace.  

 According to Shakhbazyan (2018), the most critical aspect of having a 

multigenerational workplace is understanding that each generation works differently and 

that this is acceptable. Motivation can be so many different things, such as 

communication, leadership style, the feeling of commitment, and overall satisfaction with 

a person's job (Shakhbazyan, 2018). Taking the time to understand one's employees and 

what generation they are a part of can help a leader to understand how they can better 

motivate that certain employee. Each employee will be motivated differently, and it is 

important to make the necessary changes when leading them.  

Engagement  

 Hisel (2020) focused on engagement rather than motivation per se in the 

workplace. When researching the generations of veterans (born between 1925 and 1945), 

Baby boomers, Generation X, and millennials, Hisel found that veterans were the most 
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engaged in their work, followed by millennials, Generation X, and baby boomers. Baby 

boomers and veterans were statistically different in their engagement in comparison to 

millennials and Generation X. The more engaged employees are, the more they 

outperform their opponents, leading engagement to have an effect on the workplace.  

Stereotyping 

 It is critical not to stereotype each employee and instead find out how each 

generation identifies itself in relation to motivating the different generations (Van 

Rossem, 2019). Stereotypes can happen when one member of a generation looks at 

another and assumes something about their work ethic, communication style, 

reinforcement preferences, and more (Van Rossem, 2019). Van Rossem (2019) found 

that stereotypes are formed based on the perceived differences between other generations. 

Looking into how each employee identifies their generation is going to help motivate 

them.  

Gender and Ethnicity 

 Gender can have an effect on how a person perceives themselves and their 

motivational factors (Loffler & Gretemeyer, 2021). Men and women are expected to have 

psychological differences, which can lead to them needing different motivational 

strategies in the workplace (Lizbetinova & Hitka, 2020). Women tend to create their 

motivation based on family and home life, whereas men tend to base it on salary 

(Lizbetinova & Hitka, 2020). It is also known that the motivational factors of men and 

women can differ based on region, meaning that motivational factors in the United States 
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may differ from those in a different country (Lizbetinova & Hitka, 2020). Therefore, it is 

important to consider gender when conducting this study. 

 The definition of gender has changed in recent years (Cameron & Stinson, 2019). 

Gender, in the past, has been strictly two choices: men and women. Now, society has 

allowed for additional choices when identifying gender (Cameron & Stinson, 2019). 

When research does not allow for a person to correctly choose their gender, it leads to 

misclassification of the participants, which then violates the ethical standards as 

researchers (Cameron & Stinson, 2019). Gender choice has been compared by the 

example of asking a participant's age in a research study; the choices are not “young” or 

“old,” but rather they give you many options to choose your age (Lindqvist et al., 2021). 

Therefore, gender should also follow the same concept of providing participants with 

several choices in order to accurately select their gender (Lindqvist et al., 2021).  

 There have been countless studies that have taken the gender of the participants 

into consideration. Kang et al. (2022) studied workplace bureaucracies and the effect 

gender can take in the workplace. Results showed that women in the workplace tend to 

have more workplace stress due to infringements of their personal time. Due to this, 

women were restricted in workplace achievements and advantages (Kang et al., 2022). 

Additionally, Hitka et al. (2021) stated in their research that women are more motivated 

by family needs and work–life balance, whereas men are motivated by economic welfare 

and professional success (Hitka et al., 2021). Additionally, women prefer to work more in 

teams, and men prefer to work independently (Hitka et al., 2021). Last, Zhang et al. 

(2020) stated that men are motivated by jobs with more autonomy and bargaining ability. 
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Zhang et al. (2020) also stated that men spend more time in at work where women spend 

more time at home. All of these studies have proven in some way that gender can affect 

the way a person is motivated in the workplace.  

 The research discussed above helps the current research by showing how gender 

can affect research and how it can have different outcomes for each. Past research shows 

that difference in gender can impact motivational factors (Hitka et al., 2021; Kang et al., 

2022; Zhang et al., 2020). The current research uses gender as a covariate to see if 

different genders influence how a person answers the questionnaires. Taking past studies 

that have used gender as a variable or a covariate helps the researcher to understand how 

gender has had an effect on different studies and in different settings.  

 Along with gender, it is also important to consider ethnicity. Employees who 

identify as an ethnic minority tend to experience higher stress (Jones et al., 2022). Stress 

in these employees stems from interpersonal relationships, finances, and ethnic group 

membership (Jones et al., 2022). With bigger stress weighing on certain ethnic groups, 

their motivational factors can be geared toward different things than those who identify 

with the majority of the workplace (Jones et al., 2022). A person's demographic 

intersectionality, age, social identity, sexual identity, and ethnicity can have an effect on 

their work and the work values, rewards, and recognition they prefer (Marcus, 2022).  

 A person’s ethnicity can be critical for how they are motivated and think (Hashmi 

& Majeed, 2020). A person’s ethnicity manifests differently in different societies 

(Hashmi & Majeed, 2020). Forth and Bryson (2021) researched the differences in wages 

between different ethnic groups in a workplace. Ethnic groups not identifying as White 
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have historically been paid lower wages in the workplace (Forth & Bryson, 2021). Lower 

pay satisfaction and higher skill levels in ethnic minority workers are consistent with 

discrimination in wage setting (Forth & Bryson, 2021). When a person does not get paid 

what they think they deserve or have a lower wage, to begin with, this can lead to lower 

motivation in the workplace (Ali & Anwar, 2021). Additionally, employees feel degraded 

and less motivated when stereotyped or miss out on a promotion because of how they 

look (Oosthuizen & Mayer, 2019). Wang and Seifert (2020) stated that continuous 

discrimination in the workplace has led to wage gaps and less presence from ethnic 

groups in leadership roles. It has been proven that ethnicity plays a critical role in a 

person's motivation in the workplace, causing it to be an essential covariate for this 

research.  

 The review of the literature on ethnicity helps this research by showing that 

ethnicity can affect how a person is motivated in the workplace. Not only that, but 

ethnicity can also play a part in what type of leader an employee wants in their workplace 

(Forth & Bryson, 2021). The studies above used ethnicity as the main focus in their 

research, not as a covariate. However, the studies did show how much ethnicity can affect 

the workplace and how it can alter a person's motivation and work style. While not the 

focus of this study, given prior research on ethnicity, the present study will take ethnicity 

into account as part of the analysis of the relationship between generation and motivation.  

Evolution of Generations 

Last, a leader can examine the different generations and how they have evolved 

over time. Singh et al. (2021) looked at generations from 2001 to 2009 and then from 
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2010 to 2018. Singh et al. (2021) found that from 2001 to 2009, the two major themes 

identified in the workplace were communication and identification. However, from 2010 

to 2018, there were four themes identified – retaining and engaging employees, 

generational differences in work values, the impact of generational differences in 

variables such as work values, visibility, communication, and performance, and last, 

generational diversity. Understanding how generations have evolved over time will help 

motivate employees because it shows employers what they are focusing on in the 

workplace.  

Summary and Conclusions 

In Chapter 2 of this study, several literature reviews provided an analysis of the 

background that is related to multigenerational workplaces, motivation in the workplace, 

rewards, and recognition of employees in the workplace. Multigenerational workplaces 

consist of several different generations all working together for one organization (Smeak, 

2020). Each generation bonds over the same historical happenings, social constructs, and 

how they have grown up over time (Frei, 2017). These different upbringings have 

tailored each generation to be motivated in different ways, as well as desire different 

rewards and recognitions (Rubin & Sun, 2021).  

Generation Z is beginning to enter the workforce and may be bringing with them 

a different approach to stay motivated. Leaders who are working with Generation Z 

alongside other generations are in need of understanding how to motivate each employee. 

Staying away from stereotyping, negative leadership styles, and taking the time to 

understand each generation is going to lead a multigenerational workplace to a successful 
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organization. Knowing the rewards, recognitions, and work values of each generation is 

going to set a leader and organization’s up for success.  
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Chapter 3: Research Method 

The purpose of this quantitative, cross-sectional, survey study is to examine the 

differences in motivating factors in a multigenerational workplace in relation to work 

values, recognition, and leadership style preferences. Chapter 3 contains a discussion of 

the research design and rationale for the study as well as details on the sample consisting 

of the four generations in the current workforce: Generation Z, millennials, Generation X, 

and baby boomers. The MIQ (Rounds et al., 1967) and the VLS (Vanns et al., 2014) will 

be used to obtain data. The independent variable in this study was generation cohorts 

(i.e., Generation Z, millennials, Generation X, and baby boomers). The dependent 

variables were (a) the six work values of achievement, comfort, status, altruism, safety, 

and autonomy and (b) the leadership styles of transactional, autocratic, transformational, 

democratic, and laissez-faire. The two covariates were ethnicity and gender. The 

following two RQs and their corresponding hypotheses underpinned this study:  

RQ1: Are there differences in work values among Generation Z, millennials, 

Generation X, and baby boomers? 

Ha1: There are statistically significant differences in the mean work values of 

Generation Z compared to millennials, Generation X, and baby boomers after 

controlling for gender and ethnicity.  

H01: There is not a statistically significant difference in the mean work value of 

Generation Z compared to millennials, Generation X, and baby boomers after 

controlling for gender and ethnicity.  
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RQ2: Are there differences in leadership styles desired among Generation Z 

compared to millennials, Generation X, and baby boomers? 

Ha2: There are statistically significant differences in the desired leadership styles 

of Generation Z compared to millennials, Generation X, and baby boomers after 

controlling for gender and ethnicity.  

H02: There is not a statistically significant difference in the desired leadership 

styles of Generation Z compared to millennials, Generation X, and baby boomers 

after controlling for gender and ethnicity. 

Research Design and Rationale 

In this study, I employed a quantitative, cross-sectional, survey design. 

Quantitative research involves measurement and requires an instrument to collect data 

(Rutberg & Bouikidis, 2018). Quantitative research is dominant in research frameworks 

in social sciences (Ahmad et al., 2019). Numeric patterns target quantitative research 

assumptions, strategies, and techniques (Ahmad et al., 2019). I will use a survey 

instrument, or questionnaire, to gather the numerical information needed to measure the 

phenomena of the four different generations under study. 

A cross-sectional design allows for different variables to be compared 

simultaneously using data collected from a single administration of a survey (Spector, 

2019). This type of survey can be used to examine participants’ current attitudes, beliefs, 

opinions, and practices (Creswell, 2014). For example, in the current study I used a cross-

sectional survey to understand each generation’s attitudes, beliefs, opinions, and practices 

about work values and leadership style preferences. A cross-sectional study collects data 
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at a single point in time, meaning participants answer with their present views while 

taking the survey (Creswell, 2014). A benefit to this type of survey is that it can be done 

more readily than a longitudinal study and is likely to be more affordable for researchers 

(Spector, 2019). The drawbacks of a cross-sectional study compared to a longitudinal 

design include a lack of ability to evaluate change and make causal interpretations.  

In this study, I measured one independent variable of generational cohorts(i.e., 

Generation Z, millennials, Generation X, and baby boomers). The dependent variables 

will be the work values of achievement, comfort, status, altruism, safety, and autonomy, 

as well as the leadership styles of transactional, autocratic, transformational, democratic, 

and laissez-faire. Gender and ethnicity will be included as covariates. 

Methodology 

In this section, I discuss the population, sampling and sampling procedures, and 

recruitment process.  
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Population 

The targeted population for the current study were full- and part-time employees, 

18 years and older, who are members of the generation cohorts of Generation Z, 

millennials, Generation X, and baby boomers. A working adult can be defined as a 

person who works at least 1 hour as a paid employee, worked at least 1 hour in their own 

business, a person who was temporarily absent from their job, even if it was unpaid, and 

a person who worked without pay for a minimum of 15 hours in a business (Labor Force 

Statistics from the Current Population Survey, 2021).  

Sample and Sampling Procedures 

I recruited the sample from full- and part-time employees located in St. Louis, 

Missouri. The identities of the participants will remain anonymous. The participant 

sample comprised only individuals who identify as being members of the generations of 

Generation Z (born between 1997 and 2012), millennials (born between 1981 and 1996), 

Generation X (born between 1965 and 1980), and baby boomers (born between 1955 and 

1964). An approximately equal amount of participants from each group will be sought 

out. These four generations were used in this study because current researchers have 

stated that more research should be done on motivation from work values and leadership 

styles of these generations, particularly Generation Z (Nguyen Ngoc et al., 2022). The 

Bureau of Labor Statistics stated that Generation Z will make up a third of the workforce 

by the end of the 2030 (Toossi, 2016). In 2023, millennials made up 39.4%, Generation X 

made up 35.5%, and baby boomers made up 19% of the workforce (Donelan, 2023). 

Every day over 10,000 baby boomers are reaching the age of 65, which will lead to their 
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retirement (Donelan, 2023). Research on Generation Z needs to be conducted because 

they are new to the workforce but will be making a large impact for years to come.  

I used a convenience sample in this study. Convenience sampling is a 

nonprobability sampling method where the researcher selects participants, refers to the 

research, or chooses to self-select to participate in the study (Stratton, 2021). The sample 

for this study was obtained from full- and part-time employees who identify as 

Generation Z, millennials, Generation X, and baby boomers based on their age at the time 

of the study. I dispersed the survey via a mass email, where when people choose to take 

part in the study, it will not be tied back to the email they received. Along with email, I 

recruited participants through social networks, such as LinkedIn and Facebook, where 

interested individuals will be provided with a link to follow directly to the informed 

consent form and questionnaire.  

I conducted a power analysis to determine the required minimum sample size, 

drawing on prior research effect sizes. As is standard in psychological research, the 

statistical power was set at 0.80 with an alpha level set at .05 (see Serdar et al., 2021). A 

sample size that is determined based on the power of .80 and an alpha of .05 for a 

medium effect size will lead to a researcher needing at least 50 participants per variable 

in each model (Brysbaert, 2019). There are instances when a new research topic can have 

a higher alpha, leading to needing fewer participants in some cases (Serdar et al., 2021). 

When using a MANCOVA, a sample size must be determined based on the effect size, 

alpha, power, and number of variables (Krasikova et al., 2018).  
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Ring-Le Dastu et al. (2023) used an ex post facto design to examine how 

organizational stress can have an effect on motivation in police personnel. Using a 

G*Power analysis with an effect size of 0.25 and a significance value of 0.05, the 

researchers determined a sample size for their study. The results of their study proved to 

be significant when finding that organizational stress has a large impact on intrinsic 

motivation, with F = 3.269, p = .039, and Wilk’s A = .984 (Ring-Le Dastu et al., 2023). 

For the current study, I used a G*Power analysis to determine the sample size needed 

(see Faul et al., 2007). In G*Power, with an effect size of 0.25, an α of 0.05, four groups 

(i.e., Generation Z, millennials, Generation X, and baby boomers), and two covariates 

(i.e., sex and ethnicity), I calculated the total number of participants needed to be 269.  

Procedures for Recruitment, Participation, and Data Collection 

The population for this study are part- and full-time employees who are members 

of the Generation Z, millennial, Generation X, and baby boomer generations. To recruit 

participants for this study, I will post an invitation to participate in the survey on 

LinkedIn and Facebook as well as send invitations through email and invite possible 

participants through word of mouth. In the invitation posts and emails, interested 

participants will be able to click the link provided, which will take them directly to the 

survey. The survey will be available on web browsers via SurveyMonkey, which can be 

accessed through a smartphone or computer. Once a participant clicks the link, they will 

first be presented with the informed consent form, and they will need to indicate their 

consent to proceed to the survey itself.  
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Once the participant is done filling out the survey, their answers will be saved, 

and they may exit the survey; no follow up will be needed. Their data will then be saved 

within the survey dashboard that can be accessed only by me as the researcher conducting 

the study. The data can be downloaded and reviewed to complete the analysis process.  

To collect data for this study, I administered a survey via SurveyMonkey. The 

link to the SurveyMonkey survey will be shared through LinkedIn and Facebook posts as 

well as emails. The social media platform posts will state,  

Hi! My name is Alaina, and I am working on my dissertation for my PhD. The 

next step is to conduct research on motivation and leadership styles in the 

generations of Generation Z, millennials, Generation X, and baby boomers. If you 

fall into one of those generations and have time to fill out this anonymous survey, 

I would greatly appreciate it. Please click on the link below to fill the anonymous 

survey out. If you have any questions or concerns, please feel free to contact me. 

Thank you!   

Once a participant clicked on the link that will take them to SurveyMonkey, they 

were be asked to indicate their consent at the end of the informed consent form. Once the 

respondent consented to take part in the study, the survey questions began, and the survey 

concluded with a thank you page. If participants are interested in the survey results, they 

can follow a link provided via LinkedIn, Facebook, and email that will take them directly 

to the results once they are finished. If participants have questions, they will be able to 

comment on the post or send me a direct message.  
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Instrumentation and Operationalization of Constructs 

I used two measures to collect data for this study: the MIQ (Rounds et al., 1967) 

and the VLS (Vann et al., 2014). The questionnaire also included demographic questions 

regarding the participants’ age, gender, and ethnicity. The MIQ can be obtained from the 

University of Minnesota and is free to use (see Appendix A). I obtained the second 

questionnaire from its creators, Vann, Coleman, and Simpson, who granted their 

permission for me to use the VLS in this study (see Appendix B). I established which 

generation cohort a participant belongs to by having them select their birth year 

according to their generation. The covariates were measured by participants selecting the 

appropriate answers for themselves. 

Work Values 

I measured work values using the MIQ. The MIQ was used to measure the needs 

and values people may have at work (Holm, 2021). The MIQ consists of two different 

questionnaires: the Paired Form, where each need is paired with another need, and the 

ranked form, where needs are presented in blocks of five and the respondent ranks the 

order according to their importance (MIQ, 1981). For this study, I used the ranked form 

because it examines the importance of individuals’ needs by themselves. The MIQ 

ranked form consists of 21 questions, and each block of questions is ranked from 1 to 5 

according to the participant’s preferences. The MIQ is then interpreted based on the 

consistency and inconsistency of answers.  

A scale of internal consistency has been used to measure the reliability of the 

MIQ, the stability of MIQ scales over time, and the stability of MIQ profiles over time 
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(Lachar & Layton, 1992). The reliability of the MIQ based on the Hoyt reliability 

coefficients showed a range from .30 to .95 with a median of .77 and .81 (Lachar & 

Layton, 1992). The validity of the MIQ is not as strong as its reliability but is still robust. 

Gonzalez-Saenz de Tejada et al. (2019) tested the reliability of the MIQ using anchor 

question responses and correlations and found a score of .50 for validity. Additionally, 

Weiss et al. (1964) determined the validity of the MIQ through the interaction of need, 

reinforcement, and satisfaction and found that 10 of the 16 MIQ scales were valid, which 

is 0.62 for validity. Furthermore, Leuty and Hansen (2011) stated there is strong evidence 

of validity and reliability in the MIQ. The strength of the MIQ allows individuals to 

differentiate what is important to them, versus ranking them in a scale, thus making it 

more reliable (Leuty & Hansen, 2011). The following are examples of MIQ questions: 

1. I could do things for other people. 

2. I could something that makes use of my abilities. 

3. I could be busy all the time. 

4. The company would administer its policies fairly. 

5. I could make decisions on my own. 

6. I could plan my work with little supervision. 

Leadership Style Preferences  

The VLS is used to measure preferred leadership styles of each participant. The 

VLS was created by Vann et al. (2014) to take elements from the Leadership Style Scale 

(Tas et al., 2007) and the Multifactor Leadership Questionnaire (Bass, 1985) to create 

more realistic and applicable categories. The VLS scale consists of 27 Likert-type items 
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that range from 1 (strongly disagree) to 5 (strongly agree) and instructs participants to 

rate what they believe a leader should do and say in their position. The VLS is divided 

into categories based on each leadership style (i.e., transactional, autocratic, 

transformational, democratic, and laissez-faire). Sample questions from the VLS include: 

1. It is the supervisor’s ultimate responsibility for whether the organization 

achieves its goals. 

2. Supervisors should be highly concerned about developing staff’s ability to 

contribute to making important organizational decisions.  

3. Supervisors should let staff members know what to expect as rewards for 

achieving goals. 

4. Supervisors should look for ways to develop the strengths of staff members. 

The reliability of this instrument has been shown in prior research and by the 

creators (Altheeb, 2020; DeLay & Clark, 2020; Schenck, 2023; Watters, n.d.). The VLS 

was established as a reliable instrument in a pilot study conducted by Vann, one of the 

developers, at the University of the Cumberlands in 2014 (Vann et al., 2014). Results for 

test-retest reliability were high (r (108) = .91, p < .001; Vann et al., 2014). Feedback that 

was collected during dialogues gave the VLS validity (Vann et al., 2014). The VLS was 

created in collaboration with SBS Swiss Business School and was able to become a valid 

instrument after its creation (Vann et al., 2014). Furthermore, when studying leadership 

and motivation in a work environment using the VLS, Altheeb (2020) was able to 

establish a reliability of 0.79 through conducting a Cronbach alpha test; thus, further 

demonstrating the reliability of the VLS.  
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The creators of the VLS, Vann et al. (2014) strove to create an instrument that is 

reliable and valid (Watters, n.d.). Watters (n.d.) used the VLS to research the correlation 

between police leadership style preferences and respondent rank. Conducting a pilot test 

with the VLS to ensure validity in the instrument, Watters found that the VLS was valid 

but that it could have been stronger with a bigger sample size. Using an ANOVA, 

Watters determined there was a significant difference in leadership style preference with 

p < 0.001. Similarly, Mews (2019) used the VLS and an one-way ANOVA to identify 

preferred leadership styles in faculty and staff in higher education. The results showed 

there was a significant difference in leadership style preferences in the participants with a 

p < 0.001 (Mews, 2019). Permission to use the VLS in the current study can be found in 

Appendix B.  

Demographic Items and Generation Cohort 

 In addition to the measures noted, I asked several demographic questions to 

describe the sample. The respondents’ gender was determined by having the participant 

identify their preferred gender (i.e., male, female, self-described, or choose not to 

answer). Ethnicity was measured by having participants select which ethnicity they 

identify with (i.e., White, Black, Asian, Latino, etc.). Age was measured by asking the 

respondents to identify their age in years as an integer value. I then used the birth year to 

categorize participants into their respective generational cohorts: Generation Z (born 

between 1997 and 2012), millennials (born between 1981 and 1996), Generation X (born 

between 1965 and 1980), and baby boomers (born between 1955 and 1964).  
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Data Analysis Plan 

In this nonexperimental, cross-sectional study, I used the MANCOVA test to 

compare each generation based on the dependent variables and the covariates of ethnicity 

and gender. A MANCOVA is used to examine the influence of the independent variables 

and the one dependent variable while simultaneously removing the effect of the 

covariates (George & Mallery, 2018). SPSS was used to run the MANCOVA. I used a 

MANCOVA to address RQ1 and RQ2. Results were interpreted per probability values. A 

probability value will tell how likely it is that something can occur under a null 

hypothesis (Halsey, 2019). Probability values can be used to determine whether a result is 

statistically significant.  

Threats to Validity  

Validity refers to whether a test measures what it is intended to measure 

(Rahardja et al., 2019). One threat to validity in survey research is survey reactivity. 

Survey reactivity refers to when a participant modifies their behavior because they are 

aware of the RQs being asked. (Oliver et al., 2021). When a participant knows there are 

specific questions that are going to be answered based on how they respond, they become 

aware that their answers can alter the outcomes (Oliver et al., 2021). To ensure the 

validity of this research, objective questions will be used, and anonymity will be ensured 

when sharing the survey and on the survey itself. Following this, another threat to validity 

can be the number of participants. There is no incentive for taking the survey, therefore 

there is no greater motive than to do the survey for research and to support the researcher. 

To help with this validity threat, the participants had access to the survey results once a 
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link was posted to the same place participants were recruited (LinkedIn, Facebook, and 

through Email). The link took them to a page showing the results of the survey. Once the 

results were finished, the participants could click the link to see them.  

The sample size required was computed using a G*Power analysis (Faul et al., 

2007) Based on this analysis, a sample size of 269 was needed. A smaller sample can 

cause a low statistical power and can impact statistical conclusion validity, which 

measures how reasonable the conclusion to a research or experiment is (Garcia-Perez, 

2012). Additionally, there could be a threat to construct validity through mono-operation 

bias. Mono-operation bias is when a researcher only uses one survey at one point in time, 

meaning it is possible to not capture the whole breadth of what is being studied (Wang & 

Seifert, 2023). With this study only being done at one point in time, it risks the threat to 

this validity.  

Ethical Procedures 

Ethical procedures were followed throughout the research process to ensure that 

the research meets the ethical requirements of the Walden University Institutional 

Review Board (IRB). The Walden University IRB approved the proposal for this research 

on May 7th, 2024 (approval no. 05-07-24-1010453). The participants could stop at any 

time. The study was completely anonymous and confidential and presented a minimal 

risk for the respondent.  

Summary 

The research design for this study was a quantitative cross-sectional survey using 

MANCOVA. Participants were recruited who were members of Generation Z, 
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millennials, Generation X, and baby boomers. A quantitative design was used because it 

created numerical data that can be statistically evaluated. I used the MIQ and the VLS 

(Rounds et al., 1981; Vanns et al., 2014). The study consisted of a targeted sample of 280 

participants. A MANCOVA was conducted to examine differences in the preferred work 

values and leadership preferences in each generational cohort: Generation Z, millennials, 

Generation X, and baby boomers.  

A description of both data collection instruments, the MIQ (Rounds et al., 1981) 

and the VLS (Vanns et al., 2014) were presented. The participants desired and the 

population from which the sample will be drawn were examined in this chapter. The MIQ 

and the VLS were chosen to measure the work values and leadership styles preferred by 

the members of each generation based on their proven reliability and validity. 

This chapter provided the framework from which this research will use to answer 

the two RQs outlined. Chapter 4 will include more in-depth discussion of the research 

findings in relation to the RQs and hypotheses. In addition, I will present the study 

results. Last, in Chapter 4 I will discuss how the findings support the conclusions.  
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Chapter 4: Results 

The purpose of this quantitative study was to examine how the members of four 

different generations, baby boomers, Generation X, millennials, and Generation Z, are 

motivated based on their preferred rewards and recognition, as well as what leadership 

style they prefer. Two RQs and hypotheses were posed:  

RQ1: Are there differences in work values among Generation Z, millennials, 

Generation X, and baby boomers? 

Ha1: There are statistically significant differences in the mean work values of 

Generation Z compared to millennials, Generation X, and baby boomers after 

controlling for gender and ethnicity.  

H01: There is not a statistically significant difference in the mean work value of 

Generation Z compared to millennials, Generation X, and baby boomers after 

controlling for gender and ethnicity.  

RQ2: Are there differences in leadership styles desired among Generation Z, 

compared to millennials, Generation X, and baby boomers? 

Ha2: There are statistically significant differences in the desired leadership styles 

of Generation Z, compared to millennials, Generation X, and baby boomers, after 

controlling for gender and ethnicity.  

H02: There is not a statistically significant difference in the desired leadership 

styles of Generation Z, compared to millennials, Generation X, and baby 

boomers, after controlling for gender and ethnicity. 
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This chapter will cover the details of the data analysis to test the RQs and their 

hypothesis. First, an overview of the data collection will be provided. Second, the results 

will be described and an evaluation of the statistical assumptions will be done. Third, the 

findings of the statistical analysis will be done based on the RQs and hypotheses. Finally, 

any additional statistical tests that emerged from these findings will be reported.  

Data Collection 

Data collection did not deviate from what was stated in Chapter 3. I gathered 

survey data from 262 participants who were working adults; 18 years of age or older; and 

living in or around the St. Louis, Missouri, area. Surveys were administered via 

SurveyMonkey over a 2-week period and completely anonymous. The survey was 

launched on May 29th and closed on June 12th. To recruit for this survey, I posted on 

LinkedIn and Facebook and sent the link to my email contacts. Walden University’s IRB 

(IRB) authorized the data collected for this study on May 7th, 2024 (approval no. 05-07-

24-1010453). The number of participants closely matched the recommended G*Power 

sample size of 269. Of the 280 responses, there were no skipped questions, leaving 280 

valid responses. Results were assessed using a MANCOVA.  

Sample Description 

 The sample for this study included working adults who were at least 18 years of 

age and who fell into one of the four generational cohorts of baby boomers, Generation 

X, millennials, and Generation Z. After the survey closed, there were a total of 280 

responses. Out of the 280, 75 (26.7%) identified as baby boomers, 65 (23.1%) identified 

as Generation X, 92 (32.7%) identified as millennials, and 48 (17.1%) identified as 
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Generation Z. Most participants (n = 215, 76.5%) identified as White and as female. 

Table 1 offers a summary of participant demographics. 

Table 1  

Demographic Summary of the Sample 

Characteristic n % 
Generation   

Baby Boomer 75 26.7 
Generation X 65 23.1 
Millennials 92 32.7 
Generation Z 48 17.1 

Gender   
Female 215 76.5 
Male  63 22.4 
Nonbinary  2 0.7 

Ethnicity   
White 215 76.5 
Black or African American 54 19.3 
Asian or Asian Pacific  11 3.9 

 

Results 

Descriptive Statistics  

Descriptive statistics for the study variables are summarized in Table 2. It shows 

the means and standard deviations for the measures based on generation. 
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Table 2  

Descriptive Statistics for Generational Differences in Values 

Value (generation) n SD M 
Safety 

Baby boomer 
 

75 
 

0.05 
 

2.46 
Generation X 65 0.57 2.15 
Millennial 92 0.05 2.52 
Generation Z 

Autonomy 
Baby boomer 
Generation X 
Millennial 
Generation Z 

Comfort  
Baby boomer 
Generation X 
Millennial 
Generation Z 

Altruism 
Baby boomer 
Generation X 
Millennial 
Generation Z 

Achievement  
Baby boomers 
Generation X 
Millennial 
Generation Z 

Status 
Baby boomers 
Generation X 
Millennial 
Generation Z 

48 
 

75 
65 
92 
48 
 

75 
65 
92 
48 
 

75 
65 
92 
48 
 

75 
65 
92 
48 
 

75 
65 
92 
48 

0.07 
 

0.36 
0.41 
0.32 
0.36 

 
0.47 
0.41 
0.44 
0.68 

 
0.36 
0.56 
0.63 
0.61 

 
0.41 
0.43 
0.56 
0.36 

 
0.55 
0.46 
0.47 
0.67 

2.71 
 

2.84 
3.24 
3.06 
2.98 

 
2.49 
2.21 
1.98 
2.51 

 
3.10 
3.13 
3.31 
2.39 

 
2.19 
2.22 
2.23 
2.52 

 
3.43 
3.40 
3.24 
3.13 
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Assumptions Testing 

Prior to examining the RQs, I evaluated the assumptions for MANCOVA. Several 

assumptions must be met when conducting a MANCOVA. These assumptions include 

unequal sample sizes and missing data, multivariate normality, linearity, outliers, 

homogeneity of variance-covariance matrices, homogeneity of regression, reliability of 

covariates, and multicollinearity and singularity. 

Unequal Sample Sizes and Missing Data 

The first assumption involves unequal sample sizes and missing data. To examine 

this assumption, I used SPSS Statistics to assess missing values, data distribution, and 

variance. This study included 280 valid responses and one missing response. The sample 

consisted of 75 baby boomers, 65 members of Generation X, 92 millennials, and 48 

members of Generation Z. Given that the sample sizes were relatively comparable, this 

assumption was considered met. Table 3 presents the distribution of respondents and 

details regarding missing data. 

Table 3 

Distribution of Sample 

Statistic N Characteristic 
Race Gender 

 Valid 280 280 280 
    
Missing 1 1 1 

M 2.40 1.27 1.78 
SD 1.060 .527 .431 
Variance 1.123 .277 .185 
Skewness .010 1.814 -1.100 
SE of skewness .146 .146 .146 
Kurtosis -1.244 2.424 .002 
SE of kurtosis .290 .290 .290 
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Minimum 1 1 1 
Maximum 4 3 3 

 

Multivariate Normality 

The sample consisted of 280 participants representing four generations, three 

gender identities, and three ethnic groups. To ensure multivariate normality, a degrees of 

freedom (df) value of three was applied for generational groups, while a df of one was 

used for both ethnicity and gender. Given the relatively even distribution of sample sizes, 

there is no significant cause for concern regarding this assumption. 

Linearity 

The assumption of linearity posits a straight-line relationship between two 

variables (Tabachnick & Fidell, 2013). Linearity is essential, as certain variables may be 

overlooked when using Pearson’s r alone (Tabachnick & Fidell, 2013). In this study, the 

assumption of linearity was met for the variables of status, achievement, altruism, 

comfort, safety, and the Laissez-Faire leadership style. 

Outliers 

Outliers may arise when multiple distinct populations are combined within the 

same sample or when critical variables are omitted (Tabachnick & Fidell, 2013). To 

assess this assumption, Mahalanobis’ test was conducted in IBM SPSS Statistics. The 

results indicated no significant outliers in the dataset, confirming that this assumption 

was met. 
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Homogeneity of Variance-Covariance Matrices 

To assess the assumption of homogeneity of variance-covariance matrices, Box’s 

M test of equality of covariance matrices was conducted. This test evaluated whether the 

six dependent variables—achievement, comfort, status, altruism, safety, and autonomy—

as well as the leadership styles of transactional, autocratic, transformational, democratic, 

and laissez-faire, were equally distributed across generational groups, the independent 

variable. 

The results of Box’s M test, performed in IBM SPSS Statistics, indicated a 

significance level of p < .001. These findings suggest that the assumption of homogeneity 

of variance-covariance matrices was violated, as the dependent variables were not equally 

distributed. Table 4 provides a summary of the Box’s M test results. While this finding is 

problematic, the analyses were conducted to test the RQs. This violation requires a close 

examination of the covariates and the results that are obtained to ensure that the violation 

is not impacting any results that are found.  

Table 4 

Box's Test of Equality of Covariance Matrices 

Statistic Value 
Box’s M 2260.491 
F 5.637 
df1 360 
df2 112125.303 
P < .001 
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Homogeneity of Regression 

The assumption of homogeneity of regression states that the regression slopes for 

the dependent variable on the covariate must be consistent across all groups within the 

design (Tabachnick & Fidell, 2013). To test this assumption, a model was run in IBM 

SPSS Statistics. The results indicated a significance level of p = .003, suggesting a 

violation of this assumption. However, the covariates of ethnicity and gender were not 

found to be statistically significant on their own.  

Reliability of Covariates 

The reliability of covariates is another key assumption in this analysis. The 

covariates in this study—ethnicity and gender—were examined for potential reliability 

concerns. Given the data collection procedures, there is no indication of unreliability that 

would negatively impact the covariate analysis. 

Multicollinearity and Singularity 

The final assumption, multicollinearity, and singularity, address potential issues in 

correlation that arise when variables are highly interrelated (Tabachnick & Fidell, 2013). 

This assumption was tested using IBM SPSS Statistics, yielding a correlation value of 

.96. As this value does not indicate a problematic level of multicollinearity, no concerns 

were identified regarding this assumption. 

Before analyzing the RQs, the assumptions for conducting a MANCOVA were 

evaluated. These assumptions included sample size considerations, multivariate 

normality, linearity, outliers, homogeneity of variance-covariance matrices, homogeneity 

of regression, reliability of covariates, and multicollinearity. Overall, while most 
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MANCOVA assumptions were met, violations in homogeneity of variance-covariance 

matrices and homogeneity of regression required further scrutiny during data analysis. 

Analysis of the Research Questions 

The first RQ is relevant in today’s workforce, as each generation brings its own 

distinct values, motivations, and attitudes toward work. Examining the differences in 

each generation can help companies foster a workforce that is more harmonious, have 

better tailored leadership approaches, and optimize teams by understanding how each 

generation prefers the six values of safety, autonomy, comfort, altruism, status, and 

achievement. The second RQ is critical in understanding leadership in multigenerational 

workforces. Each generation was raised with different perspectives, technology, and 

ethics, making it essential for leaders to understand how to motivate each generation 

separately. Therefore, it is important that leaders know the different leadership styles and 

how each generation typically responds to them and which leadership style they prefer.  

 The first RQ asks if there are differences in work related values based on 

generation, and after accounting for ethnicity and gender. To examine the first RQ, a 

MANCOVA was used to evaluate if there was a statistically significant difference in the 

six work related values measured by the MIQ. Answers to the questions were in rank 

form, having participants put what is most important to them at the top (1) and what is 

least important to them at the bottom (5). The independent variable was the generational 

cohort, which consists of baby boomers, Generation X, millennials, and Generation Z.  

The second RQ was aimed to identify if there was a difference in leadership style 

preferences between the generations of baby boomers, Generation X, millennials, and 
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Generation Z. A MANCOVA was also used to address this RQ. The dependent variables 

were the leadership styles of transactional, autocratic, transformational, democratic, and 

laissez-faire. The independent variable was the generations of baby boomers, Generation 

X, millennials, and Generation Z. 

 The MANCOVA results revealed differences in scores across the six values and 

leadership styles among the generational groups, baby boomers, Generation X, 

millennials, and Generation Z, while accounting for the covariates of ethnicity and 

gender. 

 For the covariate of ethnicity, the value of achievement and the leadership styles 

of democratic transformational and laissez-faire were statistically significant. The status 

of achievement had a significance level of 0.004, the democratic transformational leader 

had a significance of 0.02, and laissez-faire had a significance level of 0.02. These results 

show us that leaders in organizations should consider ethnicity more closely when it 

comes to the status of achievement and when determining if a democratic 

transformational or laissez-faire leadership style in preferred.  

 The covariate gender showed that the value of status and the leadership styles of 

democratic and autocratic transactional were statistically significant. Status had a 

significance level of 0.08, democratic leadership had a significance of 0.06, and the 

autocratic transactional leadership had a significance level of 0.02. Leaders of 

organizations should take gender into account when considering status and whether a 

person desires a democratic leader or an autocratic transactional leader.  
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 Finally, for generations, the values of safety (p = <.001), autonomy (p = <.001 ), 

comfort (p = <.001 ), altruism (p = <.001), achievement (p = .001 ), and status (p = .008) 

were all statistically significant. For leadership styles, autocratic transactional (p = .825 ), 

democratic transformational (p = .299), and laissez-faire (p = .041) were all statistically 

significant. For the values, safety (p = ), autonomy, comfort, and altruism all had a 

significance level of < .001. Achievement had a significance level of .001, and status has 

a level of .008. The autocratic transactional leader had a significance level of .011, the 

democratic transformational leader was <.001, and laissez-faire was .041.  

 Organizations should take generation into serious consideration when thinking 

about motivation in the workplace. All six values were statistically significant, meaning 

that each generation is motivated in a different way. Therefore, leaders of an organization 

should consider which motivating value is important to each member of their team, 

especially members who belong to different generations. However, not all leadership 

styles were statistically significant for generations. Leaders should consider generational 

differences when autocratic transactional, democratic transformational, and laissez-faire 

are preferred by employees.  

Each variable proved to be significant in a summary of analysis, as shown in 

Table 5. For the independent variable of generations, generations were statistically 

significant with a level of < .001 and p = .001. The covariate of gender was statistically 

significant at a level of .002 and p = .002. Finally, the other covariate of ethnicity was 

statistically significant, with a significance level of .013. 
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Table 5 

Tests of Between-Subjects Effects 

Source Dependent variable Type III 
SS 

df M2 F p ηp² 

Ethnicity Safety .417 1 .417 2.090 .149 .008 
Autonomy .002 1 .002 .012 .913 .000 
Comfort .327 1 .327 1.363 .244 .005 
Altruism .063 1 .063 .210 .647 .001 
Achievement 1.721 1 1.721 8.238 .004 .029 
Status .003 1 .003 .011 .915 .000 
Transactional leader .013 1 .013 .046 .831 .000 
Democratic leader .269 1 .269 1.155 .283 .004 
Autocratic leader .083 1 .083 .312 .577 .001 
Autocratic 

transformational leader 
.902 1 .902 3.048 .082 .011 

Autocratic transactional 
leader 

.056 1 .056 .194 .660 .001 

Democratic 
transformational leader 

1.392 1 1.392 5.695 .018 .020 

Democratic transactional 
leader 

.486 1 .486 1.351 .246 .005 

Transformational leader .015 1 .015 .050 .823 .000 
Laissez-faire leader 4.332 1 4.332 5.733 .017 .020 

Gender Safety .205 1 .205 1.029 .311 .004 
Autonomy .208 1 .208 1.596 .208 .006 
Comfort .812 1 .812 3.383 .067 .012 
Altruism 1.061 1 1.061 3.530 .061 .013 
Achievement .009 1 .009 .044 .834 .000 
Status 1.982 1 1.982 7.255 .008 .026 
Transactional leader .349 1 .349 1.216 .271 .004 
Democratic leader 1.797 1 1.797 7.705 .006 .027 
Autocratic leader .029 1 .029 .111 .740 .000 
Autocratic 

transformational leader 
1.029 1 1.029 3.479 .063 .013 

Autocratic transactional 
leader 

2.871 1 2.871 9.926 .002 .035 

Democratic 
transformational leader 

.004 1 .004 .015 .901 .000 

Democratic transactional 
leader 

.007 1 .007 .019 .890 .000 

Transformational leader .034 1 .034 .114 .735 .000 
Laissez-faire leader .085 1 .085 .113 .737 .000 
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Source Dependent variable Type III 
SS 

df M2 F p ηp² 

Generation Safety 9.870 3 3.290 16.489 <.001 .153 
Autonomy 5.610 3 1.870 14.350 <.001 .136 
Comfort 14.829 3 4.943 20.596 <.001 .184 
Altruism 27.744 3 9.248 30.776 <.001 .252 
Achievement 3.365 3 1.122 5.369 .001 .056 
Status 3.311 3 1.104 4.039 .008 .042 
Transactional leader 1.037 3 .346 1.203 .309 .013 
Democratic leader .860 3 .287 1.230 .299 .013 
Autocratic leader .240 3 .080 .300 .825 .003 
Autocratic 

transformational leader 
1.801 3 .600 2.029 .110 .022 

Autocratic transactional 
leader 

3.303 3 1.101 3.806 .011 .040 

Democratic 
transformational leader 

4.496 3 1.499 6.133 <.001 .063 

Democratic transactional 
leader 

1.175 3 .392 1.090 .354 .012 

Transformational leader 1.476 3 .492 1.658 .176 .018 
Laissez-faire leader 6.329 3 2.110 2.792 .041 .030 

 

Table 6 summarizes the generations and values of participants. 

Table 6 

Summary Analysis of Generations and Values 

Sample characteristic Value F p 
Generation .795 2.35 <.001 
Gender .906 3.08 .002 
Ethnicity .925 2.38 .013 

 

Research Question 1 

In Table 7, the means and standard deviations are shown for each generation and 

the six values from the MIQ. For baby boomers, status was the highest of the six values, 

with a mean of 3.43 (SD = 0.55). The highest value for Generation X was also status, 
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with a mean of 3.40 (SD = 0.46). For millennials, the highest value was altruism, with a 

mean of 3.31 (SD = 0.63). Finally, for Generation Z, the highest value was status, with a 

mean of 3.13 (SD = 0.67). Therefore, the null hypothesis for RQ1, which suggested that 

there was no statistically significant difference between generations and work values, was 

rejected.  

Table 7 

Means and Standard Deviations for Workplace Values Based on Generation 

Generation Value n M SD 
Baby boomer Safety 75 2.46 0.45 

Autonomy 75 2.84 0.36 
Comfort 75 2.49 0.49 
Altruism 75 3.09 0.36 
Achievement 75 2.12 0.42 
Status 75 3.43 0.55 

Generation X Safety 65 2.15 0.51 
Autonomy 65 3.24 0.41 
Comfort 65 2.21 0.41 
Altruism 65 3.13 0.56 
Achievement 65 2.22 0.43 
Status 65 3.40 0.46 

Millennial Safety 92 2.53 0.48 
Autonomy 92 3.01 0.32 
Comfort 92 1.98 0.44 
Altruism 92 3.31 0.63 
Achievement 92 2.23 0.56 
Status 48 3.24 0.47 

Generation Z Safety 48 2.71 0.25 
Autonomy 48 2.98 0.36 
Comfort 48 2.51 0.68 
Altruism 
Achievement 
Status 

48 
48 
48 

2.39 
2.52 
3.13 

0.61 
0.36 
0.67 

 

Table 8 summarizes the tests of between subject effects for the dependent variables. 
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Table 8  

Tests of Between-Subjects Effects for Dependent Variables 

Source MS p 
Intercept 77.211 < .001 
Gender 4.480 .045 
Ethnicity 2.302 .151 

 

Research Question 2  

In Table 9, the means and standard deviations are shown for each generation and 

the leadership styles from the VLS. For baby boomers, laissez-faire was the highest of the 

leadership styles, with a mean of 3.22 (SD = 0.92). The highest mean for Generation X 

was also laissez-faire, with a mean of 3.18 (SD = 0.63). For millennials, the highest mean 

in leadership style was also laissez-faire with a mean of 2.99 (SD = 1.03). Finally, for 

Generation Z, the highest mean for leadership style was laissez-faire, with a mean of 2.76 

(SD = 0.73). Therefore, the null hypothesis for RQ2, which suggested that there was no 

statistically significant difference between generations and work values, was accepted.  
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Table 9 

Means and Standard Deviation for Leadership Styles Based on Generation 

Generation Value N M SD 
Baby boomer Transactional  75 1.77 0.49 

Democratic  75 1.88 0.52 
Autocratic 75 2.20 0.47 
Autocratic transformational 75 1.98 0.53 
Autocratic transactional 75 1.98 0.41 
Democratic transformational 
Democratic transactional 
Transformational 
Laissez-faire 

75 
75 
75 
75 

1.83 
2.09 
1.80 
3.22 

0.45 
0.61 
0.52 
0.92 

Generation X Transactional  65 1.77 0.58 
Democratic  65 1.86 0.52 
Autocratic 65 2.21 0.52 
Autocratic transformational 65 2.09 0.59 
Autocratic transactional 65 2.23 0.67 
Democratic transformational 
Democratic transactional 
Transformational 
Laissez-faire 

65 
65 
65 
65 

1.78 
2.07 
1.81 
3.18 

0.58 
0.65 
0.49 
0.63 

Millennial Transactional  92 1.68 0.56 
Democratic  92 1.77 0.42 
Autocratic 92 2.15 0.60 
Autocratic transformational 92 1.86 0.47 
Autocratic transactional 92 1.95 0.55 
Democratic transformational 
Democratic transactional 
Transformational 
Laissez-faire 

92 
92 
92 
92 

1.54 
1.93 
1.80 
2.99 

0.49 
0.60 
0.59 
1.03 

Generation Z Transactional  48 1.86 0.50 
Democratic  48 1.74 0.51 
Autocratic 48 2.14 0.36 
Autocratic transformational 
Autocratic transactional 
Democratic transformation 
Democratic transactional 
Transformational 
Laissez-faire 

48 
48 
48 
48 
48 
48 

1.96 
1.97 
1.83 
2.01 
2.00 
2.76 

0.65 
0.53 
0.48 
0.50 
0.55 
0.73 
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Summary 

There were a total of 280 respondents to the online survey. The MIQ was used to 

answer RQ1 and the VLS was used to answer RQ2. By using these two surveys, I was 

able to capture the opinions and preferences of each generation of baby boomers, 

Generation X, millennials, and Generation Z. With these questionnaires, I was able to 

discover which of the six values, including achievement, comfort, status, altruism, safety, 

and autonomy, was the most preferred by each generation. Additionally, I discovered 

what leadership styles, transactional, autocratic, transformational, democratic, and 

laissez-faire, were preferred by each generation.  

In Chapter 4, I provided a comprehensive overview of the results. The results are 

reported in tables that include data from the MANCOVAs I performed, along with 

descriptive statistics. The results showed that baby boomers value the value of status and 

leadership style of laissez-faire. Generation X also had the highest score of status and 

preferred the leadership style of laissez-faire. Millennials rated altruism as the most 

important value and preferred the leadership style of laissez-faire. Finally, Generation Z 

scored status as the most important value and prefer the leadership style of laissez-faire. 

Chapter 5 provides an interpretation of these findings, discussion of the study’s 

limitations and practical applications to organizations, recommendations for further 

research, and consideration of the study’s implications for positive social change.  
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Chapter 5: Discussion, Conclusions, and Recommendations 

The purpose of this quantitative study was to examine the motivators for each of 

the four generations in the working world, baby boomers, Generation X, millennials, and 

Generation Z. Additionally, this study examined what leadership style was preferred by 

each generation. The results indicate that there is a statistically significant difference 

between each generation and the six motivating values of achievement, comfort, status, 

altruism, safety, and autonomy. The study results also show that there is a statistical 

difference between the covariates of gender and ethnicity for the value of achievement 

and the leadership styles of democratic transformational, democratic, autocratic, 

transactional, and laissez-faire. 

In Chapter 5, I explore the implications of the results found in the study. First, 

interpretations of the findings where findings will be confirmed and analyzed based on 

the conceptual framework. Limitations and generalizations of the study regarding 

trustworthiness, validity, and reliability will be discussed. Also, I will make 

recommendations for further research that could be conducted on the study topic. Finally, 

I will consider the study’s applicability to organizational leaders who are working with 

the four generations. Last, in Chapter 5 I will discuss the study’s implications for positive 

social change before providing a conclusion to the study.  

Interpretations of the Findings 

 The four generations of baby boomers, Generation X, millennials, and Generation 

Z bring many different historical events, upbringings, and views to the working world 

(Gentina & Parry, 2020; Mufti et al., 2021; Sahrash, 2021). As detailed in Chapter 2, 
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research has also shown that there are statistical differences between previous generations 

in the workforce (Heyns & Kerr, 2018). Baby oomers like to be challenged, have 

competition, and are motivated to move up (Berisha, 2020). Generation X wants to be 

independent and does not care what people think about them (Sridhar & Phadtare, 2022). 

Millennials are comfortable with technology and prefer a workplace that is 

technologically up to speed (Struckell, 2019). With Generation Z being the newest in the 

workforce, it is critical to understand their motivating needs compared to the generations 

prior. Generation Z is bringing new skills, interests, and motivations into the workplace. I 

sought to understand these differences between Generation Z compared to baby boomers, 

Generation X, and millennials.  

 The results of this study contribute to the existing body of knowledge on 

generational differences in motivation, specifically among baby boomers, Generation X, 

millennials, and Generation Z. The findings indicate that the motivational values of 

safety, autonomy, comfort, altruism, achievement, and status were all statistically 

significant. These results suggest that organizations should consider generational 

membership when evaluating how such values influence employee behavior and 

workplace motivation. 

In addition, the leadership styles of autocratic transactional, democratic 

transformational, and laissez-faire were found to be statistically significant. This 

highlights the importance of aligning leadership approaches with the generational 

composition of teams, whether heterogeneous or homogeneous, to enhance leadership 

effectiveness and team cohesion. 
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Moreover, the covariates of gender and ethnicity were statistically significant in 

relation to the value of status and the leadership styles of democratic, democratic 

transformational, autocratic transactional, and laissez-faire. These findings underscore the 

need for organizations to consider not only generational differences but also demographic 

factors when assessing employee motivation and designing leadership strategies. 

The results of this study are consistent with prior research while offering new 

insights specific to Generation Z. A deeper understanding of generational cohorts may 

help business leaders interpret employee behavior and workplace preferences based on 

the social and historical context in which individuals were raised (Alkire et al., 2020). As 

previous studies have shown, work values are influenced by factors such as age, social 

status, and employment status (Busque-Carrier et al., 2022), and these values can vary 

significantly across generations (Kraaykamp & Cemalcilar, 2019). Therefore, 

recognizing and responding to generational work values may enhance employee 

motivation and organizational effectiveness.  

In conclusion, while the definitions of motivational values and leadership styles 

remain consistent, their application may vary across generations. Organizations that tailor 

their management and motivational strategies to align with generational preferences may 

foster greater employee engagement, satisfaction, and overall organizational success. 

Limitations of the Study 

 All research has limitations, and this study is no different. Some limitations of the 

study are explored next. The first limitation of the study is generalizability. For this 

study, participants were living and working in St. Louis, Missouri, area, limiting this 
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study to a specific location by city, state, and country. A second limitation is the use of a 

cross-sectional design, meaning motivation and leadership preferences were measured at 

a single point and did not follow participants over time to see if there were changes in 

concepts over a period of time. It is possible that people's values and motivational factors 

change as they enter new and different parts of their lives. Another limitation is that the 

survey was voluntary, meaning people who identified as members of one of the four 

generations could have had different opinions from the ones who did participate. Having 

a bigger participant pool can lead to different changes in the findings. Last, a limitation is 

this survey is done online, meaning there is potential for bias and incorrect information 

being answered.  

Recommendations 

Based on the findings of this study and related research, several recommendations 

can be made for future studies seeking to expand upon this research or similar areas. 

First, future research could benefit from including participants on a national or global 

scale. As this study was conducted in a single city within the United States, many other 

geographic regions remain unexplored. Future studies should incorporate diverse 

locations to examine potential differences based on generation, gender, ethnicity, and 

geographic location. Comparing the results of this study with those from different or 

multiple locations could provide valuable insights. 

Additionally, future research should consider differentiating between occupations. 

Expanding the study across industries such as customer-facing roles, information 

technology, education, health care, and nonprofit sectors may yield important findings 
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regarding generational and industry-specific differences in motivation. Another 

recommendation is to conduct qualitative research, allowing participants to elaborate on 

their responses and provide deeper insight into their interpretations of survey questions. 

Finally, a longitudinal study could offer valuable perspectives on how motivation evolves 

over time, particularly in relation to life changes and career transitions. 

Implications 

 The findings of this study have the potential to lead to positive social change by 

motivating each member of each generation in the workplace, which can lead to higher 

retention rates, happier workers, and bigger organizational impacts. By understanding the 

members of the generations of baby boomers, Generation X, millennials, and Generation 

Z, a leader can motivate them to do their jobs, do it well, and leave them wanting to 

return to work the next day.  

 In addition to fostering positive social change across generations, the findings of 

this study may also contribute to beneficial outcomes within organizations. Happier 

employees are generally more productive, provide higher quality customer service, 

demonstrate increased creativity, and report greater overall job satisfaction. These factors 

can enhance individual employee success, which, in turn, may lead to improved 

organizational performance and effectiveness. 

 Walden University describes social change as a “deliberate process of creating 

and applying ideas, strategies, and actions to promote the worth, dignity, and 

development of individuals, communities, organizations, institutions, cultures, and 

societies. Positive social change results in the improvement of human and social 
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conditions.” (Walden University, 2023). By understanding how each member of the four 

generations is motivated, a leader is promoting an individual’s development, the 

organization, and the people around them through their impact.  

 Leaders can take the time by pulling each member of their team, asking them 

what motivates them, understanding how they want to be led in the workplace, and then 

following through. A leader in an organization may run into implications of two people 

from the same generation needing different motivating factors and different leadership 

styles, but it is still important to adhere to both and all motivational needed. It remains 

important to recognize and address the individuality of each employee, regardless of their 

generational affiliation. 

Conclusion 

 As Generation Z keeps entering the workforce, more organizations are going to 

find themselves having to motivate Generation Z, along with baby boomers, Generation 

X, and millennials. The aim of this study was to fill a gap in the literature by determining 

how Generation Z is motivated compared to prior generations of baby boomers, 

Generation X, and millennials. I sought to answer two RQs. The first concerned whether 

there were differences in work values among Generation Z, millennials, Generation X, 

and baby boomers The second concerned whether there were differences in desired 

leadership styles among generational cohorts. 

 Much of the previous literature focused on generations prior, dating back to the 

Silent Generation. This study helped to fill that gap by focusing on Generation Z and how 

they compared to the generations before them still in the working world. Generation Z is 
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only going to keep entering the workforce in the coming years, so it is essential to 

understand how they are motivated in the workplace. By identifying what factors 

motivate Generation Z compared to generations prior, organizations can utilize this 

information and improve retention rates while making a positive social change. The 

findings of this study are not only beneficial to the field of psychology but to businesses 

all around that are hiring Generation Z and looking for key ways to understand, motivate, 

and retain them.  
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