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Abstract 

 
The aim of the paper is to determine empirically through quantitative research the satisfaction levels of employees from the 
different age generation groups. This focus is on the perceptions of Millennials, Generation Xers and Baby-Boomers in an 
organisation with a population of 27 611 employees. Structural equation modelling was used to confirm the reliability and 
validity of the questionnaire and the data was analysed by means of the Kuskall-Wallis test. The results indicate similarities 
between the three generations, but also significant differences. It appears from the results that management needs to focus on 
the needs and expectations of the various generations to improve overall employee satisfaction. They should especially note 
the different expectations and needs of the younger generations. 
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1. Introduction 
 
Interest in the concept of generations appears to be on the increase. According to Robbins and Judge (2010:49), an 
understanding that individuals’ values differ but reflect the societal values of the period in which they grew up can be a 
valuable aid in explaining and predicting behaviour. While organisations have developed policies and programmes to 
promote diversity in race, culture and gender, generational diversity has yet to be addressed (Rich, 2012). At the annual 
conference of the Society for Industrial and Organizational Psychology (SIOP) which was held in San Diego, USA in April 
2012 a number of presentations focusing on generations were included. Keynote speakers provided the audience with 
ideas for research directions to increase understanding of the aging workforce around the world (Finkelstein, 2012). 
Typical presentations focusing on different generation groups were about millennials and leadership, their competency 
based job performance and developing millennials to lead for innovation.  

Worldwide problems in understanding the different generation groups relate to a notable lack of information, and 
many anecdotes and stereotypes. The popular press continues to bemoan the great generational divide at work, 
especially concerning Millennials. Often such reports seem overly generalised, however, and based either on anecdotal 
evidence or data not open to critical peer review (Macky, Gardner & Forsyth, 2008). They furthermore argue that more 
empirical research on generational differences at work, especially controlling for age and time period, is needed. 
Research done in a South African context is fairly limited in comparison to the vast body of research conducted 
internationally. A challenge in the South African context that might have a major impact on organisations in the talent 
retention sphere, was exposed by research conducted in partnership with the University of Pretoria and commissioned by 
Johnson Controls International (Oxygen Country Report, 2010). The challenge relates to the large generational gap that 
is looming due to the high HIV prevalence in South Africa resulting in low life expectancy. In South Africa, as in many 
other developing countries, it appears that youth available for employment (15–34 years of age) have a low marginal 
utility in the labour market compared with older, and often more educated and experienced, workers/job seekers (Van 
Aardt, 2012). These situations could cause a skills shortage in the workplace. 

Masibigri and Nienaber (2011) express the talent retention challenge as follows: “Retaining the right talent in South 
African organisations, as is the case internationally, is challenging because of recent phenomena like the struggle for 
talent, skills shortages, employee mobility and the imminent retirement of Baby-Boomers. This situation will become 
worse if organisations do not handle recessionary lay-offs properly. These phenomena adversely affect the ability of 
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organisations to create and maintain their competitive advantage and their consequent performance” (Masibigiri & 
Nienaber, 2011, p 319). Dressler (2009) calls the “ageing workforce” the biggest demographic trend impacting employers.  

Employee satisfaction seems to play a major role in the retention of employees. When employees are not engaged 
in their work and are unsatisfied with their working conditions and the organisational practices, they will leave (Masibigiri 
& Nienaber, 2011).  

The different age generations have different characteristics, needs and a different set of values that impact on the 
workplace. Lancaster and Stillman (2002) state that different generations shaped by different values, standards and 
policies are not necessarily compatible with the next generation. They believe that “organisations that can understand 
and bridge generation gaps have a real competitive edge in the retention game.” A better understanding of what drives 
the different generations and keeps them satisfied might assist managers to retain the best talent. 

The main aim of the paper is to determine empirically through quantitative research the satisfaction with 
organisational practices of employees from the different age generation groups in a South African organisation. 
Understanding the satisfaction levels of the different age generation groups might indicate focus areas in addressing the 
challenge of retaining skilled talent, specifically Millennials. 

The aims of this paper are structured as follows: The concepts of age generations and employee satisfaction are 
conceptualised. Employee satisfaction of the different generation groups is discussed. The value of an employee 
satisfaction audit is discussed, followed by the description of the research methodology to analyse the perceptions of the 
different age generations regarding employee satisfaction. The research results are described followed by a discussion 
and conclusions. 
 
2. Conceptualising Age Generations 
 
A generation is defined by common attitudes, experiences and preferences that develop as a result of certain events 
which had a major impact on their lives (Moore & Bussin, 2012; Rich, 2010). Lancaster and Stillman (2002) believe that 
age ranges to classify generations are merely guidelines and that it is the common history of events and conditions that 
each individual experiences during the formative years that determine who they are as a group and how they see the 
world. The researchers believe that age classification is useful to classify and compare the different generations in the 
workplace. 

Different authors classify and date the different workforce generation groups differently. Lancaster and Stillman 
(2002) classify Millennials as born between 1981 and 1999; Generation Xers born between 1965 and 1980 and Baby-
Boomers between 1946 and 1964. The following classification of Garlick and Langley (2007) and DeLong (2004), which 
was used in this research, is very similar, except for Generation Xers going up to 1977, making Millennials three years 
older.: 

- Millennials (or Generation-Y) born between ± 1978 and 2000  
- Generation Xers born between 1965 and 1977 
- Baby-Boomers born between 1946 and 1964 
Conditions such as major world events like World War ll, the 9/11 attacks on New York and the first democratic 

elections in South Africa in 1994 (Moore & Bussin, 2012; Rich, 2010); and economic upheavals that affect the wealth and 
health of each person permanently shape the way they look at the world (Lancaster & Stillman, 2002). Changing world 
events since 1989 such as the fall of the Berlin Wall, symbolising the end of a decades-long struggle between 
communism and capitalism, and the creation of the World Wide Web in 1990 that ended up by opening up the Internet to 
the general public and the scientific community, have shaped the lives of especially the Millennials. Other examples 
relating to technological changes, the collapse of the Soviet Union in 1991 (The List Blog, 2011), and in South Africa the 
release of Nelson Mandela from prison on 11 February 1990 (Codrington & Grant-Marshall, 2006), have contributed to 
the radically changed landscape.  

Characterising the different age generations in the current world might provide a better understanding of how they 
differ in a social context and in the workplace. Characteristic of Millennials in general is that they tend to move around in 
their jobs more often than other generation groups and are less likely to remain at a single company throughout their 
career (Hamilton, 2011). Workforce.com states that large companies do not move fast enough for Millennials. Thus they 
switch employers with a view to exposing themselves to new and different things. Millennials have a need for immediate 
gratification; many have high expectations, but are willing to put in the effort it takes to achieve their goals. Hamilton 
(2011) cites HBR.org as having reported that Millennials set high standards for themselves, are used to overachieving 
academically and to making a strong personal commitment to community service. HBR.org (cited in Hamilton, 2011) 
quotes: “Keep them engaged, and they will be happy to overachieve for you.” 
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Millennials in South Africa consist of a group of South Africans who are old enough to be part of the old regime, but 
not old enough to have participated in it, and a new generation of South Africans born into a new world order, including a 
new South Africa. This group, referred to as the “born free” generation, is largely black and has grown up in a world 
different to that which their parents knew. With increased racial integration and access to global media “a melting pot of 
culturally integrated values and viewpoints is emerging amongst South African youth” (Smith, 2011). The younger group 
thus does not perceive apartheid the same way as their parents did. Both white and black South African Millennials have 
more in common with one another because of global influences and less and less in common with their parents and 
grandparents. There is an increasing trend toward a global “one world culture” (Smith, 2011). 

South African Millennials are a more diverse group than their global counterparts. According to Chang (2011), 
South African Millennials are affected by a job market that is difficult to enter and by soaring unemployment, among other 
social ills, which generate a disaffected and angry generation of Millennials. They have started to enter the workforce, are 
highly educated and therefore more opinionated, sophisticated and technologically savvy (being connected 24/7), highly 
achievement-oriented, highly energised within a team structure and having business sustainability at the top of their 
minds (Chang, 2011; Systemic Logic.com 2011). Being well-educated and technologically savvy, Millennials are able to 
bring valuable knowledge to the table that can be crucial for a company’s success. However, they lack experience, soft 
skills such as relationship building, communication, meeting deadlines and organisation (Chang, 2011). Their managers 
and parents, mostly Baby-Boomers, generally have more experience and value the soft skills that they lack, which not 
surprisingly leads to rising conflict in the workplace. This is no ordinary generational clash bearing in mind the 
phenomenal technological changes and global influences that moulded the South African Millennial mindset (Chang, 
2011).  

Other characteristics that can be associated with South African Millennials are that they are very family-centric and 
attention-seeking, which means that if these needs are not met, frustration may arise and many talent attraction and 
retention strategies aimed at this segment of the workforce will fail (Alexander, 2011). Having been impacted by 
globalisation and international influences, South African Millennials are self-confident, optimistic, hopeful, independent, 
determined, goal driven, success driven, lifestyle centred, diverse but inclusive, global, civic, community minded and 
entrepreneurial. The word “entitled” is often used to describe this group in South Africa (Smith, 2011).  

Generation X employees born between 1965 and 1977 were, similar to the Baby-Boomers, greatly affected by 
apartheid in South Africa. They were typically the young people who attended military training. Furthermore, they tend to 
be sceptical and pragmatic and value leadership by competence (Cordeniz, 2002). They have little respect for service, 
title or rank because their parents had it all but lost their jobs anyway (DeMarco, n.d.; Lancaster and Stillman, 2002). 
“Generation Xers tend to put more faith in themselves as individuals and less faith in the institutions that seem to have 
failed them time and again.” They are an extremely resourceful and independent generation who learned at an early age 
to rely on themselves and who count on their peers to get things done. They experience “freedom” and flexibility as the 
ultimate reward, (Lancaster & Stillman, 2002), need to belong and want meaningful work (Perrine, 2009; Vaughn, 2008). 
According to Masibigiri and Nienaber (2011), Generation X employees are losing their trust in, and loyalty to their 
organisations and fear boredom. Organisations must retain them if they are to create and sustain their competitive 
advantage because Generation X employees are human capital repositories of knowledge, skills and expertise, and 
ensure good performance. According to the two authors the retention of Generation X employees is important because 
they are the knowledge repositories of organisations. They help to create and sustain competitive advantage and to 
achieve organisational goals and good performance. However, Generation X employees are nomadic and they are more 
likely than any other generation to leave their organisation when dissatisfied. 

Baby-Boomers were shaped by the Cold War, Civil Rights Movements, Women’s Liberation Movement, television 
and rock and roll (Lancaster & Stillman, 2002; Espinoza, Ukleja & Rusch, 2010). The key words to describe Baby-
Boomers are “optimistic” and “competitive”. The post-war economy of job availability and promise of good education for 
all allowed Boomers to grow up in a world rich with opportunity, which gave them a sense that anything was possible. 
They are labelled the “me generation” partly because they were privileged to focus on themselves with a deep 
identification of who they are and where they are going and what they can achieve at work. Money, title and recognition 
are important to them. They are motivated by what they accomplish at work. Interpersonal communication (on a face to 
face level) is important to them. The majority plan to never retire, but intend to keep working in some form as long as they 
can be productive (Lancaster & Stillman, 2002).  

The transfer of knowledge by the Baby-Boomers to Generation Xers and Millennials is one of the issues 
organisations struggle with. Dressler (2009) reports findings in which it was observed that 41% of surveyed employees 
are bringing retirees (Baby-Boomers) back into the workforce, and 31% are offering employment options designated to 
attract and retain senior retired workers. The competitive Baby-Boomers have always felt that knowledge is power and in 
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tough economic times are hanging onto what they know as it may provide job security (http://tcbmag.blogs.com 
/generations/knowledge-transfer, 15 October 2011). Understanding the different generations and in particular Millennials 
in South Africa, on whom the future of business is largely dependent, would mean older generations and particularly 
managers (who are mostly Baby-Boomers and Generation X employees) would be better able to connect with them, as 
Millennials are already forming part of the workplace.  
 
3. Conceptualising Employee Satisfaction and the Different Age Generations  
 
The concepts of job satisfaction and employee satisfaction are defined to clearly understand the focus of this research 
study. According to Kreitner and Kinicki (2008), job satisfaction can be defined as an affective or emotional response 
towards various aspects of one’s job. Job satisfaction has also been defined in terms of attitudes that individuals have 
towards their jobs (Weiss 2002). Schneider and Snyder (1975) define job satisfaction as a personal evaluation of the 
current conditions of the job or the outcomes that arise as a result of having a job. Lancaster and Stillman (2002) reiterate 
as follows: “Organisations that understand generational differences and adjust their recruitment and retention strategies 
are reaping bottom-line rewards in terms of an increased success rate with job candidates and higher overall job 
satisfaction.” 

Employee satisfaction has been described as a pleasurable or positive emotional state resulting from an 
employee’s appraisal of his or her company environment or company experience (Rollinson, 2005). According to 
researchers employee satisfaction is closely related to job satisfaction and the intention to leave or stay with the 
organisation (Westover, 2011; Robinson, 2006). There is convincing evidence that where job satisfaction is high, labour 
turnover is reduced (Aamodt, 2007). Job satisfaction is therefore probably one of those experiences of work that makes it 
less likely that an employee will think about leaving even if there are available opportunities. However, if job satisfaction is 
absent and there are other opportunities, turnover could well increase. Employee satisfaction is also closely related to 
employees’ needs and work expectations. Individual motivation, levels of satisfaction and work performance are 
determined by the comparative strength of the needs and expectations of various biographical or demographical groups, 
and the extent to which they are met or not met (Aamodt, 2007; Robinson, 2006). According to Espinoza, Ukleja and 
Rusch (2010), Millennials “do not have the same need or know-how to build relationships with their managers or authority 
figures”. Previous generations had to take the initiative in building relationships to obtain information. Millennials who 
have wireless laptops/smartphones at their fingertips don’t ask questions (and believe they have access to any 
information they need). On the other hand they desperately want mentors and career advocates. Baby-Boomers know 
how to reach upward and do not feel the need to reach downward 

Research by Döckel, Basson and Coetzee (2006) indicates that extrinsic and intrinsic factors such as 
compensation, supervisor support and work/life balance policies are significant factors in retaining high technology 
employees. Training and development and career opportunities were also found to be significant retention factors 
(Kochanski & Ledford, 2001; McElroy, 2001). Bjornebekk (2008) postulated that employees who are satisfied with 
rewards would feel obliged to invest their efforts in the organisation. Therefore, employee satisfaction has activating and 
motivational potential. According to research done by PricewaterhouseCoopers (PWC), training and development is the 
most highly valued benefit for Millennials in the first five years of their career, with one third of respondents electing this 
as their first choice benefit (aside from salary). In South Africa, the respondents’ first choice was flexible working hours 
with training and development as their second choice and financial assistance with housing as their third choice 
(www.pwc.com/za/en/pres-room/managing-tomorrows-people.jhtml). Employee satisfaction thus reflects the degree to 
which the individual’s needs and desires are met as well as the extent to which these are perceived by other employees 
(Küskü, 2003). Comm & Mathaisel (2000) describe employee satisfaction as the gap between the work-related 
perceptions and expectations of employees in an organisation. This implies that those employees’ needs, wants and 
expectations need to be satisfied across a range of related organisational variables (O’Neil, 2005).  

Employee satisfaction influences organisational performance as much as customer satisfaction (Burke, Graham & 
Smith, 2005). According to O’Neil (2005:133), “the key to satisfied customers and increased profits is the satisfied 
employee in the customer service or boundary role”.  

It is crucial for organisations to improve and sustain employee satisfaction because of the visible signs of employee 
dissatisfaction, which include employee turnover, deviant behaviour and property and production deviance (O’Neil, 2005; 
Kulas, McInnerney, DeMuth & Jadwinski, 2007). According to Kulas et al (2007:390), “it is clear that employee deviance 
is a costly burden on organisations, but the antecedents and processes through which such deviant behaviour is manifest 
are not apparent”. The above discussion indicates that a number of behavioural aspects influence employee satisfaction. 
According to Ledimo (2012) research indicates that employee satisfaction benefits include employee retention, customer 
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satisfaction, improved quality, improved performance, life satisfaction, employee health and well-being. 
The literature indicates that numerous studies were conducted on the construct of employee satisfaction in the 

organisational sciences, with over 5 000 articles and dissertations published on the topic (Locke, 1976; Küskü, 2003; 
O’Neil, 2005). Studies conducted on employee satisfaction both internationally and nationally focused on the actual 
antecedent factors of employee satisfaction and other factors that enable organisations to attract, motivate and retain 
employees. These factors include productivity, customer satisfaction, employee loyalty and performance (Abott, 2003; 
Burke et al, 2005; O’Neil, 2005). However, there is a need to conduct a study which focuses more specifically on the 
relationship between the different generations and job satisfaction. 

A number of studies (Crites, 1969; Arvey, Carter & Buerkley,1991; Van Rooyen & Keyse, 2011; Martins & Coetzee, 
2007) have explored the relationship between age and job satisfaction but did not specifically focus on the generational 
groups as defined in this study.  

The focus of this research is to specifically investigate the perceptions of three age generation groups (Millennials, 
Generation Xers and Baby-Boomers) in relation to their employee satisfaction with organisational practices.  
 
4. Importance of Employee Satisfaction in Retaining the Various Age Generations 
 
In an increasingly competitive, turbulent business environment and the continuously changing world of work, the 
subsequent dramatic change in the role of supervisors, and the effective resourcing, management and retention of 
human capital remain crucial factors of organisational survival, adaptation and competitive advantage (Michaels, 
Hardfield-Jones & Axelrod, 2001; Ndlangamandla, 2011; Robinson, 2006). Managing retention and keeping labour 
turnover to target (particularly with regard to core employees or knowledge workers) has become a key strategic issue for 
organisations (Döckel, Basson & Coetzee, 2006).  

According to Ndlangamandla (2011) employees’ satisfaction and retention have always been important issues for 
industrial psychologists. In a global survey in 2009 by PWC which focused on Millennials at work, one of the interesting 
findings was that CEOs are struggling with Millennials because they need more information about what drives them 
(www.pwc.com/za/en/pres-room/managing-tomorrows-people.jhtml). In this regard it is widely recognised that the 
satisfaction level of employees is a critical part of attracting and retaining them (Lawler & Finegold, 2000; Pollitt, 2005; 
Robinson, 2006).  

Research in South Africa indicates that retaining Generation X employees, in particular, is important for both the 
private and public sectors. The retention problem may be even worse for the public sector as there are fewer financial 
rewards in the public service than in the private sector (Masibigiri & Nienaber, 2011). These demands on organisations 
have led to a renewed interest in employee attitude surveys in an attempt to establish why people leave and what may be 
done to retain them (Pollitt, 2005; Robinson, 2006). In agreement with this, Rollinson (2005) states that the attention 
given to organisational culture and employee satisfaction surveys as a means of predicting employees’ commitment to 
and satisfaction with the company is one of the most prominent trends in organisations today. Employee surveys typically 
focus on reporting demographics (such as generation groups) of the persons who participated in the survey. These sub-
analyses can assist managers in deciding whether there are any needs, issues or problems relevant to a specific group – 
for example, whether junior staff members have different concerns to senior staff members or if a specific generation 
group has specific expectations of the organisation. Organisations can then target interventions and decision-making 
accordingly (Borg & Mastrangelo, 2008). Researchers such as Margaret Mead, Morris Massey, William Strauss and Neil 
Howe with their book Generations: The history of America’s future, explained and interpreted generations’ different 
perceptions, values and attitudes (Codrington & Grant-Marshall, 2006). In contrast in the South African context very few 
studies have been conducted to investigate the impact of the various generation groups on organisational variables such 
as employee satisfaction. 

Employee satisfaction surveys might just provide the information to manage different generation groups more 
effectively and strategically. 

 
5. Value of Employee Satisfaction Audit 
 
The process of conducting an employee satisfaction survey or audit is diagnostic in nature. According to French and Bell 
(1999:105), a diagnostic process “identifies strengths, opportunities and problem areas”. An employee satisfaction survey 
is used as a diagnostic method to collect data that will enable an organisation to develop a picture of its strengths, 
opportunities, threats and developmental areas in relation to its employees’ satisfaction. It also indicates which factors are 
most important or critical in understanding, predicting and controlling organisational behaviour (Nadler & Tushman, 1980). 
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An employee satisfaction audit is critical to guide organisational psychologists in the analysis of and possible action to 
enhance employee satisfaction. According to Chen et al (2006:486), “the purposes of employee satisfaction surveys are 
not only to discover employee satisfaction levels, but also to determine necessary improvements via the results of 
employee satisfaction surveys”. Sanchez (2007) highlights the fact that employee surveys are mainly designed to 
enhance organisational communication and measure employee views on a wide range of work-related topics. 

The value of using employee satisfaction data to analyse the different generations assists in overcoming 
stereotyping by providing empirical evidence. Furthermore, organisations can attract, retain and motivate their human 
resources when they conduct satisfaction surveys and implement interventions that address the satisfaction issues faced 
by employees (O’Neil, 2005:135). In the next section the research methodology, results and findings are discussed. 

 
6. Research Methodology 
 
An employee satisfaction survey was conducted in one of South Africa’s largest metropolitans’ municipalities (27 611 
employees) to determine employees’ satisfaction with organisational practices (Martins & Martins, 2012). One of the 
specific objectives of the survey was to determine the perceptions of the various biographical groups which include age 
groups.  
 
6.1 Data collection approach 
 
Both electronic and paper collection methods were used to obtain minimum sample levels for all the different departments 
and business units and across all biographical groups. The electronic medium used was the intranet, which makes it 
possible for surveys to be conducted effectively and efficiently. The primary reason for utilising this approach was time 
and cost savings as well as the geographical location of employees. However, due to the diversity in educational levels, 
workshops were arranged and trained facilitators assisted employees to complete paper questionnaires. To maintain 
confidentiality, facilitators collected completed questionnaires and forwarded them to the data capturers. In total a 22.93% 
response rate was obtained; 6 329 employees participated in the survey. The sample consisted of 30.8% Millennials (1 
946 respondents), 28.8% Generation Xers (1 821 respondents), 40.3% Baby-Boomers (2 554 respondents) and 8.7% 
who did not indicate their age distribution. This is a typical indication of the age profile of the organisation. 
 
6.2 Measuring instrument 
 
The measuring instrument that was used was based on the questionnaire of Martins and Von der Ohe (2006), but the 
terminology was adapted to fit in with the culture of the organisation. The questionnaire measures overall employee 
satisfaction and was refined by means of focus groups and expert input by human resources practitioners from the 
different business units. The questionnaire consisted of 13 dimensions with an overall Cronbach alpha reliability of 0.978. 
All the items in the questionnaire required the respondent to respond to a five-point Likert scale, where a low rating (1) 
indicated that the respondents strongly disagreed, and a high rating (5) indicated that they strongly agreed. The 
questionnaire was then scored for each of the various dimensions.  

Structural equation modelling was used to confirm the reliability and validity of the questionnaire. The input type 
was the covariance matrix. The robust maximum likelihood estimator was used to account for multivariate normality 
issues (Muthén & Muthén, 2007). The three generation categories were analysed as continuous variables. Individual 
items were used as indicator variables. Goodness-of-fit was evaluated using the traditional statistic, Comparative fit index 
(CFI) .937, Tucker–Lewis index (TLI) .910, Normed fit index (NFI) .936, Relative fit index (RFI) .908, and Incremental fit 
index (IFI) .937. Although there is little consensus on cut-off values for adequate fit, conventional guidelines were 
followed whereby fit is considered adequate if CFI, TLI, NFI, RFI and IFI values are >0.90 (Hair et al 1995; Schumaker & 
Lomax 1996). The reliability of the 13 dimensions was evaluated with Cronbach alpha coefficients. The reliabilities are 
between .798 and .916 (see table 1). 

 
6.3 Results of the research 
 
Non-parametric tests were used for the data analysis because the study involved the use of continuous data. It is usually 
a plausible alternative to the more stringent parametric tests (Pett, 1997). 

For this research the Kruskal-Wallis one-way analysis of variance by ranks, a non-parametric method for testing 
whether samples originate from the same distribution, was used. It is used for comparing more than two samples that are 
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independent, or not related. When the Kruskal-Wallis test leads to significant results, then at least one of the samples is 
different from the other samples. Since it is a non-parametric method, the Kruskal-Wallis test does not assume a normal 
distribution, unlike the analogous one-way analysis of variance. However, the test does assume an identically shaped 
and scaled distribution for each group, except for any difference in medians. Kruskal-Wallis is also used when the 
examined groups are of unequal size (different number of participants as is the case in this research). The Mann Whitney 
U test is used to determine whether two independent samples have the same median and the Kruskal-Wallis test is an 
omnibus test equivalent to ANOVA for the equality of independent population medians (Tredoux & Durrheim, 2002). 

Differences were tested at the customary Alpha  .05. The results of table 1 indicate significant differences 
between the three generation groups for six of the dimensions. It is important to note that Millennials appear to be the 
most positive group for three of the six dimensions (table 1): 

- change management 
- employee relations 
- vision and mission 
The Generation X respondents are significantly more positive about training and development while Baby-Boomers 

are significantly more positive about communication and teamwork. 
 

Table 1: Kruskal-Wallis Test  
 

Dimension and reliability Means Chi-Square Df Asymp. Sig. 
 Millennials Gen X Baby-Boomers  
Vision and mission .843 3.83 3.79 3.45 101.132 2 .000 
Values .822 3.96 3.93 3.94 .360 2 .835 
Diversity .831 3.21 3.21 3.13 3.968 2 .138 
Employee relations .904 2.91 2.88 2.78 13.767 2 .001 
Teamwork .831 3.40 3.40 3.49 7.768 2 .021 
Management .944 3.19 3.19 3.19 .103 2 .950 
Trust .819 3.25 3.28 3.24 .976 2 .614 
Communication .798 3.01 3.05 3.10 7.207 2 .027 
Training and development .865 3.05 3.11 3.00 7.332 2 .026 
Work environment .783 3.23 3.29 3.23 4.600 2 .100 
Rewards and recognition .798 2.54 2.52 2.52 1.793 2 .408 
Change management .916 2.92 2.90 2.80 15.700 2 .000 
Employee engagement .876 3.34 3.35 3.31 2.577 2 .276 

 
Research by the HSRC (Odendaal, 1997) indicates that an average of 3.20 is a good guideline to differentiate between 
positive and developmental perceptions on a five-point Likert scale. If the recommended 3.20 cut-off point is used to 
further interpret the results (Castro & Martins, 2010; Odendaal, 1997) a number of interesting tendencies are noted. 
Overall all the generation groups experience the following dimensions positively (above 3.20 cut-off): 

• vision and mission 
• values 
• teamwork  
• trust 
• work environment 
• employee engagement  
All the generation groups experience the following dimensions as problematic (below 3.20 cut-off point): 
• employee relations  
• management 
• communication  
• training and development  
• rewards and recognition 
• change management 
The only dimension which does not fit into any of the above discussed results is diversity, which is experienced 

more negatively by the Baby-Boomers; however, not significantly lower than the other two generations. For six of the 13 
dimensions significant differences were experienced, as mentioned. However, for seven dimensions no significant 
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differences were noted. The overall results of the three age groups indicate that the Baby-Boomers experience only two 
dimensions (teamwork and communication) more positively and three of the statements (see table 2) more positively than 
the other two generations. It thus appears as if the Baby-Boomers are more negative regarding their levels of employee 
satisfaction. 

A more detailed analysis of the dimensions by statement is portrayed in table 2. Only the results of the statements 
with significant differences are displayed and only the results of the dimensions and statements with significant 
differences are further discussed.  

For the dimension of vision and mission the Millennials and Generation X respondents are significantly more aware 
of the organisation’s vision and mission and are excited by it. This supports the findings of the PWC research in South 
Africa, which indicates that articulating the employer brand and clearly stating corporate responsibility will be critical for 
Millennials (www.pwc.com/za/en/pres-room/managing-tomorrows-people.jhtml). It is interesting to note that Millennials 
and the Generation X respondents perceive that their organisation to a greater degree treats them with respect and 
dignity, and encourages them to participate in decision-making; and they experience that terms and conditions of service 
are applied fairly. However, the results of all three statements are below the 3.20 cut-off point (employee relations). With 
regard to change management, there are very similar results for the Millennials and Generation X respondents, but 
significantly different expectations from the Baby-Boomers. The change management aspect which appears to be the 
most important to all three generations is that employees need to understand the need for change, It is, however, of 
concern that all statements relating to change are perceived as problematic (below 3.20) except understanding the need 
for change.  
 
Table 2: Results of the Kruskal-Wallis Test  
 

Dimension Abbreviated Statements Means Chi-
Square Df Asymp. 

Sig. Millennials Gen X Baby-Boomers
Vision and 
mission Aware of vision and mission. 3.95 3.90 3.40 151.438 2 .000 

 Excited by vision and mission. 3.68 3.61 3.20 111.112 2 .000 
Employee 
relations Treat employees with respect. 2.96 2.91 2.78 19.563 2 .000 

 Encourages employees to be involved in decision-making 2.66 2.65 2.52 16.850 2 .000 
 Terms and conditions of service are applied fairly. 2.95 2.91 2.80 12.169 2 .002 
Change 
manage-
ment 

Changes made have had a positive impact on service 
delivery 2.93 2.86 2.78 11.272 2 .004 

Understand the need for change. 3.66 3.62 3.45 20.554 2 .000 

 

Timeously consulted workplace changes. 2.72 2.69 2.62 8.987 2 .011 
Encouraged to participate in change. 2.89 2.83 2.71 18.937 2 .000 
Prepared for new changes 2.82 2.84 2.70 14.220 2 .001 
Helps to adapt to new job roles and responsibilities. 2.88 2.86 2.74 13.648 2 .001 

Training 
and 
develop- 
ment 

Provides training programmes and assistance that meet 
job-related needs 2.98 3.10 2.97 9.375 2 .009 

An individual learning plan which was agreed to with
Manager exists. 3.00 3.10 2.93 14.963 2 .001 

Have received training in terms of individual learning plan 2.58 2.69 2.66 5.925 2 .052 
Teamwork Motivate and support each other. 3.42 3.43 3.60 25.928 2 .000 
 Work together as a team. 3.54 3.51 3.65 15.006 2 .001 
Communi-
cation Regular staff meetings. 3.17 3.24 3.45 48.188 2 .000 

 
It is important to note that the Millennials and Baby-Boomers experience the questions relating to training and 
development less positively than do Generation X respondents. In a qualitative study by Masibigiri and Nienaber (2011), 
in a South African public service organisation focusing on Generation Xers, career growth and development emerged as 
prominent retention factors for Generation Xers. In the PWC research it appears as if training is also the most highly 
valued benefit for Millennials (http://www.pwc.com/za/en/press-room/managing-tomorrows-people.jhtml). 

Both the dimensions of teamwork and communication as well as the statements indicate significant differences 
between the generation groups. It appears as if the Baby-Boomers are more comfortable with working as a team or 
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participating in meetings than are the other two groups. This might support the PWC research in which it was confirmed 
that especially Millennials view technology as key to socialising and networking (http://www.pwc.com/za/en/press-
room/managing-tomorrows-people.jhtml). 

It is interesting that no significant differences were noted for the dimensions of values, diversity, management, 
trust, work environment, rewards and recognition, and employee engagement. This again confirms the findings of the 
PWC research, namely that Millennials want many of the same things from work as the generations before them 
(www.pwc.com/za/en/pres-room/managing-tomorrows-people.jhtml). 
 
7. Discussion 
 
The results of the study highlighted some similar but also interesting new trends regarding the management of the 
generation groups in a diverse country such as South Africa. The study revealed an intense focus by Millennials on their 
own training and development. It appears as if Millennials are not satisfied to keep on doing their job without further 
development and that an individual training plan is an important tool to them for further development. This is supported by 
the PWC research in South Africa, which found that training and development is the most highly valued benefit for 
Millennials in the first few years of their career (http://www.pwc.com/za/en/press-room/managing-tomorrows-
people.jhtml). Research by Hite and McDonald (2012) [p 217] indicates that Millennials are “hungry for leadership – 
counsellors – willing to open fresh avenues to their development, affirmation and establishment of their potential…” . It 
appears from the survey results as if the Generation Xers are the most satisfied group regarding training and 
development. 

Another important finding is the lesser participation in teamwork by Millennials and Generation Xers than Baby-
Boomers. The study shows a more positive perception by Millennials and Generation Xers toward the organisation’s 
vision and mission, but on the other hand, not a feeling of being treated with dignity and respect (employee relations) by 
all three generations.  

The results of the employee satisfaction study revealed a more positive perception by both Millennials and 
Generation Xers of change. This is understandable considering these generations are seen as highly educated, 
opinionated, sophisticated and technologically savvy – all characteristics that can be associated with flexibility and 
change. However, all three generations experience the dimension overall as problematic.  

An area which seems to be more problematic for Millennials is regular staff meetings. Being a more technology-
oriented generation and less relationship-building oriented (Chang, 2011), this is understandable. However, this creates a 
challenge for managers as to how to develop the younger generation’s relationship-building skills. 

The survey results also show that the generation group with the most knowledge and skills, namely the Baby-
Boomers, is also the most negative group. Many organisations utilise the skills and knowledge of the Baby-Boomers in 
coaching and mentoring. It is thus important to increase their satisfaction levels to improve the quality of their inputs. 
According to Masibigiri and Nienaber (2011:1), retaining the right talent in South African organisations, as is the case 
internationally, is challenging because of recent problems such as the struggle for talent, skills shortages, employee 
mobility and the imminent retirement of Baby-Boomers. In summary, the results of the study reveal closer satisfaction 
levels between Millennials and Generation Xers than with Baby-Boomers. 
 
8. Conclusion 
 
In conclusion it appears as if, on the one hand, organisations will need to focus on the things Millennials really need, such 
as training and development, and developing interpersonal relationship skills. This can improve their relationship 
motivation and aspects such as social relationships, friendships, affiliation and group work and eventually their employee 
satisfaction. On the other hand organisations need to focus on the satisfaction levels of the Baby-Boomers and 
Generation Xers to ensure they put strategies in place to enhance their employee satisfaction. It is especially important to 
improve the satisfaction levels of the Baby-Boomers as the most negative generation group, as they are the group with 
the most knowledge and skills and are utilised as mentors and coaches.  

Seeyers (PWC research http://www.pwc.com/za/en/press-room/managing-tomorrows-people.jhtml) concluded that 
Millennials want many of the same things from work as the generations before them, so companies do not need to tear 
up their people strategies to manage the new generation of workers. What is new is younger people’s ability to mobilise 
into another job if their expectations and ideals are not met.  

The results also show that Millennials expect many of the same things from their organisations as the generation 
before them. Seven of the dimensions show no significant differences between the three generations. The results of this 
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research furthermore indicate that organisations need to focus more on change management and especially on aspects 
such as consulting with employees regarding change, participation in change and preparing employees of all generations 
for change. 

In summary it appears as if organisations need to take note of the similarities between the generations and 
maintain the strategies for focusing on these. However, also note the different expectations and needs of the various 
generations and especially the two younger generations. They are the people who will need to step into the jobs of the 
Baby-Boomers. It thus makes good sense to focus on what needs to be done to improve their employee satisfaction and 
to retain valuable knowledge for future organisations. 

A limitation of this study of generations is that the needs and expectations of the other biographical groups (ie race, 
gender, age, years of service) related to employee satisfaction are not taken into consideration. One could expect to see 
differences in their responses in this regard too. Future studies should investigate the mediating or moderating effects in 
this regard. 
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