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1 INTRODUCTION

1.1 Background

The modern work environment has the largest diversity of people of different ages than
ever before and each of these generations possess different characteristics. Generations
are cohorts of people that are born in a specific year range and have in common alike
cultural views and experiences. These generational characteristics affect their work eth-
ic and relationships, how change is managed and their perceptions of the organization as
well as their individual role in them. (Glass 2007, 98.) These generational variances are
influenced by a number of factors which include the political, business, technological,
economic, social and cultural environments that the employees have experienced.
(YYeaton 2008, 68-73.)

It should come as no surprise that growing up in dissimilar settings results in unique
expectations and views. This generational shift will be rapid due to the retirement of the
Baby Boomer generation® and therefore, will have a substantial effect on the internal
environments of organizations. (Glass 2007, 98.) As the older generations are retiring at
an accelerated rate, organizations must prepare for workers that stem from a very differ-
ent generation referred to as the Y generation. The Y generation refers to individuals
roughly born between 1980 and 2000. (Lowe, Levitt & Wilson, 2008, 43—46.) The sheer
size of the Y generation makes them influential and impossible not to be heard in the
workplace (Lipkin & Perrymore 2009, 16).

Figure one illustrates the growth of the over sixty-five population from the 1950’s
until 2009. As can be seen, the increase has been great, rising from around seven per-
cent to seventeen percent. The future predictions of this growth are even more dramatic
as can be seen from figure one. The number of people aged sixty-five and above is ex-
pected to almost double by the year 2060 in Finland. According to Statistics Finland, at
the moment, the retirement age (sixty-five and above) population is 905 000 and is pre-
dicted to grow to 1,79 million by 2060. (Statistics Finland, 2009). In percentage terms,
this would mean that by 2040, twenty-seven percent of the population will be of retire-
ment age and by 2060 this percentage will rise to twenty-nine. In contrast, the percent-
age of working age citizens (aged 15- 64) is expected to decrease from the current sixty-

! People born between 1945 and 1964 are referred to as the Baby Boomer generation. After the Second
World War there was a boom in the birth rate which is why this generation is referred to as Baby Boom-
ers. (Lowe et al. 2008, 43).
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six percent to fifty-eight percent by 2040 and fifty-six percent by 2060. The working
age population has started to decrease from 2010 as the post war Baby Boomer genera-
tion is transitioning in to retirement. (Statistics Finland, 2009.)

35
Percentage

20 /
/ ——Population aged 65 and
15 / above in Finland
N .
10 / Predicted

5
0 T T T T T 1
1950 1975 2000 2009 2040% 2060* Year
Figure 1 Population of Finland above the age of sixty-five from 1950 predicted

until 2060 (Statistics Finland, 2009).

Therefore, there has been a significant generational shift in the composition of the
workplace and this has become a much discussed issue that needs to be addressed. The
number of new workers entering organizations to replace the older employees has re-
sulted in specific problems regarding the different characteristics of the Y generation
that affect their views and behaviors in the work place. The motivation of employees
plays a significant role in the productivity of an organization. (McGuire, By &
Hotchings 2007, 592-594.)

It is highly important for managers to understand what drives or motivates an em-
ployee to effectively influence their behavior within an organization. If the employee is
not rewarded accurately, it may result in low productivity and insecurity. Managers are
faced with the problem of motivating these new employees swiftly and dependably with
rewards that are valued. (Lipkin & Perrymore 2009, 74, 81-83.) Therefore, solutions in
terms of various systems within the organization created to motivate the Y generation
should address this problem. These systems should specifically be tailored for this pur-
pose by understanding the differences in the Y generation’s sources of motivation to
create increased performance. (McGuire et al. 2007, 592-594.)



11

1.2 Purpose and structure of the study

The purpose and structure of the study are as follows. The purpose is to define genera-
tion Y in terms of their specific characteristics according to generational cohort theory
and to understand how their performance can be enhanced by recognizing and imple-
menting organizational systems to increase motivation.
The research questions are:
- What are the characteristics of the Y generation as defined by genera-
tional cohort theory?
- What motivational systems organizations can form to motivate Y gen-
eration employees and in turn, create better performance?

The following figure is an illustration of the study objectives and their flow. Initially,
The Y generation is explored, the specific characteristics of the Y generation are identi-
fied from the literature on the subject. These characteristics are then used to identify
potential sources of motivators. These motivators are then explored, and finally an at-
tempt to identify the Y generation motivators that create increased performance is made.

N
X
I
I \\
1
1 \\
o ———— - \\
[ N
: Generation Y ~
1 \\
i AN
I Characteristics Motivators s Performance
1 ’
1 e
1 ’
1 7’
L
------------ 1 ’
1 /,
al
v
Figure 2 An illustration of the study objectives. By understanding generation Y
characteristics and how they are motivated, increased performance can be

achieved.

The sources of motivation for the Y generation are different from previous genera-
tions and therefore, they should be investigated as well as facilitated within the motiva-
tional systems of an organization. The specific attributes within an organization that
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increase the motivation of a generation Y employee will be examined in order to identi-
fy which characteristics seem attractive as a long term employer. Based on these find-
ings, solutions can be offered to make the generational shift in the workplace as effi-
cient and effective as possible. (McGuire, By & Hotchings 2007, 592-594.)

The structure of the study is as follows. First the key concepts are explained, in the
second section, generation cohort theory is introduced. The Baby Boomer, X and Y
generations are discussed based on previous research and literature on the topic. Specif-
ic Generation Y characteristics are defined and these characteristics are used through-
out this study to explore this topic. Section three is an introduction to motivation theory.
First, a summary of relevant motivation theories is discussed and in section four, these
motivation theories are linked to the Y generation. Section five introduces the research
design. Section six includes a discussion on the results from the focus groups used to
investigate research questions. Finally, a conclusion is offered.
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2 GENERATION COHORT THEORY AND CHARACTERIZA-
TION

2.1 Generation Research

Generation cohort theory is the study of the different generations that are present in the
population. The theory suggest that when individuals are born at a certain time and have
similar experiences in relation to political, social, environmental, financial et cetera is-
sues, they form values and belief systems that are similar within individuals in that same
generational group. These values and belief systems are assumed to be strong enough
for patterns to appear and therefore these generations can be researched as a group due
to these similarities. (Lamm & Meeks 2009, 615.)

The literature on this is much more extensive in North America however, more re-
search is constantly done worldwide. This theory is used to investigate issues that arise
in the workplace to help understand employee behavior and assist in Human Resource
issues. The generational cohort theory can be used as a generalization but is by no
means completely objective but can assist in understanding employee behavior. (Lamm
& Meeks 2009, 615.)

At the moment, generational cohort theory suggests that there are four different gen-
erational groups present in the work force. These include the Veterans, the Baby Boom-
ers, Generation X as well as Generation Y. The definitions of these generations in terms
of year of birth is a much argued area and figure three represents the views on this by
various authors and researchers. Shih and Allen (2007, 90) suggest that the strongest
area of consensus in regards to Y generation birth year is 1982-1994 (indicated by nar-
rower blue line) although acknowledge that beginning and ending dates vary between
1977 and 2003. For the purpose of this study, the area of consensus (marked in red on
the y-axis — years 1981 — 2000) will be used to define the Y generation year of birth.
(Crampton & Hodge 2009, 1; Eisner 2005, 4; Lauenberger & Kluver 2005, 17; Lipkin
& Perrymore 2009, 16; Sayers, 474; Shih & Allen 2007, 90.)
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Crampton &
Hodge (2009)

Eisner
(2005)

Lauenberger &
Kluver (2005)

Lipkin &
Perrymore
(2009)
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2000 2003 Today
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Figure 3 Definitions of the Y generation by year according to different authors.
Area of consensus indicated by the red box (years 1981 — 2000).

When discussing this topic, grouping employees into generational groups is indeed
helpful and provide meaningful insight into their behavioral patterns. When generaliz-
ing, one should always keep in mind that these considerations are fluid and should also
anticipate expectations. (McGuire et al. 2007, 592-597.) These generational divisions
may also only be valid in western countries as they have experienced relatively similar
conditions in relation to economic and social issues. This research is therefore conduct-
ed using resources from western countries to attempt to keep the effect of cultural dif-
ferences to a minimum as these differences may significantly affect the way in which
generations are characterized. (Gripenberg, Niemistd & Alapeteri 2009, 1-4.)

The oldest generation has been named the Veterans, they were born prior to the Se-
cond World War and have experienced the Great Depression. These events have influ-
enced the generation to be very civic minded and patriotic. They no longer have a large
presence in the workforce, however, the reason why this group is still important is that
they often remain very connected and influential. (Bell & Narz 2007, 56-58.)

The Baby Boomers grew up in a time of economic prosperity to value lifetime em-
ployment and company loyalty in order to gain respect and seniority (McGuire et al.
2007, 592-598). Their attitude towards employment could be summarized as ‘work plus
personal sacrifice will equal financial success’ (Glass 2007, 98-102). This generation
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group composes of at least thirty percent of the workforce and is the foundation of to-
day’s management (Bell et al. 2007, 56-58). The Baby Boomers have a strong work
ethic and value personal growth, hard work and individuality. There is little need for
feedback and companies can greatly benefit from their experience, stability and com-
mitment. (McGuire et al. 2007, 592-598.) They will still remain as a large part of the
work force as many of them have no plans to retire. They can be very ruthless in order
to achieve their goals and have had to work hard for the positions they hold. (Eisner
2005, 4-6.)

Generation X considers the balance between work and family as highly important.
This has stemmed from growing up with hard working Baby Boomer parents. This was
also the first generation to experience high divorce rates, which may have affected them
in a way that led them to become very family oriented. The X generation can be charac-
terized as being optimistic, self-reliant and confident. They are not generally loyal to
organizations and value education, independence and parenting. (Bell et al. 2007, 56—
58.) In the work environment, this generation recognizes significance in participation,
esteem development, team work and human relationships (McGuire at el. 2007, 592—
598). They are also very entrepreneurial by nature. This may be a result of the inde-
pendence and self-reliance that they have experienced from a young age. This genera-
tion produced the so called dot.com entrepreneurs (Eisner 2005, 4-6).

The most recent generation to enter the job market is the Y generation. This genera-
tion is known by a variety of names, these include but are not limited to the Nexters, the
Echo Boomers, the Internet Generation, the iGeneration, the Generation Why and the
Millenials. This group of employees is quite different in terms of values and expecta-
tions from the previous generations. This becomes apparent in the work place and is the
focus of this research. (Lipkin & Perrymore 2009, 17.)

2.2 Characteristics of Generation Y

The Y generation cohort is much more likely to take time off from academics, to pursue
travel and non-career employment. They are often the product of divorced dual-income
parents with high mobility and low commitment. (McGuire et al. 2007, 593.) This has
allowed them to grow up with more financial freedom as well as independence. This
generation assumes that they can be anything they want to be and value free time and
energy. (Lipkin & Perrymore 2009, 17.) These goal and achievement oriented employ-
ees have put managers in a confusing predicament as they are often inexperienced in
managing this new type of employee (Yeaton 2008, 68—70).
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Generation Y is comfortable with diversity in relation to ethnicity, race and sexual
orientation. They are highly computer savvy and tend to strive for immediacy and mul-
titask. This can be a result of their short attention spans, however, they constantly at-
tempt to work faster and more efficiently. (Bell et al. 2007, 56-58.) The value of profes-
sional development, clear support and direction is seen as very significant, nonetheless,
flexibility and autonomy is simultaneously desired (McGuire et al. 2007, 593-599).

Collaborative decision making is seen as attractive and this generation wants fast-
track leadership programs that recognize and reward their contributions to the organiza-
tion. Issues that the older generations did not take into consideration such as corporate
philanthropy and social awareness have become a way to attract and appease this newer
generation. (Glass 2007, 98.) Overall, this generation wants to be a part of an energetic
and innovative organization which truly appreciates them (Lowe et al. 2008, 45).

The literature on generation Y offers many characteristics that portray this genera-
tion. As there are inconsistencies regarding the characterization of Generation Y, table
one illustrates the similar opinions of previous research in terms of the distinctiveness of
this generation. As can be seen, the research does exhibit a number of similar themes.
Most sources are in consensus with describing the Y generation as confident, educated
and sociable, they also agree that this generation has a greater need to be supported in
the organizations. This support need exhibits itself as a need to receive constant feed-
back and be supported by the management of the organization. Evidence of similar find-
ings can also be seen in the other themes represented in table one, Eisner (2005), Lipkin
& Perrymore (2009), Lowe et al (2008), McGuire et al. (2007) and Yeaton (2008) all
agree that the Y generation can be characterized as being achievement oriented. Except
for McGuire et al. (2007) all authors represented in table one also agree on the Y gener-
ation being confident and able to multitask well.
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Table 1 Main characteristics of Generation Y.
Crampton & Glass Eisner Lipkin & McGuire Yeaton
Hodge (2007) (2005) Perrymore b et al. (2008)
(2009) (2009) (2007)
Achievement X X X X X
oriented
Confident X X X X X X
Educated X X X X X X X
Multitasking X X X X
Need for X X X X X X
feedback
Need for
management X X X X X X
support
Sociable X X X X X X
Technologicall X X X X X
y savvy

These characteristics surface in academic literature on this particular topic illustrated
in table one. They are knowledgeable in technology, confident in themselves and their
value, educated and highly social. The Y generation constantly craves feedback, are
able to multitask very well and need the management in an organization to support them
in their career goals. This table will be built on in further sections as the theoretical
framework will be presented (Crampton & Hodge. 2009, 1-5; Glass 2007, 98; Eisner
2005, 4; Lipkin & Perrymore, 16-18; Lowe et al. 2008, 45-47; McGuire et al 2007,
592-595: Yeaton 2008, 68-73.)

2.3  Criticism to Generation Cohort theory

It is important to be aware of these criticisms to be able to understand generalizations
within the research and the limits of generational cohort theory overall. It has been sug-
gested that the Y generation is the first generation to vocalize their needs due to their
increased confidence level, and that these needs are not as dissimilar from other genera-
tions as suggested.

Most of the research available is not longitudinal as these attitudes are measured at
different points in the lives of employees which results in a variation in values between
these generations. As the research is not longitudinal, it can be argued that the suggested
generational differences relating to the workplace are in fact differences resulting from
age. Meaning that a specific age group has similar needs which may be very dissimilar
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from for example a significantly older age group. Therefore it cannot be assumed that
all difficulties are the result of generational differences. (Eisner 2005, 4-6.)

Wesner and Miller (2008, 89-94) suggest in their research that Baby Boomers and
the Y generation are not as different as has been assumed. This study is longitudinal and
suggests five themes that characterize both generations. Firstly, education levels, both
generations were the most educated generation when entering the workforce. Secondly,
education was something that was encouraged by both parents of these two generations.
Thirdly, the impact of new technology cannot be excluded. The Baby Boomers were the
first generation to grow up with color television, which opened their world to vast
amounts of information similar to the internet being a source of information for the Y
generation.

The fourth theme in the study relates to company loyalty. According to Wesner &
Miller (2008, 89-94), the baby boomer generation was more willing to change jobs than
the previous generation. Allegiance to an organization is also an issue that managers are
having with the Y generation in the workforce (Wesner & Miller 2008, 89-94). As the-
se employees are not as loyal to an organization, managers need to understand them
before recruiting them as a lack in loyalty may have a distressing effect on company
performance due to the financial impact of recruiting, training and replacing these em-
ployees (Lipkin & Perrymore 2009; 58). Lastly, the meaningfulness of the work that
these two generations are involved in is a high priority and both wish to develop them-
selves as well as their talents (Wesner & Miller 2008, 89-94).

There may be similarities between these generations, however they are not as similar
to each other to be able to ignore the research and the problems involving generation Y.
It can however be said that the size of the Y generation, its education level and technical
skills parallel the impact that the huge Baby Boomer generation had when they were
first entering the job market. (Eisner 2005, 4-6.)
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3 MOTIVATION THEORY

3.1 Motivation as a concept

An organization may have exceptional infrastructure, strategy, role systems etc., how-
ever for high levels of organizational effectiveness, employees must be motivated and
perform. Motivation is an important concept because besides the monetary and physical
resources an organization needs, people must be recruited to perform different organiza-
tional functions. Katz and Kahn (1966) suggest that there are certain patterns of indi-
vidual performance that are required for an organization to be effective. These behav-
ioral patterns are depicted in figure four. (Katz & Kahn 1966, 336-337.)

Patterns of individual behavior required for
organizational effectiveness

Joining and staying in the Dependable behavior: Innovative or spontaneous
system performance in system behavior: beyond role
requirements for
accomplishment of
organizational functions.

Recruitment I Meeting or Creative suggestions
exceeding qualitative =] for organizational
- standards or practice improvement
Low absenteeism I
Meeting or || Actions protective of
Low turnover I - systems or subsystem
exceeding
quantitative
standards or practice Self-training for
additional
| organizational
responsibility
|| Cooperation with
fellow members
Creation of favorable
| climate for
organization in the
external environment
Figure 4 Patterns of individual behavioral patterns required for organizational

functioning and effectiveness (Katz & Kahn, 1966, 337).
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Figure four describes the types of behavior than an organization and effectively its
management must stimulate in order to survive. Firstly, the organization must recruit its
employees. An organization must have the human resources necessary to produce the
types of results that the organization needs. Once the necessary personnel is recruited in
the organizational system, they must also be stimulated to stay within the organization.
Absenteeism may also be a problem, an employee must exercise regular attendance to
confirm their belongingness to the organizational system. High turnover is very costly
for an organization due to recruitment and induction costs and therefore the turnover
rate needs to be kept low. (Katz & Kahn, 1966, 337-338.)

However, the physical presence of employees is in no way enough for organizational
effectiveness. The second pattern of necessary behavior is reliable activity. Employees
in organizations have roles that they must carry out. The results of these roles can be
measured in qualitative and quantitative manners and must at least meet a certain mini-
mum level. Qualitative measures of performance are more difficult to measure however
the problem may be met by clearly defining an employees’ role by observable charac-
teristics and instructions of the management. (Katz & Kahn, 1966, 338.)

The third area of necessary behavioral patterns is innovative and spontaneous behav-
ior. This refers to actions that are not necessarily defined in the organizational role of
the employee. Employees are exposed to the everyday details of an organization that a
manager may not be privy to and are an important source of innovativeness and creation
in the organization. Co-operative relationships within organizational areas are also a
source of great innovativeness and effectiveness. One employee may be much more
competent in one function or offer a different view point which will produce a better,
more effective and efficient result that if the problem was solved by a single individual.
(Katz & Kahn, 1966, 338.)

One sub-activity that pertains to innovativeness and spontaneity in the organization is
the desire to develop ones’ own capability to perform their job, essentially becoming
better. This may not be a requirement within the role of the job but employees are de-
sired to prepare themselves to assume more responsibility within the organization. The-
se behaviors are highly important in an organization and management must be able to
motivate its employees to perform these roles. The last desired behavior pattern under
spontaneous and innovative behavior is the creation of a favorable external environ-
ment. This can be accomplished by bringing positive information of the community
outside of the organization which will affect for example, recruitment efforts in a posi-
tive way. (Katz & Kahn, 1966, 338-340.)

Motivation as a concept is very multidimensional and therefore difficult to under-
stand. Motivation is primarily concerned with three factors. These are firstly, what en-
ergizes the behavior of humans. Secondly, what directs their behavior and thirdly, how
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this behavior is maintained. These factors of motivation can be summarized as the drive,
the direction and the orientation of action. (Porter & Steers 1991, 6-7.)

The drive is affected by the environment of the person. This drive is generally a sum
of two influences. Firstly, the development of a need or desire and secondly the expecta-
tion that a certain behavior will lead to the fulfillment of the need or desire that has ris-
en. The direction is determined by the goal of the person, what the person wants to
achieve with their behavior. The orientation of the motivated behavior refers to the end
result. Either the behavior has achieved the desired result or the person is forced to redi-
rect their behavior towards and alternative direction. Motivation can be viewed as a
chain of these events which results in higher performance if directed correctly. (Porter
& Steers 1991, 6-7.) The chain of events can be seen in figure five.

MOTIVATION
Drive Direction Orientation
Figure 5 Motivation is a process starting from a drive to a behavior, the direction

the behavior takes and the orientation of the behavior (Porter & Steers
1991, 6).

Motivation theory explores how a behavior is started, in to what direction and what
the reaction of the behavior is. It has generally been said that the higher the motivation
of an individual, the better the performance and this is why employers attempt to moti-
vate their employees. It is however, not quite as simple, according to Vroom and Deci
(1970, 229) there are two exceptions to the assumed positive motivation-performance
relationship. These two exceptions are illustrated in figure six.

First, the law of diminishing returns has to be considered, meaning that at some point
in time the productivity gained from extra motivation is no longer positive or becomes
stagnant. If resources are allocated to motivate employees at the stage where the law of
diminishing returns applies, resources are wasted and the overall performance of the
organization suffers. There is a natural limit to how much the performance of one em-
ployee can be increased and once this point (or a point close to it) is reached, there is
little reward to be gained by continuing to motivate this employee. (Vroom & Deci
1970, 229.)

Secondly, there may be an inverted U function relationship between motivation and
performance, where low levels of motivation result in low performance however very
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high levels of motivation also result in low performance levels. Therefore, the challenge
for managers is to first, understand what their employees are motivated by, how to mo-
tivate them and also to what extent as too much motivation may affect a persons’ ra-
tionale in a negative way. (Vroom & Deci 1970, 229.)

Productivity

N

Linear relationship

Law of diminishing returns
relationship

Inverted U function
relationship

v

Motivation

Figure 6 The three possible relationships between motivation and performance
(Adapted from Vroom & Deci 1970).

It is important to understand that as increased motivation can lead to higher produc-
tivity, there is a limit that needs to be considered. The reason why a law of diminishing
returns or inverted U function relationship may occur between motivation and perfor-
mance is that a person may become counterproductive if they become too motivated and
therefore having a negative effect on performance. (Vroom & Deci 1970, 229.)

For example, if a person is working as a house builder, they may be motivated to
build many houses by offering them a bonus for every house they build. This type of
increased motivation would likely have a positive effect on the performance of the em-
ployee. However, consider if this persons’ job security is under threat by for example
having a quota of houses that need to be built in order to keep their job. Then this per-
son would be highly motivated if they wanted to keep their job but would however be
likely to rush in the construction and maybe even cut corners to ensure that their quota
is met. This scenario represents a rise in motivation resulting in lower performance.

It must also be understood that in order to motivate ones’ employees to exhibit cer-
tain behavioral patterns explicated by Katz and Kahn (1966), managers must understand



23

the sources of an employees’ motivation. As Porter and Steers (1991) explain, motiva-
tion is a result of drive, direction and orientation. The drive for the direction of the be-
havior may be different depending on the desired behavior. One type of motivation may
produce a different drive than another and therefore a different orientation. Consequent-
ly, management must be able to motivate employees’ in many ways to achieve all the
desired behavioral patterns necessary for organizational effectiveness. (Katz & Kahn
1966, 340-341; Steers & Porter 1991, 6-8.)

The performance of a person in a job is considered to be a function of two variables.
The abilities and skills to perform the job that they are assigned to as well as the motiva-
tion the employee has to complete this job. The overall performance of the employee is
a product of these two variables and not necessarily the sum. Increasing the ability and
skills of a motivated employee will yield a higher performance rate than increasing the
skills and abilities of a less motivated employee. (Vroom & Deci 1970, 10.)

Motivation is an organizational issue as old as organizations themselves and motiva-
tion theory is infinitively vast subject. Two famous motivation theories introduced in
the following sub-sections are that of Maslow and Herzberg which were first published
in 1943 and 1966 respectively and still remain as the cornerstones of motivation theory.
These theories attempt to address how organizations can motivate employees by under-
standing the basic human needs and how they relate to motivation. Lastly, a third theory
is introduced. Vroom (1964) and later Lawler and Porter (1967) offer expectancy theo-
ry, a theory on motivation that encompass variables that specifically lead to higher per-
formance levels.

3.2 Maslow’s hierarchy of needs

Maslow’s theory of human motivation was first published in 1943 and is considered one
of the cornerstones of motivation theory. Maslow was concerned with worth of individ-
uals and he believed that individuals had the capacity to improve their quality of life.
(Porter & Steers 1991, 33-34.) He explains human motivation of consisting of five lev-
els of basic needs in a hierarchy. Each previous level needs must be met before the next
level of needs emerge. (Kroth 2007, 8.)The following figure is an illustration of this
theory.
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SELEAACTUALIZ:

/ ESTEEM NEEDS \
/ LOVE NEEDS \

SAFETY NEEDS

/ PHYSIOLOGICAL NEEDS \

Figure 7 Maslow’s hierarchy of needs. (Maslow 1970, 15-17).

Needs can be defined as a sense of disequilibrium in a person which can possibly
trigger a consequent behavior (Porter & Steers 1991, 33-34). The base of this hierarchy
represented in figure seven is the physiological needs. This a need for basic human sur-
vival, a need that must be met in order to stay alive such as access to food and water.
When a person is for example experiencing a lack in a food source, finding more food
becomes their only need. This person will think that if they would be in a situation
where food is abundant, they would need nothing else. However when this basic need is
met, new needs arise. (Maslow 1970, 15-17; Porter & Steers 1991, 33-34.)

The second level is the safety need which refers to physical safety such as security,
shelter, freedom from fear, anxiety and chaos. In our relatively safe environment, these
needs may no longer serve as motivating needs as they rarely exist. The need for safety
may now be more representative of a stable employment relationship and a savings ac-
count. The need for safety is also dependent on a persons’ personality as some people
are more adaptable to new situations and surprising events than others. (Maslow 1970,
18-20.) The three remaining needs, i.e. love, esteem and self-actualization are more
complicated in terms of meeting them as they are more ambiguous (vary with each in-
dividual). (Porter & Steers 1991, 33-34; Vroom & Deci 1970, 29.)

The third need level is called the love needs. This need refers to a persons’ hunger
for affectionate relationships and finding their own place in society. This need recogniz-
es that humans are social beings and crave for social contact. These social contacts can
refer to family, friends, work communities and other affiliations. (Greene & Burke
2007, 118.) These needs will emerge if the physiological and safety needs are being met
at a sufficient level. (Maslow 1970, 20-21; Steers & Porter 1991, 33-34).
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Once this need is met the forth need, esteem, arises. This refers to having self-
respect and the respect of others. Feelings of self-worth and feeling necessary in the
world are met when this level of needs are reached. (Greene & Burke 2007, 119) This
need can therefore be classified in two groups. Firstly, a person has the desire to have
qualities and traits such as being successful, powerful and confident to feel a sense of
esteem from within. The second group is the desire to gain esteem from other people by
acquiring a reputation, fame and prestige. (Maslow 1970, 21-22; Porter & Steers 1991,
33-34)

The highest need which arises when all the other needs are met is called the self-
actualization needs. This need can be summarized as ‘what a man can be, he must be.’
When this need is met a person actualizes their potential. This need is the most compli-
cated as it varies most dramatically with each individual. (Vroom & Deci 1970, 33.)
The goal of this need is to better one’s self (Greene & Burke 2007, 120). This is a com-
plicated need to satisfy as the potential of a person may constantly grow and the need
therefore will also then not be constant. Therefore, satisfying this need is a process and
not an end-state of being. (Porter & Steers 1991, 33-34.)

All five levels of Maslow’s needs are present within an organizational environment.
Table two represents Maslow’s hierarchy and the general requirements of meeting these
specific needs as well as the corresponding organizational rewards or factors. Organiza-
tions should attempt to fulfill its employee’s needs and will certainly find meeting lower
level needs such as physiological and safety needs much easier to satisfy. Meeting high-
er level needs is undoubtedly more difficult and organizations will have to consider how
to satisfy and motivate their employees. (Porter & Steers 1991, 35-36.)
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Table 2 Applying Maslow’s needs to organizational factors (Porter & Steers
1991, 35).

Need levels General Organizational

rewards factors

Physiological Food, water Pay, pleasant working
and sleep condition and cafeteria
Safety Safety, security, Safe working conditions,
stability and protection company benefits and job
security
Love/social Love, affection Cohesive work group,
and belongingness friendly supervision,
professional associations
Esteem Self-esteem/respect, Social recognition, job
prestige and status title, high status and
feedback
Self-actualization Growth, adavancement Challenging job,
and creativity opportunities for
creativity, achievement
and advancement

When each level of need is met to a satisfactory level, they are no longer motivators.
A person in a sense forgets them when they do not have an immediate need for them.
Maslow (1970, 22) stated that a ‘healthy man is primarily motivated by his needs to
develop and actualize his fullest potentialities and capacities” A healthy man refers to a
person that has met the other lower levels of needs and therefore self-actualization
needs are the only needs not yet met by the individual and the only need that is also not
stagnant. (Vroom & Deci 1970, 39.) All of Maslow’s defined needs can however over-
lap. A higher need may emerge before a lower need is completely satisfied and higher
level needs are met to a lower extent than lower level needs. (Porter & Steers 1991, 3—
35.)

3.3  Herzberg’s two-factor theory

Frederick Herzberg published the two-factor theory in 1959 and this has also become
one of the most important content theories of motivation today. The two-factor theory is
a designation of job satisfaction and a deduction of work motivation. (Miner 2006, 61).
He explored two hypotheses:
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1. Sources of positive and negative job attitudes are different.
2. There are long run versus short run differences in the factors and job attitudes re-
lated to job events. (Miner 2006, 63).

Job satisfaction can be defined in many ways. It can be regarded as the feeling of an
employee towards their job. Job satisfaction as a concept presumes that the satisfaction
or dissatisfaction of an employee toward their organization and the position that they
hold influence the productiveness of the employee and therefore the productiveness of
the organization as a whole. (Ikwukananne & Udechukwu 2009, 69-71).

Job satisfaction is composed of two elements, the job situation as well as the values
and expectations of the employee. The job situation refers to the overall job conditions
including the scope of the job, the responsibilities of the employee, decision making,
level of stress, the hours the employee works etc. When these factors are positively
matched with the employee, the job satisfaction felt by the employee should increase.
(Torrington & Hall & Taylor 2005.) The other aspect of job satisfaction according to
Torrington et al. (2005) is a more ambiguous concept. The values and expectations of
the employee are determined of the individual personality of the employee as well as the
life experiences that the employee has gone through.

Compared to motivation, relatively little is known about job satisfaction in terms of
determinants and consequences. Motivation can be externally observed as it can be con-
sidered in terms of performance for example. Job satisfaction is an internal concept and
is difficult to observe and may only be examined by employee comments. There has
been relatively little research to support that job satisfaction results in better job perfor-
mance. Job satisfaction is however a good measure of the quality of life in organizations
and is therefore worth investigating and increasing. However job satisfaction has an
effect on turnover and absenteeism within the organization which can be very costly and
therefore the sources of both satisfaction and dissatisfaction must be understood.
(Hackman & Lawler & Porter 1977, 39-40.)

Herzberg suggests that there are two basic needs that a person has. The first need is
to avoid pain and the second is to grow psychologically. He conducted a study that ex-
plored the sources of job satisfaction and found out that some factors affected job satis-
faction in a positive way but a completely different set of factors affected job dissatis-
faction. (Herzberg 1987, 6; Kroth 2007, 8; Vroom & Deci 1970, 89.) These factors are
listed in figure eight.
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Figure 8 Herzberg’s factors of job satisfaction and dissatisfaction (adapted from

Herzberg 1987, 7-10).

Herzberg called the job satisfying factors motivators and the job dissatisfying aspects
as hygiene factors. He realized that these two factors have dissimilar themes. The moti-
vators seem to describe a persons’ relationship to what he actually does and the hygiene
factors describe the environment in which the person works. The hygiene factors essen-
tially prevent job dissatisfaction but do not have much to do with actually creating job
satisfaction. The motivators on the other hand were realized to have a positive effect on
performance and effort. (Herzberg 1987, 6-8; Vroom & Deci 1970, 89.) Essentially,
Herzberg concluded that the job satisfaction and dissatisfaction are not opposites of
each other. In fact the opposite of job satisfaction is no job satisfaction and the opposite
of job dissatisfaction is no job dissatisfaction. (Milton 1981, 67). This relationship is
shown in figure nine.

N
\ 4

Job satisfaction

No job satisfaction

N
\ 4

Job dissatisfaction No job dissatisfaction

Figure 9 [lustration of Herzberg’s conclusion that the opposite of job satisfaction
IS not job dissatisfaction but no satisfaction (Milton 1981, 67).
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Essentially figure nine and ten together represent that Herzberg’s motivators or job
satisfaction determinants may create higher levels of motivation, job satisfaction and
performance. However, satisfying an employee’s hygiene factor needs does not result in
higher levels of motivation but to lower levels of job dissatisfaction to a point where the
employee experiences no job dissatisfaction at all. (Milton 1981, 67; Vroom & Deci
1970, 89.)

3.4 Expectancy theory

Expectancy theory suggests that employees, “acting through self-interest, adopt courses
of action perceived as maximizing the probability of desirable outcomes for themselves
(Isaac, Zerbe & Pitt 2001, 212).” Vroom (1970) initially suggested that an employee
will choose a specific course of action stemming from a foundation of their personal
perceptions, attitudes and beliefs to maximize pleasure and to minimize pain (Isaac et
al. 2001, 214). Lawler and Porter (1967) further expanded on this model by building a
theoretical framework that argues that motivation is the sum of two factors, the effort-
reward possibility and the reward value. (Vroom & Deci, 256-258.)

The effort-reward possibility refers to the probability that a persons’ effort will lead
to an award. The award value refers to the value or attractiveness of the particular award
to a person. (Vroom & Deci, 256-258.) Essentially, expectancy theory suggests that
individuals are motivated when two conditions are met. The first condition is that effort
by the employee will lead to a reward and the second condition is that this reward is
valued by the employee. Both conditions must be met to motivate the employee as the
relationship can be described as having the same characteristics as a multiplication.
Even if an employee believes that effort will lead to reward but does not believe that the
reward is of satisfactory level, his motivation will be zero. (Isaac et al. 2001, 215; Kroth
2007, 10)

Rewards can be both extrinsic and intrinsic in nature. With intrinsic rewards such as
a feeling of accomplishment, persons’ self-actualization needs can be met and higher
effort-reward probabilities can be created. Extrinsic or tangible rewards are often more
bureaucratic and expensive and therefore harder to implement, however, intangible or
intrinsic rewards are much easier to facilitate in to the organization and by increasing
the amount of intrinsic rewards such as recognition or responsibility, the effort reward
possibility can be increased resulting in higher effort levels. (Vroom & Deci, 256-258.)

The value of the reward is also a factor that is easily influenced in the short run, and
requires an understanding of what exactly motivates the employees in the organization.
If the effort-reward probability is increased with rewards that have great value to em-
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ployees the effort or the motivation that the employees have can be significantly in-
creased. The following figure is a representation of expectancy theory. (Vroom & Deci,
256-258.)

A VALUE OF
REWARD ALUE O
POSSIBILITY )
EFFORT
ROLE
PERCEPTION ABILITY
PERFORMANCE

Figure 10 The relationship between effort and motivation (Adapted from Vroom &
Deci 1970, 256).

As can be seen from the above figure, increasing the effort-reward possibility and the
perceived value of the reward will lead to increased effort. However, increased effort
will not automatically lead to better performance. Lawler and Porter expanded Vroom’s
(1970) original theory by adding two elements that need to be considered to complete
the progression from motivation to effort and finally to higher performance. Two addi-
tional factors must be taken in to consideration; the employees role perception and abil-
ity. The role perception of an employee is defined as the direction in which the em-
ployee applies their efforts. Role perception can be seen as fitting, i.e. corresponding
with what the employer expects from the employee or it can be inaccurate which can
lead to decreased performance even with higher effort levels. (Isaac et al. 2001,212;
Vroom & Deci 1970, 255-257.)
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Role perception is however not static and can be influenced in the short run. Ability
is defined as the persons’ current power to perform. This factor includes matters such as
intelligence, manual skills and but not limited to personal skills. The ability of an indi-
vidual to perform their job does not vary greatly in the short run, therefore, effort or
motivation does not lead to superior performance if an employee’s abilities are not suf-
ficient for the task. In order for the employee to achieve high levels of performance, all
aspects of the expectancy theory need to be present. (Vroom & Deci 1970, 255-257.)

3.5 Synthesis

The objective of this study is to understand how high levels of performance can be
achieved by motivating the Y generation. Maslow (1943) explained that the highest
need that a person has is the self-actualization need, and by understanding the Y genera-
tion’s characteristics investigated in section two, they can be motivated to achieve their
potential. Herzberg (1966) investigated hygiene factors and motivators. He suggests that
job satisfaction is a function of intrinsic factors in an organization, in his study namely;
achievement, recognition, the work itself, responsibility and advancement. Once
Maslow’s self-actualization needs and Herzberg’s motivators are identified in terms of
the Y generation, The expectancy theory can be used to increase performance.

Expectancy theory explains that effort or motivation is a result from the probability
of effort leading to a reward and the value of the reward. The probability of effort lead-
ing to a reward can be increased by integrating more intrinsic rewards in to the organi-
zation and the value of these can be increased by understanding what these Y generation
employees value as a reward. How to increase the probability of effort leading to reward
and the perceived value of the reward specifically tailored to the Y generation is inves-
tigated in the next section.
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4 ENHANCING PERFORMANCE BY CREATING GENERA-
TION Y SPECIFIC MOTIVATIONAL SYSTEMS

4.1 Identifying Y generation specific motivational systems

Maslow discussed self- actualization as reaching a person’s full potential and how ful-
filling this need varies with people and a source of motivation (Maslow 1970, 15-17).
Generational cohort theory suggests that a specific generation has adequately similar
characteristics due to similar life experiences in their environment to be similar in their
values and expectations (Glass 2007, 98). Certain generalization could then be made on
what motivates a certain generation to better fulfill their self-actualization needs as em-
ployees in an organization. This section of this study will discuss the previously defined
characteristics of the Y generation in relation to different motivation systems that can be
implemented within an organization to improve performance. By understanding the Y
generation and what rewards they value, these can be implemented in various systems
of the organization to motivate these employees.

As the generations have different responses to motivational tactics, companies should
offer diverse sets of motivational drivers to accommodate this. New mixes of motivators
must be developed which in addition to traditional monetary compensation should inte-
grate some less traditional systems that have been found to increase the motivation of
employees belonging to the Y generation. (McGuire et al. 2007, 592-595.) The costs of
some of these systems and methods range from nonexistent to minimal and should not
be underestimated. They can have a substantial effect on the motivation of the employee
which in turn positively affects retention rates as well as productivity and performance.
(Messmer 1999, 16-18.)

Managers should become familiar with the knowledge required to make informed
decisions relating to the organization developing an environment that supports employ-
ees wanting to become a part of it as well as staying in it (Baldonado & Spangeburg
2001, 99-101). Motivational systems found in four areas of an organization are intro-
duced in this section, these areas include the HRM policies, internal training programs,
communication systems as well as decision making policies of an organization which
are represented in the following figure (Glass 2007, 98-102).
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1. Flexible work arrangements 1. Training and Development
2. Culture of fun

2. Mentoring
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L SYSTEMS J

COMMUNICATION SYSTEMS
1. Keeping up with technology
2. Clarity and goals
3. Feedback

DECISION MAKING POLICIES
1. Collaboration and teamwork
2. Ownership

)

Figure 11 Motivational systems divided into four organizational areas (Glass 2007,
98-102).

Figure eleven clarifies these four areas where motivational systems can be imple-
mented; HRM systems, Internal Training Programs, Communication systems and Deci-
sion Making Policies. The following section will introduce systems listed in the figure
above to increase motivation among generation Y employees that can be implemented
in these four areas of an organization. These specific solutions have been offered in the
previous research on this topic to address the challenge of motivating the Y generation
employees. How each of these alternative systems applies to the specific characteristics
of the Y generation explained previously will be discussed in more detail.

4.2 HRM Systems

Human Resource Management systems are policies that are put in place for inducting,
retaining and training of employees. These policies should be developed to the needs of
the employees of an organization and therefore have a certain aspect of fluidity in them.
(Glass 2007, 98-102).
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4.2.1  Flexibility in work arrangements

One of the newer concepts that has improved the overall motivation of the generation Y
employees is the institution of flexible work arrangements. Flexibility in the work place
may be created by formal systems or by an unofficial culture of flexibility between the
employee and the employer. A culture of flexibility can be created by the employer re-
sponding and supporting the individual needs to variations in traditional work struc-
tures. The figure below represents the characteristics of the Y generation that most re-
late (highlighted in blue) to flexible work arrangements as a motivator.

Generation Y

Need for
management Sociable Tech savvy
support

Achievement
oriented

Need for

Confident Educated Multitasking feedback

Figure 12 Generation Y characteristics addressed by flexible work arrangements
(Adapted from Crampton & Hodge 2009, 1-5; Glass 2007, 98; Eisner
2005, 4; Lipkin & Perrymore, 16-18; Lowe et al. 2008, 45-47; McGuire
et al 2007, 592-595: Yeaton 2008, 68—73).

Flexibility assists in the problem of the generation Y’s questioning of the traditional
work structure. As this generation is educated, able to multitask and achievement ori-
ented, these arrangements can be very successful in improving the overall motivation of
these employees. (Crampton & Hodge 2009, 1-5; Glass 2007, 98; Eisner 2005, 4;
Lipkin & Perrymore, 16-18; Lowe et al. 2008, 45-47; McGuire et al 2007, 592-595:
Yeaton 2008, 68-73.) Flexibility in working practices motivates the Y generation em-
ployee to work and also allows the employee to think in a way that may encompass
broader ideas and better problems solving by not being confined more in a traditional
work structure and way of thinking (Lipkin & Perrymore 2009, 133).

Being highly educated has conditioned the Y generation to meet the requirements of
an academic institution without potentially having a strict routine and structure. They
are able to meet what is expected of them with more freedom. The suggested character-
istics of being able to multitask and being achievement oriented also allows these em-
ployees to manage with more flexible work arrangements. Many generation Y employ-
ees find the traditional work structure confining and can be motivated to be more pro-
ductive by providing them with an environment that they are more comfortable with.
(Eisner 2005, 4-6; Lowe et al. 2008, 45; McGuire et al. 2007, 592-594; Yeaton 2008,
68-73.)
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Flexibility also supports the work-life balance of an employee by allowing some
elasticity in the employee’s time to arrange other aspects of their life (Baldonado &
Spangeburg 2009, 99-101). Flexibility in the work place can even trump traditional
incentive packages as the Generation Y employees are often characterized as working to
live, not living to work. (Espinoza, Russch & Ukleja 2010, 50-51; Hewlett, Sherbin &
Sumberg 2009, 72; Lipkin & Perrymore 2009, 131; Yeaton 2008, 68—73.) This type of
asynchronization can be somewhat difficult to manage but can be a very powerful
source of motivation and also help managers build loyalty in their employees (Messmer
1999, 16-18).

These arrangements can take many forms for example flexible working hours and/or
places, flextime and professional development opportunities. Flexibility can be a great
attraction feature for a company and can also be very effective if it is carried out in an
organized manner. Flexibility in working places can be effective as technology allows
being connected at all times and therefore may make Y generation employees question
the need to work in a specific place at a specific time. (Lipkin & Perrymore 2009, 128;
Tulgan 2009, 31.) Flextime for example provides employees with less strict hours,
however, it is also important for the company to institute certain core hours as well,
when all employees must be present (Bell et al. 2007, 56-58).

The expectations that Y generation employees have are shaped by their experiences
and characteristics and as they are used to voicing these expectations, problems in the
traditional workplace arise. The corporate world has been shaped by the older genera-
tions (Veterans, Baby Boomers and the X Generation) and difficulties in integrating the
values of all generations in the corporations can have a negative effect on the overall
satisfaction and motivation of the different generation employees. (Lipkin & Perrymore
2009, 129.)

Espinoza et al. (2010, 50-51) suggests that the Y generation is different from older
generations in terms of attitude. The Y generation has the desire to be able to do what
they want to do, when they want to do it. The general underlying assumption being that
as long as they complete their work, office procedures such as traditional working hours
are irrelevant. This does not however translate to a lack of control in the workplace, but
a sense of autonomy which creates trust and confidence in the employee. Therefore,
flexible work arrangements, be them official and structured or unofficial and sporadic,
may be key in motivating this generation of employees to perform.



36

4.2.2  Culture of fun

The second HRM system proposed relates to the culture of the organization. Managers
should create working conditions to suit the generation Y employees and create a sense
of fun. The characteristics of the Y generation that related to a culture of fun as a moti-
vator can be seen in figure thirteen highlighted in blue.

Generation Y

Need for
management Sociable Tech savvy
support

Achievement
oriented

Need for
feedback

Confident Educated Multitasking

Figure 13 Generation Y characteristics addressed by a culture of fun (Adapted from
Crampton & Hodge 2009, 1-5; Glass 2007, 98; Eisner 2005, 4; Lipkin &
Perrymore, 16-18; Lowe et al. 2008, 45-47; McGuire et al 2007, 592—
595: Yeaton 2008, 68-73).

These systems should also encourage social networking which is highly valued due
to the generation Y employees’ social nature (Baldonado & Spangenburg 2009, 99—
101). Motivators can range from rewards, free food, casual dress day as well as the
modification of the physical working space. Dedicated office space has lost some mean-
ing and it should be viewed in a way to facilitate collaboration, team work and a sense
of belonging and because of the Y generation employees’ sociable nature, the work
place should foster the creation of relationships and connections between employees.
(Lipkin & Perrymore 2009, 152; Wesner & Miller 2008, 89-94.)

In addition to the obvious benefit of enjoying oneself in the workplace, a culture of
fun can also have numerous functional results in the workplace. Espinoza et al. (2010,
77-78) suggest three added benefits that can be achieved by allowing employees to ex-
perience a sense of fun and games within the workplace. Firstly, an escape in to so
called fun and games allows an adult to see new ways of thinking and also has a disin-
hibiting effect. Secondly, communication may become easier, deeper and more uncen-
sored as a result of fun facilitated in the organizational culture. Thirdly, fun and games
may also have an extremely positive effect on relieving the tensions and pressures of
consuming work and therefore contributing to the efficiency and effectiveness of the
organization.
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4.3  Training programs

There are many different types of training that can take place within an organization.
Training can be a course or a training session. Employees may be given time away from
work to attend higher educational institutions. Training programs can vary in time as
well as in depth. Mentoring programs also offer an alternative way for employees to
develop and enhance specific skills. (Lauenberger et al. 2005, 16-20.) Both training and
development opportunities as well as mentoring are discussed as way to increase Y gen-

eration motivation and performance.

4.3.1 Training and Development

The Generation Y values development opportunities through training programs. These
can be a very important source of self-fulfillment for the employee and also provide
opportunities to grow within the organization which affects positively both employee
and employer. (Baldonado & Spangeburg 2009, 99-101; Lauenberger et al. 2005, 16—
20.) The figure below represents the characteristics of the Y generation that most relate
(highlighted in blue) to training and development as a motivator.

Generation Y

Achievement
oriented

Need for
feedback

Confident Educated Multitasking Sociable Tech savvy

Figure 14 Generation Y characteristics addressed by training and development
(Adapted from Crampton & Hodge 2009, 1-5; Glass 2007, 98; Eisner
2005, 4; Lipkin & Perrymore, 16-18; Lowe et al. 2008, 45-47; McGuire
et al 2007, 592-595: Yeaton 2008, 68-73).

As can be seen from figure fourteen, training and developing employees relates to
most Generation Y characteristics positively in terms of motivation. An organization
should provide plentiful access to meaningful development opportunities. Employees
should have the option to develop their skills as well as feel connected to each other and
the organizational goals. These are factors that can be achieved by implementing sys-
tems within the organization that support these goals. (Sayers 2007, 474-480.)
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These employees are educated which indicates that they value these opportunities as
well as being able to benefit from them. They offer a chance to socially interact and
form networks with colleagues. Once again, the ability to multitask can be indicative of
the employees’ ability to be able cope with a variety of responsibilities and tasks.
(Crampton & Hodge 2009, 1-5; Glass 2007, 98; Eisner 2005, 4; Lipkin & Perrymore,
16-18; Lowe et al. 2008, 45-47; McGuire et al 2007, 592-595: Yeaton 2008, 68—73.)

Generation Y’s confidence and achievement oriented nature may signify their
awareness of the importance and benefit of these programs. These programs allow the
employee to feel a sense of development and therefore a sense of moving towards their
goals. The need for management support and the need for feedback can be said to, in
some instances have a strong correlation. (Crampton & Hodge 2009, 1-5; Eisner 2005,
4-6; Glass 2007, 98; Lowe et al. 2008, 45-47; McGuire et al. 2007, 592-594.)

The generation Y employee wants to have management support in relation to achiev-
ing their goals in the organization and also want to be well informed of their progress.
Training and development creates possibilities for the employee to reach their personal
goals as well as creates an environment where the employee may receive feedback on
their efforts. (Eisner 2005, 4-6; Glass 2007, 98-102; Lowe et al. 2008, 45; McGuire et
al. 2007, 592-594; Yeaton 2008, 68-73.)

Management could also consider allowing generation Y employees to train older
workers in for example technology as the younger generation is more familiar with this
area. This will make the Y generation feel valued in the organization as well as enhance
their skills. An employee can improve their emotional intelligence, training abilities and
also increases their verbal communication. (Lipkin et al. 2009; 122.)

For this training to be effective, Sayers (2007, 480) suggests that it should be rele-
vant, interactive, personalized as well as fun for the employee to benefit as much as
possible from the program. Espinoza et al. (2010, 68—69) suggests that training oppor-
tunities are viewed as rewards by the Y generation. As rewards should be both incre-
mental as well as long-term, opportunities for training and development can serve as
long-term rewards of desired behavior and also a means to move up in the organization.

4.3.2  Mentoring Programs

Training programs can however be expensive, a cheaper alternative could be the im-
plementation of a mentoring program (Messmer 2003, 17-18). Mentoring happens
when a senior employee takes the role of a mentor towards a junior employee. Mentor-
ing differs from other training methods because it covers a larger area of the employee’s
abilities. As training focuses on a certain skill that is enhanced to increase performance,
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mentoring deals with a wider range of issues. This type of relationship encompasses
topics such as advice on how the industry/organization works, experience, knowledge
and the mentee is given advice on their career. (Clifford & Thorpe 2007, 60; Miner &
Crane 1995, 412.)

These relationships can be informal or formal and the choice of the mentor can be ei-
ther strategic or voluntary (Clifford & Thorpe 2007, 61; Miner & Crane 1995, 412).
Even informal mentor relationships should be monitored by the employer in order to be
able to assess the effectiveness of the program and also because the Y generation em-
ployees will also seek this type of relationship individually (Messmer 2003, 17-18).
The figure below represents the characteristics of the Y generation that most relate
(highlighted in blue) to mentoring programs as a motivator.

Generation Y

Achievement
oriented

Confident Educated Multitasking Tech savvy

Figure 15 Generation Y characteristics addressed by mentoring (Adapted from
(Adapted from Crampton & Hodge 2009, 1-5; Glass 2007, 98; Eisner
2005, 4; Lipkin & Perrymore, 16-18; Lowe et al. 2008, 45-47; McGuire
et al 2007, 592-595: Yeaton 2008, 68—73.)

Mentoring addressed the Y generations sociable, achievement oriented nature and al-
so provides feedback and management support to the employee. Mentoring programs
have many positive outcomes that benefit not only the employee but also the organiza-
tion. They support the career development of the mentee by having a more experienced
employee guide them in the correct direction. As employees are inducted, mentoring
communicates the values and behaviors of the organization to the new employee, en-
hances staff recruitment and retention. Generation Y employees respond very positively
to this type of support and it is valued as an attraction feature in an organization. (Friday
& Friday 2002, 152 — 156.)

The benefits of mentoring to the mentee include benefits from guidance, experience
and the expert advice of their mentor to be able to achieve personal and professional
goals. The mentor benefits from the relationship by often growing and learning from the
fresh perspective of their mentee. The organization as a whole benefits due to the lay-
ered monitoring system that is created by mentoring relationships as well as the positive
impact on retention, productivity and engagement of employees. (Lipkin & Perrymore
2009, 205.)
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By structuring this type of relationship, the employee should recognize that the man-
agement of the organization is supporting them by creating an environment where they
can achieve their goals. The relationship should provide individual feedback and a posi-
tive social element for the generation Y employee. (Crampton & Hodge 2009, 1-5; Eis-
ner 2005, 4-6; Glass 2007, 98-102; Lauenberger et al. 2005, 16-20; Lowe et al. 2008,
45; McGuire et al. 2007, 592-594; Yeaton 2008, 68-73.)

An employee’s motivation will increase as they gain a sense empowerment and be-
longing from the confidence the relationship may bring. The facilitation of knowledge
transfer is a major benefit for the organization as well as the transference of intangible
assets such as experience and knowledge which is difficult yet possible to achieve. (Fri-
day & Friday 2002, 152-156.)

4.4 Communication systems

The generation Y employee values communication very highly. They assume that eve-
ryone values each other’s input and wants to know what they think. They want to be
valued in word and deed as an individual and this should be communicated to the em-
ployee. (Lipkin & Perrymore 2009, 31; Sayers 2007, 474-481.) Generation Y needs
clear instructions on what is expected of them and they thrive on feedback (Yeaton
2008, 68-73).

441  Keeping up with technology

Technology plays a very important role in the company and should be embraced, not
only to accommodate generation Y but also due to the constant development of new
technologies that can significantly increase the effectiveness and efficiency of an organ-
ization. Technology is no longer only a means to perform in an organization but can be
viewed as a way to communicate with this generation as they are used to communi-
cating virtually in their day to day lives. (Yeaton 2008, 68—73.) Figure sixteen illustrates
the generation Y characteristics that relate to technology being a motivator, these are
being tech-savvy, able to multitask and educated.
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Generation Y
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Figure 16 Generation Y characteristics addressed by keeping up with technology
(Adapted from Crampton & Hodge 2009, 1-5; Glass 2007, 98; Eisner
2005, 4; Lipkin & Perrymore, 16-18; Lowe et al. 2008, 45-47; McGuire
et al 2007, 592-595: Yeaton 2008, 68—-73).

Generation Y employees expect access to modern technologies and are used to work-
ing with these resources available and will find poor access to technology as an undesir-
able feature in an organization (Eisner 2005, 4; Glass 2007, 98-102; Lauenberger et al.
2005, 18; Lowe et al. 2008, 45; Yeaton 2008, 68-73). Many organizations may have a
negative attitude towards the level communication available to employees through tech-
nology such as instant messaging and certain websites, however as this generation is so
familiar and capable of multitasking, this should not be a problem as long as some mon-
itoring occurs. (Eisner 2005, 4 —6; Lowe et al. 2008, 45; Yeaton 2008, 68-73.)

Over dependence can however become a problem, as using virtual communication
can hinder the development of personal relationships which cannot be underestimated in
the business environment (Yeaton 2008, 68-73). Lipkin and Perrymore (2009, 103)
suggest that by over relying on virtual communication some misunderstandings can
occur by for example not being able to hear the tone in which something is said as well
as missing non-verbal cues which obviously are translatable in to the virtual world. The
goal for managers should be to assist the generation Y employees to find and maintain
an appropriate balance in their virtual communication and work. (Lipkin & Perrymore,
2009, 157.)

The Y generations affiliation with technology has little to do with having the latest
and the greatest technologies but being able to communicate and find information in a
way that they are used to. Their top priorities with having the necessary equipment are
to be able to connect with whomever they want, immediate access to the information
they need, customization of their information environment and the ability to be able to
learn and collaborate with experts in real time. (Tulgan 2009, 50.)

Due to the education level and previous familiarity with technology, generation Y
employees are used to learning to use novel technologies and therefore, updating older
technology should become a much smoother process within the organization. The Y
generation also have many ideas on how to streamline tasks and due to their technologi-
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cal inclination, they may be able to assist the organization to perform more effectively.
(Lipkin & Perrymore 2009, 106.)

4.4.2  Being clear and goal setting

The Y generation can also be referred to as the “Why?’ generation as they are likely to
question most things and become unmotivated if they are given no answers or the an-
swers are not sufficient for them. They are achievement oriented employees that value
the support of the organizations management. (Glass 2007, 98.) The following figure is
an illustration of the Y generation characteristics which relate to being clear and goal
setting as a source of motivation.

Generation Y

Need for
feedback

Confident Educated Multitasking

Sociable Tech savvy

Figure 17 Generation Y characteristics addressed by being clear and goal setting
(Adapted from Crampton & Hodge 2009, 1-5; Glass 2007, 98; Eisner
2005, 4; Lipkin & Perrymore, 16-18; Lowe et al. 2008, 45-47; McGuire
et al 2007, 592-595: Yeaton 2008, 68—73).

By providing clarity to what is expected of the Y generation employee and making
sure that they aware of why these expectation exist, job motivation can be increased.
Being clear and setting goals addresses the achievement oriented nature and need for
management support of the Y generation employee as can be seen from figure seven-
teen. Any criticism on previous work need to also be clear and explained in order to
minimize dissatisfaction and ambiguity. (Yeaton 2008, 68—73.)

The generation Y employee wishes to know the specific importance of the jobs and
projects that they are given. This gives them a sense of knowing the value of their work
which in turn makes it worth doing. Requirements should be clearly defined to decrease
levels of anxiety and frustration. Clear goals should also be implemented on the role to
promotion to motivate the employee without creating confusion and by creating struc-
ture as well as trust. (Tulgan 2009, 31; Lipkin & Perrymore 2009, 85; Yeaton 2008, 68—
73.)

Lauenberger (2005, 20) suggests that a clear mission as well as vision statement
would be an effective way to aid in the communication of what is expected from the
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employees. These mission and vision statements can be created separately and specifi-
cally for the employee, the public as well as the organization and different levels.

Espinoza et al. (2010, 123) suggest that simply sharing information in an informal
way can aid in the Y generations understanding of what they are asked to do and why
they are asked to do it. By letting employees know what is going on in the company and
at a supervisors level of responsibility, the Y generation employee will also gain a feel-
ing of trust and a sense of partnership which have great potential to motivate the em-
ployee.

4.4.3  Providing Feedback

Feedback is an issue that must be addressed. The need for feedback by the Y generation
can be described as never-ending as it is a sign of management support as well as a pro-
vision to achieve their goals. As the older generations do not require constant feedback,
this is often overlooked in the employee-manager relationship. (Woodward 2009, 45—
48.) The figure below represents the characteristics of the Y generation that most relate
(highlighted in blue) to providing feedback as a motivator.

Generation Y
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Achievement
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feedback

Educated Multitasking Sociable Tech savvy

Figure 18 Generation Y characteristics addressed by providing feedback (Adapted
from Crampton & Hodge 2009, 1-5; Glass 2007, 98; Eisner 2005, 4;
Lipkin & Perrymore, 16-18; Lowe et al. 2008, 45-47; McGuire et al
2007, 592-595: Yeaton 2008, 68-73).

Feedback is a way for an organization to provide management support and direct the
achievement oriented generation Y employees (figure eighteen). Feedback is seen as
positive reinforcement by the younger generation but may be seen as criticism by the
Baby Boomers, therefore, managers must keep this in mind when implementing new
policies. (Glass 2007, 98-102.)

The Generation Y employees have grown up in an environment where they have re-
ceived feedback from many sources. The parents of these children have generally been
very supportive and even computer games provide instant feedback which may have
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conditioned this cohort to feel this higher need for instant feedback. (Lipkin &
Perrymore 2009, 84; Yeaton 2008, 72.) As mentioned earlier in regards to clarity, feed-
back needs to be constructive and specific for it to be effective. An employee must be
able to build on the feedback they are given in order to perform better in the future
(Messmer 1999, 16-18).

It may be difficult to satisfy the Y generations preoccupancy with feedback, however
it must be remembered that feedback is a tool to assist in the development of the em-
ployee as well as a means to translate that the employee has been heard. As the Y gen-
eration assumes that their ideas and thought are welcomed and this generation will en-
gage their supervisors due to their need to contribute. (Espinoza et al. 2010, 77.)

Feedback should be a way to continually improve performance, it should be con-
sistent and structured in a way that the employee knows that it is a tool to develop and
not to criticize. Feedback could be referred to as performance management, it should be
systematic, honest and positive in order to gain the most motivational and performance
benefits. (Tulgan 2009, 137-138.) Even though, managers may feel that constantly giv-
ing feedback to their Y generation employees is exhausting, when these employees are
commended and praised, their capabilities shine in the organization and their commit-
ment is also strengthened (Lipkin & Perrymory 2009, 84).

4.5 Decision making policies

The Y generation is most likely to respond to an inclusive management style which can
also be very beneficial to the employers as these employees often look for ways of
streamlining and improving existing processes (Yeaton 2008, 68-73; Lipkin &
Perrymore 2009, 190-192). The Y generation was brought up with the notion that al-
most anything is appropriate to share and as mentioned, not being afraid to express their
opinions. This type of open communication may not be disruptive and it allows the gen-
eration Y employee to feel a sense of belonging in the workplace. It does challenge tra-
ditional behaviors in organizations but can also benefit the relationship between the
generation Y employee and their superiors. (Lipkin & Perrymore 2009, 157-159; 193.)

45.1 Collaboration and Teamwork

Collaboration and teamwork works well for motivating generation Y as they are socia-
ble, crave feedback, able to multitask and educated.. Generation Y are natural team
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players and these teams provide them with encouragement, accountability and also rec-
ognize individual contributions. (Lipkin & Perrymore 2009, 81.) Recognizing genera-
tion Y’s aptitude to function in teams can also be of great benefit to an organization,
teams can perform tasks at a more rapid timeline and tasks can be allocated according to
personal strengths and competencies (Lipkin & Perrymore 2009, 160-163). Interperson-
al relationships are a top priority for the Y generation, collaboration and team work may
become exceptional ways to foster motivation and performance with these employees
(Lipkin & Perrymore 2009, 154). The figure below represents the characteristics of the
Y generation that most relate (highlighted in blue) to collaboration and teamwork as a
motivator.

Generation Y

Need for
Educated Multitasking management
support

Achievement
oriented

Confident Sociable Tech savvy

Figure 19 Generation Y characteristics addressed by collaboration and teamwork
(Adapted from Crampton & Hodge 2009, 1-5; Glass 2007, 98; Eisner
2005, 4; Lipkin & Perrymore, 16-18; Lowe et al. 2008, 45-47; McGuire
et al 2007, 592-595: Yeaton 2008, 68—73).

Team work and collaboration is viewed as a very valuable and necessary activity in
an organization and can be very beneficial in terms of the performance of the organiza-
tion. Teams are quite often responsible for generating ideas and bringing them up to
higher levels of management in the organization. Individuals are often not as influential
as teams. Organizations are moving to the trend of offering complete solutions to cus-
tomers and teams can be a highly valuable resource in creating these solutions. Many
products and services may need a variety of employees from different areas within the
organization to become practical and teams offer an effective environment for this type
of assignment. (Trompenaars & Hampden- Turner 2004, 135-137).

Teams are formed either by managers or they may self-organize. As the organiza-
tional environment gets more complicated, upper management becomes less qualified in
addressing issues from ground operations. Teams must be monitored. however a bal-
anced level of autonomy must also be given to the team to allow them to explore alter-
native routes in their problem solving process. These teams should however not be ho-
mogenous as teams with similar members often take parallel roles and tend not to be as
successful. Even though generation Y employees are especially adept for team work,
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members of other generations should also be encompassed in to these teams to offer
additional perspectives. (Trompenaars & Hampden- Turner 2004, 138-142.)

Team work skills stem from exposure to many collaborative projects that the em-
ployees have been familiarized with during their educations. The increased levels of
instant communication via new technologies have also made collaboration and team
work much simpler and less costly in terms of organization. (Yeaton 2008, 68—73.) One
way to engage the Y generation employees and also potentially benefit the organization
greatly is to set up teams of Y generation employees working on projects not necessari-
ly in their job description. Generation Y employees are vocal about their ideas and may
be able to bring a fresh perspective in an area they are not as familiar with. This gives
the employee an opportunity to develop skills and interests and simultaneously allowing
them to feel valued and appreciated. (Lipkin & Perrymore 2009, 141.)

Generation Y employees are very sociable and value networking within and outside
of the organization. These collaborative relationships can create situations where the
employees can receive feedback from their colleagues and allow for multitasking oppor-
tunities. These environments can have a substantial positive effect on how the employee
views their position within the organization and have a direct positive affect on motiva-
tion. (Glass 2007, 102.)

45.2  Giving ownership of tasks

The last proposed system or solution to address the specific generation Y characteristics
to create an improved sense of motivation is by giving these employees ownership of
their tasks. Ownership is given by allowing the employee to feel responsible for a cer-
tain task or a series of tasks and trusting the employee to make decisions individually
within a preset realm of the organization. Generation Y employees are confident in their
own skills. They dislike micro management and view responsibility as something that is
a display of trust which also functions as a motivator and creates better performance.
(Lipkin & Perrymore 2009, 30.) The figure below represents the characteristics of the Y
generation that most relate (highlighted in blue) to giving ownership of tasks as a moti-
vator.
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Figure 20 Generation Y characteristics addressed by giving ownership of tasks
(Adapted from Crampton & Hodge 2009, 1-5; Glass 2007, 98; Eisner
2005, 4; Lipkin & Perrymore, 16-18; Lowe et al. 2008, 45-47; McGuire
et al 2007, 592-595: Yeaton 2008, 68—-73).

Due to their confidence and orientation towards achievement as can be seen from
figure twenty, generation Y employees often view as having ownership of a task as a
way to display their skills and a way to achieve their goals (Baldonado & Spangeburg
2009, 99 — 101). When a generation Y employee is given ownership of a project, they
gain a sense of value which empowers the employee. Empowerment, trust and respon-
sibility are concepts that are highly valued within this generational cohort and signifi-
cantly increase the levels of motivation and performance. (Messmer 1999, 16-18.)

By giving these achievement oriented employees responsibility, their confidence and
sense of value in an organization will increase. This allocation of responsibility should
be organized in a way of incremental promotions, giving them responsibility little by
little in a steady way. This will make them feel valued and give them a sense of ad-
vancement in the organization. (Austin & Crocker & Meier 2010, 74; Lipkin &
Perrymore 2009, 90.)

Martin (2005) suggests that the Y generation views responsibility and ownership as a
tool to bring out their skills and capabilities and not by all means as something to be
avoided. This generation of employees may also not only request more responsibility
but in fact demand it. This stems from a need to grow and the need to know that they
are trusted to do their jobs and to do them well. Responsibility is something to be rel-
ished. (Martin 2005, 39-40; Martin 2008, 19.)

Ownership for Generation Y may encompass a variety of variables, they include con-
trol of resources, exercising of power, authority to make decisions and the autonomy to
take action. All these variables should be clearly defined as this employee will always
crave more. In general, the more concrete the guidelines are, the greater the feeling of
ownership will be. The employee has to have a clear vision of how far their ownership
allows them to make decisions and should incrementally be given more ownership as
they prove to be successful to keep up their motivation and in turn, increase perfor-
mance. (Tulgan 2009, 133-135.)
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3) RESEARCH DESIGN

51 Research Approach

The purpose of this research is to examine the views and expectations of generation Y
employees in terms of what motivates these employees in the workplace and create im-
proved performance. A qualitative research approach is used in investigating this pur-
pose. Qualitative research is used to understand complex issues such as the behavior,
views, beliefs, opinions and processes of people. (Bailey, Hennink & Hutter 2011, 8-10)
There are three main purposes of qualitative research; exploratory, descriptive and ex-
planatory. (Hesse-Bieber & Leavy 2011, 10-14; Lewis et al. 2007, 133-134.)

Exploratory research attempts to consider a phenomenon which needs more research-
ing. This approach can be described as a fluid and evolving process attempting to un-
derstand something problematic to measure. Conducting exploratory research may well
mean that the researcher will have to change the directions in the research due to un-
foreseen and novel insights gained. Descriptive research attempts to describe an aspect
of a phenomenon. An accurate view of the research subject is necessary prior to starting
the research process in descriptive research as the goal is to accurately describe a per-
son’s, an event’s or a situation’s profile. (Hesse-Bieber & Leavy 2011, 10-14; Lewis et
al. 2007, 133-134; Malhotra & Birks 2006, 62.)

Finally, explanatory research then attempts to explain this aspect of social life. Quali-
tative research allows for an understanding of how meaning is assigned to our experi-
ences and how this meaning molds our attitudes and beliefs. This type of research at-
tempts to establish a causal relationship between two or more variables. A qualitative
approach is most appropriate for this type of research, linking generational cohort theo-
ry to motivation and performance improvement. (Hesse-Bieber & Leavy 2011, 10-14;
Lewis et al. 2007, 133-134; Malhotra & Birks 2006, 62.) Interview forms can be differ-
entiated in terms of the interaction between the interviewer and the informant being
interviewed. This differentiation can be seen in figure twenty-one.
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Interviewer-
administered
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Focus Focus
Groups Groups

Figure 21 Different forms of Interview techniques (Lewis et al. 2007, 313).

Standardized interviews (also known as structured interviews) are based on prede-
termined set of interview questions. These structured interviews are referred to as inter-
viewer-administered questionnaires. This type of interview is used for quantitative re-
search. Non-standardized interviews (also known as unstructured interviews) are infor-
mal. They are designed to explore a theme in-depth and there is not a predetermined and
fixed set of questions to be asked. These interviews can either be conducted on a one-to-
one basis or a one-to-many basis. (Lewis et al. 2007, 312-313.)

One-to-one interviews can be conducted in three ways in relation to the type of inter-
action between the interviewer and the interviewee. These types include face-to-face
interviews, telephone interviews and electronic (via the internet or intranet) interviews.
One-to-many interviews are conducted either in a face-to-many manner of a group in-
terview or in an electronic manner via the internet or intranet. These types of interviews
are generally focus groups. All these different types of techniques have a specific pur-
pose. As stated before, standardized interviews are used to collect quantitative data and
non-standardized interviews are used to gather qualitative data. (Lewis et al. 2007, 312—
313))

5.2 Data Collection

Focus groups are interactive discussions with multiple preselected individuals focusing
in a specific issue. They are moderated in an unstructured and free manner. The interac-
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tive nature of this research method allows for deeper insight in to the issue due to the
group dynamic. Members of the group may prompt ideas from the other members that
may have not been thought of in an individual in-depth interview. Focus group discus-
sions are particularly useful in gaining a variety of views about the issue in hand and
understanding typical behavior in the study population. (Bailey, et al. 2011 136-138;
Hesse- Bieber & Leavy 2011, 163; Malhotra & Birks 2006, 160.)

In exploratory research where all issues related to the topic may not have yet been
identified, focus groups are particularly efficient as they allow the researcher to identify
the key issues from several participants (Bailey, et al. 2011 136 —138; Hesse- Bieber &
Leavy 2011, 163). The participants have been screened before to ensure that they are
unfamiliar with each other and have certain characteristics relevant for the research. The
moderator attempts to provide a comfortable environment and facilitates discussion and
the expression of opinions from the focus group members. (Marshall & Rossman 2011,
149-150). The focus group has one significant difference from an in depth- interview in
terms of the data that can be gathered. The group effect refers to the dynamic within the
group that is generated. This dynamic produces conversation and data that would not be
produced with in- depth individual interviews as less conversation and therefore probing
occurs. (Hesse-Bieber & Leavy 2001, 170-171; Malhotra & Birks 2006, 61.)

The interviewer or moderator can have a role that is either high or low in involve-
ment. If the moderator takes a highly involved role, the conversation is very structured
and the moderator clearly defined the perimeters of the discussion. Of the moderator
takes a less involved approach, the moderator guides the interview but allows the con-
versation to steer in the direction the group members take it. The moderator will have an
interview guide to help guide the conversation and prompt discussion topics. It is how-
ever not a structured interview guide as a group discussion will be more fluid. The
moderator had two roles. First, to keep the group within the boundaries of the topic and
to ensure that the data collected is not too far from the original purpose of the interview.
Secondly, to generate interest and encourage discussion without leading the group to-
wards a certain opinion. A discussion can be prompted by the help of the moderator that
the group might otherwise not consider. (Lewis et al. 2007, 340.) The strengths and
limitations of group interviews are depicted in the following table.
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Strengths and limitations of focus group discussions (Bailey et al. 2011,

Limitations

Social setting:

Replicates social interaction
Naturalistic setting
Comfortable and enjoyable

Suitability:

Usetul for
exploratory, explanatory and evaluative
research
Suitable for group activities
Suitable for mixed method research

Group environment

Large volume of information

SKkill required:

Requires skilled moderator
Less controlled environment
Need comfortable environment

Group dynamic:

Some participants may dominate
Influence of social pressure
Hierarchies may develop
Less confidential
Few issues discussed

Data and analysis

Responses not independent

Not suitable for individual level data
Large volume of data
Data analysis complex and time
consuming
Can be costly

Identify a range of views
Limited researcher influence
Participants identify issues
Identify new issues
Issues debated and justified

As can be seen from the table above, the first set of strengths relate to the social set-
ting of a group interview. A group interview replicated normal social interaction, the
setting is naturalistic and should be comfortable as well as enjoyable. These social
strengths allow for the gathered data to be as factual as possible. Secondly, group inter-
views are suitable for quantitative research as they are more fluid and less structured
than other types of interviews. They are useful for exploratory, explanatory and evalua-
tive research. Suitability for group activities and mixed method research are also
strengths of group interviews. (Bailey et al. 2011, 166.)

The last set of strengths in table three speak to the group environment these inter-
views are held in. Group interviews are an efficient way to receive a large volume of
information. They are useful to identify a range of views as more than one person is
interviewed simultaneously. Due to the interviewer’s role as a monitor that guides the
interview, the researcher influence is limited. Participants identify the issues they feel



52

are important and new issues that the interviewer may not be aware of may arise. Group
interviews are also a very good means for issues to be debated and justified. (Bailey et
al. 2011, 166.)

Table three also explains the three main sets of limitations to focus groups. Firstly,
focus groups need moderator skills to a higher extent than other interview methods. The
environment is less controlled and it also has to be made comfortable. The interviewer
must create this type of comfortable environment while also be able to moderate the
discussion. The second set of limitations pertains to the group dynamic of the interview.
Some of the participants may be more vocal and dominate the discussion. The influence
of social pressure may restrain some group members from speaking out their opinions
and may lead to hierarchies. As this type of interview is less confidential as it is not pri-
vate, some issues may not come to light and because of many group members, only a
few issues may be discussed. (Bailey et al. 2011, 166.)

The last set of limitations are present in the data and analysis of the group interview.

Due to the presence of a group of individuals, the responses are not independent. Group
members influence their peers even if it is unintentional. This method is not suitable for
individual level data and the large volume of data gathered may also become a problem.
Analyzing group interview data is also time-consuming and complex as the discussion
may become long and multifaceted. Due to their time-consuming nature and complexity
they can also be very costly. (Bailey et al. 2011, 166.)
The group interviews were conducted using the operationalization table and the under-
lying themes about the characteristics of the Y generation and the proposed solutions to
increase motivation and performance from the literature review. Table four represents
the main theoretical frameworks used in this study and how they relate to the interview
themes.



Table 4

Purpose of the study

Research
questions

Group interview operationalization table.

Theoretical
framework
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Interview themes
and questions

To define generation Y in
terms of their specific
chatacteristics according to
generational cohort theory
and to understand how
performance can be enhanced
by finding ways of increasing
motivation.

What are Y
generation
characteristics?

‘What motivational
systems organizations
can form to motivate

Y generation
employees and in
turn, create better

performance?

Generational cohort
theory

Generational cohort
theory

Maslow’s hierarchy
of needs

Herzber’s two-

Identifying similar
characteristics in focus
group participants.

Focus group
perceptions on
motivation in the
workplace.

Previous experiences
and future aspirations.

factors theory

Vroom’s expectancy
theory

The interviews were conducted as three small groups during March 2011. The partic-
ipants were men and women between the ages of nineteen and twenty-seven at the time
of the interview. The participants were chosen to fit particular preset criteria. They
needed to be a part or the Y generation fitting in with the pre-stated area of consensus
(born between the years 1981-2000). It was also decided that all participants would be
university educated as this would eliminate differences in opinion stemming from dif-
ferent educational backgrounds.

All members of focus groups were recruited from the Turku School of Economics by
convenience sampling. Two of the focus groups had Finnish backgrounds and one was
comprised of three participants from overseas (the UK, USA and Ukraine namely). An
international group was chosen to be able to discuss and analyze if there are differences
in the results due to culture, if generation cohort theory applies across cultures.

The first focus group had four members, the second and third groups had three mem-
bers. Four members were intended to take part in each focus group, however one mem-
ber from the second and third groups cancelled last minute and a replacement could not
be found in time. The first focus group members were born in 1985, 1985, 1984 and
1983. The second focus group members were born in 1984, 1983 and 1983. The third
focus group members were born in 1983, 1991 and 1986. The background information
of the participants of the focus groups can be found in Appendix 3.
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The interviews were videotaped and conducted at the Turku School of Economics in
one of the conference rooms. The participants were offered tea and coffee and some
informal discussion took place before the camera was turned on to allow the participants
to relax. It was stated that the video was only to be seen by the moderator and partici-
pants were encouraged to speak freely what came to mind. Participants were asked to
fill in a questionnaire before the start of the interview. The questionnaire asked their
ages and nationalities. In addition, they were asked to fill in the first three things that
they could think of that would motivate them in the work place. The purpose of the
questionnaire was to map out the relevant facts about the participants (age and nationali-
ty) as well as see what they thought to be motivating factors.

The focus group was conducted using the central topics and themes of the study.
They were told that the focus of the interview was to find out what would motivate
them in the workplace. The participants were asked direct as well as open ended ques-
tions however, the aim was for the moderator of the focus group to guide the discussion
and not to overpower it. The focus group interview guide that was used can be found in
Appendix one.

As stated previously, the participants were encouraged to discuss amongst them-
selves as much as possible. If a certain important theme from the study had not been
discussed by the end of the interview, this theme would be brought up by the moderator
in order to get a comprehensive understanding of the opinion of all the relevant themes
of the participants. The interviews were recorded, saved and transcribed for the analysis
of the material. The interviews were analyzed in relation to the central topics and
themes of this study.

5.3 Data Analysis

Data analysis consists of four steps. Firstly data preparation, this is the step where the
focus group interviews were transcribed. All three focus group interviews were tran-
scribed within a week of the interviews. The first and third focus group data was also
translated in to English by the moderator. The second step, data exploration, consists of
allotting the interview data into relevant themes. For the purpose of this study, these
themes are the four motivational systems discussed preciously; HRM systems, commu-
nication systems, training and development and decision making systems. General
comments on motivation were also isolated from the interviews. Thirdly, data reduction
takes place as unrelated comments made by the focus group are discarded. The last step
in data analysis is data interpretation where the data is analyzed by the pre-set themes.
(Hesse- Bieber & Leavy 2001, 302-305; Malhotra & Birks 2006, 206.)
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The motivation theories presented in section three allows for an understanding of
what motivation is and how increased performance can be increased by motivating em-
ployees in the correct way. The Y generation characteristics presented in section two
function as a basis to allow for the identification of Y generation specific motivational
systems organizations can implement. By understanding these characteristics, an organ-
ization can increase the perceived value of effort leading to reward and the value of the
reward itself.

The motivational systems presented in section four are found in these four areas of
the organization; HRM, communication, training and development and decision making
systems. By implementing these motivational systems, higher motivation is achieved. If
the role perception and the ability of the employee are in order, this will lead to in-
creased performance. The focus group interviews were conducted in an attempt to see
whether these proposed motivational systems do in fact increase motivation in the Y
generation and in turn increase their performance within an organization.

5.4 Trustworthiness of the research

Reliability refers to ‘the extent to which your data collection techniques or analysis
procedures will yield consistent findings’. It can be evaluated by the following three
questions: (Lewis, Saunders & Thornhill 2007, 149.)

1. Will the same results be reached if the procedure is repeated?
2. Whether other observers will observe the same subjects?
3. Is the data and its analysis transparent?

There are four threats to reliability defined by Lewis et al. (2007) Firstly, errors that
occur due to studying research participates in a setting that is varying from their normal
behavior patterns may lead to subject or participant error. An example of this would be
studying student motivation before and after exam week. These two points in time
would probably result in different answers. This type of error should however be elimi-
nated by studying subjects in the same point of time of situation. In this study, the focus
groups were all interviewed at the same time, during the same week and at the same
place in an attempt to control this threat to reliability. (Lewis et al. 2007, 149.)

Secondly, subject or participant bias may occur when the research participants are
given imprecise answers or responses to distort the research findings. This could result
from for example employees being reluctant to answer gquestions about their workplace
in a truthful manner for fear of negative consequences. This threat was reduced by try-
ing to make the focus group feel as comfortable as possible by offering them refresh-
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ments and by letting them know that the interview is informal as well as anonymous.
(Lewis et al. 2007, 149.)

The third type of error is called researcher error which refers to errors made by the
observer. This type of error may result from the researcher being unqualified or even
something as trivial as being hungry. This type error is difficult to manage as in this
case, the moderator was inexperienced and body language for example can be interpret-
ed in a different way by different researchers. (Lewis et al. 2007, 149-151).

The last error is researcher bias, this occurs due to the differences with interpreting
data among different researchers or the researcher providing imprecise results in order
to misrepresent the information gained by the research. This type of error may be de-
creased by having more than one person go over the data collected. However, due to
time and for example money constraints, this was not possible in this study and resulted
in observer biased. The way that the data was analyzed by the observer may have been
significantly different than by another observer. (Lewis et al. 2007, 149-151.)

The goodness of qualitative research is evaluated by its trustworthiness. The trust-
worthiness can be determined by the credibility, dependability, conformability and
transferability of the research. (Marshall & Rossman 2011, 39.) With credibility the
goal is to demonstrate that the inquiry was conducted in a way that the subject was ap-
propriately identified and described. The boundaries and limitations of the study are set.
Transferability is a measure of whether the findings will be useful to others in similar
situations with similar research questions. (Marshall & Rossman 2011, 251-253.)

Dependability pertains to showing how the researcher plans for changing conditions
in the object of the study and changes in the design of the study by a deeper understand-
ing of the setting. Conformability refers to the way in which qualitative researchers cor-
respond to the traditional concept of objectivity. This concept refers to the findings of
the study being able to be replicated by another person or study and to demonstrate the
impossibility of this. (Marshall & Rossman 2011, 251-253.)

The trustworthiness of this study was attempted to be achieved by taking into consid-
eration the potential downfalls with credibility, transferability, dependability and con-
formability. The potential errors that occurred in this study are mainly due to time con-
straints. This became evident firstly when the focus groups were recruited as there was
not enough time to recruit members to replace the members that cancelled last minute.
Time was also a factor in the actual interviews as some discussions had to be cut short
in order to be able to go through all interview themes. The video recorded interviews
were then transcribed and watched again in attempt to get the most realistic view of the
interview. However, this step in the data analysis is vulnerable to observer bias which
could have been decreased by allowing another observer to go through the data.
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Although, this research is vulnerable to bias from the observer, a focus group inter-
view was the most efficient way to get the most information and discussion on the topic.
There is no reason to believe that the focus group participants did not speak their mind
as the information given would have no harmful effect on their lives. The analysis of the
data is done by using many quotations, this reduces the effect of the researchers own
opinion on the reader of the study.

This type of study would benefit from a higher amount of focus groups as these three
groups only encompassed the opinions of ten people. One of the groups was all female
which may have also affected the discussion. The international group was held in Eng-
lish which was not the mother tongue of one of the participants. The different cultures
of the international group may also have had an effect where generational differences
may be due to cultural differences. The age range of this group was also the highest
however, all members are a part of the Y generation.

The interviews would be difficult to duplicate as the interview guide was only there
to assist in covering all themes. The interviews were all different and the emphasis var-
ied with each group. Some themes were discussed at length in one group and ignored in
another. This type of study would benefit from homogenous groups where views and
opinions could more clearly be credited to generational attributes. Also it would be
highly interesting to be able to study this phenomenon between different cultures,
whether or not it holds through cultural barriers.
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6 ANALYSIS AND DISCUSSION

The discussion from the three focus group interviews are analyzed according to the
themes presented in the figure below (also presented in section 4.1). Firstly general
comments and feel of the groups are discussed. Secondly, responses to each theme are
separately discussed and the focus groups are compared to each other.

6.1 General comments on motivation from focus groups

Although the focus group interviews were conducted to record the opinions of the group
members about the specific motivational systems introduced in section four, the partici-
pants were also asked general questions regarding for example job motivation, job satis-
faction, salary and their general views on the workplace. The conversation was not re-
stricted and the role of the interviewer was only to direct and prompt the conversation
about the specific topics of interest. The following is a discussion on the general com-
ments made by the focus groups not directly relating to the proposed motivational sys-
tems. The group members were told that the theme of the interview is work motivation
and everyone was at first asked what they would find most motivating in the workplace.
The focus group members were asked to write these down on a piece of paper. This was
done to ensure that the focus group members were not influenced by their peers. The top
three motivators were then discussed right at the beginning of the interview to ensure
that the future direction of the discussion would not interfere with these initial answers.
The interview guide and detailed information on the focus group participants can be
found in appendices one and three.

6.1.1  Focus group 1

Focus group 1 comprised of four participants (GP1-4) born between the years 1983 and
1985. Two participants were male (GP2 and GP4) and two were female (GP1 and GP3),
all participants were currently students at the Turku University and were born in Fin-
land. (See Appendix 3 for detailed group participant information) The discussion was
lively, although GP2 was relatively quieter in the beginning than the other group partic-
ipants. By the end of the discussion, all group members were equally contributing to the
conversation. The interview was recorded and took place in an interview room at the
Turku School of Economics. This interview took one hour thirty minutes and was the
longest discussion of the three focus groups.
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As previously mentioned, all of the group participants were asked to identify what
they thought would motivate them at the beginning of the conversation. These top three
motivators by each participant are presented in the figure below.

Flexibility [GP1]
Positive work
environment [GP1]
Enjoyableness [GP1]

Flexibility [GP3]
Clear roles [GP3]
Open communication
[GP3]

Money [GP2]

Being valued [GP4]

Work Environment Flexibility [GP4]
[GP2] Enjoyableness [GP4]
Enjovableness [GP2]

Figure 22 The top three motivators of the first focus group that were identified at
the beginning of the discussion.

The first group participant (GP1) identified flexibility, positive work environment
and enjoyableness as her top three motivators (see figure twenty-two). This clearly
shows that the most important factor that she considers to motivate herself is being able
to balance her work life and personal life well and therefore flexibility is her number
one motivator. GP1 felt that as long as she is enjoying herself at the workplace and
views it in a positive way, she would be motivated to do her job. However, these state-
ments do not speak to what exactly would contribute to an enjoyable and positive work
environment. Nevertheless it is clear, that the atmosphere in the workplace contributes
significantly to her levels of job motivation.

Group participant one made it clear in the discussion that she wanted to be viewed as
an individual. She characterized herself as “efficient and easy to approach”, her role in
the organization being the “person that everyone asks for advice from”. She strongly
values flexibility and individuality in the workplace and as she was asked how she
views the modern work environment, she commented:

“Before, people committed, now it feels like everyone has one foot out of
the door all the time”
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She seemed to be anxious due to the unsteady nature of the work environment relat-
ing to turn-over. This suggests that GP1 values stability and continuity in her work envi-
ronment which contradicts the non-committal nature of the generation Y employee sug-
gested by the vast majority of literature on this subject.

During the discussion on salary and what her thoughts were on monetary compensa-
tion as a motivator, she replied;

“If [ had a choice between a job I like with less pay than a job I hate with
more pay, | would choose more pay for a short time but in the long run, a

job environment I enjoy is much more important.”

It became clear from the discussion that GP1 values intrinsic factors such as enjoya-
bleness and flexibility more that extrinsic factors such as high salary. She did however
admit that she would find a bonus on top if her salary very motivating. Getting a basic
salary and then receiving a bonus for a “job well done” would motivate her and also she
felt that this type of compensation is also fairer to employees as extra effort would result
in rewards.

GP1 also commented that receiving an income that satisfies you personally can be a
motivator, however receiving less that you are satisfied with is demotivating. This sug-
gests that salary is more a hygiene factor than a motivator. Increasing this Y generation
employees’ income may not result in higher levels of motivation, however, she would
be demotivated if she did not earn what she perceives as fair compensation for her ef-
forts.

Group participant two (GP2) was the only participant who identified monetary com-
pensation as a top motivation factor. He valued money as his number one motivator.
This member of the Y generation clearly ranks his salary as his most important motiva-
tor. His other two motivators, the work environment and enjoyableness are intrinsic
factors which coincide with the Y generation characterizations previously presented.

GP2 was very confident on being able to get a high salary and getting paid well was
somewhat of an assumed reward,

“When you choose a profession, you choose the pay grade as well. And if
you get an education in this field [business administration] you should

automatically be satisfied with what you are paid”

Even though he felt that an education is a guarantee for a satisfactory level of in-
come, he was very motivated by a commission based reward system. If he were given
the choice, he would choose a commission based salary. He did also specify that in this
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type of arrangement, the goals of the commission need to be realistic and feel achieva-
ble. However, in addition to GP2’s perceived value of money as a motivator he also
stated that;

“When I take a job for money, my strengths are my determination and
performance. | work hard. But if | also enjoy myself, | also want to de-
velop professionally and | want the company to develop and grow as
well, and that’s where I'll put in extra effort.”

It seems that a high income would not bring out the best performance of this Y gen-
eration employee. In the short term, GP2 would be willing and motivated to work for a
high salary in a job that he felt was otherwise unpleasant. He would not commit to this
type of situation in the long-term, therefore it seems that even though GP2 identified
money as his number one motivator, it would not amount to high performance levels in
the long run.

GP2 commented that he values “trust and responsibility” most in his employer. He
seemed to be extremely confident in his skills as well as noncommittal to a specific or-
ganization. He admitted that;

“I commit to goals and my job and assignments in a company but not in
the way that I’ll be there forever.”

This type of attitude presented by GP2 suggests that this generation is indeed less
committed to organizations in the long-run.

Group participant three (GP3) identified flexibility, clear roles and open communica-
tion as her top three motivators. She seemed less concerned with the overall enjoyable-
ness of the work environment and more focused on her role in the organization. She did
also comment on the work-life balance:

“You have to find a job that you enjoy, that you get back something from

your work. Work is a part of life and there needs to be a balance.”

This is where flexibility is a motivator, that she feels that she can achieve the right
balance between her professional and personal life. Her other top three motivators, clear
roles and open communication relate to being able to be efficient in the workplace. De-
veloping communication for example in terms of clarity in roles and the general open-
ness of all communication in the organization are ways to decrease the levels of anxiety
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and frustration of the employee and in turn increase their performance by empowering
them.

This group participant seemed to be the most eager employee and was very interested
in discussing this topic. She characterized herself in the following way:

“I bring positive enthusiasm, that things matter and I try and find the
best way. Indifference is the worst, | want the best out of me and others
and that is achieved by supporting each other. | feel that my strengths

are communication and negotiation skills.”

The value that she puts on communication was evident on many of her comments in
the discussion. She felt that having a job automatically means that you are a part of a
team.

“I find the work community and atmosphere really important, that the
atmosphere is supportive and that people help each other. And also that

)

people remember to thank each other.’

She expressed that nothing gets done when employees do not work together and
therefore, for her open communication was highly valued as well as expected.
In addition to developing herself, being able to express herself openly is highly im-
port to GP3:
“Loyalty and commitment comes from finding a job where you can de-
velop yourself, where you enjoy being, be able to learn more and express
yourself™”

In regards to income, she feels that:

“Money can do harm to your motivation when you don’t get enough. But
when I'm happy with what I'm making, I don’t think about it, I focus on
everything else.”

This suggests that for GP3, income seems to be more of a hygiene factor than a mo-
tivator. A commission based salary would also not increase her levels of motivation.
She said that she would find a commission based reward system unnerving and that she
would prefer a sense of stability in this area. She did however recognize that it may be a
source of higher motivation for other people.
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Group participant four (GP4) identified being valued, flexibility and enjoyableness as
his top three motivators. He seemed very concerned about how the employer views him.
His number one motivator was to be valued by the organization:

“The most important thing to me is that the employer respects and values
me as an employee, my knowledge, education, experience and everything,

as a person, that I am not just a machine there to do a job.”

GP4 felt that he brings many ideas in to the company and that often was not heard or
appreciated. This obviously creates a negative environment and due to these past expe-
riences, being valued ranks as his top motivator. Flexibility and enjoyableness are his
second and third most important sources of motivation, these speak to the significance
of the work-life balance and are intrinsic sources of motivation.

Although this group participant feels that he is motivated by intrinsic sources, he was
most interested in commission based salaries. He identified himself as a risk taker and
therefore would be most motivated by this type of arrangement.

“At some point being on commission or having a really good salary will
take away from your personal life and create stress, and that’s not worth
it.”

His general view on salary was that once the satisfactory level has been reached, the
meaning of income becomes less important. He seems to value his work-life balance but
is also willing to work harder with a commission based salary which would take away
from his free time but only to a certain point. GP4 values a high salary but in regards to
overall life satisfaction, “salary doesn’t matter as long as you like your job.”

These four group participants shared many sources of motivation. Group participants
one, three and four identified flexibility as a top three motivator. This seemed to highly
coincide with this generations need to sustain a good work-life balance. Group members
one, two and four listed enjoyableness in their top three motivators and a positive work
environment was also agreed upon by group members one and two. (See figure twenty-
two) This gives a general idea of what this generations employees value and assume to
motivate them.

Group participant one seemed to be the most traditional member. She valued flexibil-
ity and individualism and found the level of turnover in todays’ workforce as source of
anxiety. This was in stark contrast to the views of GP2 as he was clearly comfortable
with not committing to an organization. Group participant three and four shared similar
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opinions on being valued in the organization as well as open communication within the
organization.

Group participants one and three were less interested in monetary compensation than
group members two and four. Group member two was the most confident in his skills
and GP4 identified himself as the risk taker. This difference between the members
might be due to the fact that group members one and three are women and group mem-
bers two and four are men as gender differences may be a factor to be considered here.
Both group participants one and three identified stability as an important factor. Group
participant three was most concerned with collaboration and role clarity. The overall
feeling of this group seemed to be that the participants are motivated by flexibility and
enjoyableness. They crave to be valued members of the workplace and seem very confi-
dent in their own potential contribution and performance.

6.1.2  Focus group 2

Focus group two comprised of three participants (GP1-3) born between the years 1990
and 1981. Two participants were female [GP1 and GP2] and one was male [GP3], all
participants were currently exchange students at the Turku University. (See Appendix 3
for detailed group participant information) All group participants contributed to the dis-
cussion. The interview was recorded and took place in an interview room at the Turku
School of Economics. This interview took one hour and had the most variance in re-
gards to age and ethnicity.

As previously mentioned, all of the group participants were asked to identify what
they thought would motivate them at the beginning of the conversation. These top three
motivators by each participant are presented in the figure below.



65

Being valued [GP1]
Money[GP1]
Development [GP1]

Benefits [GP2]
Money [GP2]
Stability [GP2]

Development [GP3]
Good boss[GP3]
Flexibility [GP3]

Figure 23 The top three motivators of the second focus group that were identified at
the beginning of the discussion.

The first group participant (GP1) identified her top three motivators as being valued,
money and development opportunities (see figure twenty-three). She was the youngest
member of the group and was very concerned about how organizations treat their em-
ployees:

”[ want a company to care about their employees, to put them first. | feel
that if the employees aren’t happy or in a good position, they won'’t be
able to perform their tasks. Basically the boss needs to be approachable

and nice, also caring about the employees.”

GP1 seemed to crave a sense of value and her responses tended to be from a more
individual basis rather than seeing the workplace as a collaborative agent. She also
seemed to find the movement of employees between organizations as something ex-
pected.

“The world now is so interconnected and fluid. There’s a lot of transfer
within companies just because it’s so easy and natural in a way. A lot

more flexible than it used to be.”

GP1 craved development opportunities and also listed money as one of her top moti-
vators. She seemed very money oriented and income appeared to have a large effect on
her motivation:
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“If you have a so called big position then there can’t be too much mon-
ey. I'm the type of person that tries to save as much money as I can and 1
don’t think there will ever come a time where I feel like I'm earning too

much.”

Group participant two (GP2) identified benefits, money and stability as her top three
motivators (see figure twenty-three). These obviously speak to a more extrinsic sense of
motivation. She expects that a higher level education ensures that she should be reward-
ed. She also values stability which to her is a measure of the level of support she re-
ceives from the organization.

“I find the benefits that the organization offers very important, and also
the reputation. How the employee is supported and whether or not | feel

secure in my position.”

She was quite short with her answers and it seemed that these motivators very obvi-
ous to her and should be for everyone else as well. Her view on a satisfactory salary
level was; “the more you earn, the more you spend.” However, she would spend the
extra income earned on travelling and other “fun” activities. She expects a high level
education to bring her a high income in an organization with employee benefits and
stability.

The third focus group participant (GP3) identified development, a good boss and en-
joyableness as his top three motivational factors. These motivators are intrinsic in nature
and therefore it is more difficult to pinpoint their actual origin. He listed development as
his most important motivator and he verbalized to how important and enjoyable it is to
constantly learn at his work.

“I think that our generation is more open to learning new things because
we have been brought up in a way where constant learning is the norm.”

His second motivator was listed as “a good boss”, this is somewhat hard to under-
stand but seems that GP2 was speaking of the importance of open communication and
support in the organization.

“My boss has to be approachable, I want to be able to talk about issues
and not walk around avoiding him. | want to be guided and also offer
guidance. I hope that my boss would help me understand things but I def-
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initely don’t want someone that’s going look over my shoulder all the

>

time.’

This group participant was not very interested in money but was able to offer some
guidelines that he would be satisfied with. He feels that there is definitely a limit where
too much is too much but wants to get paid more than someone doing a job less valued
than his and more than someone not working as hard as he is. He seems to a very
equalitarian view to monetary compensation. However, he did recognize that he might
change his mind if for example he had a family to support.

6.1.3  Focus group 3

Focus group three comprised of three participants (GP1-3) born between the years 1984
and 1982. All group participants were female (GP1-3), all participants were currently
students at the Turku University and all were also Finns. (See Appendix 3 for detailed
group participant information) All group participants contributed to the discussion. The
interview was recorded and took place in an interview room at the Turku School of
Economics. This interview took one hour and was the homogenous in relation to the
participants’ ages, genders and origins.

As previously mentioned, all of the group participants were asked to identify what
they thought would motivate them at the beginning of the conversation. These top three
motivators by each participant are presented in the figure below.

Good work environment

Tasks [GP2]

Mor[l(jp[l(ljp 1] Coworkers [GP2]
Y Good boss [GP2]
Good boss [GP1]

Good work environment
[GP3]
Sense of
accomplishment[GP3]
Coworkers [GP3]

Figure 24 The top three motivators of the third focus group that were identified at
the beginning of the discussion.
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The first group participant (GP1) identified a good work environment, money and a
good boss as her top three motivators (see figure twenty-four). When asked about her
ideal work environment, she spoke of a “good feeling, guidance and great atmosphere”.
Although she listed money as her second most important motivator, she seemed quite
disinterested in the topic and went on to say;

“Money isn’t very important to me right now because I don’t make a lot
of it. 1 guess when you get used to a certain standard of living it would be
difficult to go back from that. In Finland, the minimum is enough to live

on so I'm not really worried about it yet.”

It seems as though income does not motivate her, at least at the moment. When asked
about what motivates a person in a job, money might seem as a natural motivator and
this might be the reason why GP1 identified it as a motivator for her. However, as the
discussion on motivation continued, the significance of money seemed to diminish and
therefore she came to explain its actual irrelevance to her current situation.

Her third motivator was a good boss. For GP1 this relates to someone that can organ-
ize the employees in a way that everyone is able to do their jobs. This relates to setting
clear roles for employees. She emphasized fairness and the smoothness of the daily rou-
tine.

“If there is a certain goal that needs to be met, that the boss has orga-
nized everything in a way that the employees can concentrate on their

jobs without being stressed by things that aren’t their responsibilities.”

GP1 has very strict notion of roles in the organization and that everyone has a specif-
ic area as well as level of responsibility. She characterized herself as very independent
when working and inferring from the discussion, she seemed to value the individual
above the team.

Group participant two (GP2) identified her tasks, coworkers and a good boss as her
top three sources of motivation (see figure twenty-four). Guidance and fairness in the
organization were very important factors for her and she also explained that she is most
demotivated by being given a task but not the means to complete it. What she found
most motivating was the actual tasks that her job compiled of. For her, this was the most
important aspect of the work environment as these tasks where what she was there to
complete.

“I'm working part time at a job with a woman that is about to retire. In
the beginning, she had a lot of trouble with me coming in and messing up
her routines by doing things differently. For me it was really frustrating
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because | could see that some things could be done differently, there was

an easier way but she wouldn’t accept any change.”

The second and third identified sources of motivation are her coworkers and boss, this
clearly highlights the importance of interpersonal relationships within the workplace.
When questioned about the meaning of income, she simply responded: “In the long run,
money is definitely not the most important thing.”

Focus group member 3 (GP3) identified a good working environment, a sense of ac-
complishment and her coworkers as the most important motivators. She valued guid-
ance, a great atmosphere and interesting tasks in the workplace.

“When I get a job, I don’t even necessarily know what the salary is, I ap-
ply because I want that particular job and don’t really care what it pays”
If it interests me, the minimum is enough. I'm sure I’ll care more in the
future but I think that experience gives you a better salary so I'm fine

e e b2}
waiting.

When questioned about what would demotivate her, she responded;

“I become unmotivated when I'm given too much to do, when I'm alone

and also when I don’t have coworkers that I like.”

All her motivators and what she valued were factors relating to the atmosphere and
her personal feelings towards her work. Her sources of job satisfaction and motivation
were clearly intrinsic and stemmed not only from her work environment but also from
her individual sense of accomplishment.

6.1.4  Comparison of the three focus groups

The general feeling of the three focus groups did not vary immensely. There were some
differences between the groups but there were also differences within the groups. How-
ever, by generalizing, the first focus group was most concerned with flexibility in the
work place, work-life balance and enjoyableness in the workplace. The second focus
group was most interested in monetary compensation and being able to develop their
professional skills. Focus group three members placed emphasis on the work environ-
ment and were more specific as to what constitutes enjoyableness in the workplace.
This group was not at all concerned with salaries and compensation.
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6.2 HRM systems

The two HRM policies to improve generation Y work motivation that were introduced
in section 4.1 were flexibility in work arrangements and a culture of fun. The Y genera-
tion characteristics that support these motivational systems are achievement orientation,
education, sociability and the ability to multitask. (Crampton & Hodge 2009, 1-5; Glass
2007, 98; Eisner 2005, 4; Lipkin & Perrymore, 16-18; Lowe et al. 2008, 45-47;
McGuire et al 2007, 592-595: Yeaton 2008, 68—73.)

The reasoning behind the flexible work arrangements according to the literature is
that this generation will be more innovative by not being confined by more traditional
workplace structures (Lipkin & Perrymore 2009, 133). As discussed previously at
length, the academic history of highly educated generation Y employees has taught
them to be able meet goals without being strictly regulated (Eisner 2005, 4-6; Lowe et
al. 2008, 45; McGuire et al. 2007, 592-594; Yeaton 2008, 68). Flexibility also allows
for being able to control the work-life balance which has been found to be more im-
portant to this generation than previous generations (Hewlett et al. 2009, 72; Yeaton
2008, 68—73; Lipkin & Perrymore 2009, 131).

A culture of fun speaks to the more sociable nature of the Y generation employee.
This facilitates social networking and allows for the workplace to be a better establish-
ment for forming professional as well as social connections. A sense of belonging can
be created by making the workplace feel less confined to the work side of the work-life
balance. (Lipkin & Perrymore 2009, 152; Wesner & Miller 2008, 89-94.)

The following is a discussion on the comments made by the focus groups directly re-
lating to HRM systems, namely flexible work arrangements and a culture of fun as mo-
tivating factors in the workplace. The participants were asked if these types of systems
would motivate them to perform better in the workplace. The groups were also encour-
aged to provide real-life examples pertaining to the specific motivation systems. If the
group felt that a certain topic was not decidedly motivating, it was pushed aside to di-
rect the discussion back to more motivating topics.

6.2.1  Focusgroup 1

After the general discussion on motivation and what each group participant valued in
employers, the group was questioned if they viewed flexible work arrangements and a
culture of fun as something that would motivate them to perform better in their jobs.
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The key comments relating to these two HRM systems are presented in the figure be-
low.

Flexible work arrangements Culture of fun

e N\ e N\

“That you are given the freedom

to do your tasks without anyone

breathing down your neck. That
no one is monitoring your

“I don’tlike it when there is an
annual ‘team day’, I want there
— to be things we would do
breaks- if you get the job done togeﬂliigir; a I[r(?ﬁf]regl L
in less time, it is valued.” [GP1] '

. J . J

e ™
“I think that there should be
flexibility both ways, if the
employee has something to do,
—— the employee is flexible and if —
the employer needs the

“I want a work community
where the people are fun and
people enjoy themselves.”

employee, the employee will be &2
flexible.” [GP4]
4 J/ \ J
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“I like it when I have for
__ hféf?gfeﬁ igr;m(ﬂka?ﬁ‘;“go‘;fm || information flows better and the
butI have freedom to choose social aspect is a big plus.”
when to work.” [GP1] [GP2]

“I like ‘open offices’,

Figure 25 Key comments from focus group one members relating to HRM systems.

Focus group member one (GP1) listed flexibility as her number one motivator in the
beginning of the discussion, therefore it was safe to assume that she would find flexible
work arrangements as a highly attractive and motivating feature in an organization. Her
opinions were quite strong and this seemed to be the topic that she was most passionate
about. From the figure above, she commented on preferring a work environment where
her input is measured in productiveness and not in the actual time she puts in. She be-
came quite frustrated with the idea of someone watching over her in terms of how she
uses her time (see figure twenty-five). GP1 also explained that a flexible work arrange-
ment functions both ways;

“If the employee is flexible to you, you want to be flexible for the employ-

i3]

er.
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Group participant two, three and four (GP2-4) agreed with the general consensus of
preferring flexible work arrangements which can be inferred from figure twenty-eight.
GP4 also concluded that flexibility is a mutually inclusive concept and as an employee
he; “...would be much more motivated to put in extra effort when I know that I can even
things out in the future.” The opinions of all participants were very clear and homoge-
nous, it was concluded that these types of flexible arrangements were extremely moti-
vating and the topic was quickly closed due to this strong consensus.

The theme of a culture of fun was not reacted to as powerfully as theme of flexible
work arrangements. All group participants agreed that they valued a work environment
where everyone enjoys themselves, however the concept of fun never came through
strongly from the discussion. As can be seen from figure twenty-eight, GP1 would in-
corporate a higher sense of fun in her work teams by spending more time with her
coworkers during her personal time. She would prefer a less formal work environment.

GP2 also agreed with wanting a work environment where people are fun and are en-
joying themselves. He also commented that he would prefer (see figure twenty-five) an
open-office rather than a traditional office. His reasoning was that this creates better
communication as well as a social aspect in the work place. Whether or not a culture of
fun would create motivation is unclear from this focus group discussion. It can be said
that these types of arrangements are viewed in a positive manner and may be a source of
job satisfaction for these focus group members.

It is nonetheless clear that this focus group members value enjoyableness as an im-
portant motivator which was made apparent from the general discussion at the begin-
ning of the interview. However, the type of enjoyableness meant by these group mem-
bers may well be created by other factors rather than trying to cultivate a culture of fun.

6.2.2  Focus group 2

After the general discussion on motivation and what each group participant valued in
employers, the group was questioned if they viewed flexible work arrangements and a
culture of fun as something that would motivate them to perform better in their jobs.
The key comments from focus group two relating to HRM systems; flexible work ar-
rangements and a culture of fun are presented in the figure below.
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Flexible work arrangements Culture of fun

(’1 like having the flex schedule.) { )
‘When you get your tasks done,
you’re free to leave. You’re not “I really value a friendly
wasting your time or the time of working environment, so its
| other people. But I don’t think a | easy to get along with
totally free schedule would everyone.” [GP3]
work, there should be some core
\_ hours.” [GP1] ) \_ )
' A " A
“If you can get off work on “In a nut shell, what’s important
Friday at 2 pm and work until 8 is a happy workplace.
|| pmonThursday for example, || Employees have to enjoy what
that would be a much better life they are doing for the
style than the regular 9-5 thing.” companies to make money.”
[GP3] [GP3]
. J/ . J
e A 7 ~
“I wouldn’t say flexible work
arrangements are important for
me. It wouldn’t work if your "I enjoy having my own space
‘— boss had that kind of schedule L— and find that ‘open offices’ can
so its an extra plus to have some be too distracting.” [GP2]
flexibility but not very
important.” [GP2]
N J | J

Figure 26 Key comments from focus group two members relating to HRM systems.

Focus group two responded somewhat conservatively to the idea of flexible work ar-
rangements. Group participant one appeared to be highly motivated to perform and ad-
mitted to preferring a flexible schedule (see figure twenty-six) however, she seemed to
view this type of an arrangement as a time-saver and not necessarily a source of in-
creased motivation. She was instantly critical of the effect of a flexible schedule on the
overall productiveness of the organization. She did however tell us about a situation
where in hindsight, flexibility could have at least decreased her job dissatisfaction:

“I worked for a company as an assistant, one of my tasks was to greet
potential clients that came in with appointments. But no one was sched-
uled to come, | was still expected to sit there in case someone turned up.
No one ever did, and | also had nothing else to do. I didn’t have enough

work. It was very frustrating but I never questioned it.”

Group participant three was instantly excited from the prospects of more flexibility
in the work environment. However, he also appeared not to have given this much
thought prior to this discussion. He suggested working late on Thursdays and leaving
work earlier on Friday as the type of arrangement he would like to have which would

motivate him (see figure twenty-six).
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Group participant two was very disinterested in flexible work arrangements (see fig-
ure twenty-six) and dismissed the idea as an “extra plus”. The response from this focus
group was not very enthusiastic and flexible work arrangements would probably not
drastically increase their motivation to perform better. Group member three was the
most responsive to this system of increasing motivation, however, his prior absence of
consideration of the subject might speak to its incremental effect on his motivation as
well.

Motivating employees by creating a culture of fun was also not responded to with
great enthusiasm. GP3 made a point of saying that he “really values a friendly working
environment”. He felt very strongly that a company cannot be profitable if the employ-
ees do not enjoy themselves (see figure twenty-six). However, enjoyment is not neces-
sarily achieved by creating a sense of fun in the workplace. Certainly, embedding fun in
the organization’s culture could increase the levels of enjoyment in the organization
however, getting along with one’s coworkers seemed to be the greatest source of en-
joyment. Group participant two had a strong opinion on open offices and informal
workplace settings. She felt that open offices for example were too distracting for her
and needed her own space to perform well.

6.2.3  Focus group 3

After the general discussion on motivation and what each group participant valued in
employers, the group was questioned if they viewed flexible work arrangements and a
culture of fun as something that would motivate them to perform better in their jobs.
The key comments from focus group three relating to HRM systems; flexible work ar-
rangements and a culture of fun are presented in the figure below.
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Flexible work arrangements Culture of fun
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Figure 27 Key comments from focus group three members relating to HRM sys-
tems.

The key comments from the focus group relating to flexible work arrangements are
listed in the figure above. Group member one would be very motivated by flexible work
arrangements, she was of the opinion that her work should be observed by her perfor-
mance and not the time she spends doing it. GP1 related flexibility with trust;

“There needs to be a sense of flexibility and trust in you as an employee

to be able to do your job.”

Group member one thought that at her current job, as long as she gets her work done
well, she is then free to adapt to situations and tasks the way she sees best. Group partic-
ipants two and three agreed that flexibility is a significant motivator. Group participant
two felt that her role in the workplace should also be more flexible in terms of how
things get done. There should be more room in how she completes her assigned tasks.
(See figure twenty-seven) Group participant two gave an example of a situation where
she was expected to be flexible but did not get anything in return:

“I once had a boss that would routinely call me on my days off and ask

me to come to work, I didn’t really have a choice as I knew [ was the only
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one available. My boss was very nice about it but | was never given any
opportunities for flexibility. | was happy to be needed but in the long run,
it was very frustrating because I felt like I couldn’t say no and also got

nothing in return.”

Group member three responded to flexible work arrangements very positively and
explained that in her current job, flexibility works very well and is a significant motiva-
tor for her:

“The last job I started, my boss immediately told me that she was not
paying me for my time but my contribution to the company. This immedi-
ately had a huge impact on my motivation and also made me feel valued

as a professional.”

The culture of fun discussion was not vast. Group participant one admitted that she
tries to have fun in the workplace, that her job should not consume her, she incorporate
a sense of enjoyment in her workday by for example listening to music. Group partici-
pant two and three agreed with GP1. However, the sources of fun that these participants
had were individual and did not speak to an overall culture of fun in the workplace. GP2
made it clear that she did not want to lose herself in the professionalism of the work-
place. (See figure twenty-seven)

“I'wouldn’t apply for a job where I felt that I couldn’t be myself.”

All participants spoke to the importance of being able to listen to music when appro-
priate and using social media such as Facebook in the office. Coworkers and the social
aspect are highly important which became clear from the general discussion on motiva-
tion sources. GP2 explained that for her, not liking her coworkers would be a very im-
portant source of demotivation because coworkers are essentially what makes a job fun.

6.2.4  Comparison of the three focus groups

Focus group one and three had very similar views on flexibility and a culture of fun.
Flexibility was discussed as highly motivating and very attractive in an organization.
Both groups responded to a culture of fun by relating it to overall enjoyableness and
pleasant work environment. Focus group two were much more conservative in relation
to flexible work arrangements. They seemed to be able to appreciate flexibility but it did
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not seem to rate high on their sources of motivation. The concept of a culture of fun
seemed to be as foreign to this group as it was to groups one and three. This may be due
to a lack of experience where an organization has implemented this type of environ-
ment. However, from these discussions, it is not evident that a culture of fun would di-
rectly affect motivation and performance in a positive way.

6.3  Training programs

The two training programs to improve generation Y work motivation that were intro-
duced in section 4.2 were training and development as well as mentoring. The Y genera-
tion characteristics that support these motivational systems are achievement orientation,
confidence, education, sociability, the ability to multitask and the need for both man-
agement support and feedback. (Crampton & Hodge 2009, 1-5; Glass 2007, 98; Eisner
2005, 4; Lipkin & Perrymore, 16-18; Lowe et al. 2008, 45-47; McGuire et al 2007,
592-595: Yeaton 2008, 68—73.)

Training and development allow generation Y employees to grow and are source of
self-fulfillment (Lauenberger et al. 2005, 19-20; Baldonado & Spangeburg 2009, 99—
101). Training programs allow employees to develop their professional skill set as well
as network and connect with one another (Crampton & Hodge 2009, 1-5; Eisner 2005,
4; Glass 2007, 98; Lowe et al. 2008 45-47; McGuire et al. 2007, 592-595; Yeaton
2008, 68-73). In addition to providing professional growth, training and development
also increase the level of feedback and management support each employee receives. As
these generation Y needs can be more costly to the organization in regards to time, mo-
tivating through training and development can be a highly mutually beneficial tool to
the employee as well as the employer. (Crampton & Hodge 2009, 1-5; Eisner 2005, 4—
6; Glass 2007, 98-102; Lowe et al. 2008, 45; McGuire et al. 2007, 592-592.)

Messmer (2003; 16-17) suggests mentoring programs as a cheaper alternative to
training and development as the only cost is the time of the mentor and the mentee.
There are many benefits to mentoring and it can be a more personal and wider approach
to training and development programs. These benefits include receiving a better per-
spective on the organization and on how the industry works. The emphasis is not on
training and developing a specific skill set, but understanding the organization in full
and being able to anticipate what is expected from success at the organization. (Clifford
& Thorpe 2007, 60; Miner & Crane 1995, 412.) The following is a discussion on the
comments made by the focus group relating to these two types of training programs;
training and development as well as mentoring. The participants were asked what their
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thoughts were on these subjects and whether or not they would view them as ways to
motivate.

6.3.1 Focusgroup1

The following figure represents the key comments made by the group relating to train-
ing and development opportunities as a means to increase motivation. Mentoring was
not discussed as none of the members had experience or strong opinions on the effect of
mentoring on their motivation and performance in an organization.

Training and Development Mentoring

4 )

“I’m very motivated by training

and development opportunities,

— butI think you should be

allowed to have a choice.”
[GP3]

4 “With training and )

development, I’'m not motivated
by just any opportunities, they
have to make sense for me. If
you feel that you benefit and

they increase your

professionalism, then they are

\_ very good.” [GP2] y,

(“If you can see that a company\
is ready to invest in you and
your development, you want to
— invest in that firm in turn, It gets
rid of the temporary feeling that
you might have with a job-
creates commitment.” [GP1]

Figure 28 Key comments from focus group one members relating to training pro-
grams. There were no comments on mentoring programs.

All group participants had positive reactions to training and development creating
motivation. Group participant one was of the opinion that when a company invests in an
employee, it creates a sense of value and commitment. Group participant two made a
point of explaining that he would only be motivated by training and development oppor-
tunities that he felt would benefit him professionally in his view. Group participant
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three was also motivated by training and development but stressed the point that it
needs to be voluntary. (See figure twenty-eight) Group participant four agreed with all
of the other group participants and summarized his thought as; “I always want to learn,
develop and learn more.”

From the general comments made by GP2, it can be inferred that he is the most non-
committal of the group participants. This came to light as he commented that he viewed
changing jobs as something than can replace training and development.

“The companies where people enjoy being, have committed employees
and a low turnover. If you find a job with development possibilities that
you enjoy, it definitely creates commitment. But for me training and de-
velopment opportunities to move up aren’t so important because I can

always change jobs.”

Group participant one’s opinions were in stark contrast to GP2, she explained that
the training and development are one of the first things that she wants to know about
when she is applying for a position because it directly relates to her opportunities to
achieve a higher position.

“When you start a job, I want to know what T&D opportunities are

available so I know if there’s a possibility to move up in the company.”

In GP1’s case, it was established in the general discussion that she valued commit-
ment very highly and training and development would increase her commitment and
motivation to perform within the organization. Group participant three was not only
interested in the training and development opportunities that an organization offers but
also wants to be able to independently search for possible training and development
opportunities unknown to the organization.

“It’s really important for the company to invest in me and also to trust
me that | am able to identify what training and development opportuni-

ties are beneficial to me professionally.”

All participants were clearly interested and recognized training and development as a
motivation system in the organization. Even though, GP2 dismissed the idea of training
and development being necessary to move up professionally, he did admit that training
and development is necessary if a company wants to keep turnover low. This motiva-
tional system was clearly something that this group had considered previously because
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in addition to their interest, they all had some concerns on how the actual training and
development systems were implemented. Mainly referring to being voluntary and mak-
ing sense on an individual professional level.

6.3.2  Focus group 2

The following figure represents the key comments of focus group two relating to train-
ing and development as well as mentoring on motivating.

Training and Development Mentoring
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firm invests in my training and
development, I know what’s
—— expected of me now and in the —
future in. That when they’ve
trained me, I can move on to
better positions.” [GP1]

“Mentoring might influence too

much with creative work, I want
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[GP2]
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( “I think it’s very important to h
have someone to ask questions
that is not your boss, you learn a
—— lot and it is not as intimidating
as it might be to ask your
immediate supervisor
something.” [GP1]

“For me, training and
development is most important
after money to motivate me.”
[GP2]
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“At the moment, I know that

you have to constantly learn

—— more in the workforce, if you —

don’t, you can’t succeed.”
[GP3]

“Mentoring is really good.”
[GP3]

Figure 29 Key comments from focus group two members relating to training pro-
grams.

The overall reaction to training and development by this group was positive. Group
participant one saw training and development opportunities as straight route to a better
position. For her, it decreases anxiety by her a sense of knowing what is expected of her
now and in the future. Group participant two responded to training and development as
a motivator by declaring that it is the second most important motivating system for her



81

after income. Initially, in the general discussion she ranked benefits, money and stability
as her top motivators.

It was expected that these views would change in the course of the discussion as new
ideas were discussed. If her number one motivator is in fact her income, it makes sense
that training and development would come second as it is a straightforward way to
move up in an organization and receive a promotion. (See figure twenty-nine) She con-
tinued to explain her reasoning:

“Future prospects would motivate me, that I can develop as a person
and within the company. | want to know for sure that if I contribute I will
get a reward, any kind of reward for example like training or more edu-
cation. Then | want to stay in the company even if | can get a better sala-
ry somewhere else. When you know that by staying in this company, you
will learn more and become more professional then you also know than
you can compete for even higher salary and position.”

Group participant three did not view training and development as voluntary in any
way, for him it was not a question of developing professionally to be able to move up in
an organization but as something necessary to be able to succeed at any level. (See fig-
ure twenty-nine) For him, training and development is expected and essential and might
not seem as an additional system to be motivated by.

The concept of mentoring was not discussed in much length. Group participant one
highly valued having someone ask questions from without having consult your immedi-
ate supervisor. However, this role would be able to be filled by any coworker if there is
a culture of open communication in the organization. Group participant three thought
mentoring would be “really good” but had no deeper thoughts on the issue. Group
member two responded to the concept of mentoring negatively. She thought that it
could possibly restrict her own innovativeness and felt that her own individual contribu-
tion would suffer. (See figure twenty-nine)

6.3.3  Focus group 3

The following figure represents the key comments of focus group three in relation to
training programs in relation to motivation.
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Training and Development Mentoring

/I really want to be able to grow 4 A
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“I don’t want any training and
development right now, because
| I feel that I"m just starting and I L
want to get the hang of things

first.« [GP2]

“I think a mentor would be great
and I would learn a lot.” [GP2]

Figure 30 Key comments from focus group three members relating to training pro-
grams.

This focus groups view on training and development was quite contradictory. Group
participant two was not at all interested in training opportunities as she felt that she was
just completing her studies and did not want to be overwhelmed with additional training
and development. Her views on the issue were very short-term in nature and she had
clearly not considered future opportunities to develop professionally. (See figure thirty)

Group participant three recognizes the importance of training and development to be
able to move up in an organization, however she also feels that changing jobs accom-
plishes the same thing. Therefore, training and development might not be a motivating
factor for her, as she sees ways around it. She does value the possibility to develop
within one organization. (See figure thirty)

In addition to the obvious professional growth, training and development may also be
an important way to network with professionals in the same industry. Group participant
one expressed:

“Training and development is highly important because many industries
are changing rapidly, it is not only a way to keep up but also make new

connections.”

GP1 also recognized the role of training and development in retention as well as
commitment to a position.
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“Even though one of my previous jobs was temporary, I still got to take
part in all the T&D opportunities relevant to my position. It made me feel
like I was really important and valued even though I knew [ wasn’t going
to be there long. It was like an all-inclusive company policy. | really felt

committed because they were investing in me.”

She seemed to be the most motivated by training and development, both in the long-
run of her career as well as in the short-run for growing in her current position.

Mentoring was responded to very positively among this focus group. Both group par-
ticipants two and three felt that they could learn from a mentor which would greatly
benefit them in their chosen careers. Group participant one was most excited about the
prospect of having a mentor. She was conscious of the chemistry between mentor and
mentee having to be right but if the relationship functions well, she would be most mo-
tivated by this type of arrangement. GP1 viewed mentoring as being more motivating
than training and development opportunities. She explained that a personal and exclu-
sive relationship between a mentor and her would increase her performance abilities to a
much greater level than simply generic training and development systems available to
all or most employees. (See figure thirty)

6.3.4  Comparison of the three focus groups

The opinions of the three focus groups in relation to training programs and motivation
varied greatly. Focus group one was clearly motivated by training and development but
was also concerned with being able to have the best fit individually. Focus group two
related training and development to promotions and more money, they saw a positive
linear relationship with monetary compensation and training and development. Focus
group three was least motivated by training and development when comparing to the
first two groups.

Mentoring was not discussed at all by focus group one. Focus group two had no ex-
perience with mentoring but would react positively to such an opportunity. Whether or
not this would create motivation is hard to say. Focus group three was very enthusiastic
when presented with the idea of mentoring programs, valuing it higher than more tradi-
tional training and development opportunities. However, the lack of experience with
mentoring was apparent in the discussion.
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6.4 Communication systems

The third motivational system introduced in section four was communication systems.
Three important methods for motivating generation Y were discussed, these include
keeping up with technology, clarity and goals as well as feedback. These three commu-
nication systems relate to the following Y generation characteristics; achievement orien-
tation, educated, able to multitask, tech-savvy and the needs for feedback and manage-
ment support. (Crampton & Hodge 2009, 1-5; Glass 2007, 98; Eisner 2005, 4; Lipkin &
Perrymore, 16-18; Lowe et al. 2008, 45-47; McGuire et al 2007, 592-595: Yeaton
2008, 68-73.)

Keeping up with technology to some degree is of course necessary in the modern
work environment to be able to compete efficiently and effectively. However, due to the
tech-savvy nature of the Y generation employee, it is suggested that outdated technolo-
gy is demotivating. It could also be advantageous to the organization to take advantage
of not only their skills in this area but also their vast knowledge on other perhaps better
alternatives. (Lipkin & Perrymore 2009, 106.)

Clarity and goals refers to being clear on what is expected from the employee, why
the tasks assigned to them are important as well as setting clear goals that can be
achieved. This can be achieved by clearly defining requirements and by for example
setting clear goals to achieve promotions. This in turn creates structure and trust which
decrease anxiety and frustration. (Yeaton 2008, 68—73.)

Giving feedback was the last communication system introduced. One of the more
stressed aspects of the Y generation employee is specifically their need for feedback
however unfortunately this may easily be overlooked in the relationship between the
employee and the supervisor. There are many ways in which the amount as well as the
content of feedback can be improved which was discussed previously when introducing
the various communication systems to improve motivation. (Woodward 2009, 45-48.)

The following is a discussion on the comments made by the focus groups relating to
the three communication systems to improve motivation. The participants were asked
whether they thought these systems would motivate them and whether they had any
specific examples relating to these topics.

6.4.1 Focusgroup 1
The following figure is a representation of the key comments relating to the communi-

cation systems proposed to increase motivation. Keeping up with technology, setting
clear goals and roles as well as feedback are discussed.
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Keeping up with technology Clarity and goals Feedback

( ) ( ) (T never get enough feedback,
“What1 hate is when you are “I find it very demotivating especially in the Finnish culture.
given really big goals and when you don’t know what the There could always be more.
you’re concrete tools like your goal is for what you are asked to You could be thinking that
| phone, intranet, computer | do. I need some kind of | you’re doing a good job for six
systems are horrible. It’s a instructions to be able to build months and then someone
prerequisite.” [GP3] something on it.” [GP3] comes to tell you that you’re
\_ ) \ ) \_ doing it all wrong.”[GP3] )/
s A e A e A
“I think it’s very important to
“If there’s a lot of change with know about the whole picture, “Feedback should be about
the technology that is used, to know that if you don’tdo solutions and not problems, an
~ |  performance suffers and it | something, it will affect | honest and equal discussion.”
becomes demotivating.” [GP2] someone there and there and [GP4]
there....” [GP1]
. J/ \ J | J/
e A e A
“I feel committed to a job when
II know the clear goals_m the “Positive feedback can’t be
— long term of the organization — forced.” [GP2]
that affect me or that I affect” :
[GP4]
| 7 .~ 7

Figure 31 Key comments from focus group one members relating to communica-
tion systems.

Keeping up with technology was the first motivation system that was discussed. The
focus group seemed somewhat confused about this issue being a source of motivation.
To all participants, a standard level of acceptable technology was a prerequisite and did
not seem to create motivation. Group participant three stated if she were given a task
that required a certain level of technology that she was not given, she would be highly
dissatisfied. Group participant two added that he equates technology with income. A
certain level is expected however improving on technology past the required standard
would not increase his motivational levels. (See figure thirty-one)

As technological advancement is highly rapid, updating and changing information
systems also became a discussion point. All participants were confident within their
skills of being able to learn new computer systems for example but group participant
two added:

“If there is a lot of change with the technology that is used, performance

suffers and it becomes demotivating.”

The group did not feel that keeping up with technology or offering advancements to
employees would be a successful motivational system and all group members also
agreed that having an unsatisfactory level of technology at their disposal or having to
constantly change technologies would be demotivating. Group participant one shared an
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experience where the acceptable level of technology was not met and created demotiva-
tion and poor performance:

“I worked for a recruitment agency and one of my tasks was to take pic-
tures of the potential candidates. | was given a camera that worked with
batteries and was broken. The battery latch had to be taped closed and it
rarely worked. | felt that it was embarrassing for me as well as the com-
pany. | ended up not taking any pictures because | felt that | was not giv-

en the appropriate tools to complete the task.”

Being clear when setting tasks and goals prompted a strong consensus of their im-
portance in an organization. Group participant three listed clear goals and open commu-
nication as two of her three top motivators in the general discussion:

“Communication, both ways is the most important thing.”

She felt that she is highly demotivated when she is unaware of the final goal to which
she is contributing to. Being told the expected end result would steer her in the correct
direction and would boost her motivation and performance levels. Group participant one
regarded that being able to understand where exactly her work affects other parts of the
organizations as highly important. Knowing the consequences of her performance and
efforts would motivate her personal effectiveness and motivate her to perform to the
best of her abilities. Group member four was not only motivated by being aware of the
broader goals of the organization but for him, it also created commitment. (See figure
thirty-one)

Feedback by far provoked the strongest reaction of communication systems in this
focus group. Not only was the amount of feedback discussed but also the quality. All
participants felt that they were not getting enough feedback from their current or past
employers. Group participant three felt that the lack of feedback might be due to the
Finnish culture and felt that someone might be doing badly for a substantial amount of
time before their methods were corrected. (See figure thirty-one)

Group participant four stressed the importance of feedback being a discussion where
solutions are created and not only a way to either compliment or criticize the employee.

“Feedback needs to be like an open talk about your development. Not
just right and wrong. For example, a monthly coffee break with your su-

perior about how everything is going.”



87

Group participant two pointed out that sometimes positive feedback may seem to be
forced. He explained that as many managers may realize the importance of giving em-
ployees positive feedback, the feedback should still be constructive. (See figure thirty-
one) Group participant three also agreed with GP2, that the content of the feedback is
highly significant:

“The style of feedback matters a lot, an intelligent boss gives you feed-
back in a way that you also get skills and develop.”

Group participant one stated that she “needs a lot of feedback, not just negative feed-
back.” She had also experienced a situation where her immediate supervisor lacked the
skills to be able to provide employees with constructive feedback:

“The team leader I had at my last job would only smile when he found
out that |1 had made a mistake and gets to tell me, we had no positive
feedback at all. If the manager is ‘not present’ and only gives negative
feedback- that is highly demotivating.”

All group participants not only craved more feedback but also felt that the content
and context of the feedback they have had given could be improved. The group was not
anxious about receiving negative feedback, given that the feedback is constructive and
they would be able to develop from it. Not getting any or only negative feedback was
felt to be very demotivating. Feedback should be routine, constructive and lead to high-
er levels of motivation and performance.

6.4.2  Focus group 2

The following figure is a representation of the key comments relating to the communi-

cation systems proposed to increase motivation by focus group two. Keeping up with
technology, setting clear goals and roles as well as feedback are discussed.
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Keeping up with technology Clarity and goals Feedback
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Figure 32 Key comments from focus group two members relating to communica-
tion systems.

This focus group did not react to keeping up with technology in a way that would
suggest that it would be a motivator for them. Group participant one felt that technology
makes the lives of employees easier. She continued to explain that:

“If by having really good facilities, you could do your job much better,
then of course I'm motivated to take full advantage of the technology at

3

hand but it doesn 't affect your job performance.’

She would do her job as well with or without advanced technological opportunities.
Technology for her is a way to be able to perform but would not by itself motivate her.
She did also discuss how a lack of technology can create job dissatisfaction.

“I once worked as a receptionist and we didn’t have any internet, I never
understood why and in my down time | would have liked to be able to
take advantage of it. | never realized before that there are places that
aren’t connected to the internet and for me, it was a source of job dissat-

’

isfaction but I also don’t think having it would have motivated me.’
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Group participants two’s opinion was more radical than her peers. She stated outright
that she would not work for a firm that did not have the standard of technology that she
viewed as appropriate. Group participant three appreciates technology but also stated
that it would not affect his motivation and he would perform regardless. (See figure
thirty-two)

In regards to clarity and goals, group participant one was very confident, see felt that
she has always known what has been expected from her in the workplace. She values
support from her employee:

“Basically the boss needs to be approachable and nice, also caring
about the employees. | want to work somewhere where people communi-

’

cate.’

GP1 equates a caring and communicative boss as a way to feel secure in her position.
By having a supervisor that supports her, she is able to function well in her position and
knows what is expected of her. Group participant two recognizes the importance of
clear tasks, however, she has also not experienced problems in this area. Group partici-
pant three clearly explains that he has had jobs where he has known what has been ex-
pected of him. His goals have been clear and he has been directed along the way to
achieve his objectives in the workplace:

“When you have questions, you need to know who to ask. It’s a process.”

He realizes that there is a progression in achieving and performing by being able to
ask questions and openly communicate with coworkers and supervisors. He has also had
experiences he has not known what has been expected of him. These situations have led
to his performance being minimal. (See figure thirty-two) The correlation between clari-
ty of goals and motivation seems to be positive and creates higher performance with this
focus group.

Feedback as a motivator was discussed and all three participants of the group recog-
nized its importance. Group participant two clearly states that the more feedback she
receives, the better. Group participant one recognizes feedback as a reward, she is will-
ing to work hard but would find it difficult to accept her work not being recognized.
(See figure thirty-two) Group member two also explains that she would be highly demo-
tivated if her efforts were not acknowledged:

“What would kill my motivation? Trying my best and putting an effort
and it would just be accepted and everyone moved on. | want some kind
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of reward to feel appreciated and needed. This is a part of feedback and

very important to me.”

Group participant three was the only one that did not clearly state a need for more
feedback, he would feel micromanaged if he were given much feedback. (See figure
thirty-two) He did, however, state that he finds communication and being able to ask
questions very important and sees these as alternatives to direct feedback. The reason
for his lesser need for feedback, compared to his group participants might be that he was
clearly older and had the most experience in the workforce. Both group participants one
and two were starting out in the workforce which may influence their needs and views
on feedback.

6.4.3 Focus group 3

The following figure is a representation of the key comments relating to the communi-
cation systems proposed to increase motivation by focus group three. Setting clear goals
and roles as well as feedback are discussed. Keeping up with technology was not dis-
cussed as it was not recognized as a motivator or an issue that was important to this fo-
cus group.

Keeping up with technology Clarity and goals Feedback

s ™ 'S ™
“I don’tactually know if I feel
like T need more feedback, T
think I know when I've done a
good job and also I often hear it
through the grapevine that I've
done well.” [GP1]

. J N J

“T always feel like I know
—— what’s expected of me but it —
does depend on the job.” [GP1]

(e R ) 4 ™y
“Right now, I'm working pretty

independently but I feel that

sometimes I have to read my

— boss’ thoughts especially when —

starting a job. It’s a lot easier to
perform when your boss tells

you outright.” [GP3]

“I only get feedback when I'm
doing something wrong, [ rarely
get any positive feedback.”

[GP.
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“I find that I get really bored if
I'm not told why I'm doing
— something, and if [ don’tknow [ —
think it’s not really important.”
[GP2]

“I don’t think my bosses have
ever really given me much
feedback, mostly my
coworkers.” [GP2]

(N S " S

Figure 33 Key comments from focus group three members relating to communica-
tion systems. There were no comments on keeping up with technology.
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The discussion about clarity and goals was more focused on starting a new job rather
than a long term perspective with this focus group. Group participant one felt that she
always knew what has been expected from her and has never felt the need more clarity.
(See figure thirty-three) She explains:

“I think that introducing someone to a new job is always difficult but I
feel like I've had enough information given to me but I also ask a lot of

questions so that helps.”

Group participant two explained that she would become demotivated of she did not
know the reasons behind her assigned tasks. She would not appreciate their importance
unless it was clearly explained to her:

“When I was interning I had no idea why I was doing what I was doing

so I wasn’t really interested in the end result.”

Group participant three feels as though sometimes she has to be a ‘mind reader’ to be
able to perform her roles. Is she were given goals that were not explained clearly, her
tasks may become meaningless to her. She appreciates outright clarity and direction
from her supervisor. She continues to explain:

“Sometimes [ feel really stupid asking questions that everyone assumes |

already know”

Group participant two had also similar experiences with a disconnect between what
she had been taught and what her supervisor thought she had been taught:

“Generally, I have always felt that I needed a better induction, 1 asked
once about it and they said that they had a list on what they had to intro-
duce me to, and they had gone through all of them. We never talked
about it again.”

Clearly this focus group felt that their largest issue with clarity and goals are at the
induction phase in an organization. Noticeably, communication is the key to ensure that
the employer knows if the employee has a clear vision of what is expected of them.
Open communication also allows for the employee to investigate any discrepancies they
she may feel in their role within the organization.
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Generally, this focus group felt that the level or quality of feedback they receive is
low. Group participant one feels that she does not require more feedback, however, she
does explain that she receives feedback from unofficial sources such as her coworkers
regardless. She gives feedback to her coworkers and admits that naturally positive feed-
back is always nice to hear. (See figure thirty-three)

Group participant three states that she has never received any positive feedback from
her supervisors but from her coworkers. She hopes for more feedback in the future as
she recognizes it to be a great way to develop. Group participant two agrees with GP3
and explains:

“I've gotten some negative feedback but it has always turned in to posi-
tive feedback so I definitely know that all kinds of feedback is really im-

portant and would want more.”

Although group participant one does not feel that she would benefit from more feedback
from her supervisors she feels that working in a team accomplishes the same results:

“I feel like I get constant feedback from my coworkers and they are there
so | can ask questions and advice when I feel that I need to.”

Group participants two and three would prefer to receive more feedback, both recog-
nize the importance of positive and negative feedback in terms of developing personal-
ly. GP2 makes a point of explaining that she also values and is motivated by feeling like
the employer takes into consideration the needs of the employee and treats them as in-
dividuals. Communicating is highly important to all three members of this group, how-
ever, group members two and three seem to have a more difficult time in expressing
their needs to the employer.

6.4.4  Comparison of the three focus groups

Focus group one thought of technology as a prerequisite to be able to function in the
workplace. After considering keeping up with technology, they came to the consensus
that it would not increase their motivation. Focus group two agreed that keeping up with
technology was not a motivator but seemed to think that it was a more important image
issue to the company than other focus groups. Focus group three had no opinions on
keeping up with technology and it was not even considered as source of motivation.
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Focus group one came to the strong consensus that clear goals are highly important
in regards to motivation and performance. Focus group two had not suffered from un-
clear goals in their previous experiences but did also confirm a positive correlation be-
tween clear goals and motivation. Focus group three concentrated on the induction pro-
cess and did not necessarily consider goals in the work place but the discussion became
more focused on initial role clarity and learning.

Feedback was highly important for focus group one, they craved more and were also
conscious of the quality of the feedback. Focus group two viewed feedback as more as a
reward for good performance and negative feedback was not given much thought. There
was also not a consensus with the group. Focus group three admitted that feedback was
important but seemed to be less concerned than focus group on the level of quality if the
actual feedback offered in the organization.

6.5 Decision making policies

The fourth motivational system was related to the decision making policies of an organ-
ization, specifically collaboration and teamwork and giving ownership of tasks. These
relate to the sociable, multitasking, feedback craving, confident, achievement oriented
and educated characterization of the Y generation. (Crampton & Hodge 2009, 1-5;
Glass 2007, 98; Eisner 2005, 4; Lipkin & Perrymore, 16-18; Lowe et al. 2008, 45-47;
McGuire et al 2007, 592-595: Yeaton 2008, 68—73.) Ways to facilitate open communi-
cation among employees as well as giving them a sense of ownership within their own
tasks can be great methods to increase motivation levels and performance (Lipkin &
Perrymore 2009, 190-192; Yeaton 2008, 68-73).

It is suggested that Y generation employees are natural team players and teams can
be an exceptionally good way to address some of the specific generation Y needs in the
workplace such as feedback and support (Lipkin & Perrymore 2009, 81). Teamwork is
not only valuable but also indispensable in some instances and recognizing the Y gener-
ation employees’ competence for working in this type of environment can substantially
increase performance levels in an organization (Lipkin & Perrymore 2009, 160-163;
Glass 2007, 102).

Giving ownership of tasks refers to giving the employee the responsibility to com-
plete task without constraining them with constant micro-management. Ownership and
responsibility create trust and may motivate the confident Y generation employee to
show their skills and also create a sense of achievement and advancement within the
organization. (Baldonado & Spangeburg 2009, 99-101; Lipkin & Perrymore 2009, 30.)
However, giving ownership and responsibility to employees must always be planned
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and done in an incremental way to avoid overwhelming the employee which may lead
to increased levels on anxiety and in turn, function as a demotivator (Lipkin &
Perrymore 2009, 90).The following is a discussion on the comments made by the focus
groups relating to collaboration and teamwork as well as ownership and how increasing
the levels of collaboration and ownership affect motivation and performance of these Y
generation employees.

6.5.1 Focusgroup 1
The following figure is a representation of the key comments relating to the decision

making policies proposed to increase motivation by focus group one. Collaboration and
teamwork as well as giving ownership of tasks are discussed.

Collaboration and Teamwork Ownership

“Freedom motivates, you feel
“When there are teams, the that you are valued. Doing
person responsible for something your own way, using
—— recruitment needs to understand —— your own creativity and know-
how the team works and how how, then going to your
their chemistry works.” [GP3] supervisor and showing your

results.” [GP3]
. J/
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“A “true’ team is great, but it
depends on the task. In regards
— to innovation, the best
alternative is a self-managed

team.” [GP2]

“If you are just randomly put in
a team, it can be a disaster.
Teams should be formed with
some kind of understanding
about the chemistry between
people ie. a plan.” [GP1]

s A

“I find it extremely
demotivating when I feel that I
am not trusted to do my job, it
feels like you can’t concentrate

on what’s essential, that you just
start being afraid of making
mistakes.” [GP4]

e A
“If you have responsibility in a
task, I think you should be able
to make decisions and not have

to ok every decision you want to

make with your manager.”
[GP1]

. J

Figure 34 Key comments from focus group one members relating to decision mak-
ing systems.

All focus group participants clearly expressed that they would rather work in teams than
individually. However, all participants also raised concerns about the functionality of
the team. Group participant one recognized that a team that is formed randomly, without
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a specific plan for its functionality may be very unproductive. Group participant two
was also conscious about the team dynamic and proposed that a self-managed team was
the greatest source of innovation within the organization. Group participant three
stressed the importance of the experience the person forming the team has. The team
needs to be formed by someone who has an understanding of teams in general and the
individuals placed in the team. (See figure thirty-four)

All of the group participants also agreed that if a team is functional and organized
well, it can be source of high performance. Group participant three elaborates on her
own view.

“Teams are the best sources of innovation, everyone’s thoughts and ide-
as get weighed in. I find that it’s very important in a team for everyone to
have their own roles. There doesn’t need to be a leader but all members
are given a goal and a purpose. Everyone knows why they are in the

)

team.’

Group participant three also presented an example of a situation where the team she
was placed in did not function well:

“In my experience in a team, there was an older employee who never
accepted any of my ideas and | tried to explain to my manager that it
crushes any creativity in the job for me. It is very important that the
manager gets involved in issues, and if there is a problem, then it gets
solved and not only talked about.”

Although group participant two was in favor of self-managed teams, the other partic-
ipants in the focus group agreed that many problems within teams could be solved by
active supervision by a manager. Intrapersonal relationships within teams and conflicts
within them should not be left for the employees to resolve. Group participant four also
agreed that team supervisors should be well acquainted with team members to be able to
recruit additional members and not affect the dynamic of the team culture negatively.
Group participant two offered an example of a team situation that motivated him:

“I once had a job where | was a part of a team, we met every week and
one by one each one of us filled everyone else in on what we had been
doing that week. This was done one by one to make sure everyone got a
chance. The information flowed freely and I thought it was a great envi-

ronment.”
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In regards to ownership relating to ones tasks, the group shared the view that having
control as well as ownership over tasks is a great source of motivation. Group partici-
pant three equates being given ownership with being valued as an employee. She wants
the freedom to be able to use her own creativity and know-how freely to complete her
work. Group participant four feels that being overly supervised is the same as not being
trusted which for him, results in not being able to perform to his potential as it creates
anxiety and fear of making mistakes. (See figure thirty-four)

Group participant one feels that she should be able to make her own decisions and
not have to ask permission from her manager in every decision that she makes. All
group participants felt that being overly controlled and not being given ownership of
tasks and executing them is highly demotivating. (See figure thirty-four) Group partici-
pant three also explains that when freedom is given to an employee to complete tasks,
the employee is also taking more responsibility and would motivate them to perform
better. She does however recognize that too much freedom and ownership may also
have a detrimental effect as there always needs to be something to ‘grab on to’.

6.5.2  Focus group 2

The following figure is a representation of the key comments relating to the decision
making policies proposed to increase motivation by focus group two. Collaboration and
teamwork as well as giving ownership of tasks are discussed.
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Figure 35 Key comments from focus group two members relating to decision mak-
ing systems.

Focus group two responded to teamwork and collaboration as a highly desirable way to
work. All group participants recognize not only the beneficial aspect of team work but
also the necessity of having teams in the workplace. Group participant two stressed the
biggest benefit of teams as being able to learn from other employees and be able to dis-
cover other solutions to problem solving and innovation. Group participant one felt that
team work is absolutely essential as no one employee can work completely individually
at least in her own experience. Group participant three admitted that teams are a high
source of motivation for him and he functions better when working in one (see figure
thirty-five).

The reaction to ownership as a motivator was not as homogenous as was the re-
sponse to teamwork. Group participant two felt that she had always been given owner-
ship and the freedom to complete her tasks in a manner that she felt was appropriate and
that the level of ownership she had been given was also suitable for her professional
skills. Group participant two was clearly frustrated as she felt that she had never been
given enough ownership or responsibility in her tasks. She obviously craved more and
was willing and able to function at a professional level that she had not been given the
opportunity to. She felt that as a student and a young adult, she is being underestimated
and felt that this was a source of demotivation for her. (See figure thirty-five)
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Group participant three was more cautious when approached by the subject. He felt
that having a sense of ownership was very important however, it should be given incre-
mentally to employees in order not to overwhelm them. In his experience, he has had
jobs where he has been given too little as well as too much ownership with his tasks. He
does however explain further:

“But in terms of rules and regulations, I find them to be a really big
downfall with enjoyment and productivity. | really appreciate my free-
dom to choose what is right, to figure it out myself when it is concerning

my job and I don’t see any reason why something is regulated.”

Group participant one also agreed with group participant three as she also explained
that being given more responsibility and challenges incrementally would be a good way
to keep an employee’s motivation high. Group participant three also recognized that it is
difficult to find a balance with each employee in terms of ownership. It requires close
interaction to be able to determine what the appropriate level of responsibility an em-
ployee has to maximize performance and keep the employee motivated.

6.5.3  Focus group 3

The following figure is a representation of the key comments relating to the decision

making policies proposed to increase motivation by focus group three. Collaboration
and teamwork as well as giving ownership of tasks are discussed.
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Collaboration and Teamwork Ownership
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“I prefer to work on my own.”
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Figure 36 Key comments from focus group three members relating to decision
making systems.

Focus group three was familiar with teamwork in the workplace. Group participants
one and two seemed to be motivated by teamwork and collaboration, however group
participant one preferred working alone. Nevertheless, she also valued collaboration and
unofficial team work as aspects that would motivate her. She makes a strict distinction
between official and unofficial teams and prefers to be individually accountable for her
work (see figure thirty-six):

“I think that it depends a lot on the team, whether it works well or
whether | work well in it. I prefer working on my own but having

)

coworkers there constantly so I can ask for feedback and advice.’

Group participant two values teams highly as a source of motivation and recognizes
their role in bringing out new ideas, innovation and feedback. Group participant three
also prefers working in teams, however, she also made distinction of preferring unoffi-
cial teams but was not opposed to official ones:

“I really enjoy unofficial teams, they form organically and I feel that the
contributions of these teams and their performance is higher than official
teams as they are voluntary. The roles tend to be more fluid and less hi-
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erarchical in unofficial teams which results in a more enjoyable work en-

vironment for me.”

Teams represent a sounding board for her and also serves as a direct source of feed-
back. She values being able to communicate her ideas and teams are the perfect envi-
ronment for her to receive and reciprocate her ideal level of open communication.

Ownership as a motivator was responded to quite compliantly by this focus group.
The overall feeling behind each participant’s opinions was that it was a subject that they
could not necessarily affect individually. Group participant three would like more own-
ership and responsibility and is motivated by the feeling of being trusted to complete a
task. Group participant two’s previous jobs had been internships and she felt that she
was not given enough ownership, however, she gave the feeling that she might not have
wanted more as they were all temporary. In her current permanent job, she had been
given more which she is enjoying and is motivated by.

Group participant three simply states that all employees should be given the oppor-
tunity to expand their jobs and be given more responsibility if they so wish. However,
she did not have a strong opinion on ownership as a motivator and also explained that:

“At my current job I'm new, so the amount of responsibility I'm given is
enough because everything is new and exciting. ”

6.5.4  Comparison of the three focus groups

Focus group one viewed teamwork and collaboration as a positive motivator but were
all weary of the chemistry. Being in a functioning and organized team would have a
positive effect on motivation and performance, however, the focus group was also
aware of teams that were unproductive. Focus group two was also highly motivated by
teams and more concerned with learning from others and very appreciative of collabora-
tion in the workplace. Focus group three felt that teams were a source of feedback. Fo-
cus group member one was not inclined to teamwork but did however find collaboration
as motivating.

In regards to ownership, the first focus group clearly equates ownership with trust.
Being trusted in an organization was a high source of motivation for this group. Focus
group two was more cautious on this subject than focus group one, they did find owner-
ship motivating but all members had had very different experiences and a clear consen-
sus was not agreed upon. Focus group three clearly felt that ownership was something
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that each employee should have the opportunity to expand but were the least anxious to
receive more in their current positions.
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7 CONCLUSION AND SUMMARY

The diversity of the modern workforce in relation to generations has brought new chal-
lenges for organizations. It is important for managers to be able to motivate employees
in a way that creates high performance. It has been forecasted that the percentage of
over sixty- five year olds in the population of Finland will increase at an accelerated rate
in the future which will create a large demand for generation Y employees. (Statistics
Finland, 2009.)

The purpose of this study was to investigate the characteristics of the Y generation as
defined by current literature and to identify specific motivational systems to increase
performance. The main generation Y characteristics that were identified included;
achievement oriented; confident; educated; multitasking; having a need for feedback;
needing management support; sociable and tech-savvy. (Crampton & Hodge. 2009, 1-5;
Glass 2007, 98; Eisner 2005, 4; Lipkin & Perrymore, 16—18; Lowe et al. 2008, 45-47;
McGuire et al 2007, 592-595: Yeaton 2008, 68—73.)

After identifying the specific Y generation characteristic and proposed motivational
systems from literature, three focus groups were held to gain an understanding whether
these systems would indeed not only increase motivation but also provide a catalyst for
better performance. High levels of performance only occur within organizations when
the motivational environment corresponds to the specific employees within the organi-
zation. By understanding what the process of motivation and the value given to rewards
by the employees, performance expectations can be met or even exceeded. (Isaac et al.
2001, 223.)

The motivational systems that were proposed were found HRM systems, training and
development systems, communication systems and decision making policies of the or-
ganization. However, it imperative for the organization to not only motivate the em-
ployee but also ensure that the employee is aware of their individual role within the or-
ganization and have the ability to be able to complete the role that is assigned to the
employee. (Vroom and Deci, 1970, 256.)

The HRM systems proposed were flexibility and a culture of fun. The focus group
discussions implied that flexibility is a great source of motivation for this generation. It
IS seen as a very attractive feature in an organization and is also a source of commitment
for the employee. The results from the focus group suggest that by implementing flexi-
ble policies especially in relation to working hours, motivation can be dramatically in-
creased. A culture of fun was not viewed as motivational however, this may be due a
lack of experience in an organization cultivating this type of culture. Although, enjoya-
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bleness in general as a motivator ranked very high with most if not all focus group par-
ticipants and should not be underestimated as a source of increased performance.

Training and development systems included training programs and mentoring. Train-
ing programs did seem to have a motivational effect on the members of the focus group
however, this may also be due to the assumption that training and development will
automatically lead to better position. As some of the focus group members would
equate the effect of training programs with changing jobs, the motivating value of train-
ing could somewhat be assumed to be the outcome of having an organization support
the individual employee. The inexperience of the focus group participants in relation to
mentoring made it impossible to draw any conclusion on the effectiveness of mentoring
programs on motivation and performance.

Communication systems included keeping up with technology, clarity and goals as
well as feedback. Keeping up with technology was mostly viewed as a hygiene factor
and motivating by offering the latest technologies would seem to be ineffective. Clarity
and goal setting was viewed as not necessarily motivating but lack thereof was viewed
as highly demotivating. Ensuring that employees had a clear view of their tasks, goals
and the effect they individually had on the organization was viewed as a prerequisite to
be able to perform. As the literature on generation Y and motivation suggests, the need
for feedback from these focus groups could be characterized as never ending. Managers
should be aware of giving especially their generation Y employees enough constructive
feedback in attempt to ensure that these employees are comfortable and efficient in their
individual roles in the organization.

Decision making policies included collaboration and teamwork as well as ownership.
It was quite clear from the focus group discussions that this generation was very used to
working in teams and acknowledged their many benefits. Teamwork and collaboration
fosters the social needs of this generation and would motivate these employees, howev-
er, it is also important to recognize and implement support systems for these teams as
they should not be allowed to function without some control Ownership as a motivator
was a concept that most if not all focus group participants craved, the trust and respon-
sibility given to these employees creates a highly motivated environment to perform to
the best of each employees abilities.

Although not all of the proposed motivational systems were found to have the de-
sired effect in the focus group decisions all focus group participants identified them-
selves as having all of the proposed generation Y characteristics and much of the litera-
ture held up in the discussions. It is highly imperative that managers do not only attempt
to motivate their employees but also attempt understand the underlying thought process
of why a certain aspect or system is motivating.
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APPENDIX 1 FOCUS GROUP QUESTIONS

1. What do you value in your employer most?

2. Educated, sociable, multitasking, confident, achievement oriented, having a need
for feedback, need for management support and technologically savvy. Do you
identify?

3. What do you think would motivate you in work?

4. What do you feel is un-motivating?

5. What do you think about the rules in your work place? What would you change
if you could?

6. Would you be interested in Training and Development opportunities? What
kinds?

7. Do you think that you know what is expected of you at work?

8. What about responsibility? Are you given too much? Too little?

9. What about team work? Ideas?
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APPENDIX 2 FOCUS GROUP PRE INTERVIEW DATA GATHER-
ING

First name
Nationality
Year of birth
Gender

e

Can you write three things that motivate you in your current/last/any job?
1.
2.
3.
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APPENDIX 3 FOCUS GROUP PRE INTERVIEW DATA GATHER-
ING

Year of Gender Nationality
Birth

Focus Group 1 All Finnish
GP1 1984 Female
GP2 1985 Male
GP3 1983 Female
GP4 1985 Male
Focus Group 2 International
GP1 1990 Female UK
GP2 1986 Female USA
GP3 1983 Male Ukraine
Focus Group 3 All Finnish
GP1 1983 Female
GP2 1984 Female

GP3 1983 Female



