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Millennials in the Workforce: Developing A Retention Strategy 

The workforce has changed in many ways in recent decades. The concept of work is 

no longer related to a place one goes, but what one does. It no longer only means physical 

labor by working on a machine, but also mental labor by determining strategic 

organizational decisions. What were considered as popular industries or roles to work in 

before, may no longer exist due to technological advances in recent years. With all of these 

changes seen in the workforce over the Baby Boomer, Generation X, and Millennial 

generations, it leaves organizations in a challenging effort to keep up. The past attitude of if 

it’s not broken, don’t fix it is no longer acceptable for organizations, as the industry is so 

competitive that there has become a need to constantly be looking ahead and evolving in 

order to maintain a competitive edge. This is more necessary than ever, as employees now 

don’t need a specific organization; organizations need employees who will be able to take 

the company to the next level. In order to do this, excellent leadership is essential, but 

looking ahead for the next great leaders within an organization has become increasingly 

difficult. Because of the changes seen within the workforce, the tenure employees stay at a 

specific job, and even the types of perks and benefits that people gravitate towards, have 

also changed. It is essential that organizations consider these deviations and take action to 

recruit and retain employees who have the potential of becoming the organization’s next 

great leaders.  

Problem: Lack of Retention May Result in a Scarcity of Future Leaders 

As of 2020, Millennials, or Generation Y, now make up over half of the labor force, 

as previously predicted by Ng et al., (2010). The thought of Millennials being the primary 

drivers of workforce is concerning for some, as contemporary media has scrutinized 

Millennials for lacking work ethic, being lazy, and acting entitled – all qualities that can 
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damage companies, the labor force, and the economy (Thompson et al., 2012). In addition 

to these negative traits, this generation has also developed a reputation of being of job 

hoppers, or going from one role to another with short tenures at each given organization 

(Hassan et al., 2019). Not only is this concerning from an expense standpoint in terms of 

employee retention with Millennials making up over half of the workforce, but Millennial 

workers are also the next wave of leaders, based on their age, experience, and education. 

With this in mind, leadership may be lacking to keep organizations afloat and thriving now 

and in the future, which is a major issue for the future of businesses. This realization comes 

from the idea that an executive leadership status is earned – typically by internal individuals 

who have a solid foundation of company knowledge, knows the history of challenges it has 

faced, as well as has good relationships with internal and external business partners related 

to the company. The possibility of these attributes vanishes and are not instilled in the future 

leaders when they do not have a solid tenure within the company, which can lead to poor 

leadership having a devastating impact on the firm.  

Historical Generational Tenure in Organizations 

As mentioned, it is said by Hassan et al. (2019), as well as Rather (2018), that 

Millennials have shorter tenure within organizations, but in comparison to whom, and why? 

Baby Boomers (individuals born between 1946-1964) and Generation X (individuals born 

between 1965-1981), grew up in completely different occurrences, economically. Baby 

Boomers grew up in tough economic times. The Great Depression in the United States of 

America occurred mainly between the years of 1929 through 1933; Baby Boomers were 

being raised and growing up during a time where their parents were working to make ends 

meet due to consequences of the Great Depression – viewing their parents as those who 

have exceptional work ethic, which spilled over into them and how they work (Boyd, 2002). 



4 
 

Witnessing firsthand the significances that the recession left behind, work had a deep 

meaning for Baby Boomers, more than any other generation. Work was considered a 

necessity for survival, enabling financial stability and keeping food on the table for the 

family. With the experience of an economic burden and need for financial stability, the 

expectations and desires within the careers of Baby Boomers may differ from those who did 

not have those same experiences and see a job as equivalent to survival. In addition to the 

careers of Baby Boomers, Generation X individuals have also grown up with these values 

as well, since they were raised by Baby Boomers, or those having the negative economic 

impacts in mind. 

With seeing their families growing up in an economic uncertain environment, where 

stability can be found, older generations will typically stay. According to Smith (2017), Baby 

Boomers typically stay in one role for well over five years. Bringing in a steady income was 

essential for survival, so Baby Boomers also deeply believed in the Psychological Contract. 

The Psychological Contract states that if employees give an organization loyalty 

and productive work, they will receive a stable income of money, benefits, and job 

security in return (Thompson et al., 2012). In the times of Baby Boomers being the primary 

employees in the labor force, it was more responsible for them to stay with an 

organization for longer a longer term due to the economic uncertainty, which explains the 

longer tenures spend at an organization in comparison to Millennials. 

In addition to this necessary sense of stability Baby Boomers had, Generation X was 

raised by the people who grew up in these tough economic times, so perhaps not as 

strongly, but Generation X also enjoy stability within an organization for a longer term, but it 

is not usually as long as Baby Boomers. As mentioned, Baby Boomers typically work for an 

organization well beyond five years (Smith, 2017), whereas Generation X, on average, 
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stays with an organization approximately five years precisely (Rather, 2018). In comparison 

to Baby Boomers, during the prime working years of Generation X, the economy slowly got 

stronger and recovered from those negative results of the recession, slowly withering the 

mindset that a job is essential for survival. Since Generations X are typically the parents of 

Millennial children, perhaps this may be one of the reasons for this job hopping reputation. 

Millennial Organizational Tenure 

Contemporary media data shows that Millennials have developed a reputation 

different from workers of the past. There are multiple characteristics, patterns, and an 

overall reputation that have come about by studying Millennials, including being job 

hoppers. Since Millennials do not have job-security being as not as much of a survival need 

in comparison to older generations, it leads them to look for different qualities within one’s 

role or organization. Instead of being a key to survival, work is now a way to supplement not 

only the necessities of life, but also to earn a living to experience the things that brings one 

happiness. As Baby Boomers and Generation X valued the Psychological Contract, and 

being loyal to a company for money, benefits, and job security in return, Millennials 

tend to value intangible things such as flexibility within their work, having a work-life 

balance, growth and development opportunities within their careers, a positive 

and appealing work environment, and recognition for their work (Thompson et al., 

2012). Though these qualities may have been desired in the workforce before, it seems to 

be especially so now. Without having as much pressure of keeping a job to meet survival 

needs, employees are now willing to leave their organizations to find a role that fits their 

expectations and provides them the things they desire. 

Because of the freedom Millennials feel to find a role that will provide them with the 

perks and benefits they desire, they typically do have shorter tenures with organizations 

than older generations did. On average, Millennials stay with the same role for two years 
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(Smith, 2017). This stereotype of job hopping may not be far from the truth; Rather (2018) 

shows Millennial workers will job hop on approximately 20 occasions in his or her time in the 

workforce. In addition, the Deloitte Millennial Survey of 2016 found two out of every three 

employees in the Millennial generation had anticipated moving to another position by the 

conclusion of 2020 (Hassan et al., 2019). Rigoni and Adkins (2016) also found that in 2015, 

21% of Millennial employees had voluntarily left their positions, which is more than three 

times higher than the non-Millennial group who reported the same. This generation of 

employees who voluntarily have short tenures is something the workforce is not 

accustomed to, since older generations tend to work within one job for five years or longer 

(Smith, 2017). 

Gig Work 

The shorter duration in a job that Millennials seem to desire could, and may already 

be, turning into a more consistent participation in temporary work, rather than permanent. 

“Millennials don’t tend to stay put. According to the PwC report, they see their careers as 

portfolios of experiences rather than a ladder to be climbed in a single organization,” 

(Stephenson, 2017, para. 6). According to the Merriam-Webster Dictionary (n.d.), a gig is a 

noun which means, “a job usually for a specified time” (para. 1). A gig worker is defined as 

“a person who works temporary jobs typically in the service sector as an independent 

contractor or freelancer: a worker in the gig economy,” (Merriam-Webster, n.d., para. 1). 

According to Philip et al. (2017), we are entering an era of gig workers, where younger 

generations enjoy the possibility of flexibility, leading them to take on gigs for to make 

money, instead of having one full time role for a long period of time. These gig-like roles 

typically make up short-term, freelance work (Kuhn, 2016). The concept of having a career 

with one organization has become lesser over recent years, as it seems Millennial workers 
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appear to want to have the ability to work on a variety of projects (Philip et al., 2017). There 

has been a steady increase in freelance or independent workers, which helps organizations 

with the opportunity for on-demand and à la carte services but decreases the tenure that the 

employees stick with the company (Poon, 2019). Taking up these gigs seems to allow for 

more flexibility within worker’s schedules and also the ability to have a variety in their day to 

day. This has become an issue from organizations, though. If Millennial workers prefer a 

short tenure at an organization, it increases turnover for the company, as well as reduces 

the chances of keeping employees that have future leadership potential for the organization 

due to their experience and knowledge of the firm.  

Continual Growth and Development 

Apart from the transition to gig work, Millennials are also looking for the opportunity 

to progress and develop in their careers. Having a short tenure and preferring gig work may 

come from Millennial’s structured upbringing and need for the advancement, continual 

growth, and development. Having many different gigs allows Millennials to have a variety in 

their day to day or week to week, as well as a broader scope of experience to market 

themselves.  

As discussed previously, Millennials grew up in a time that is much different from 

their elders in many ways. Society’s opinions and expectations changed during the 

upbringing of Millennials, where there began to be a pressure to earn an extended 

education and be competitive in gaining credentials to ensure they could be employable and 

achieve the things they desired in their lives. The Millennial group has had a much more 

structured upbringing than in the past, as they are the most institutionally educated group 

that has ever been part of the workforce - Millennials have gone to college at a higher rate 

than any other generational group before them (Thompson et al., 2012; Hoffman, 2018). 
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Earning a college degree was advertised as a prerequisite to secure a good job, earn a 

living, and live a fruitful life. Parents sustained society’s expectations by raising their 

children with a readiness to go on to further schooling, be involved in high school activities 

in order to gain experience and be accepted into a great college, and by constantly granting 

feedback to keep their children within the lines of meeting these goals. This feedback to 

Millennials was not only given by parents, though – with their involvement in school and 

extracurricular activities, it was also constantly given by teachers, coaches, and mentors 

(Thompson et al., 2012). They had a structured and planned lifestyle, leading Millennial 

children to always be looking for what is next; they went from elementary to middle school, 

middle school to high school, high school to college, picking a path for their studies in 

college, and then finishing their education to find a successful role within an industry they 

enjoy. Seeing progression, growth, and development, and always looking ahead is all 

Millennials ever knew, so it is no surprise that it is also somewhat expected by them when 

they are in the workforce. 

With this need to look ahead and see what’s next, Millennial employees do not like to 

be stagnant – they want growth, immediate reinforcement, and to see their potential to 

develop (Rather, 2018). Since Millennials were being pushed to earn a higher level of 

education more than ever before, they also seem to want to grow more quickly in their 

careers. Ng et al. (2010) found that younger generations have an expectancy for rapid 

progression and growth in their careers, more so than older generations. In the past, 

employees had an understanding that progression and growth were earned for doing one’s 

time within an organization and providing great work, which will eventually be recognized 

and rewarded with development opportunities or promotions (Thompson et al., 2012). With 

the structured lifestyle and stages that Millennials have always had growing up, they may 
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want to see those stages of growth and the what’s next in their careers, as well. As 

previously mentioned, earning a higher education was seen as the way to have a 

successful life and a produce a good living; since they have completed these standards, 

they expect to receive that success in return.  

In addition to wanting to see growth and success rapidly, Cennamo and Gardner 

(2008) also found that younger generations place higher importance on their status within 

the workplace than older generations have. Ng et al. (2010), also found that an employee’s 

rate of pay is an important factor to youth employees in the workplace. This concept may 

help describe why young employees are looking for growth in an organization more quickly; 

they are working towards the higher-end job titles that offer more money, responsibility, and 

a higher status or reputation within the organization. The desire for a higher status could 

also be connected to the fact that Millennials have an instilled competitiveness within them 

to achieve the things they want. Millennials needed to be competitive growing up in order to 

be best athlete or student which would lead to them to earn the credentials required to be 

accepted into the college or program they desired. In addition to gathering these 

credentials, since young people in this generation had the mindset that earning a degree 

was somewhat required, there was an increase in students going to college, as well as an 

increase in educated and qualified jobseekers, driving Millennials to focus on positioning 

themselves to have a competitive edge above the competition. As previously discussed, 

earning a college degree was somewhat expected of this generational group, and was 

marketed to students as a stop on their roadmap to earn a good living and live a successful 

life. This mindset could have heightened younger employees’ competitiveness and need for 

a higher status sooner in their careers, in comparison to older generations, as they were 

under the impression that their degrees would bring them success. Millennials need to see 
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the growth and sense the success in order to feel their hard work, time, and money towards 

a degree was all worth it.  

Recognition and Feedback 

The need for growth, development, status that comes with Millennial workers goes 

hand in hand for their need for recognition and feedback on their work. As we now know, 

Millennials grew up in a much different era than older generations in terms of economic 

standing. They have needed to stand out among the competition growing up, and have 

gotten frequent feedback from their parents, teachers, coaches, and mentors to reach their 

goals and direct them on the path to an extended education. The media has scrutinized 

today’s young people for being emotionally soft, and lacking drive due to the rewards they 

have received for doing virtually nothing (Thompson et al., 2012). Millennials have grown 

during the time of participation trophies and consolation prizes, where they would receive a 

reward for basically showing up to a sports game or competitive event and just trying, even 

if they did not win it (Thompson et al., 2012). The recognition that was received for not 

winning or being the best at an activity has been considered as normal for Millennials, so 

they know no different in terms of their expectations for growth, development, and rewards 

in the labor force setting; this expectation could by why they feel such a need for these 

qualities in a job.  

Millennial’s Expectations for Enjoyment  

With the expectation of success that earning a higher education brings in a field one 

is interested in, Millennial workers desire to see progression and status within their careers, 

but also have a role that they enjoy in their day to day lives. Now that stability is not as 

much of a necessity for survival as it was in previous generations due to a more stable 

economy, priorities have shifted with what employees want out of their role, and the 
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qualities that they value. Workers now want to spend their lives doing things they enjoy 

doing, and they are willing to change their situation if the current circumstances are not 

allowing for that. According to a poll discussed by Hoffman (2018), 60% of Millennials say 

they would consider leaving their positions if they did not feel engaged in their work, and 

56% of Millennials also say they would quit their job if they were unhappy in their work 

atmosphere. As discussed, Millennials have went on to earn a higher education more than 

any other generation (Hoffman, 2018), where it was marketed as the golden ticket to have a 

successful life in a field of their choice – typically choosing one they feel would be pleasing 

for them. If the role they have is not enjoyable, they are more willing to leave to find a better 

fit, according to Hoffman’s (2018) statistics mentioned previously. These statistics are 

substantial, especially considering that Millennials make up a over half of the current 

workforce (Ng et al., 2010). This research makes it clear that it is critical for organizations to 

consider worker’s needs for enjoyment in their jobs and the company they work for, and 

make the changes necessary to influence workers to stay.   

Millennials & Turnover 

As discussed, and seen over the decades, there are many generational differences 

that have developed in the workforce over recent years. With Millennials now being the 

largest generational cohort in the workforce (Ng et al., 2010), as well as the next group of 

leaders in organizations based on their age and experience, it is essential to avoid turnover. 

Turnover is, “the number of persons hired within a period to replace those leaving or 

dropped from a workforce,” (Merriam-Webster, n.d., para. 1). There are two types of 

turnover – voluntary, where an employee chooses to terminate his or her employment with 

an organization, and involuntary, where the organization decides to terminate the 

employee’s employment (Mello, 2015). With how the workforce has progressed, and the 
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competition that organizations have with one another due to losing employees from job 

hopping, retaining quality workers is key for multiple reasons.  

Firstly, in terms organizational finances, turnover is expensive! “According to the 

U.S. Department of Labor and Statistics, turnover can cost an organization 33% of an 

employee's total compensation, including salary and benefits,” (Charney, 2008, para. 1), 

and other sources say turnover can be upwards of 50-60% of one’s salary (Mello, 2015, p. 

332). These expenses can quickly add up – costing more than $10,000 per employee 

(Mello, 2015). When an employee leaves their position, there are multiple costs that are 

associated with the work they are leaving behind, such as exit costs, as well as recruiting 

and training costs for their replacement. Exit costs are costs to the company that are 

acquired by time spent administering exit interviews, farewell parties on work time, and 

administrative time used to process final pay, paying out vacation time, closing retirement 

accounts, etc., (Mello, 2015). Replacement costs are expenses for recruiting and 

advertising for the position, screening and interviewing candidates, new employee 

orientation and onboarding materials, administrative costs associated with onboarding 

employees, and time spent training and mentoring new employees (Mello, 2015). 

Additionally, other expenses could include lost business due to client loyalty to the 

employee, lost business due to poor customer service from staffing shortages, reduced 

morale and increased stress on remaining workers from staffing shortages, loss of training 

dollars invested in the now-turned-over employee, and more. Clearly, there are a lot of ways 

that expenses can rack up because of employees turning over – not to mention the assets 

associated with the employee’s knowledge, skills, and abilities, that the organization had 

previously trained them on and is now losing. 
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The downside of turnover is not only financial, though. It also can lead to a lack of 

potential future leaders in the organization. As discussed, Millennials tend to have shorter 

tenures within organizations they are a part of, in comparison to elder generations (Smith, 

2017). This may become a serious issue in the future in terms of having qualified, seasoned 

associates who know the business, to become great leaders of the organization 

someday. Older generations seem to have the common knowledge that one must do his or 

her time within an organization to be recognized or rewarded. After time spent in the 

organization proving loyalty and solid performance, it is rewarded with recognition, higher 

status, higher pay, and climbing one’s way up the corporate ladder – the same idea as the 

Psychological Contract, as mentioned earlier. With Millennials job hopping, and only staying 

with organizations for two years on average (Smith, 2017), there is a lack of tenure within 

the business, and the potential of the skills and knowledge one has within an organization to 

lead it, could also be lacking, resulting to the downfall of the organization. Retaining 

employees and giving them the training, skills, and experience needed to lead the 

organization is essential for success of the future of the business. 

Recommendations: Retention Strategy for Modern Workforce 

It is clear that the current and future state of the workforce is much different than it 

has ever been. With the unfamiliar desires and values of employees in the modern 

workforce, there are unfamiliar, impending issues that may arise, such as a lack of 

retention, as well as a deficiency in organization-specific skills from job hopping, which can 

lead to a lack of a leadership pipeline for the organization in the future. The differences in 

the historical workforce, in comparison to modern workforce, are becoming more and more 

apparent; it is essential that organizational leaders think differently than they have in the 

past to maintain a competitive edge and recruit and retain employees, developing them into 
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the future leaders the firm will need. Altering the way organizations have been run 

previously, and catering to the needs of the current workers, will not only be beneficial for 

employees and meeting their wishes – it is a mutually beneficial relationship for the both 

employee and employer. Finding ways to give employees the perks they desire and value in 

an organization and position leads to happier employees, which is beneficial to the 

company as well. Happy, engaged employees are more productive than employees who 

are dissatisfied in their role (Murray & Rusignuolo, 2019), and having productive employees 

results in better business outcomes (Boyd, 2002). This concept proves that it is an 

economically sound decision to develop an organizational culture that staff enjoys being a 

part of, by providing perks and benefits that modern workers find value in. Understanding 

the primary motivators for these young professionals leaving an organization will assist 

current leadership in developing a course of action to develop happier employees, which 

can serve as a contemporary and future retention strategy. Not only that, but employees are 

a major asset to organizations and a major source of its competitive advantage, as well, so 

it is advantageous to creating a culture driven by employee happiness and productivity 

(Mello, 2015).  

Happiness in a Role 

According to Yap et al. (2020), there are six main factors that will enhance the 

likelihood of happiness among Millennial employees. They are: meaningful work, work 

autonomy, transformational leadership, workplace friendship, work-life balance, and 

gratitude. Obviously, with the lack of job security employees had during The Great 

Depression, these values were not essentials to have in one’s day to day – the ability to put 

food on the table for one’s family was. Hassan et al. (2019), also notes that employees who 

are satisfied with their job have longer tenure and higher retention with the company. This 



15 
 

concept is important to note, as Millennials are more willing to move on from an 

organization if their desires or expectations in a company or position are not met. In a study 

that Hoffman (2018) conducted, it was found that 56% of Millennial employees are willing to 

quit their job if they feel unhappy in their work environment. This impactful statistic alone is 

noteworthy for organizations and should be reflected when considering employee’s 

happiness within the organization – otherwise, regretful turnover can be a consequence. 

Leaders who actively create a culture that builds upon Yap et al.’s (2020) six factors that are 

likely to enhance happiness among Millennials, may lower turnover and create increased 

leadership potential for the company’s future. 

Meaningful Work 

According to Rockwood (2018), Millennials are highly dedicated to finding work that 

aligns with their own personal values. Further, Sverko and Vizek-Vidovic’s (1995) research 

found that a majority of Millennial workers want their careers to mean something and make 

an impact, as opposed to just pass time and receive a paycheck. “Nearly 60 percent of 

young adults say they’d give up 15 percent of their salary to work for an organization whose 

values they share,” (Rockwood, 2018, p. 3). Ng et al. (2010) adds to this by saying 

Millennials place a higher priority on their position being a good person-job fit, over the 

compensation and other benefits that come from working within an organization. Above all, 

Millennials want an organization they feel proud to work for and has similar values as they 

do (Stephenson, 2017). Since young workers want their values to align with their 

company’s, having an organization with well-defined values that are regularly integrated into 

the company’s culture is very important (Roberts, 2019). Yap et al. (2020) says 

organizations can help themselves and their employees to find meaningful work by 

“ensuring work-role fit, corporate social responsibility, and task significance,” (p. 115).  
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Work-Role & Person-Organization Fit. Work-role fit, as mentioned by Yap et al. 

(2020), also known as person-job fit (Mello, 2015), is “the match between the abilities of the 

person and the demands of a job or the needs or desires of a person and what is provided 

by a job,” (Boon et al., 2011, p. 139). Similar to Yap et al.’s (2020) research stating that 

person-job fit is essential in Millennials feeling meaningfulness in their work, resulting in 

happier employees, Boon et al. (2011), found that person-job fit relates significantly to 

employee outcomes which includes organizational commitment, job satisfaction, intention to 

leave an employer, and organizational citizenship behavior. Organizations may be more 

effective in accomplishing person-job fit if interviewers listen more and speak less when 

interviewing candidates, and ensure the person has the character, competence, and 

confidence they are looking for to be a success in the role (Heinze, 2011). Another way to 

ensure that the candidate is a good fit for the position is to have a temporary assignment as 

a trial period for a set time period. According to Heinze (2011), 59% of businesses that hire 

temporary associates do so to find good, permanent employees. This method is beneficial 

for both the associate and the organization, as the associate can make sure the role is 

something they would like to continue doing, and furthermore, the organization can then try 

out the employee to see if they have the character, competence, and confidence they are 

looking for, without the risk of hiring the wrong person, investing training and money into 

that associate, and then subjecting itself to mass amounts of turnover costs.  

In addition to person-job fit, person-organization fit should also be considered to 

ensure a mutually beneficial relationship between the employee and employer. As said by 

Mostafa (2016), person-organization is “the degree of congruence between employee and 

organizational values and goals,” (p. 1219). Having a positive person-organization fit can 

result in more productive employees and better business outcomes (Sarkar, 2015). 
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Research shows that high-performance HR practices, such as hiring methods, training and 

development, job security, clear communication of employee expectations, and 

organizational goals being communicated to employees, all positively affect person-

organization fit, which reduces employees work stress and intention to leave the 

organization (Mostafa, 2016). With this in mind, it is important to have organizational goals 

and values that are clearly communicated to employees, stakeholders, customers, and 

potential hires. Person-organization fit is a predictor of job satisfaction and also eventual 

turnover (Mostafa, 2016), so ensuring candidates are knowledgeable and passionate about 

the organization’s values before they are hired will help to reduce turnover, turnover costs, 

and losing potential future leaders of the organization. Screening for these factors during 

the interview process will help to weed out those who do not value the same things the 

organization does. In addition to not hiring those who do not hold similar values, having 

employees continually work toward the organization’s goals will benefit the company in 

reaching them, and also remind employees why they work there. During goal setting time, 

employees and managers should be setting individual goals that align with reaching the 

company’s overall goals and creating steppingstones to meet them (Paarlberg & Perry, 

2007). Doing so will allow employees to see the impact they are making, as well as move 

the organization into the direction it wants to go. 

 Corporate Social Responsibility. There are some values that seem to be more 

sought after than others in the Millennial demographic, when defining meaningful work. 

Corporate social responsibility seems to be a priority that young workers place high value 

on (Yap et al., 2020). According to Leveson and Joiner (2014), corporate social 

responsibility is the increasing expectation for companies to make ethically and socially 

responsible decisions, and act on issues of equity, sustainability, and ethics. Additionally, it 
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is the belief that organizations should act in the best interest of the people effected by its 

doings and give back to the community (Lindgreen et al., 2009). Valuing corporate social 

responsibility plays a large factor in organizational attractiveness to applicants (Zhang, 

2007). Since Millennials are a large portion of the workforce (Ng et al., 2010), and they 

desire to work for an organization that makes socially responsible decisions (Yap et al., 

2020), organizational leaders need to rethink their current practices and move to a more 

socially responsible business strategy in order to retain Millennial employees.  

Sustainability. “A growing body of research shows that sustainability values are 

more important for [millennials] than for their predecessors,” (Stephenson, 2017, para. 4). 

According to Sharp (2017), Millennials are three times more likely to seek employment with 

a company that is conscious of social and environmental matters, and additionally, 79% of 

them consider the company’s environmental commitments before pledging to work for a 

business. With more and more research resulting in these same findings, it is essential that 

businesses pledge to be conscious and actively work towards more sustainable practices. 

Not only is this crucial for attracting employees, but consumers, as well. In fact, 66% of 

consumers say they will pay extra money for more sustainable products and organizations 

(Sharp, 2017). Society is wanting organizations to progress to a more sustainable world, so 

it is extremely important to act now. A few things that organizations can do to become more 

sustainable is to look at ways to reduce their carbon footprint, make long and short term 

goals to reduce greenhouse gas emissions, work with vendors, shareholders, and 

distributors who share the same sustainable values and eliminate relationships with those 

who do not, recycle and reuse by-products, offer volunteer hours to employees to work on 

environmentally positive projects, use animal-friendly approaches when producing goods, 

and have office buildings that use sustainable methods. Having a platform to work towards 
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sustainability will make the organization and its products more marketable, not only in its 

current industry and to potential applicants, but also for partnering with other sustainable 

organizations, which can contribute to business growth and success. 

According to Mello (2015), for an organization to uphold and progress its goals 

towards sustainability, it must create a sustainable work environment and culture. Along 

with the organization actively working towards sustainability within its business practices, it 

must also create Human Resources policies and practices that exemplify the values the 

organization has; by doing this, sustainability will be trickled into hiring practices, where 

hiring managers and recruiters can recruit, hire, and train employees who also value 

sustainability (Sroufe et al., 2010). Employees who are passionate about the same things 

the company is, is not only valuable for the Millennial employees who prefer to work for 

companies with similar values (Rockwood, 2018), but it is also advantageous for the 

organization, as passionate employees will help push towards the organization’s goals for a 

sustainable future, and be more productive in meeting these goals (Sroufe et al., 2010). 

 Diversity and Inclusion. Another large area of corporate social responsibility is 

diversity and inclusion within the workplace. According to Herring (2009), younger 

generations have more accepting and inclusive attitudes towards diversity and diverse 

individuals. Diversity can mean many different things in individuals – race, ethnicity, religion, 

physical ability, sex, gender identification, religion, education, sexual orientation, socio-

economic status, and much more (Mello, 2015). According to Twenge and Campbell (2008), 

Millennials have a higher level of self-esteem, and a reduced desire for social acceptance. 

Millennial workers having more tolerant views and confidence to live their true selves, could 

lead to having a more diverse work environment. Sarkar (2015) found that organizations 

who have a pro-diversity workplace results in higher levels of positivity in Millennial 
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employees, as well as reduced turnover rates. Lalonde’s (2011) study also showed that 

Millennials prefer organizations that have programs and initiatives that promote equality, in 

comparison to ones that favor one group over another, whether they have a diverse 

background or not. This finding suggests that in order to keep employees happy, which 

results in higher productivity and reduced turnover rates (Boyd, 2002), promoting diversity 

and inclusion in the workplace is a key player to maintain a competitive edge. With positivity 

and productivity having a positive relationship, companies actively placing value on diversity 

and inclusivity in the workplace could have large effects of the organization’s bottom line by 

reducing preventable turnover expenses (McKay et al., 2007). 

Since young employees want to work for a company that values similar things as 

they do, organizational leaders need to create a company culture that allows associates to 

feel psychologically safe in order to retain young workers (Singh et al., 2013).  According to 

Singh et al. (2013), psychological safety is the degree one feels independence to express 

their true being, beliefs, and ideas, without fear of harmful consequences to their image or 

profession. Having an inclusive workplace culture and diverse backgrounds among the 

employee population will not only assist in attracting and retaining Millennial employees, but 

it will also infuse more diverse perspectives within teams, resulting in innovation for the 

company’s products and services (Ali et al., 2017). In addition, fostering psychological 

safety in the workplace is advantageous, as there is a positive relationship with feeling 

psychologically safe and work performance, resulting in stronger business outcomes 

(Singh, et al., 2013). Sarkar (2015) believes “the employee base of an organization should 

be as diverse as its customer base so that the company can effectively address the varied 

requirements of different customer groups,” (p. 25). 
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 There are multiple ways organizational leaders can ensure they have sufficient 

diversity and inclusive practices within the workplace to assist in attracting and retaining 

millennial workers. One way that will integrate diversity into leadership and ensure inclusive 

measures are continuous and progressing towards the organization’s future goals is by 

having a Chief Diversity Officer (CDO) as part of the leadership team. Organizational CDOs 

often lead change efforts within a company and create a diversity plan for the organization 

to follow (Stanley et al., 2019). A diversity plan needs to have concrete goals and capture 

many aspects of the organization in order to meet those goals, and then to stick as part of 

the company culture. According to Stanley et al., (2019),  

Institutionalizing a diversity plan for organizational change entails committed 

leadership; shared responsibility; a comprehensive scope of goals; resources; 

focused educational development opportunities; a review of policies, processes, and 

practices; and assessment of changes that are offered, along with the development 

of plans for the future. (p. 265).   

Many of the facets Stanley et al. (2019) mentions that need to be considered to promote 

diversity for the organization’s future are in the Human Resources (HR) realm. Furthermore, 

Sarkar (2015) believes that HR plays a large role in allowing diversity and inclusion into the 

workplace. With all the ways that one can be diverse listed previously, HR needs to be 

mindful and incorporate all of those perspectives into recruiting talent, performance 

management, compensation administration, employee and leadership training and 

development, and accommodations in facilities (Sarkar, 2015). 

 Another way to promote diversity and inclusion in the workplace is by ensuring to 

hire diverse people. According to Sarkar (2015), minorities face challenges when job 

searching due to implicit biases of recruiters, hiring managers, and leaders. To counteract 
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this, it is essential to have diverse background in leadership. As mentioned, to ensure 

positive business outcomes, the employee population should be as equally diverse as the 

customer base of the organization (Sarkar, 2015), so it is a financially sounds decision to 

encourage diversity in the workplace. In order to hire more diverse people, there needs to 

be more diverse leaders. Individuals with diverse backgrounds may have experienced some 

inequities throughout their lives that may only be understood by those who have had similar 

experiences (Brogaard, 2013). In addition, according to Griffin et al. (2017), human beings 

tend to believe that their way of life is the correct way, leading us to develop a favorability to 

people like ourselves; this is called the Like-Me Bias. With the Like-Me Bias as part of 

human nature, it can affect how people interact with one another unintentionally. With an 

increase in diversity in leadership, it is inevitable that there would be a more attentive eye 

on diversity in the organization, leading to qualified associates being hired with various 

backgrounds, which will expand the diverse population in the organization.  

 In addition to having more diverse leaders in the organization, it is important to have 

all employees and leaders trained on the importance of diversity and inclusion in the 

workforce. To overcome the Like-Me Bias, individuals need to develop cultural competence 

and cultural awareness (Griffin et al., 2017). Cultural competence and cultural awareness 

are skills that are developed by understanding one’s own qualities and biases, and allows 

one to interact respectfully and efficiently with others from differing backgrounds (Griffin et 

al., 2017). Having leaders and employees develop these skills will make them aware of 

cultural differences, and assist in employees feeling more psychologically safe in the 

workplace, which in turn, will attract and retain diverse employees, as well as Millennial 

workers whether they are diverse or not (Sarkar 2015). One way to foster development in 

these skills is by having celebration days. Celebration days are events during the work day 
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that brings awareness to different cultures, social minorities, and other diverse groups. 

These events could have guest speakers, spreading awareness of cultural differences and 

festivities, and have lunches featuring the cuisine of the cultures that is highlighted on that 

day. For example, Mexican Celebration Day could feature guest speakers or employees 

identifying as Mexican, discussing traditions of that culture, and end with employees 

bonding over Mexican cuisine. Not only will having celebration days be a bonding 

experience among diverse and non-diverse employees alike, but it will also spread 

awareness and knowledge of diversity and other cultures while integrating the company’s 

values into the organizational culture.  

Task Significance 

Corporate social responsibility and being a good fit in one’s role and organization are 

critical in Millennial’s finding meaningfulness in their work, resulting in happiness; but, Yap 

et al. (2020) also believes task significance is a large factor of making work meaningful to 

Millennials. According to Mello (2015), task significance is “the extent that an employee 

perceives his or her work as important or meaningful to the organization or those outside of 

it,” (p. 241). The concept of task significance is now thought to be a large portion of what it 

means to do meaningful work, as modern employees have gotten progressively concerned 

with participating in work that will benefit others, and contribute to the community (Grant, 

2008). Organizational leaders creating a values-driven culture where priority is placed on 

social responsibility, and having employees work towards these specific goals, will assist in 

keeping them motivated by the significance they feel is in the work they are doing. 

According to Grant (2008), task significance has a causal effect on job performance, 

meaning if employees feel the work they are doing has value and they are making an 

impact on the organization or community, their job performance will increase, 
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consequentially have a positive effect on business outcomes. In addition to Grant’s (2008) 

findings, Anderson and Stritch (2016) found that job performance increases with increased 

goal clarity. To foster meaningful work for Millennials associates, which increases their 

happiness levels at work (Yap et al., 2020), organizational leadership should set milestones 

that contribute to the organization’s long-term goals. Furthermore, middle managers should 

also set reasonable, short-term goals with their teams, individually and as a group, that 

contribute to the overarching goals of the company. Doing so will help motivate employees, 

as well as help them see the impact of their work overtime, which will increase performance 

and, in turn, have a positive effect of the business in terms of productivity, as well as 

reduced voluntary turnover in employees (Imberman, 2012). 

Work Autonomy 

In addition to meaningful work and task significance, work autonomy is another 

factor that Yap et al. (2020) believes will increase the likelihood of happiness in millennial 

workers, resulting in more productive employees (Murray & Rusignuolo, 2019). Work 

autonomy is “the extent to which a job allows freedom, independence, and discretion to 

schedule work, make decisions, and choose among methods to perform tasks,” (Federici, 

2013, p. 75). According to research conducted by Federici (2013), employee’s perceived job 

autonomy is positively related to job satisfaction and perceived self-efficacy, and negatively 

related to employee’s perceived contextual job constraints such as financial or 

administrative limitations. This is significant, as Yap et al. (2020) found that autonomous 

employees have higher commitment to their work and lower turnover intentions, which can 

also assist in building a future leadership pipeline for the organization.  

With the benefits of work autonomy mentioned above, it important for leadership to 

create a framework to allow for autonomy in the positions their organization holds. 
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Encouraging work autonomy in employees is a beneficial relationship, as employees will be 

happier (Yap et al., 2020), and the organization will have more innovative ideas circulating 

in their employees (Breevaart & Zacher, 2019). According to Breevaart and Zacher (2019), 

when employees are allowed autonomy, they consequently have a more innovative 

performance in their work, which is beneficial to maintain a competitive edge. To create an 

organization that achieves this, Federici (2013) recommends creating roles that allow 

employees to work towards higher competencies and develop more skills. Creating 

positions to have milestones to meet and fosters a sense of achievement, while also having 

challenges that can be realistically overcome may help in creating work autonomy for 

employees (Federici, 2013). In producing this framework, leadership can also create 

different job levels, where clear competencies need to be mastered or specific experience 

needs to be gained at that level in order to be rewarded or moved to the next level, such as 

being promoted. Having consistent goals will allow employees to have to stay motivated in 

meeting them, and be looking for innovative ways to better the business and their role. As 

discussed previously, Millennials grew up in a structured time, where they always knew the 

next step, such as going on to earn a higher education after high school (Rather, 2018). 

Having this framework structure, while also allowing flexibility in the task and work Millennial 

workers are doing will be advantageous for both the employer and employee.  

Transformational Leadership 

Transformational leadership also has a positive effect on employee happiness, 

according to Yap et al. (2020). In the past, leadership had more of a boss connotation, 

where one’s direct manager delegates tasks to the employee, and the employee completes 

those assignments – it was seen as more of a transactional bond (Parry & Proctor-

Thomson, 2002). Though that may still be true in some respects, now, there is an additional 
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demand for workplace leaders to take on the role of a coach, and encourage their 

subordinates to be their best self (Zangaro et al., 2019). “Transformational leaders are 

leaders who are able to inspire and raise the interests of their followers, create awareness 

and upholding of responsibilities, and empower employees to rise above their individualistic 

goals for the advancement of the group,” (Yap et al., 2020, p.107). This type of leader is 

known to motivate employees with not only tangible rewards such as money, but also 

intangible rewards, such as personal development, recognition, and self-esteem 

enhancement (Imen et al, 2018). They also meet their team’s needs on an individual basis 

(Vidoje, 2017). It is not necessarily surprising that Millennials crave this type of leadership, 

due to the consistent feedback from parents, coaches, and teachers necessary to meet 

one’s goals while growing up (Thompson et al., 2012), as discussed previously. Millennials 

want to see growth and development, and receive feedback, so a leader who provides 

those qualities is ideal for Millennial workers. 

Operational leadership within organizations is critical, as there is a positive 

relationship between effective leadership and job satisfaction, which also positively relates 

to organizational commitment (Zangaro et al., 2019). Additionally, Yap et al. (2020) found 

that transformational leadership has a significant negative relationship with job-related 

stress and burnout. Job-related stress and burnout are predictors of employee turnover, 

while employee happiness is positively related to job satisfaction, which increases the 

likelihood of employee retention (Hassan et al., 2019). Therefore, transformational 

leadership could help retain Millennial employees, as Millennials are driven by leaders who 

inspire others, and want to be a part of an organization who has a positive impact of the 

community, as cited previously (Yap et al., 2020). Parry and Proctor-Thomson (2002) also 

declare that transformational leadership clearly affects the financial bottom line of the 
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organization due to the commitment and productivity that these factors consequentially 

result in. 

So, what does a leader need to do in order to be considered transformational? 

Research shows employees believe their leaders display transformational leadership when 

they perceive a high level of integrity in those leaders (Parry & Proctor-Thomson, 2002). 

According to a study by Parry and Proctor-Thomson (2002), the lowest perception of 

integrity by employees occurs when their leader takes on a laissez-fair leadership style, 

meaning they have a more hands-off, absent, and uninvolved approach when it comes to 

their teams. Leaders who take this approach may give the perception that they are 

unreliable and do not take responsibility when they are needed by employees, since they 

tend to not involve themselves. On the other hand, Parry and Proctor-Thomson (2002) also 

discuss when employees feel the most integrity from their manager, which is when their 

leader is supportive, and is doing something “positive, active, and proactive,” (p.93). 

Displaying these qualities will provide the transformational leader that Millennial’s crave, 

enhancing employee happiness, and reducing the likelihood of voluntary turnover.  

Organizations who invest in training their leaders to have transformational leadership 

tendencies will be better off than those who do not, as one of the main sectors of 

transformational leadership is inspiring and developing people (Bromley, 2007). Good 

leaders who inspire and develop others is beneficial in the short and long term, because it is 

creating other effective leaders for the organization’s future. There are multiple skills that 

leaders can practice to make them become a transformational leader, such as being a good 

influence by walking the talk, inspiring team members to be their best and go beyond the 

call of duty, have genuine, individualized consideration for team members, and challenging 

employees to be innovative and think differently (Imen et al., 2018). These aspects will 
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create an environment that is inspiring for employees, drive motivation, and create 

organizational commitment (Zangaro et al., 2019). 

 Workplace Friendship 

 Workplace friendship increases the likelihood of employee happiness in 

organizations, too, according to Yap et al. (2020). Having friendships between employees is 

beneficial to both the employees and the organization in many ways. According to Mello 

(2015), workplace dynamics have changed over the years, and Millennial workers want 

non-traditional working relationships with their peers, meaning personal, less formal 

professional relationships. A 2014 study showed Millennial workers report that friendships in 

the workplace make them feel happy, motivated, and productive, while Baby Boomers 

reported it had no effect on their work (Friends at Work Make Happy Workers, 2014). 

Research also shows Millennials who have close friends at work are seven times more 

likely to be engaged in the work they do (Yap et al., 2020). This information shows, more 

than ever before, that it is important for organizational leaders to help foster workplace 

friendships and create a positive workplace culture for employees. As stated by Yap et al. 

(2020), workplace friendships also provide support between the friends, which aids in job 

performance and increases work productivity. Further, Gin Choi, Kwon, and Kim (2013) 

found employee’s attitudes are significantly more optimistic in a workplace that allows 

workplace fun, which also has a positive effect on job satisfaction, task performance, and 

organizational citizenship behaviors towards others.  

Generally, Millennial workers show high importance for their friendships, even if it 

may negatively affect their careers. According to a study, 68% of Millennial workers say 

they would not sacrifice a friendship to accept a promotion (Friends at work, 2014). This 

statistic, along with the information listed above, proves that organizations need to do what 
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is possible to encourage friendships in the workplace, creating an enhanced working 

culture, as Millennia workers clearly prioritize their relationships in the workplace. In 

comparison to a positive working culture, having a negative work environment and 

employees lacking social interaction with coworkers can be detrimental to the employees 

and organization (Chekwa, 2018). According to Chekwa (2018), a lack of resources and 

connections at work can lead to employees feeling isolated, which increases turnover 

intentions. With this finding in mind, it is essential for organizations to foster workplace 

friendships. 

According to McKay et al. (2007), one way to assist in building relationships between 

employees is by having employees in close proximity to one another. An open concept 

working area encourages more interactions between staff members; as those relationships 

grow, bonds will inevitably be built between employees. In addition to an open concept, 

holding fun workplace events allow employees to get together with others and speak on a 

personal level that is not about professional tasks, which will also create more personal 

relationships. Additionally, organizational leaders could hold internal networking events, 

where employees have short interactions with other employees to get to know one another 

and their goals, encouraging interactions about professional and personal development. 

These recommendations will assist in creating a more inclusive work environment, and as 

these bonds spread, it will also reduce turnover and increase organizational commitment 

(McKay et al., 2007). As turnover lowers, more and more knowledge about the company will 

be acquired by employees and allow the organization to build a pipeline for future 

organizational leadership.  

 Work-Life Balance 
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 Yap et al.’s (2020) fifth factor for increasing Millennial’s likeliness of happiness in the 

workplace is encouraging a work-life balance for employees in the organization. Flexibility in 

working has become a top priority for what Millennial employees want when looking into a 

potential company to work for (Kossek et al., 2015).  Studies show that Millennials believe 

working is less central to their lives, in contrast to older generations who believed work 

stability was essential due to economic hardships they were living in (Twenge, 2010). 

Twenge’s (2010) findings show Millennials have the belief that they work in order to live the 

life they prefer, and do not think their careers are the main meaning of life. To young 

workers, work is a way to supplement one’s life by meeting their needs, and also allowing 

them to do the things they desire. An article published by USA Today says Millennial’s top 

priorities are not as much career focused, as they are personally focused – “they value 

other passions and relationships more than extrinsic goals like career advancement or 

paying off debt,” (Millennials Value, 2018, para. 2). Millennials place larger value on things 

such as leisure activities (Hamori et al., 2015). 

Millennial workers seem to have the mindset that the work they do needs to fit their 

lifestyle; if it does not, they will work leave to work at a place that does (Twenge, 2010). 

Because Millennials place high value on balancing their work and personal lives to do the 

things they want to do, it is important that organizations consider this and provide the 

flexibility their employees want. Otherwise, it could result in turnover or a lack of candidates 

for open positions at the company. Thompson et al. (2012) states that if Millennial workers 

feel that they are performing well and executing the required outcomes of their work, where 

and when they work should not matter, which has made flexibility in the workplace a 

conversation more than ever before. With the technological advances the world has seen 

over recent decades, the meaning of work is now something to do, not somewhere to go. 
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Millennials are often involved in knowledge-work, or work that does not include much 

physical labor (Thompson et al., 2012). This could be because Millennial workers are now 

more institutionally educated than ever before, so they bring the knowledge they’ve learned 

in their schooling into their careers. With this in mind, and the fact that Millennial workers 

grew up during the time of vast technological advances, having more flexibility to work 

where and when one pleases, instead of having a scheduled time that one physically must 

be working, is more of a reality than it was previously.  

In a study, it was reported that 64% of Millennials say they would quit their job if it 

was difficult to take time off for being sick or having personal time (Hoffman, 2018). Creating 

an initiative to encourage work-life balance is not only beneficial for the employee, but it is 

also valuable for the company. Organizations that inspire employees to have a balance 

between their professional and personal lives will be better off, as workers are more 

productive at work when they have only a small, manageable amount of stress in their 

personal lives (Jenkins, 2019). Research also finds that employees are more productive 

when they have a good balance between their work and personal lives, which leads to 

positive overall business outcomes (Boyd, 2002). For this reason, organizations should 

promote wellness of employees in all aspects of their lives. If employees are unable to 

manage the problems from their private lives, it will inevitably spill over into their 

professional lives, affecting work performance and the business (Jenkins, 2019). Not taking 

time off for necessary things will result in needing to take more time off in the future for 

issues that weren’t fixed previously. Allowing employees the flexibility they need to handle 

unexpected, personal situations, and to take the time they need to be well, will be gainful 

overall for both the associate and the organization.  



32 
 

In addition to the Paid Time Off (PTO) that most organizations provide their 

associates now, there are multiple other ways organizational leaders can encourage and 

allow flexibility in the workplace, while still ensuring cohesiveness with the business. 

Millennials who have their desired working environment leads to higher job satisfaction, and 

higher retention rates (Kowske et al., 2010). According to Kossek et al. (2015), some of the 

most popular flexible work strategies include flex-work hours, remote working, and job-

sharing. 

Flex-Work. According to Hoffman (2018), 43% of Millennial workers say they would 

quit their jobs if their organization does not offer flexibility in the hours they work. Flex-work 

allows employees to flex their working hours during the day or week to work when they 

prefer to do their work (Kossek et al., 2015). For example, if an employee is required to 

work 40 hours in one week, the employee would have the discretion for when they would 

work those 40 hours throughout the week, and decide when it fits best in their schedule. 

Some organizations have created a more structured program for flex-work, where they have 

multiple flexible schedule options for employees to choose from, such as working four 10-

hour shifts and having one workday off, or coming in earlier and leaving earlier each day of 

the work week.  

Remote Working. Three out of five Millennials feel that flexibility and the ability to 

work remotely is essential in their next position (Hoffman, 2018). Remote working, also 

knowns as telecommuting, allows employees to work from locations outside of the physical 

office building (Kossek et al., 2015). This is a major selling point to Millennial workers who 

desire a work-life balance, as it allows for a more informal way to work, and from wherever 

the associate desires. Thompson et al. (2012) mentions that Millennial workers seems to 

prefer a less formal work environment, and working remotely provides this by allowing 



33 
 

associates to work from their home in a place they are comfortable. With the technology the 

world has today, it is feasible for companies to allow this, and still track the productivity of 

associates. Remote working is a great way for employees to have flexibility in their 

schedule, as it can cut down on travel time if they have other obligations through the day, 

and also can minimize distractions that they may have from working in the office. 

Job-Sharing. Job-sharing is an innovative way to allow flexibility to meet Millennial’s 

desire for a work-life balance. Job-sharing is a method of working where two or three 

employees voluntarily share a role with 40-hour work week between them, and share the 

salary and benefits (Gholipour et al., 2010). This can be beneficial for jobs that are 

continuously active, such as for nurses or teachers, allowing employees to work in a fast-

paced environment while working, but also working for shorter periods of time during the 

week. According to Gholipour et al. (2010), job-sharing has advantages such as flexibility, 

retention, less absences, more time management for associates, and increased learning for 

employees, due to learning their partner’s way of working.  

 These options for flexible working can help employees achieve the work-life balance 

that Millennials desire (Hamori et al., 2015). Leadership giving employees options of the 

type of flexibility they prefer will show the organization is committed to assisting them 

balancing their professional and personal lives, leading to higher job satisfaction and 

retention (Thompson et al., 2012). 

 Gratitude 

 Gratitude is the final quality that Yap et al. (2020) believes increases the likelihood of 

happiness among Millennial workers. Gratitude is defined as “the proactive and conscious 

practice of being thankful,” (Yap et al, 2020, p. 108). Yap et al.’s (2020) research found that 
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there is a strong, positive relationship between gratitude and happiness, and gratitude and 

job satisfaction. The research also showed a negative relationship between gratitude and 

employee burnout (Yap et al., 2020). Organizations taking a people-first approach, and 

showing employees appreciation for the work they do, is a feature of the organization’s 

culture that is very important to Millennial employees. Employee appreciation is one of the 

components shown and appreciation most by employees among “The World’s 30 Most 

Innovative Corporate Human Resources Departments,” (HumanResourcesMBA, 

2015). According to Hoffman (2018), 56% of Millennial employees say they would quit their 

job if they were unhappy with the work atmosphere, so it is important for organizational 

leaders to foster a healthy work environment, in order to avoid turnover, and build a 

leadership pipeline for the future.  

 Employees who feel they are achieving success by being rewarded and meeting 

goals have a higher chance of staying engaged, which in turn, will reduce turnover 

(Pignatelli, 2016). The Equity Theory of Motivation states that workers assess their work by 

looking at their perceived inputs, while they perceive their outputs by comparing theirs to 

others (Mello, 2015). Therefore, employees want to receive feedback and be shown 

gratitude and appreciation for their hard work. According to Honore (2009), employees who 

feel motivated, engaged, and challenged in their work are more likely to go above and 

beyond for the company, continuing to work towards their goals, which will provide better 

business outcomes than if they did not. 

 Money Talks. There are many ways that employers can show employees 

appreciation for the work they do. One of them is by increasing their compensation. 

Employee’s rate of pay is found to be an important factor in the workplace for youth 

employees (Ng et al., 2010). In retaining Millennial workers, it is important to ensure their 
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rate of pay is fair among the competition. According to Hamori et al. (2015), switching 

employers increases worker’s pay over a five-year period, which could be a reason for 

Millennial turnover. Workers with the same employer, on average, receive annual pay 

increases totaling 11% over a five-year period for merit increases, while workers with three 

or more employers see an average increase of 15%. To account for this finding and 

maintain a competitive edge above the competition, employers need to be conscious of 

employee’s pay and ensure they are not falling behind in keeping their employee’s pay up 

to par with the market. Netflix Inc. does a great job of this – according to Hamori et al. 

(2015), during annual performance reviews, Netflix Inc. readjusts its high performing 

employee’s pay to going labor market rates every year. This tactic is beneficial in retaining 

Millennials, as the company is consistent in researching the market, and acts as it would if it 

were competing for new hires. Consistency among the market and the organization does 

not give employees a need to terminate employment due to pay, and reduces the chances 

of turnover for the organization. 

 In addition to having annual pay increases, another way to show appreciation is by 

having direct rewards for performance management. As previously mentioned, Millennial 

workers prioritizes their purpose, and want to work for a company who has similar values to 

their own (Rockwood, 2018). Because of this concept, organizations that have transparent 

organizational goals to work towards, and the ability to reward employees for meeting these 

goals will keep employees motivated. According to Mondore et al. (2011), for organizations 

to be successful in this competitive environment, employers need employees that are 

working towards organizational goals, linking performance, professional development, and 

employee pay. One way to manage this is by having company-wide organizational goals to 

collectively meet as a team, but also give employees smaller goals that work towards this 
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larger goal. Doing so will allow employees to see their purpose of the big picture, while also 

helping the organization be successful in achieving its goals. Additionally, these 

achievements can be reviewed at the end of the goal cycle, and high performers can 

receive bonuses for meeting their goals. This will show employees gratitude for their hard 

work, while also giving them motivation to keep it up.  

 Paid Time Off & Flexibility. Another way of showing gratitude and rewarding 

employees for their hard work is by fostering the work-life balance that Millennials desire by 

allowing for more paid time off. As mentioned by Kossek et al. (2015), Millennial workers 

value the time they have outside of work. Informally allowing employees an extra day or two 

off, outside of their allotted Paid Time Off, will show appreciation for the time they spent 

while working. This is especially helpful if an employee has spent a lot of time on an 

upcoming deadline or project, where they did not have much personal time. Boyd (2012) 

mentions that employees are more productive when they have a balance between their 

personal and professional obligations. If work has been taking over that balance due to 

professional responsibilities, employees may appreciate rewards that allow them more 

personal time for the work they’ve done. 

 As mentioned, Millennials also like flexibility in order to have work fit into their 

lifestyle (Boyd, 2012). A great reward, and a way to show gratitude to employees is by 

allowing them some flexibility. If an employee has done a great job on a project and needs 

minimal supervision, giving them the option to work from home a few days per week, or 

letting them take advantage of Flex-Work to set their schedule may be very well received by 

employees, helping them feel appreciated, in turn, motivated to continue doing good work.  

Training & Development. An additional way to show gratitude to employees is by 

helping progress their careers. Promotions, of course, are a great way advance employees 
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and show appreciation for the work they’ve done, but sometimes a promotion is just not 

feasible for the organization at that time. As discussed, Millennial workers want to see 

progression and growth in their careers (Ng et al., 2010). One way to broaden an 

employee’s scope and allow them to the progression, training, and development they want 

is by cross-training them in areas they may want to explore. Cross-training other areas of 

the organization will help employees learn more about the organization, and also dip their 

toes into a department or area they may want to move into in the future. This is not only a 

great way to reward and show appreciation to employees, it is also beneficial for the 

company, as it will create more holistic workers who know more about the business (Mello, 

2015). 

Another way to create more holistic workers while also showing gratitude towards 

them is by having internal gig work. Employees who have done a job well done will be able 

to broaden their knowledge and experience by participating in departmental gigs. These 

gigs can be project-based initiatives that would benefit employees by getting to have a voice 

in changes made in the department. For example, if the Human Resources team wants to 

show appreciation towards an Employee Relations Advisor who is interested in the Talent 

Acquisition aspect of Human Resources, perhaps the Employee Relations Advisor can 

assist the Talent Acquisition team with a job analysis or sit on interviews, to give them 

exposure to their interests, with hopes of learning more about that area’s expertise. 

Exposing Millennial workers to other aspects of their interests is a very uncostly way to 

show gratitude for the work they do, while also helping progress them to gain the knowledge 

they want. It is also advantageous for the organization, as this person may want to fill a role 

internally if one of their interest ever opens up, instead of leaving the company. 

Conclusion 
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 It is clear the workforce is much different for Millennials than it was for past 

generations. The Baby Boomer generation was focused on the need for job security and 

financial stability in a time of economic crisis, while work for Millennials is now more about 

fitting in to one’s lifestyle and supplementing the things one wants to do. The transition to 

mainly Millennial workers in the workforce has brought unforeseen challenges to 

organizations such as job hopping, resulting in a lack of potential for organizational leaders 

of the future. Organizational leaders need to be constantly looking ahead and evolving in 

order to maintain a competitive edge to attract and retain employees. Retaining Millennial 

workers is essential to combat the issue of lacking future leadership, so leadership needs to 

act now and create an environment that employees will not be tempted to leave. Yap et al. 

(2020) mentions six factors that increases the likelihood of Millennial worker’s happiness, 

which reduces the chances of turnover, such as meaningful work, work autonomy, 

transformational leadership, workplace friendship, work-life balance, and gratitude. For a 

successful organizational future, leaders need to keep these aspects in mind, and create a 

work environment that has well-defined values to promote meaningful work, provides 

autonomy and discretion for employees in the work they do, trains leaders to be 

transformational and inspires employees to be their best personal and professional selves, 

fosters workplace friendship, encourages wellness by providing flexibility and a work-life 

balance, and shows appreciation for employees employee’s hard work. These aspects 

create a mutually beneficial relationship between the employer and employee, and will 

enhance happiness, and job satisfaction, resulting in higher productivity. Happiness in an 

organization also will reduce turnover to combat Millennial’s job hopping tendencies. 

Collectively, these qualities will increase potential for skilled, seasoned leaders in the 

organization, creating a pathway for organization’s imminent success. 
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