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Introduction
This research is based on Dimensions Cymru, a social care not-for-profit organisation supporting people with learning disabilities and autism, established in 2020. The operational workforce consists of 101 support workers in homes across Wales (Dimensions, 2022). 
The aim of this research is to identify key influencing factors for employee engagement across a multigenerational workforce with the following objectives:
1. Evaluate current literature to identify key engagement drivers that most significantly impact a multigenerational workforce. 
2. Evaluate current literature to establish future considerations for employee engagement in a multigenerational workforce. 
3. Conduct primary research to understand the key engagement factors across the operational workforce.
4. Make recommendations on the key considerations for employee engagement in a multigenerational workforce.
There is significant research on employee engagement and its different variables, with many employers able to pinpoint their engagement drivers or issues (Gilbert, 2015). However, Gilbert (2015) continues that often engagement policies do not differentiate how to address issues in consideration of specific generations. In addition, age diversity has increased more rapidly than other areas, therefore organisations tend to know very little about the impact of age diversity or how to engage a multi-generational workforce (Kunze et al, 2013). This is supported by Pitt-Catsouphes & Matz-Costa, (2008), who state there is limited academic literature that has focussed specifically on employers endeavours to fine-tune their engagement strategies in response to age ranges. For the organisation to benefit from engaged employees, an understanding of the drivers to overall engagement is essential (Shullery, 2013). Equally, different variables will be dependent on the measurement of engagement across organisations, therefore practices cannot imitate each other with the expectations of results (Gilbert, 2015). Savino (2017) recommends engagement practices that work with the diversity of a workforce including getting to know individuals rather than assumptions from generalisations.
Much of this research is dated from the early 2000’s, and there is a lack of research to indicate what impact recent societal changes have had. The primary research will aim to identify current generational engagement drivers and what can be adjusted to gain results (Gilbert, 2015).
The primary research approach taken in this investigation is a web-based questionnaire, including open, closed and rating questions to achieve a mix of quantitative and qualitative data. The research population was identified as the operational workforce
My particular interest in this research arises from a passion for inclusion. I have always been interested in matters of equality and I see this research as an opportunity to highlight some key factors in engagement across generations, to ensure all age ranges feel motivated and supported at work. 
2. Literature Review
62.9% of the overall population is currently of working age (ONS, 2023), resulting in 5 generations active in the workplace (Kelly, 2023). Generations are defined as cohorts of people born within specific dates that share common beliefs and experiences, shaped from historical events and societal attitudes (Murphy, 2011). 
The concept of employee engagement surrounds a psychological state in how workers interact with their jobs, and is an umbrella term for a number of strategic areas such as work engagement, organisational commitment, organisational identification and work motivation (Gifford and Young, 2021). 
2.1 Factors impacting engagement across generations
2.1.1 Flexible Working
A study with observations from 183,454 employees, found that employees achieving the flexibility they need at work was a positive indicator of engagement for employees of all ages, and more so for those aged 45 and over (Pitt-Catsouphes & Matz-Costa, 2008). A post pandemic ONS study, also cited that 58% of over 50’s would return to work with one of the most important factors being flexible working (Cholteeva, 2023). 
In addition, Schawbel (2023) highlights that Gen Z values flexibility more than any other generation. This is supported by a study of a multigenerational nursing workforce, a similar industry to Dimensions, reporting that Gen Z and Millennial nurses, had a significantly reduced level of overall job satisfaction (Wilson et al., 2008). Wilson et al., (2008) further cited that flexibility around working hours such as self-rostering or job sharing, enabling the balance of both home and work life, could increase job satisfaction across generations in this instance. According to Zeytinoglu et al. (2006), there has been a significant correlation between increased job satisfaction and control over working hours. In turn, literature has found there is a powerful link between engagement and job satisfaction in which satisfied employees perform better (Shmailan, 2016).
2.1.2 Career Development
A study with over 6500 employees across 6 organisations found that for millennials, opportunities for career advancement were deemed one of the biggest engagement drivers (Schullery, 2013; Gilbert, 2015).  In addition, Gen Z are extremely motivated to develop, self-investing and maintaining a competitive advantage (Perna, 2021). Perna (2021) continues that 67% of Gen Z learners across the LinkedIn platform achieved 50% more hours participating in online courses compared with any other generation in 2021.
According to Smyth (2023), one of the top dissatisfiers for older workers is the lack of learning opportunities. Walters (2023), adds that those aged 40-55+ cite not being able to progress their careers. A study found that out of over 7500 professionals, 67% of this age range had not secured a promotion, despite 30% of the over 55’s citing that they are motivated by challenging work, suggesting their desire to develop (Walters, 2023).  Inequalities in learning and development around older workers leave employees without the necessary skills to thrive and extend their careers (OECD, 2020).
2.1.3 The future of a multigenerational workforce
The evidence points to an ageing workforce with economic factors causing people to remain in employment for longer (Swan, 2012). Swan (2012) adds that employers often concentrate their efforts on attracting and progressing younger people, however shifts in the economy and labour market means there is becoming less likelihood of a job for life, and the retention of experienced and knowledgeable staff will be a priority. This results in careers becoming more dynamic and people may now need to retrain, learn new skills or change careers multiple times throughout their lives (Kelly, 2023). Recent societal pressures have forced all generations to reconsider what is required to remain relevant (Perna, 2021). According to 59% of learning and development professionals, reskilling and upskilling are becoming a top priority (Perna, 2021). Whilst older workers may need time to adapt to a changing working environment, and learn required skills, they also have the advantage of invaluable expertise and experience (OECD, 2020). With the current talent shortage, priority to engage all age ranges has become even more critical (Smyth, 2023). Harnessing the abilities of all age ranges and ensuring older workers are equipped for changes, can ensure skills and experience is transferred across the workforce and all generations remain engaged (OECD, 2020). In addition, Kelly (2023) adds that despite different mind-sets and expectations, the different generations are aligned on competitive pay and benefits, flexible working styles including remote working options, and opportunities for growth, development and career-advancement. 
3. Methodology 
3.1 Research design
A cross-sectional research strategy was adopted as this is suited to understand the prevalence of a situation and establish an overall picture (Kumar, 2019). Following the literature review, two key factors were established which pinpointed the focus for the primary research. The method of data collection chosen was a web-based questionnaire. Interviews were considered, given that questionnaires are less adaptive for further exploration (Hayes, 2014). However, based on the geographically diverse sample, human and financial resources, a questionnaire was the appropriate method (Kumar, 2019; Anderson, 2013). In addition, given the nature of the questions, this method offers anonymity which can help increase the probability of acquiring accurate data (Kumar, 2019).
The questionnaire included open, closed and rating questions to achieve different types of responses, resulting in a mix of quantitative and qualitative data. The benefits of quantitative data is the ability to interpret results via statistical analysis which is considered both objective and rational (McLeod, 2023). The benefits of additional qualitative research allows issues to surface that may be missed by statistical data and can be useful when determining potential relationships, causes and effects (McLeod, 2023). 

3.2 Participants 
3.2.1 Identifying & Sampling
The research population was identified as the operational workforce (Gill & Johnson, 2010). Initially, the survey was sent to all operational staff. However, the initial response rate was low which is indicative of the company’s overall response rate to engagement surveys, which in the last 5 years has not reached above 60% (Dimensions, n.d). Stratified sampling was adopted, given that prior knowledge of the research population was known and the research aims to understand the needs of particular generations (Gill & Johnson, 2010). Therefore, random sampling of subgroups was applied to encourage responses to ensure a balanced response with representation from each (Gill & Johnson, 2010). 
3.3 Data Analysis
The use of descriptive statistics and correlation analysis was applied to the qualitative data to identify key drivers for engagement (Saunders et al, 2013). Thematic analysis was utilised to identify reoccurring themes within the quantitative data which either relate to employee engagement or highlight other issues outside of the set questions (Saunders et al, 2013). 
3.4 Validity, Reliability & Limitations
Each question is linked with the objectives, and covers all areas identified within the literature review, offering face and content validity of the questionnaire (Kumar, 2019). The instrument chosen for the research was Google forms, which is well established. In addition, it enables integration with other google services for statistical analysis (Adelia et al, 2021). 
Engagement factors are likely to change dependant on a number of factors such as industry, sector, and organisation size, therefore this does offer an insight into a social care organisation only. In addition, as with any questionnaire, the data is a snapshot in time and self-reporting biases must be considered (Kumar, 2019). 
3.5 Ethical considerations
This report has informed consent from participants and confidentiality and anonymity have been maintained throughout. 
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[image: ]4. Findings 
[image: ]The primary research aimed to understand the differing dynamics of generations within the operational workforce. The study achieved a response rate of around half of each generational group, bar the “silent generation”, as at present the organisation does not employ anybody of this age range. In the first step of analysis, engagement factors across all generations were reviewed, identifying the top 3 as: work life balance/flexible working, meaningful work and progression and development, supporting the findings within the literature review.
4.1 Engagement by Generation 
[image: ][image: ]The second step of analysis aimed to review engagement factors by generation, to understand further correlation with the literature review. 
Gen Z - Generation Z presented moderate levels of engagement, scoring on average 7.5/10 for motivation at work, valuing meaningful work, progression and development, and recognition and feedback. 
Millennials - Millennials presented slightly lower levels of engagement compared with Gen Z, scoring an average of 6.8/10. They value flexibility, and consistent with Gen Z - progression and development, alongside meaningful work and recognition and feedback in equal measures. 
Gen X - Gen X presented lower levels of engagement, on average 6.3/10, valuing flexibility, progression and development and culture in equal measure. Interestingly, the only generation to highlight culture as a factor. 
[image: ]Baby boomers - Baby boomers presented even lower levels of engagement, scoring on average 5.5/10, valuing pay and benefits, flexibility and meaningful work. They were the only generation to identify pay.
[image: ]4. 2 Key Influencing Factors
4.2.1 Flexible Working - There were differences between the number of flexible working agreements by generation, with millennials holding the bulk of these. 
4.2.2 Flexible Working by Age 
[image: ]Gen Z - The data highlights that 92% of Gen Z agreed they felt they had the support they needed to do a good job. Out of this group, 85% did not currently have a flexible working agreement. Out of those without FW agreements, on average scored 7.5/10 in feeling motivated at work.  Gen Z were the only generation that did not cite flexibility as one of their top 3 motivators, however 80% of those without agreements in place, did state that they felt flexibility would support them to do a good job. Therefore whilst it wasn’t cited within the top 3, it does have a bearing on how they feel about work.
Millennials - 70% of the millennial participants agreed they have the support they need to do a good job, which is far less than Gen Z, despite this generation having the most flexible working agreements. The study observed more of a split between those having agreements, specifically 55% with and 45% without. Out of those without, 78% felt flexibility would support them averaging 6.2/10 in how motivated they felt at work. However, those with an agreement, scored an average of 7.2/10. Of those who specifically highlighted that flexibility would support them, they scored an average of 5.8/10. This does indicate a correlation between flexibility and engagement, together with it being the top engagement driver in the prior section.
Gen X - The number of people disagreeing that they have the support needed to do a good job increases to 23% for this generation, and those who neither agree nor disagree is 15%. This generation sees almost an even split for flexible agreements, 46% with and 54% without. Out of the 54% without, 100% of these employees feel flexibility would support them and scored as 4.7/10 for feeling motivated at work. This is a significant difference compared with the 46% with a flexible agreement, who scored 8.1/10, again signifying a correlation between flexibility and engagement.
Baby boomers - Only 17% felt they have the support needed to do a good job, whilst 67% disagreed. 83% of this age group did not have an agreement, and of this group 100% felt that flexibility would support them, and they scored an average of 5/10. Overall, despite evidently not feeling supported, this generation scored 8/10 for feeling motivated at work.
Baby boomers also included qualitative commentary including:
“Management have not implemented reasonable adjustments from occupational health which would help me with my health conditions. I keep being pulled up on my absences but management have not considered my health and abilities”.
In addition, “management expect me to keep up with the younger more able-bodied workers, I don’t have the chance to share my concerns as 1:1’s don’t happen often”.
This feedback correlates with the 67% not feeling supported, which is much higher compared with other generations, alongside ranking the least engaged. The feedback highlights where flexibility may add value.
4.2.3 Career Development 
Gen Z - Gen Z showcased with 100% citing they had opportunities to learn and grow in the last 12 months and 92% felt confident they could develop their career.  One employee cited they had “received lots of training, and my manager is supportive of me progressing to a lead support worker role”.
Millennials - The data showed 80% of millennials felt they had opportunities to learn and grow. However, 19% of these disagreed with feeling confident they can develop their careers. 5 employees specifically citing:
“1:1 performance reviews are infrequent”, they “hardly speak to their manager” and have “no direction from management”. In addition, a number of comments were made around having regular training but “no clear direction”, “promotions are limited”, “unsure of my career path”. 
This does highlight inconsistencies with Gen Z’s data as in addition, 45% overall neither agree nor disagree that they feel confident in developing their careers. Progression was cited as a top 3 engagement factor, which aligns with this group scoring less with an average of 6.3/10 in feeling motivated at work.  
Gen X - Of Gen X, 92% felt that they had opportunities to learn and grow, however a large increase compared to prior generations whereby 69% do not feel confident they can develop their career, scoring 6/10 in motivation at work. Some qualitative comments included:
“This is just a job for me not a career”.
“I’d like to progress into a management position, but feel overlooked due to my age and experience in a different industry”.
Baby boomers - The literature review identified that those aged 40-55+ cite not being able to progress their careers, with one study’s findings highlighting a large proportion not securing a promotion (Walters, 2023). The primary research also observed that of this generation, and whilst 67% felt they had opportunities to learn and grow, 100% did not feel confident about their careers. Of those, scoring an average of 6/10 in feeling motivated at work. Some qualitative comments included: 
“Management favour younger workers for lead support roles”.
“Management focus on the younger generation and don’t seem to value past experience for promotions”.
“Management focus on younger people and forget the older workers when it comes to training or promotions”. 
Whilst career development wasn’t cited as a top engagement factor, meaningful work was and the data suggests some of this group feel somewhat overlooked by their younger colleagues. 
5.  Conclusion 
The aim of this research was to gain more insight into engagement in a multigenerational workforce. To benefit from engaged employees, an understanding of the drivers and threats to overall engagement is essential (Shullery, 2013), with practices that work with the diversity of a workforce Savino (2017). The literature review highlighted that achieving the flexibility people need at work was a positive indicator of engagement for all ages (Pitt-Catsouphes & Matz-Costa, 2008). Studies also show that for Gen Z and millennials, career advancement were deemed one of the biggest engagement drivers and a dissatisfier for older workers (Smyth, 2023; Schullery, 2013; Gilbert, 2015).
The evidence points to an ageing workforce with economic factors causing people to remain in employment for longer (Swan, 2012). Shifts in the economy and labour market means there is becoming less likelihood of a job for life with careers becoming more dynamic (Kelly, 2023). Recent societal pressures have forced all generations to reconsider what is required to remain relevant with reskilling and upskilling becoming a top priority (Perna, 2021). 
The primary research identified that all generations bar Gen Z cited flexible working as a key engagement factor. Despite this, 80% of Gen Z colleagues who did not have an agreement, felt flexibility would support them. All generations bar baby boomers identified career development and progression as a motivating factor. However, out of those baby boomers who felt they had opportunities to learn and grow, 100% of this group did not feel confident about developing their career. They also cited they are motivated by challenging work, suggesting their desire to develop. 
Conversely, consideration must be given to the generational representation in the response rates which was slightly imbalanced, given that Gen Z had 41% compared with baby boomers at 67%. In addition, the needs of the silent generation were not heard as part of this study and therefore would warrant further study should the business demographics change. The overall response rate for the survey was just over 50%, therefore future considerations would be to review participation strategies or alternative methods of data collection to ensure more evidence was presented.  
[image: ]Nevertheless, age diversity has increased more rapidly than other areas (Kunze and Boehm, 2013). With the current talent shortage, priority to engage all age ranges has become critical (Smyth, 2023). Despite different mind-sets and expectations, the secondary research acknowledged that different generations are aligned on flexible working styles, and opportunities for growth, development and career-advancement (Kelly, 2023). Which in turn, was supported by the primary research, identifying flexibility and career development as being key influencing factors, ultimately contributing to overall engagement of the workforce surveyed (Smyth, 2023). 
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Generation Age | No.Employees | Responses |% overall
GenZ 11-26 32 13 41%
Millennials 27-42 38 20 53%
Gen X 43-58 22 13 59%
Baby Boomers 59-77 9 6 67%
Silent Generation 78-95 0 ] 0
Totals 101 52 51%
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On a scale of 1-10, how motivated do you feel at work right now? *

1 2 3 4 5 6 7 8 9 10
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What are the top three things that motivate you to do your best work? *

Long-answer text

I enjoy working with different generations. *
Strongly agree
Agree
Neither agree nor disagree
Disagree

Strongly Disagree
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This last year, | have had opportunities at work to learn and grow. *
Strongly agree
Agree
Neither agree nor disagree
Disagree

Strongly Disagree

| feel confident | can develop my career at my organisation. *
Strongly agree
Agree
Neither agree nor disagree
Disagree

Strongly disagree
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Any comments on opportunities for development?

Long-answer text
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We support people to be
active in their communities.
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