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Many leaders in the health-
care industry have employees from all 
four generations under their span of con-
trol. This is certainly true at Baylor Uni-
versity Medical Center (BUMC), which 
is a 900 bed Level 1 Trauma Center in 
Dallas, TX. There is no single or “cookie 
cutter” approach to leadership. Known 
as the Veterans Generation, this group 
of employees is the most tenured of the 
four. The members of this group tend to 
be more traditional in their communi-
cation and learning styles. They prefer 
more formal communication and class-
room style learning based on instruction. 
This group values hard work before fun, 
and they are motivated by formal rec-
ognition of getting a job done.13 As this 
group of workers retire and otherwise 
leave the industry there will be a signifi-
cant gap in knowledge and experience 
that the younger generations will need 
to account for.

The Baby Boomers are a great group 
of individuals, and many of them got into 
healthcare because there will always be a 
need for it and it won’t ever go away. That 
is true; however, the cost of healthcare 
has changed and facilities need to adapt 
very quickly to ensure survival. The Baby 
Boomers have been the slowest genera-
tion to adapt to the changes required. In 
part, this may be related to the significant 

advances in technology over the last two 
decades, and what is commonly found as 
a constant among the group is that if they 
are producing a result, why do they need 
to do anything differently? Many of this 
generation at BUMC have only worked at 
this one facility, and they’ve seen it grow 
from a serviceable hospital to a nation-
ally recognized level 1 trauma center and 
leading transplant center in the country. 

The leaders at BUMC within this gen-
erational group are more of a challenge. 
Many are of the mindset that if they 
meet their targets then everyone will be 
happy and leave them alone. In the cur-
rent environment, it is important to have 
continuous improvement in all areas; and 
putting the right leaders in place is a key 
part to continuous improvement. 

The generation X group of employees 
are hard workers, and willing to change; 
provided there is evidence based rea-
soning behind it. Staff level employees 
understand that their roles are important 
to the greater organizational picture, and 
they don’t mind putting in extra time to 
accomplish the goal. They still crave a 
work life balance, so extra time is only 
on occasion and they enjoy the rewards 
of their efforts. Generation X employees 
are more technologically savvy than the 
Baby Boomers; however, most prefer to 
work alone to ensure the job gets done 

 • This is the first time in history to have 
four generations in the workforce at the 
same time.  As the generations transi-
tion and turnover, it is important to 
determine what makes the most recent 
generation “tick.”  Generation Y is new, 
innovative, and likes to be social.  That is 
a change from what has been tradition-
ally taught in leadership courses.

 • Mentorship has become a key factor in 
gaining trust and engagement from 
generation Y employees.  While there 
are intrinsic and extrinsic factors that 
motivate all employees, generation Y 
has shown to be more intrinsically moti-
vated than extrinsically.

 • They value achievement and socializa-
tion more than prior generations, and 
since trust is not automatic, a good 
mentoring program can bridge that 
gap.  The literature review shows that 
strong, meaningful mentorship pro-
grams are a great way to lead and moti-
vate generation Y into the future as cur-
rent employees and future leaders.
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correctly. They are less trusting of peers 
on tasks with a result structured focus. 
There is a strong desire for achievement, 
and they are more than willing to put 
in the work. Many of them like public 
recognition while others like personal 
congratulations instead. The leaders at 
BUMC in this generational group are 
very data and process driven. They have 
come into healthcare thinking the indus-
try was protected from recession, yet 
have been heavily involved in its chang-
ing landscape. These leaders are charis-
matic and dynamic, yet sometimes have 
poor tolerance for teaching and coach-
ing. They expect everyone to function at 
a highly competent level, and to do what 
is best for the organization and patient. 
This group is traditionally loyal, and pre-
fers upward advancement in their cur-
rent organization rather than relocating 
geography or changing organizations.

Generation Y is the most current 
entrants into the workforce, and have 
added new skills to their leaders’ style. 
They are a group of about 80 million 
people born around 1980, and began 
entering the work force around the late 
1990s.1 They don’t fear change, and rather 
embrace it. It is nothing for them to work 
multiple jobs to see which one fits the 
best. The entitlement that they expect has 
taught their managers patience. Existing 
leadership and staff members from the 
older generations within the workforce are 
having difficulty accepting the two new-
est generations, particularly generation Y. 
Logically thinking, it is most important to 
adapt and adjust to the newest generations 
since they will be in the workforce for the 
longest amount of time, and have the abil-
ity for the biggest impact.1 

As a leader in today’s environment, 
understanding the various generations in 
the workforce has become very impor-
tant. As with most things over the last 
several years, leadership, how we lead, 
and how we mentor and coach new 
leaders has changed. There is a transi-
tion occurring from having long term 
“do my job and go home” employees to 
employees who want upward mobility, 
and who want to truly make a difference 

in their organizations and the world. 
Leaders in all industries are finding it 
challenging to lead all generations in the 
same direction. The Veterans were born 
before 1946, have a strong work ethic, 
and will always get the job done. The 
Baby Boomers were born between 1946 
and 1964, and invented the 60 hour work 
week. They are very competitive and will 
often turn endings into beginnings. Gen 
X are people born between 1965 and 
1979. This group is highly independent  
and were the “latch key kids;” they altered 
the philosophy of if it’s not broke don’t 
fix it, and demand a high competence in 
their leaders. Gen Y are highly entrepre-
neurial and many had “real” jobs before 
graduating high school. They are highly 
connected, and truly view themselves as 
a part of the world. This group favors col-
laboration and team work, and is by far 
the most accepting of diversity.2 

Literature Review
Herzberg’s two factor theory of motiva-
tion states that there are extrinsic and 
intrinsic factors that drive motivation. 
The intrinsic factors are psychological 
in nature and result in the need to grow. 
The external factors are mainly societal 
needs and are a primary cause of job 
dissatisfaction.3 Some suggested moti-
vational tactics for engaging and moti-
vating generation Y employees include 
creating personable relationships with 
them, as they are very sociable, and 
having a friendly work environment is 
a positive for them. Providing access to 
team activities also helps engage them; it 
feeds their need for socialization, as well 
as offers team building and collabora-
tion activities that can lead to produc-
tive outcomes. Gen Y is very aware and 
engaged in society and philanthropy and 
green projects will engage them in the 
organization.4 

Key characteristics of generation Y 
include that they are highly educated 
and fast learners, they are practical and 
dislike waste, they are very creative and 
innovative, and they are socially, cul-
turally, and environmentally connected 
and aware. Researchers have identified 
that this group of employees are the 
least expensive to hire from a salary and 
benefits stand point which will lead to a 
reduction in overall operating costs.4 

Some commonalities of generation Y 
employees are that they crave mentoring, 
frequently ask “why,” and are the most 
technologically savvy of the generations 
within the workforce. They likely have 
never had to get off the couch to turn a 
television channel, are ego centric result-
ing from having dual income parents that 
provided an easy upbringing for them, 
and in turn created the entitlement that 
is widely associated with generation Y. As 
a leader, it is important to embrace this 
generation as an energetic, highly edu-
cated, and compassionate group.1 

Meaningful mentoring is a key tactic 
necessary for successful leadership and 
effective management of generation Y 
employees. Historically, managers have 
expected employees to learn tasks to per-
form their jobs and deliver the expected 
results. Generation Y will question this 
tactic because they don’t trust authority. 
An effective and authentic mentoring 
program will gain trust of generation Y 
employees by giving them the associa-
tion with authority that they crave, and 
likely never had from their parents as 
they worked long hours trying to get 
ahead.1 Authentic mentoring is to really 
try and pass on the knowledge acquired, 
and also the failures that resulted in that 
knowledge. The ability to tell a story and 
talk about the history or background of a 
situation is one way to engage generation 
Y employees in a trusting and effective 
learning environment.1 Along with being 

There is a transition occurring from having long term  
“do my job and go home” employees to employees who want 
upward mobility, and who want to truly make a difference.
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respected at work, and receiving direct 
feedback on their performance, genera-
tion Y employees want their work to be 
interesting and to feel that their job/role 
is important to the overall organization 
and betterment of society.5 

Research
What motivates generation Y has been 
reviewed over the last decade, although 
there has not been much research done 
in the areas of gender motivation for this 
generation. One study done showed a 
slight favorable trend for females to be  
motivated by improving their career stat-
ure and males showed a slight propen-
sity to be motivated by social growth.6 
While fair pay is important to this group, 
money is not necessarily a motivator for 
them. To attract the best and the bright-
est performers to join a company, it is 
important to have top performers par-
ticipate in the interview and selection 
process. This new generation can be 
attracted and motivated by opportuni-
ties for growth and development at a 
personal and professional level. Men-
toring programs are excellent ways to 
advertise and invite participation for 
these opportunities.7 

In a study performed on the impor-
tant factors for motivation and happi-
ness, generation Y ranked opportunity 
for advancement and free time as their 
top two happiness factors. Many of the 
survey participants felt that their cur-
rent levels of free time and advancement 
opportunities were satisfactory. This 
study showed that generation Y ranked 
compensation as the highest motiva-
tional factor and the lowest happiness 
factor, which shows that work/life bal-
ance is important for generation Y in 
terms of motivation and happiness. This 
also can help explain why generation Y 
is very deliberate in scheduling learning 
activities to coincide with their life at the 
appropriate time for advancement.8 

A few commonalities among genera-
tion Y employees are their knowledge 
often exceeds their job title, they have 
grown up in a technological age where 

immediate feedback is the norm not 
the exception, and they have no fear of 
change. Many of them expect to change 
jobs every two years, and there are some 
predictions that by age 38, a generation 
Y employee could have eleven different 
employers. This presents a new problem 
for employers who hope to retain their 
best talent, and continues to put a heavy 
focus on creating advancement opportu-
nities for generation Y employees.9 

Knowing what motivates employees 
is a key part of leadership, and while 
many researchers can agree that genera-
tion Y has similar motivators like respect, 
fair pay, and interesting and meaningful 
work; it is not fair to group all of the 
generation into a cookie cutter category. 
Leadership still comes down to leading 
the employee and not the generation that 
they happen to be a part of. This is ulti-
mately determined by situational leader-
ship, and how you lead and motivate an 
employee depends on what that specific 
employee determines to be important 
for them.10 

Another study performed via Face-
book responses to empathy-based sto-
ries showed that generation Y employees 
working in full time positions were far 
more intrinsically motivated than exter-
nally motivated. The top things having 
motivational influence over this group 
were an interesting, variable, and flex-
ible job along with having good relation-
ships.11 A cultural based study conducted 
with over 200 participants in four coun-
tries confirmed that it is absolutely nec-
essary to take into consideration both 
generational and cultural differences 
when determining motivational factors 
for generation Y workers.12 

Conclusion
Since this is the first time in history that 
there are four generations in the work-
force, it would make sense that a transi-
tion of some nature would need to occur. 
The focus on diversity has increased in 
many organizations from both a cultural 
perspective as well as a generational per-
spective. As we continue to adjust to the 

best practices identified for leading and 
motivating generation Y employees, it 
is also important to realize where they 
are coming from. Generation X were the 
original “latch key” kids whose parents 
were busy working, and the parental 
relationship and guidance was not nec-
essarily there. That is how generation 
X became very independent workers. 
However, it is also how the next gen-
eration’s parents have overcompensated 
to create the defining characteristics 
of generation Y. These characteristics 
are primarily viewed upon as negative, 
and should not necessarily be looked 
at that way. The sense of entitlement, 
which has absolutely expanded my own  
diversification and tolerance, is primar-
ily caused by their parents’ overcompen-
sation of attention and reward system. 
They want to be social because they are 
so accustomed to being connected that 
independence doesn’t seem comfort-
able. Technology has also made them 
much more aware of all of the good and 
the bad in the world, and for that, they 
truly want to make a difference for the 
betterment of society. Modifications in 
leadership styles have to be made from 
a director model only giving commands 
to perform tasks to achieve results to a 
participatory leader model. As a partici-
patory leader, it is important to coach 
and provide meaningful mentoring to 
the current employees and future lead-
ers of tomorrow. 
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