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Abstract

Organizations have different approaches to attract and retain desired em-
ployees based on the company values, goals, and capacity. However, the
turnover rate is increasing worldwide and Mongolia is not an exception. To
succeed we should manage each employee individually. However, in real life
companies do not have that capacity and resources. To manage more effec-
tively, companies might need to group employees by their needs. Some re-
search materials show that generations share similar values. Therefore, solu-
tion to that issue could be dividing employees by their birth generation. This
paper aims to identify differences and similarities of X and Millennial genera-
tions job satisfaction factors of Mongolian employees. To effectively manage
individual’s need, questionnaire of this work was developed based on pre-
vious works on job satisfaction aspect, which distributed to 389 employees
from Mongolia working in Mongolia, USA, Canada and Australia. The sort-
ing criterion was affiliation to the generational cohort, Baby Boomers genera-
tion 2.8%, Generation X 36%, Generation Y 57.1% and Generation Z 4.1%
respectively. Respondents geographical location: Ulaanbaatar (Capital of
Mongolia) 68.1%, Aimags (Rural areas of Mongolia) 27.5% and abroad (USA,
Canada, Australia) 4.4% respectively. This study reveals that employee en-
gagement factor importance and reward program effectiveness differ by gen-
erations. Overall, company reputation, job security, benefits are rated diffe-
rently by generations in regards to their importance level. Furthermore, gen-
erations prefer government award programs significantly different. The re-
search results might serve companies and organizations to customize their
program to attract and retain desired Mongolian employees based on their
specific needs. To the best of the author’s knowledge, there is no study con-
ducted regards to job satisfaction and employee engagement factors of Mon-
golian employees by their generation.

Keywords

Job Satisfaction, Generation X, Millennial, Employee Engagement

DOI: 10.4236/jhrss.2021.92011  Apr. 27,2021 159

Journal of Human Resource and Sustainability Studies


https://www.scirp.org/journal/jhrss
https://doi.org/10.4236/jhrss.2021.92011
https://www.scirp.org/
https://doi.org/10.4236/jhrss.2021.92011
http://creativecommons.org/licenses/by/4.0/
http://creativecommons.org/licenses/by/4.0/
http://creativecommons.org/licenses/by/4.0/
http://creativecommons.org/licenses/by/4.0/

S. Enkhbaatar et al.

1. Introduction

Various research findings show that employees’ values and characteristics differ
by their generation (e.g. Berkup, 2014; Yu & Miller, 2005; Ron et al., 1999).
Job satisfaction is a very important part of an employee’s lifecycle and moti-
vation to remain loyal to an organization (Bathena, 2018). Therefore, it is
important to understand how to make employees satisfied based on their val-
ues and needs.

In 2019, around 51.5% of Mongolian population were aged from 25 - 56 (X
and Millennial generation). However, there is no research material available on
job satisfaction and employee engagement by generation in Mongolia. There-
fore, it is crucial to identify job satisfaction factor differences and similarities of
X and Millennials to attract and retain desired employees.

Objectives of this study are: To identify if there are differences on job satisfac-
tion factors by generation; to identify the difference of X and Millennial genera-
tion on job engagement; to explore how Xers and Millennials feel towards dif-
ferent types of rewards and management approach.

Literature review was conducted on similar research works to deeply under-
stand basis of job satisfaction factors and generation values and differences; and
to identify effective methodology to conduct analysis. After that questionnaire
was developed in regards to job satisfaction and employee engagement ratings
and distributed to Mongolian employees aged from 18 - 75. Significance testing
was conducted on the collected data. Then statistical analyses have been carried
out to identify differences of X and Millinial generations perspective. Descriptive
method was used to determine connection between previous research materials

and current study findings to achieve objectives.

2. Literature Review

Studies on the topic are available in both Western and Asian countries, but most
are in the United States and East Asia. In these studies, it has been observed that
there is considerable evidence that the characteristics of the generations differ
from each other. In line with this, there is a need for a different management
approach. Some certain conditions and factors increase the satisfaction of gener-
ation. Their effects vary and sometimes coexist. Satisfaction is related to human
values, and values vary from person to person and tend to be common by gener-
ations.

The history of the theory of generation is divided into two main approaches.
Many social scientists support the theory of “imprint hypothesis” (Hans Jaeger).

The main representatives of the theory of twentieth-century generation stu-
dies are Pierre Bourdieu, José Ortega and Gasset, Julius Peterson, Wilhelm
Pinder, and Julian Marias as well as Carl Mannheim (Codrington, Detailed In-
troduction to Generational Theory, 2008).

The application of this theory to countries takes into account the influence of

major social factors, such as wars and riots. Such global events affect the psy-
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chology of people and societies as a whole (Codrington, Detailed Introduction to
Generational Theory, 2008).

2.1. Baby Boomers

Baby Boomers (BB) workers prefer stable employment and are more diligent
than other generations (Loomis, 2000).

In a study of the “X” generation, David Rat found that the older generation
was more loyal to their employers and more willing to work with others. Carp.
X and Fuller. K also reflected this trait in their books on the Great Generation
and the Generation X (Tolbize, Generational Differences in the Workplace,
2008).

This generation is not technologically advanced and, in general, doesn’t like
change (Yu & Miller, 2005). They are defined as being positive, good, liberal in
listening to new ideas and opinions, and tending to avoid conflict (Ron et al.,
1999).

In terms of management, some experts have suggested that a task-oriented

approach is more appropriate (McGregor, 1968).

2.2. X Generation

Some scholars have identified the X generation, which makes up a large percen-
tage of the current workforce, as self-sufficient, self-satisfied, and not only dili-
gent but also highly valued (Yu & Miller, 2005).

In the 1990s, there was a great crisis. Therefore, this generation has expe-
rienced unemployment and social imbalances (Kalela et al., 2001). One of the
features of this generation is that job satisfaction is more important than promo-
tion. It is believed that how this generation is managed creates a need to be dif-
ferent from the previous generation, who are different in terms of education and
skills (Tulgan, 1995).

The employees of this generation are technologically advanced and re-
sults-oriented (Crampton & Hodge, 2006). Joyner’s 2000 study found that it
was more important for Generation X to feel that they had completed a task
than to complete it on time (Tolbize, Generational Differences in the Workplace,
2008).

According to Carp, this generation of workers may not be motivated by mon-
ey, but if money or wages are insufficient, they tend to become inactive (Hank
Karp, 2002). In other words, money alone is not enough to keep them moti-
vated, but it is important to keep their productivity.

Because of their high level of technological knowledge, they have developed a
tendency to perform work independently with the help of technology (Dogan
Gursoy, 2008).

2.3.Y Generation

According to the Australian Center for Experimental Training, Generation Y is
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ambitious, hardworking, ready for change, technologically savvy, and for-
ward-thinking. This generation wants to get a lot in a short time. Employees of
the Y generation prefer high salaries, constant challenges, wealth, and diverse
jobs (Treuren & Kathryn, 2010).

Loyalty to one employer is not the main thing to employees of this generation,
and it is common to move from one job to another (Treuren & Kathryn, 2010).

Some researchers point out that this generation prefers informal simplicity in
their work and wants their managers to consider and care about their well-being
(Dogan Gursoy, 2008).

Researchers suggest that the generation that grew up under the influence of
technological advances around the world has acquired the ability to quickly
access information with the help of technology, extensive knowledge, and the
ability to perform many tasks simultaneously (Dogan Gursoy, 2008).

According to researchers, the millennials have a completely different mentali-
ty than their predecessors (Hershatter & Epstein, 2010).

Researchers believe that this generation is well-versed in the ability to do many
tasks at once, filter out distractions, and retrieve information quickly (Tapscott,
2008).

Emphasis is placed on work-life balance (Altizer, 2010). Some employers and
managers see this as a sign of selfishness, leading to the conclusion that “the
younger generation is lazy and overly self-centered”. But it could also be a cata-
lyst for a change in attitudes toward work and a more humane workplace envi-
ronment, according to Harvard Business Review (Hewlett et al., 2009).

It may be helpful for managers to have an open relationship with this genera-

tion to prove their job security (Myers & Sadaghiani, 2010).

2.4.7 Generation

According to the Institute for Emerging Issues, the Z generation is the ethnically
richest and most technologically advanced generation (NCSU, 2011).

They are considered to be innovative, trustworthy, patient, and less likely to
be money-makers (Schawbel, 2014).

Generation Z values include transparency, flexibility, and individual freedom.
Some publishers have suggested that these are ethical requirements that, if not
met, can lead to frustration among employees, reduced productivity, and lower
engagement (Bascha, 2011).

This generation is interested in working under the leadership of a loyal and
honest person (Shilpa Gaidhani, 2019).

2.5. Job Satisfaction

Job Satisfaction affects ability to perform a task productively and consistently.
The concept of job satisfaction is considered to be a multifaceted psychological
response and consists of three concepts: cognition, influence, and behavior
(Weiss, 2002). Locke’s range of affect theory (Wu & Yao, 2006), the dispositional
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approach (Judge, 1998), The Job Characteristics Model (Oldham, 1976), Equity
Theories (Pritchard, 1969) are used for this study to develop questionnaire.

Beyond that employee engagement studies are used to understand how en-
gagement factors can have an effect on job satisfaction of employees. For in-
stance, according to Officevibe Content Team workload, benefits, clarity of
role and expectations, office environment, salary are the areas that need to be
focused on to improve engagement of employees (Officevibe Content Team,
2017).

The thorough analysis of the literature allows to conclude that job satisfaction
has a strong impact on employee performance and retention. Various factors
have an effect on job satisfaction and it can vary depending on employees’ gen-
eration. Various study findings show that employees from same generation share
similar values. Therefore to effectively manage employees it is important to un-
derstand what makes them satisfied.

Based on literature review following hypothesis are developed:

H1: Factors of job satisfaction differ by generations.

H2: Engagement and reward program preferences differ by generations.

Research hypothesis is checked by quantitative statistical method. First, to test
the variable significance Cronbach’s Alpha used, then KMO and Bartlett’s test
was used to check sampling adequacy. After that One-Way-Anova was used to
determine whether there is statistical evidence that the associated factor means
are significantly different.

The following section outlines methodology of this study.

3. Methodology
3.1. Research Design

The study used questionnaire to identify important factors influencing job satis-
faction of different generations. There were two rounds of survey conducted to
achieve final outcome. The first survey focused on identifying key factors in-
fluencing job satisfaction, management practices, and job expectations. A stan-
dard closed end questionnaire survey was developed to achieve results based on
available literature on job satisfaction. Based on available research studies widely
used, statistically or empirically proven to be effective questions were chosen to
be included in the survey. Questionnaire designed to have confidentiality and
data was not analyzed at individual level. Unrealistic or hypothetical scenarios
and leading questionnaire items were avoided.

In the second phase (see Table 1) the Rosenberg self-esteem scale (RSES) de-
veloped by sociologist Morris Rosenberg was used to collect the data needed to
test the study hypotheses. The questionnaire from the first round of survey was
extended by using available research materials on job satisfaction. The ques-
tionnaires were graded on a scale of 1 - 3,1 - 4 and 1 - 5. The dichotomous ques-

tions that have Yes/No answers are also used.
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Table 1. Survey design overview.

Description
Question numbers
Question description Number of questions
S11-S18 Factor importance ratings on Job Safisfaction 8
S21-8213 Factor ratings on Job Satisfaction 13
Ell - E19 Engagement factor ratings 19
H31-H35 Reward programs ratings 5
H61 - H69 Management approach ratings 9

The questionnaire for survey among employees consisted of three sections.
The first section was regarding demographics of respondents on their age, gend-
er, geographical location. The second section covered questions concerning job
satisfaction factors perception. The final section included questions regarding
employee engagement related factors as well as manager’s approach, which has

strong impact on job satisfaction.

3.2. Sample and Data Collection

The research sample of survey consisted of 316 and 389 respondents, first and
second round respectively. All respondents were from Mongolia working in
Mongolia, USA, Canada and Australia. There were 1.1 million Mongolians were
employed by Quarter 4, 2020 (Statistical Information Data Base, 2020). Follow-
ing equation for determining sample size were used, with confidence level of

sample size 95% and Confidence interval 5%.

(Zscore)2 x StdDevx (1-StdDev) B (1.96)2x0.5(1-0.5)

= =384.1
(margin of error)2 (0.05)2

Sample size =

The results of the second round of questionnaire used for data analysis. The
sorting criterion was affiliation to the generational cohort, Baby Boomers gener-
ation 2.8%, Generation X 36%. Generation Y 57.1% and Generation Z 4.1% re-
spectively. Respondents geographical location: Ulaanbaatar (Capital of Mongo-
lia) 68.1%, Aimags (Rural areas of Mongolia) 27.5% and abroad (USA, Canada,
Australia) 4.4% respectively. 99.7% of respondents had higher education level.

3.3. Data Analysis

For statistical processing of the obtained data, we chose the procedures that cor-
responded to the interpretation plan. Initial data processing included the calcu-
lation of significant values from descriptive statistics, mainly the arithmetic
means, standard deviation, analysis of variance and mean error. Data processing
was performed using SPSS statistical software. First, Cronbach’s Alpha tested for
variables (see Table 2).

KMO and Bartlett’s test used to check sampling adequacy (0.943) and con-
cluded sampling is adequate (see Table 3).
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Table 2. Cronbach alpha test.

Questions
Reliability Statistics
S11-S18 $21 - 8213 E11-E19 H31-H35 He61 - H69

Cronbach’s Alpha 0.957 0.971 0.785 0.677 0.863

Table 3. KMO and Bartlett’s test.

KMO and Bartlett’s Test

Sampling Adequacy 0.943

Sig. 0.000

4. Findings and Discussion
Generation Differences

To test the hypothesis following quantitative methods have been used. One-Way
ANOVA is used to compare the means of generations in order to determine
whether there is statistical evidence that the associated factors means are signifi-
cantly different (see Table 4). E14 (Engagement factor rating question) about
how important is company’s reputation for employee engagement Z generation
respondents answered least important (mean = 2.00), Y generation respondents
answered important (mean = 2.34), X generation respondents answered impor-
tant (mean = 2.42), and Baby Boomers answered somehow important (mean =
2.27). Therefore, there is statistical evidence that the associated population
means are significantly different p = 0.070 (10%).

Then, E16 (Engagement factor rating question) question about importance of
job security on employee engagement, generation X and Y responded that is
important (mean = 2.73 and mean = 2.76) and Z and BB generations responded
that it is somehow important (mean = 2.37 and mean = 2.63). That means job
security importance differs by generations (p = 0.030). E19, question regards to
importance of benefits X and Y responded similarly (mean = 2.59, mean = 2.60).
There is a statistical difference between means of responses (p = 0.057).

H34-How effective is government/industry awards, question regards to re-
ward effectiveness, BB generation responded that it is a very effective type of re-
ward (mean = 2.90), in contrast younger the generation gets this type of reward
becomes least effective (p = 0.50).

Hé65-How suitable is the job allocation by your supervisor, question regards to
management Z generation respondents answered it is suitable (mean = 1.81),
which was highest of all generations and lowest rates are from X generation
(mean = 1.56). H66, question regarding opportunity of development of new
skills, older the generation gets there are less opportunity to develop new skills
(BB mean = 1.45) and younger the employees get they responded that they have
opportunity to develop new skills (Z mean = 1.81).
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Table 4. One-way Anova results.

Anova results

Question Mean
Question Sig. Generations
Z 2.00
El4 How important is company reputation 0.075 Y 2.34
for employee engagement X 2.42
BB 2.27
Z 2.37
. - . Y 2.73
E16 How important is job security for 0.030
employee engagement X 276
BB 2.63
Z 243
How important are benefits for Y 2.59
E19 0.057
employee engagement X 2.60
BB 2.18
Z 2.12
How effective is government/industry Y 2.69
H34 g 0.050
awards X 2.69
BB 2.90
Z 1.81
How suitable is the job allocation Y 1.68
H65 b 3 0.068
Y your supervisor X 1.56
BB 1.63
Z 1.81
Do you get opportunity to Y 1.59
H66 develop/l il 0.089
evelop/learn new skills X 1.52
BB 1.45

Satisfaction (S11 - S213) related factors did not prove to be statistically differ-
ent (p< 0.177).

Figure 1 shows importance of company’s reputation by generation perspec-
tives. Some respondents from X, Y, Z generations responded that company’s
reputation has low importance level, 7%, 9%, 19% respectively. In contrast, Baby
Boomers responded that company’s reputation is overall important for them
(0% responded low). This could be due to younger generations tend to be not so

loyal to the employers and if needed for them it is normal to change many jobs.
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Figure 2 beneath illustrates how important is job security for respondents.
For X, Y generations this factor is highly important, 78% and 76% respectively.
This could be due to the fact that X generation has experienced unemployment
and social imbalances because of great crisis in 1990s. Therefore, it is possible
that they tend to seek job security. As for Y generation this could be because they
want their managers to consider and care about their well-being (Dogan Gursoy,
2008), which covers their job security.

Results regards to importance of benefits in general shown in Figure 3. Im-
portance of benefits are same for X and Y generation as per below graph. Inte-
restingly for Baby boomers benefits are not so important for job satisfaction.
Only 18% of BBs responded that this factor is highly important.

This can be due to the fact that Baby Boomers respect their employer more
than other generations do. Therefore, respect factor might have an effect on
benefit needs. As for younger generations this factor is important. According to
previous researchers younger generation believe fair compensation for their

work is crucial. Therefore, importance of benefits for X, Y, Z generations is ex-

pected to be high.
— 1 1 | | |
BB |17 73%
L
(2] /
s X B 44%
o
2
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Figure 1. Importance of company reputation.
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Figure 2. Importance of job security.
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Figure 3. Importance of benefits.

Figure 4 shows ratings on effectiveness of government/industry awards. As
per results, younger the generation gets percentage of “no effect” regards to gov-
ernment/industry awards increases. In other words, young generation of em-
ployees does not favor government awards as an effective reward.

Same pattern applies to “low effect” criteria. This can be due to younger gen-
erations tend to require more work-life balance reward programs rather than
government appreciation. In addition, this can be explained as X, Y generations
are technological savvy and social media is part of their daily life. Therefore,
comparing to previous generation they do not need government/industry
awards to show their success to the public, instead if they want they will simply
post their achievement on social media platform to satisfy their relatedness need.

Job allocation effectiveness and if it is fair or not is an important factor for
being satisfied at work. Interestingly, this study shows that generations have dif-
ferent perspective regards to their managers/supervisors job allocation approach
(see Figure 5).

44% of Y generation answered that the job allocation by their supervisors is
not effective, followed by X generation 32% (Figure 5). This trend can be ex-
plained by other studies findings about generation perspectives. For instance, X
and Y generations are more loyal to their supervisors rather than company itself.
Which might increase importance of their managers approach towards the work
allocation and this factor can be more crucial for them. Therefore, Xers and Yers
might give more attention to this factor.

Figure 6 illustrates opportunity regards to development of new skills. As ex-
pected older the employees get there are less opportunity for them to develop
new skills. (BB 55%, X 48%). Employers tend to train new, younger employees
more. As a result older generation of employees gets less opportunity to develop
new skills.

It is important to provide training opportunity to all generations equally. This
finding shows that older generations have less chance to update their knowledge
and learn new skills. However, having right skills could increase engagement as

well as job satisfaction.
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Figure 4. Effectiveness of government/industry awards.
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Figure 6. Availability of opportunity to develop new skills.

5. Conclusion

The purpose of this study was to identify if there are differences on job satisfac-
tion factors by generation; to identify the difference of X and Millennial genera-
tion on job engagement; to explore how Xers and Millennials feel towards dif-

ferent types of rewards and management approach.
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Nowadays, it is common to not retire at the retirement age. Also, it is normal
to start working at young age to get more experience. As a result, there are few
different generations in job market actively participating. Therefore, it is be-
coming crucial and challenging for companies to find right approach to satisfy
different needs.

H1: Factors of job satisfaction differ by generations are rejected and there
were no significant differences observed (p < 0.177). However, this does not
mean that generations perceive all job satisfaction factors similarly. In future,
more in deep research on job satisfaction and generation needs to be conducted
to shed the light for employers to understand needs of different generation em-
ployees.

H2: Engagement and reward program preferences differ by generations is ac-
cepted (p > 0.089). This means engagement factors and reward programs are
rated differently by Baby boomers, X, Millennials and Z generations. When
companies develop their programs to attract and engage their employees it is
suggested to take an account of these factor differences in order to achieve better
outcomes.

The insight gained may serve Mongolian companies as well as companies with
Mongolian employees to align some of their programs to adapt specific needs of
those generations. To do that following steps can be followed to achieve desired
result: conduct survey within employees, analyze the results based on employees
generation, develop few different programs based on specific group needs, ask
employees to choose from those programs or include more actions which will
satisfy desired part of company employees (ex. if company wants Xers to be
more engaged, develop more actions which will help to address that generation

needs), evaluate and revise the program as required.

6. Limitations

The sample was limited to Mongolian employees solely with random sampling.
Future researchers might increase number of participants to increase signific-
ance of the survey results. Furthermore, selection of factors could be expanded
in number to determine if other factors not included in this study have an effect

on job satisfaction of generations and if those factors differ.
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