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Generations Differ on Work Attitude and Work
Engagement in Indian Organisations
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Abstract. India’s corporate sector now hosts four concurrent generational cohorts—
Baby Boomers (1946—1965), Generation X (1966—1979), Generation Y / Millennials
(1980-1994), and Generation Z (post-1995)—each shaped by distinct socio-economic
conditions. This study examines how these cohorts differ on Work Attitude (Job
Satisfaction, Organisational Commitment, Job Involvement, and Turnover Intentions)
and Work Engagement (Vigour, Dedication, and Absorption). Drawing on primary data
from 755 Indian corporate employees, analysed through Chi-square tests, one-way
ANOVA with post-hoc comparisons, exploratory factor analysis, and structural
equation modelling (SEM), the study finds statistically significant generational
differences on all seven sub-dimensions. Baby Boomers score highest on Vigour,
Dedication, and Absorption; Generation Z scores lowest on Dedication and Absorption;
Generation Y exhibits the lowest Vigour. Baby Boomers and Generation X demonstrate
stronger organisational commitment and lower turnover intentions than younger
cohorts. Factor analysis reveals three latent Work Attitude constructs (Job Satisfaction,
Turnover Intention, Perks-Incentives) and SEM confirms that leadership attributes,
mediated by Work Attitude, significantly predict Work Engagement. The paper closes
with generation-sensitive HR and leadership recommendations.

1. Introduction

India’s workplaces are, for the first time in history, home to four concurrent generations.
This multi-generational mosaic creates complex challenges for leaders and HR
practitioners: each cohort carries distinct values, behavioural norms, and psychological
contracts forged by different socio-economic eras. Understanding how generations
differ in Work Attitude and Work Engagement is therefore not merely academic—it has
direct implications for talent acquisition, retention, leadership development, and
organisational productivity.

The Indian corporate environment adds a distinctive layer. Eastern values—
collectivism, hierarchy, and high uncertainty avoidance—coexist with post-
liberalisation influences that prize individual autonomy and career mobility (Shanker &
Sayeed, 2012). Generational differences are thereby amplified in ways that purely
Western research frameworks may not capture. Work Attitude is operationalised here
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through Job Satisfaction, Organisational Commitment, Job Involvement, and Turnover
Intentions (Hackman & Oldham, 1976; Mowday et al., 1979). Work Engagement is
measured through Vigour, Dedication, and Absorption (Schaufeli et al., 2002).

This paper addresses four research questions: (1) Do Work Attitude scores differ
significantly across Indian generational cohorts? (2) Do Work Engagement scores
differ? (3) Which generations score highest and lowest on each dimension? (4) What
are the practical implications for leaders managing a multi-generational Indian
workforce?

2. Conceptual Framework and Literature Review
2.1 Generational Cohort Theory

Generational cohort theory holds that individuals who come of age during the same
historical period share lasting attitudinal and behavioural similarities (Mannheim, 1952;
Strauss & Howe, 1991). A strong work ethic, loyalty, and a preference for formal
authority characterise Baby Boomers (1946-1965). Generation X (1966-1979) is
marked by independence and scepticism born of economic uncertainty. Generation Y
(1980-1994), digital natives, prioritise flexibility, purpose, and work-life balance.
Generation Z (post-1995)—the first fully digital generation—favour immediate
feedback, social-justice alignment, and fluid careers (Kapoor & Solomon, 2011;
Twenge, 2010). In India, these global templates intersect with post-liberalisation
growth, the IT revolution, rapid urbanisation, and evolving gender norms, producing
generational profiles that partially converge with Western archetypes while carrying
distinct local characteristics (Sprinkle & Urick, 2018).

2.2 Work Attitude: Key Dimensions

Four dimensions anchor Work Attitude. Job Satisfaction reflects an employee’s
evaluative response to intrinsic and extrinsic job characteristics; Baby Boomers tend to
draw satisfaction from status and achievement, while Gen Y seeks purpose and
autonomy (Hackman & Oldham, 1976; Twenge et al., 2010). Organisational
commitment captures identification with organisational goals and intent to remain; older
cohorts show stronger affective and normative commitment due to longer tenures and
deeper socialisation (Allen & Meyer, 1990; Armstrong & Taylor, 2014). Job
Involvement measures psychological identification with one’s role, typically high
among Baby Boomers for whom career defines self-concept (Lodahl & Kejnar, 1965).
Turnover Intention reflects voluntary exit probability; Gen Y and Gen Z exhibit a higher
propensity owing to career mobility preferences (Bersin, 2013).

2.3 Work Engagement: Key Dimensions
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Schaufeli et al. (2002) define Work Engagement as a persistent positive motivational
state comprising Vigour (energy, resilience, and persistence), Dedication (sense of
significance, enthusiasm, and pride), and Absorption (deep immersion in work). Older
employees tend to demonstrate stronger engagement through accumulated role clarity,
organisational embeddedness, and personal identification with purpose (Halbesleben,
2010). Younger workers—particularly Gen Z—may experience lower absorption owing
to digital multitasking habits and less settled career identities. Revutska & Marsikova
(2021) note that Gen Y and Gen Z prefer short, varied, and stimulating tasks, which
may inherently limit deep immersion.

2.4 Leadership as Mediator

Leadership occupies a central mediating role between organisational structures and
employee outcomes. Contemporary scholarship frames leadership as relational and
processual (Kouzes & Posner, 2007; Northouse, 2015). Leaders who excel in
Relationship Management—coaching, empathetic communication, and interpersonal
sensitivity—drive Job Satisfaction, which in turn elevates Work Engagement (Howell
& Costley, 2001; Armstrong & Taylor, 2014). This mediation pathway forms the
empirical backbone of this study’s SEM. A notable research gap exists: large-sample,
multi-generational, multi-industry Indian studies using advanced statistical techniques
remain scarce, leaving the four-generational landscape inadequately mapped.

3. Research Methodology

This study employs a quantitative, cross-sectional survey design. Data were collected
from 755 employees across diverse Indian industries (IT/technology, financial services,
manufacturing, healthcare, education), drawn from both metropolitan and semi-urban
locations. Respondents were assigned to generational cohorts by birth year: Baby
Boomers (n=77, 10.2%), Generation X (n=251, 33.2%), Generation Y (n=333,
44.1%), and Generation Z (n=94, 12.4%). Gen Y’s numerical dominance mirrors
India’s broader demographic profile. Questionnaires were administered online and in
person.

Work Engagement was measured using Schaufeli et al.’s (2002) Utrecht Work
Engagement Scale (UWES). Work Attitude was measured with established scales for
Job Satisfaction (Hackman & Oldham, 1976), Organisational Commitment (Mowday et
al., 1979), Job Involvement (Lodahl & Kejnar, 1965), and Turnover Intention. All items
used five-point Likert scales (1 = Strongly Disagree to 5 = Strongly Agree). Hypotheses
tested were:

* Hos: Employee work attitudes do not significantly differ across generational
cohorts.
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* Ho«: Employee work engagement does not significantly differ across
generational cohorts.

Analytical methods included descriptive statistics, Chi-square tests, one-way ANOVA
with Tukey HSD and Games-Howell post-hoc comparisons, Levene’s test for variance
homogeneity, exploratory factor analysis (EFA) with KMO and Bartlett verification,
and path analysis via SEM. IBM SPSS and AMOS were used throughout.

4. Findings
4.1 Work Engagement Across Generational Cohorts

Chi-square and ANOVA analyses confirm statistically significant generational
differences on all three engagement dimensions (p <0.01 for Vigour and Dedication;
p <0.05 for absorption). Table 1 summarises key results.

Baby Boomers

Dimension (n=77) Gen X (n=251) Gen Y (n=333) Gen Z (n=94)
Vigour Highest % High Lowest ¥ Low
Dedication Highest % High* Medium Lowest ¥
Absorption Highest % High* Low Lowest ¥
Org. Commitment Strongest * Strong Moderate Weakest ¥
Turnover Intention Lowest Low Moderate Highest

Table 1: Generational comparison on Work Engagement and Attitude dimensions. * = highest-scoring group;
V = lowest-scoring group. *Gen X significantly more absorbed/dedicated than Gen Y (p < 0.05).

Vigour: Baby Boomers record the highest mean Vigour; Generation Y the lowest—a
difference significant at p <0.01. Gen X scores above both Gen Y and Gen Z, though
the X—Z gap is not significant. These results are consistent with Halbesleben’s (2010)
meta-analytic evidence that older employees, benefiting from greater role clarity and
organisational embeddedness, exhibit higher energy orientation. Gen Y’s low Vigour
likely reflects unmet expectations around workplace flexibility and early-career
burnout—a ‘squeezed middle’ effect between the high-commitment norms of senior
colleagues and the disruptive expectations of Gen Z (Bersin, 2013).

Dedication: Baby Boomers score highest; Generation Z lowest (p<0.01). Gen X
significantly outscores both Gen Y and Gen Z. Decades of career investment and deep
personal identification with organisational purpose drive Boomer dedication. Gen Z’s
early-career stage—characterised by fluid occupational identities—produces the
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weakest dedication scores, with significant implications for early-career management in
India.

Absorption: Baby Boomers are significantly more absorbed than Gen Y and Gen Z
(p<0.01). Gen X is also significantly more absorbed than Gen Y. The Boomer—Gen Z
gap is especially wide. Gen Z’s sustained engagement with digital platforms outside
work creates attentional competition that appears to impede deep immersion in
professional tasks—a pattern consistent with Revutska & Marsikova’s (2021)
observation that younger cohorts favour task variety over deep focus.

4.2 Work Attitude Across Generational Cohorts

ANOVA reveals statistically significant differences in Work Attitude across cohorts
(p <0.05). Post-hoc tests show Baby Boomers and Generation X are significantly more
committed and significantly less inclined to leave than Gen Y and Gen Z. Notably,
employees across all generations simultaneously report that their work is not
appropriately appreciated, yet all simultaneously express pride in their organisation as
a place to work. This tension—institutional pride without individual recognition—is a
defining feature of Work Attitude in Indian organisations and appears culturally
calibrated: high collective identification with the employer coexists with unmet
individual needs for acknowledgement.

Gen Y reports lower intrinsic Job Satisfaction (autonomy, growth, recognition) than
Baby Boomers and Gen X, consistent with Twenge et al.’s (2010) finding that
Millennials enter the workforce with elevated intrinsic reward expectations and
experience disproportionate disillusionment when these go unmet. Across all cohorts,
employees express dissatisfaction on certain dimensions. However, they are not actively
job-hunting—an apparent paradox explained by Indian contextual norms around job
security and familial obligations that suppress voluntary exit even under moderate
dissatisfaction.

4.3 Factor Structure of Work Attitude

Exploratory factor analysis (KMO and Bartlett’s tests confirming factorability) extracts
three latent factors: Factor 1—Job Satisfaction (intrinsic satisfaction, recognition,
growth); Factor 2—Turnover Intention (desire to leave, active job-search behaviour);
Factor 3—Perks and Incentives (extrinsic rewards: compensation, benefits). These three
constructs represent the real attitudinal fault lines among Indian employees, and each
requires differentiated leadership responses across generational groups.

4.4 SEM: Leadership — Work Attitude — Work Engagement

Path analysis via SEM confirms that leadership attributes—operationalised through two
latent factors, Organisational Skills (planning, decision-making) and Relationship
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Management Skills (coaching, communication, rapport)—significantly predict Job
Satisfaction and Perks-Incentives as Work Attitude components, which in turn
significantly elevate Work Engagement. Model fit indices (CFI, RMSEA, SRMR) fall
within acceptable thresholds. Critically, the mediation analysis confirms full mediation:
leadership behaviours improve employee attitudes first, which then elevate engagement.
Leaders cannot bypass attitude formation to produce engagement directly. Relationship
Management Skills exert a stronger effect on Job Satisfaction than Organisational
Skills—underscoring the primacy of relational leadership in the Indian context.

Hypothesis Test Result Decision
Hos: Work attitudes do not differ across ANOVA * Post-Hoc . o .

. (Tukey, Games- F sig. at 5% Rejected
generations

Howell)

Hos: Work engagement does not differ across | ANOVA + Post-Hoc; F sig. at 5%; > .

. . N Rejected
generations Chi-Square at 1%
Ho7: No relationship between Leadership & Structural Equation Model fit Reiected
Engagement mediated by Work Attitude Modelling (SEM) confirmed 1

Table 2: Hypothesis testing summary.

5. Discussion

The consistent Boomer advantage on all three engagement dimensions constitutes the
study’s most striking finding. Three mechanisms explain this engagement gradient.
First, person—organisation fit accumulates with tenure: Baby Boomers have had decades
to align personal values with organisational culture (Bersin, 2013). Second, a pre-digital
formation in habits of the patient, deliberate work translates into higher absorption.
Third, work becomes a source of identity for older employees in ways that younger
cohorts—still constructing vocational selves—have not yet experienced.

Generation Y’s paradoxically low Vigour—lower even than Gen Z on some metrics—
is particularly noteworthy. Millennials entered the workforce with high idealism,
encountered structural disappointments (unmet flexibility, unrecognised effort), and
may have internalised a learned disengagement before Gen Z arrived (Daboval, 1998;
Bersin, 2013). The universal recognition-deficit finding across all cohorts points to a
systemic leadership failure in Indian organisations: employees at every career stage feel
their contributions are invisible.

India’s post-liberalisation trajectory amplifies these patterns. Baby Boomers came of
age under state-led development with strong job-security norms and hierarchical
cultures—conditions that foster deep organisational embeddedness. Gen Y and Gen Z
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have grown up in a hyper-competitive, digitally saturated environment that
simultaneously raises aspirations and generates anxiety, a combination potentially
inimical to sustainable engagement (Sprinkle & Urick, 2018). The full mediation of
leadership’s effect on engagement by Work Attitude is a strategic signal: changing
engagement outcomes requires changing attitudes first, and that demands consistent
relational leadership.

6. Conclusions and Recommendations

Both null hypotheses Hos and Hos are rejected at the 5% significance level, confirming
that generational membership meaningfully predicts Work Attitude and Work
Engagement in Indian corporate organisations. Baby Boomers are the most engaged and
most committed generation across virtually all measured dimensions; Gen Z is the least
dedicated and least absorbed; Gen Y, despite being the most educated and numerically
dominant cohort, exhibits the lowest Vigour. High educational attainment does not
automatically translate into energy or enthusiasm at work. The three-factor Work
Attitude structure (Job Satisfaction, Turnover Intention, Perks-Incentives) and the two-
factor Leadership structure (Organisational Skills, Relationship Management Skills)
offer Indian HR practitioners a parsimonious, actionable diagnostic framework.

6.1 Generation-Sensitive HR Policies

Organisations must design rewards, recognition, and career architecture to match
generational motivators. Baby Boomers respond to legacy recognition and mentoring
roles. Generation X values autonomy and skill development. Generation Y requires
purpose-driven work, rapid feedback, and transparent career pathways. Generation Z
needs digital-native environments, flexibility, and social-impact alignment.

6.2 Reducing Turnover Among Younger Cohorts

Structured onboarding and cross-generational mentoring—pairing Boomers or Gen X
with younger employees—accelerates organisational identification while leveraging
institutional knowledge. Clear career-architecture frameworks that make advancement
visible and achievable are essential for retaining high-potential Gen Y and Gen Z talent.

6.3 Prioritising Relational Leadership Development

Since Relationship Management Skills are the dominant leadership driver of Job
Satisfaction, organisations must invest in coaching, empathetic communication, conflict
resolution, and interpersonal sensitivity training. The gap between leadership
competencies employees expect and those they experience is most acute in Sensitivity
& Respect, Coaching, and Communication—these represent urgent development
priorities for Indian leadership programmes.
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6.4 Closing the Recognition Deficit

The cross-generational finding that ‘work is not appreciated’ constitutes an
organisational diagnosis of urgency. Formalised recognition mechanisms—structured
acknowledgement in team meetings, milestone celebrations, and consistent informal
appreciation—must become standard leadership practice across all generational
cohorts.

6.5 Creating Intergenerational Collaboration Platforms

Organisations that deliberately create cross-generational project teams, reverse-
mentoring programmes, and structured knowledge-transfer forums can convert
generational diversity from a management challenge into a competitive advantage
(Dwyer, 2009; Bejtkovsky, 2016). Knowledge and digital fluency flow in both
directions.

7. Limitations and Future Scope

First, the cross-sectional design precludes causal inference; longitudinal cohort tracking
would strengthen causal claims. Second, the sample—while substantial at 755—may
under-represent agriculture, the unorganised sector, and public administration. Third,
generational boundaries are approximate; individuals born near boundary years may
exhibit hybrid characteristics. Future research should examine whether generational
differences are moderated by industry sector, organisational size, or gender, and should
explore the impact of Al-assisted workflows on Gen Z engagement. Comparative cross-
national studies situating Indian generational patterns alongside other emerging-market
contexts (China, Brazil, Indonesia) would add further perspective.

References

Allen, N. J., & Meyer, J. P. (1990). The measurement and antecedents of affective, continuance
and normative commitment to the organisation. Journal of Occupational Psychology,
63(1), 1-18.

Armstrong, M., & Taylor, S. (2014). Armstrong’s handbook of human resource management
practice (13th ed.). Kogan Page.

Bejtkovsky, J. (2016). The employees of baby boomers generation, generation X, generation Y
and generation Z in selected Czech corporations as conceivers of development and
competitiveness in their corporation. Journal of Competitiveness, 8(4), 105—123.

Bersin, J. (2013). The myth of the millennial: What managers need to know. Deloitte Insights.

Burns, J. M. (1987). Leadership. Harper & Row.

Daboval, J. (1998). A comparison between baby boomer and generation X employees’ bases and
foci of commitment. Journal of Applied Management and Entrepreneurship, 3(2), 54—
70.

Dwyer, R. J. (2009). Preparing for the future: Understanding the four generations in today’s
workforce. On the Horizon, 17(2), 176—185.

104
Journal of Global Economy,
Volume 22 No 2, June 2026



ISSN (Print Version) 0975-3931
ISSN(On-Line Version) 2278-1277

Hackman, J. R., & Oldham, G. R. (1976). Motivation through the design of work: Test of a
theory. Organisational Behavior and Human Performance, 16(2), 250-279.
Halbesleben, J. R. B. (2010). A meta-analysis of work engagement: Relationships with burnout,
demands, resources, and consequences. In A. B. Bakker & M. P. Leiter (Eds.), Work
engagement: A handbook of essential theory and research (pp. 102—117). Psychology

Press.

Howell, J. P., & Costley, D. L. (2001). Understanding behaviors for effective leadership. Prentice
Hall.

Kapoor, C., & Solomon, N. (2011). Understanding and managing generational differences in the
workplace. Worldwide Hospitality and Tourism Themes, 3(4), 308-318.

Kouzes, J. M., & Posner, B. Z. (2007). The leadership challenge (4th ed.). Jossey-Bass.

Lodahl, T. M., & Kejnar, M. (1965). The definition and measurement of job involvement.
Journal of Applied Psychology, 49(1), 24-33.

Mannheim, K. (1952). The problem of generations. In K. Mannheim (Ed.), Essays on the
sociology of knowledge (pp. 276-322). Routledge.

Mowday, R. T., Steers, R. M., & Porter, L. W. (1979). The measurement of organisational
commitment. Journal of Vocational Behavior, 14(2), 224-247.

Northouse, P. G. (2015). Leadership: Theory and practice (7th ed.). Sage.

Revutska, O., & Marsikova, K. (2021). Agile approach in human resource management: Focus
on generation Y. E&M Economics and Management, 24(1), 101-117.

Schaufeli, W. B., Salanova, M., Gonzalez-Roma, V., & Bakker, A. B. (2002). The measurement
of engagement and burnout: A confirmative analytic approach. Journal of Happiness
Studies, 3(1), 71-92.

Shanker, M., & Sayeed, O. B. (2012). Role of transformational leaders as change agents:
Leveraging effects on organisational climate. Indian Journal of Industrial Relations,
47(3), 470-484.

Sprinkle, T., & Urick, M. (2018). Three generational issues in organisational learning:
Knowledge management, perspectives on training, and the transition from late
boomers to millennials. The Learning Organization, 25(2), 102—-112.

Strauss, W., & Howe, N. (1991). Generations: The history of America’s future, 1584 to 2069.
William Morrow.

Twenge, J. M. (2010). A review of the empirical evidence on generational differences in work
attitudes. Journal of Business and Psychology, 25(2), 201-210.

Twenge, J. M., Campbell, S. M., Hoffman, B. J., & Lance, C. E. (2010). Generational differences
in work values: Leisure and extrinsic values increasing, social and intrinsic values
decreasing. Journal of Management, 36(5), 1117-1142.

Yukl, G. (2012). Leadership in organisations (8th ed.). Pearson.

105
Journal of Global Economy,
Volume 22 No 2, June 2026



