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This bachelor’s thesis examines how to engage Millennials. The aim of this thesis was to inves-
tigate the motivations, needs, and expectations of Millennial employees working in customer 
service in Helsinki.  

The theoretical part of the thesis consists of employee engagement theories and the character-
istics of Millennials. It further focused on the Employer Value Proposition and motivation theo-
ries, presenting Maslow’s Hierarchy of Needs and Herzberg’s Motivation-Hygiene Theory. Fi-
nally, the theory part examined different employee engagement strategies for Millennials. The 
data was collected from different sources, such as books, e-books, journals, articles, and statis-
tical databases.  

The empirical part of the study was based on qualitative methods. Personal in-depth interviews 
with Millennial employees were conducted to collect the data. The sample consists of younger 
Millennials (ages between 26–30) who are working face-to-face with customers in Helsinki. 
Qualitative thematic analysis was used in analysing the collected data.  

The key findings of the research suggest that Millennials value especially good work culture and 
their co-corkers. Building relationships with people at work is important, so managers should in-
vest in building team spirit. Meaningful job and finding a purpose motivate Millennials the most 
along with low hierarchical managers who listens to them. Flexibility in terms of autonomy and 
possibility to influence their time off and vacations will further engage Millennial employees 
working in customer service jobs.  
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1 Introduction 

This is a research-based bachelor’s thesis for the degree program in International Business in the 

Haaga-Helia University of Applied Sciences. The major specialization of the author is Human Re-

source Management (HRM).  

This chapter introduces the reader to the topic of this thesis. The premise of this research is to un-

derstand what Millennials’ motivations, needs and expectations are to be able to successfully at-

tract, engage and retain them.  

It further presents the background of the topic, why it is important and relevant. The research ques-

tion (RQ) and the investigative questions (IQs) are presented with the overlay matrix. Delimitation 

of this thesis helps to clarify the topic scope and focus areas. Finally, this chapter explains the ben-

efits of this thesis for different stakeholders and presents the key concepts of the topic. 

The second chapter presents the theoretical framework of the topic to clarify the scope of the topic 

and a few sources to be used in the theory part of the research. The final chapter of this thesis plan 

introduces the reader to the research methods, including data collection and analysis methods.  

1.1 Background  

This thesis is about employee engagement. It focuses on exploring and understanding the motiva-

tions, needs, and expectations of Millennial employees working in retail customer service in Hel-

sinki. With this thesis the author aims to find out what motivations, needs, and expectations are 

crucial to attract, engage, and retain especially Millennial employees who work face-to face with 

customers.  

High level of employee engagement is beneficial both for the employee and the employer. Highly 

engaged employees increase the profitability of an organization. As they are productive, perfor-

mance is up to 16 times better compared to unengaged employees. The increase in the organiza-

tional profitability also increases the stakeholder value. High engagement has a positive impact on 

customer satisfaction, quality of work, and the stress levels of the employees. This means less er-

rors, absences and sick leaves, and better retention rates, leading to reduced recruitment costs 

and risks. (Sale & Jones 2019, 6–7.) 

There is a lot of research data ad studies showcasing correlation between employee engagement 

and customer satisfaction (Kruse January 2014). However, the author could not find any research 

on specifically considering Millennials on that regard. Also, today customer service is a broad con-

cept, and the interactions between customers can take place in a variety of ways. That is why this 
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thesis focuses on the customer service happening face-to-face within the retail industry. When em-

ployees are working directly with customers, the importance of high level of employee engagement 

is essential, as disengagement could lead to poor customer service experience (Gartner 2021).  

With these benefits of higher employee engagement, organizations, employers, and the employees 

themselves would benefit from this thesis as it investigates and presents theories and experiences 

of Millennials and how to engage them in the workplace. The delimitation of the topic focusing on 

Millennials increases the relevance and topicality as Millennials are three times bigger than the 

generation X, people born between 1965–79 (Ng, Lyons & Schweitzer 2012, 3). That means that 

they are already the biggest generation in the workforce and are expected to cover up to 75% of 

the workforce by 2025 (Timmes June 2022).  

Focusing on Millennials in the customer service within retail will help employers and managers who 

want to improve especially their customer satisfaction, although high levels of employee engage-

ment have positive aspects in other areas of the business as well. However, the most important 

aspect of this research is to understand Millennials, as they are a huge part of the labour force, but 

at the same time they are demanding. Bruce Tulgan describes Millennials as “The most high-

maintenance workforce in the history of world…and likely to be the most high performing” (Tulgan 

2016, 1).  

This thesis will be at great value for the author as they specialize in the human resource manage-

ment. This thesis will demonstrate the professional knowledge and competence of the author re-

garding international business in the field of HRM. It additionally reflects the author’s professional 

interests and aspirations and so it helps deepen the knowledge and skills needed in the future ca-

reer path.  

1.2 Thesis Topic  

This thesis aims to present an overview of how to attract, engage, and retain Millennials in Helsinki 

working face-to-face with customers in retail. The main research question is “What are the motiva-

tions, needs, and expectations of Millennials from current and prospective employers?” The out-

come will present the key aspects that companies need to consider, offering recommendations of 

how to attract, engage, and keep their Millennial employees based on their motivations, needs, and 

expectations. Furter research of the presented topic will be carried out with the help of three inves-

tigative questions as follows: 
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IQ 1. What are the attributes that Millennials value the most when they evaluate their current or 

prospective employers? 

IQ 2. What are the most essential motivation factors for Millennials? 

IQ 3. What strategies do Millennials find useful in engaging them?  

Table 1: Overlay matrix 

Investigative Ques-
tions (IQs) 

Theoretical  
Framework 

Research Methods Results 
(chapter) 
 

IQ 1. What are the 
attributes that Mil-
lennials value the 
most when they 
evaluate their cur-
rent or prospective 
employers? 
 

Employee Value 
Proposition, 
Maslow’s Hierarchy 
of Needs, Charac-
teristics of Millenni-
als 
 

Theory, Qualitative 
in-depth interviews 
with Millennial em-
ployees 

4.1 
5.1 
5.4 

IQ 2. What are the 
most essential moti-
vation factors for 
Millennials? 

Intrinsic & Extrinsic 
Motivation, Maslow’s 
Hierarchy of Needs, 
Herzberg, Charac-
teristics of Millenni-
als 
 

Theory, Qualitative 
in-depth interviews 
with Millennial em-
ployees 

4.2 
5.2 
5.4 

IQ 3. What strate-
gies do Millennials 
find useful in engag-
ing them? 
 

Engagement Strate-
gies, Characteristics 
of Millennials  
 

Theory, Qualitative 
in-depth interviews 
with Millennial em-
ployees 
 

5.3 
5.4 

 

1.3 Delimitation 

This thesis focuses on the engagement of Millennials who are born between the years of 1981–

1996 and who are working in the customer service in Helsinki area. It focuses on employees who 

are working face to face with customers daily in their job. With the delimitation it will not consider 

customer service workers who are mainly communicating with customers by phone, email, internet, 

or other channels, because of the special nature of face-to-face customer service.  

The nature of work has changed and its more common in younger generations to switch jobs more 

frequently. In many cases the retention strategies begin with workforce planning and recruitment. 

This research will explore the motivation, needs, and expectations of Millennials to help attract, en-

gage, and retain them. The research scope has been limited to first investigating the 
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characteristics of Millennials to get a good basis for the investigative questions resulting in recom-

mendations for the organizations and managers to take advantage of.  

1.4 International Aspect 

The international aspect of the thesis is covered as the interviewees’ nationalities are not limited or 

predetermined. Also experiences from employees working at international companies are included. 

Throughout the theory the author will carry out the research with international perspective and the 

analysis of the interviews consider both local and international aspects and how the results can be 

interpreted in international context.  

1.5 Benefits 

This thesis will benefit many companies including their managers, employees, customers, and HR 

department. Companies who struggle with low engagement or retaining their employees can get 

new insights of the benefits and tools for high level engagement of Millennials. More engaged staff 

will also benefit with satisfied and skilled co-workers leading to better results and more satisfied 

customers. Especially during this time when there is a shortage of workers in many industries, em-

ployers will benefit from this research to help them address this problem and act for better em-

ployee engagement.  

This research also has a great opportunity for the author to learn more about Millennials’ values 

and motivation, in the context of employee engagement. This thesis represents the true interest 

and career aspirations of the author, and thus will be a great a sample of expertise for future em-

ployers.  

1.6 Key Concepts  

Millennials are the generation born between 1981 to 1996 (Cambridge Dictionary s.a.a). They are 

also referred as the Generation Y.  

Employee engagement is about “investing oneself at work, being authentic in the job, and deliver-

ing one’s work performance with passion, persistence, enthusiasm, and energy” (Byrne 2022, 

chapter 1).  

Retention is “the percentage of employees remaining in the organization. High levels of retention 

are desired in most job groups.” (Phillips & Connel 2004, 2.) 

An employee value proposition (EVP) “is part of an employer's branding strategy that represents 

everything of value that the employer has to offer its employees” (SHRM s.a.).  
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Intrinsic motivation refers to “the doing of an activity for its inherent satisfaction rather than for 

some separable consequence. When intrinsically motivated, a person is moved to act for the fun or 

challenge entailed rather than because of external products, pressures, or rewards.” (Ryan & Deci 

2000, 56.) 

Extrinsic motivation “is a construct that pertains whenever an activity is done in order to attain 

some separable outcome. Extrinsic motivation thus contrasts with intrinsic motivation, which refers 

to doing an activity simply for the enjoyment of the activity itself, rather than its instrumental value. 

(Ryan & Deci 2000, 60.) 
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2 Engaging Millennials 

This chapter presents the theoretical part of this research. First a theoretical framework of engag-

ing Millennial employees is presented. Following more detailed explanation and different theories 

of employee engagement. Then following with the special characteristics of the Millennial genera-

tion, engagement strategies for Millennials are presented. With the help of the investigative ques-

tions the main theories and concepts are delimited to the topics presented in the figure below.  

 

Figure 1. Theoretical Framework.  

The theoretical framework illustrated in the figure 1 above presents the main concepts of the theo-

retical part of this thesis. It starts with defining employee engagement with different theories; 

Maslow’s hierarchy of need, Aon Hewitt’s employee engagement model and the JD-R model. After 

that special characteristic of the Millennial generation is investigated and presented. Based on the 

research and scope of the thesis, three main topics EVP, motivation and engagement strategies 

are then examined with the help of the investigative questions. These will give a good basis for the 

empirical part of the thesis.  

2.1 Defining Employee Engagement  

Employee engagement is defined in many ways so there is no one single valid definition for it. The 

concept was first introduced by William Kahn (1990, 692). He states that employee’s physical, cog-

nitive, and emotional contributions influence their experience but also their work. According to 
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Albrecht (2010, 4) one of the most popular definitions is by Schaufeli, describing engagement as “a 

positive fulfilling, work-related state of mind that is characterised by vigour, dedication, and absorp-

tion”.  

The purpose of employee engagement is clear. It benefits both the employee and the organization 

they are working at. Multiple positive connections have been found through studies between en-

gaged employees and organizational outcomes. Some examples of these include: 

− employee performance 

− profitability and productivity 

− employee commitment and retention 

− safety 

− service climate 

− customer loyalty 

(Albrecht 2010, 11; Markos 2010, 92.) 

2.2 Employee Engagement Theories  

As it is important to identify the benefits of employee engagement, especially for the management, 

it is crucial to understand the drivers and the barriers to it. Before that, more deeper understanding 

of the employee engagement is best explained with some theories and frameworks linked to it.  

Aon Hewitt’s Engagement Model focuses on the drivers of employee engagement. It empha-

sizes the employee experience and identifying the areas needing improving considering employee 

engagement. The purpose is for the employers to get the best picture of what their employees 

need and what are the areas that need more focus to improve business results.  
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Figure 2. Aon Hewitt’s Engagement Drivers Model (adapted from Aon Hewitt 2011, 7) 

Aon Hewitt’s model has 6 categories that all influence engagement as presented in figure 2. Qual-

ity of life includes physical work environment and work-life balance. In addition to policies and prac-

tices, company practices also cover performance management, brand alignment, company reputa-

tion, and diversity. Total rewards consist of pay, benefits, and recognition. Opportunities refer to 

career opportunities and training and development. People-category includes senior leadership 

and managers, but also colleagues, valuing people, and customers. (Aon Hewitt 2011, 7.) 

The Job Demands–Resources (JD-R) Model was first introduced in 2001 and have since devel-

oped to its current state. Originally the theory started from researching burnout, where different job 

demands and resources were linked to work environment and its impact on exhaustion.  

The essence of the theory is that how job and personal resources with job demands impact job 

performance (Tummers & Bakker 2021). In this theory all job characteristics are divided into two 

categories, job demands and resources. Resources has been divided further into job resources 

and personal resources as seen in the figure 3 below.  

Job demands include all the physical, psychological, social, or organizational aspects requiring ef-

fort, and thus come with a cost. These include for example work pressure and emotionally chal-

lenging customer encounters. Whereas job demands consist of aspects requiring effort, job re-

sources are all the functional aspects that are needed to succeed in the work. Job resources refer 

to autonomy, skill variety, feedback, and opportunities to grow, for example. (Bakker & Demerouti 

2017, 273).  
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Job demands and resources are followed by strain and motivation as shown in the figure 3. High 

motivation impacts job performance positively, whereas strain has a negative impact on perfor-

mance. High motivation leads to job crafting which then contribute to resources, increasing motiva-

tion even further. While Job strain could lead to self-undermining as well as poor resources. This 

could increase the feeling of higher job demands an aggravate the cycle.  

 

Figure 3. The Job Demands–Resources Model (adapted from Bakker & Demerouti 2017, 275) 

Even though this model is not made specifically for employee engagement, it is a valid tool to iden-

tify and assess all the aspects of job demands and resources. In this way it is possible to make 

needed changes considering motivation and strain to achieve a high level of engagement leading 

to high performance.  

Maslow’s Hierarchy of Needs is a motivation theory, but it is relevant to introduce at this chapter 

as it is widely used also in work-life settings and linked to employee engagement as well. The origi-

nal motivational theory, also referred to the hierarchy of needs consists of five elements that are 

needed to succeed in holistic motivational satisfaction of individuals; physiological needs, safety 

needs, belongingness and love needs, esteem needs, and self-actualization needs. (Maslow 

1987,15–22.) 

Physiological needs, as the name suggests, refer to all the basic human needs. These include wa-

ter and food. The second need in the hierarchy is safety, which includes security, stability, protec-

tion, and freedom from fear for example. The third need, belonging and love, meaning affection, 

friends, family, society and so on. The fourth need in the pyramid is esteem. That refers to self-re-

spect and desire for things such as competence, strength, confidence, recognition, status, 
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importance, and appreciation. The final need is self-actualization which means that people feel ful-

filled when they are utilizing their full potential doing what they love and is meaningful for them-

selves. (Maslow 1987, 15–22.)  

In figure 4 below the relation between motivational theory has been visualized to explain it in the 

work life context, leading to high employee engagement. Although, as mentioned before, Maslow’s 

hierarchy of needs is a motivational theory, it is easily applicable in the engagement context. Moti-

vation does not equal engagement, but these are highly intertwined. According to an estimate by 

Sale & Jones (2019, 17), motivation accounts for up to 70% of employee engagement. Motivation 

will be investigated in more detail later. 

 

Figure 4. Maslow’s Hierarchy of Needs in Relation to Engagement (adapted from Herrity 24 Octo-

ber 2022; Maslow 1987, 15–22) 

Going upwards in the pyramid in figure 4, starting with physiological needs. In work context this is 

usually linked simply to pay. The safety need could mean the same things at work as in Maslow’s 

theory explained above, but in addition to physical safety, it also refers to psychological safety. The 

feeling your job is secure and stable. The fear of layoffs or other cuts will reduce the sense of 

safety. Love and belonging in the workplace translate to social relationships. These include the 

feeling of belonging, social activities, and teamwork. To satisfy esteem needs, people need status, 

recognition, appreciation, which can be accomplished with things such as career development, 

growth, or achieving results. Self-actualization means that employees are trusted, encouraged, and 

empowered to achieve those things meaningful to themselves. (Herrity 24 October 2022; Maslow 

1987, 15–22.) 
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2.3 Barriers to Employee Engagement 

After looking into the drivers of employee engagement, it is also important to investigate the possi-

ble barriers to engagement. Sale & Jones (2019, 14–17) suggest that there are four main barriers 

to employee engagement. These barriers are lack of management involvement, shortage of re-

sources, egoistic managers, and the status quo.  

The lack of management involvement is an issue, because if the management is operating differ-

ently from the rest of the staff, it will be noticed. At that point there is no reason for employees to 

give any extra effort or commitment if they feel the management is not onboard with the engage-

ment practices. This also emphasizes the need for strategic implementation of employee engage-

ment, to be fully utilized in the whole organization, not just being an HR department’s responsibility. 

(Sale & Jones 2019, 14.) 

Another notable barrier is the shortage of resources, such as time, money, people, or knowledge. 

In many cases the typical no-answer is justified by lack of time, the right people, tight budgets and 

so on. One solution to this resource problem is to include employees in the process. Ask for their 

opinion and initiatives for solving the resource issue. This act of involvement alone could then lead 

to more engagement, which is the goal. (Sale & Jones 2019, 14–15.) The lack of resources is also 

a questionable justification, as “employee engagement is critical for, and an important element in, 

the success of organizations” (Al Mehrzi & Singh 2016, 831). More specifically, engagement af-

fects performance, productivity, and customer service (Al Mehrzi & Singh 2016, 833). 

The third barrier is the ego-driven people, especially the managers. Sale & Jones (2019,15) argue 

that it comes an issue when managers are too selfish and instead of committing and contributing to 

the common good for the organization, they are too focused to pursue their own interests. Simi-

larly, Al Mehrzi & Singh (2016, 833) state that leaders who provide too little appreciation, recogni-

tion, and feedback are promoting disengagement as these employees have less trust in manage-

ment.  

The last barrier to employee engagement is the status quo or inertia (Sale & Jones 2019, 17). This 

means that the mentality of the organization is that things are done in a way, and there is no point 

in changing that. This part has a direct link to organizational flexibility and decision making. An-

other clear indicator of the importance of organizational flexibility is that it is a requirement for suc-

cess (Carrasco, Angeles & Marroquin-Tovar 2016, 565).  
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2.4 The Millennial Generation 

For this context it is important to understand the generational terms and benchmarks before going 

further with the special characteristics of Millennials. 

The table 2 below illustrates the generations and the main event affecting the form of them.  

Table 2. Generational Breakdown (adapted from Ubl, Walden & Arbit 2017, chapter 1) 

Generation Birth years* Benchmark 

Baby Boomers 1946–1964 TV started coming into homes 

Generation X 1965–1979  Grew up during the cable TV 

Millennials (Gen Y) 1980–1995  Saw the internet coming social 

for the first time 

Generation Z 1996–2010  Grew up with Wi-Fi and 

smartphones  

* Exact birth years vary according to different sources.  

Baby boomers refer to the generation born between 1946–1964, the same year when the televi-

sion started to become more common in households. Generation X (born between 1965–1979) 

grew up during the beginning of cable TV. Millennials (born between 1980–1995) grew up when 

the internet become social. Generation Z (born between 1996–2010) grew up on smartphones 

and Wi-Fi.  

The Millennials are a large demographic, and, in some countries, they have already become the 

largest generation surpassing baby boomers. In 2020, Millennials in the UK hold the first place with 

population of around 14.26 million, as baby boomers came second with the population of approxi-

mately 14.14 million people (Office for National Statistics UK 2021). Respectively in 2020 there 

were around 72.26 million Millennials in the US, making it the largest generation, where as baby 

boomers came in second with the population of about 70.68 people (US Census Bureau 2021). In 

India, Millennials make up more than 50 percent of the country's workforce (Malloy 2018, 29).  

There are seven specific characteristics of Millennials introduced by Wilson & Gerber (2008, 30–

32); special, sheltered, confident, team-oriented, achieving, pressured, and conventional.  
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Special and sheltered refer to the upbringing and childhood of Millennials, as they were wanted, 

cared for, celebrated, and they received more attention as children compared to older generations 

(Wilson & Gerber 2008, 30–31). Similarly, Tulgan (2016, 5–8) argues that Millennials are confident 

and self-possessed due to them being an “over-supervised generation”. Their self-esteem and vali-

dation were common concerns in their childhood. Their team-orientation also trace back to their 

childhood, when group work and egalitarianism became more widespread (Wilson & Gerber 2008, 

31).  

Millennials are an achieving generation that is driven by external motivators (Wilson & Gerber 

2008, 31). In support of this view, Millennials value gaining status and money more than boomers 

(but still less that gen X) and compared to generation X they are more likely wanting to become 

leaders (Ng & al. 2012, 8). As Millennials are ambitious and achieving, they are also pressured as 

they strive to develop rapidly in their careers. This contributes to increased stress, anxiety, and de-

pression (Wilson & Gerber 2008, 31–32; Ng & al. 2012, 11). Conventionality in relation to family is 

a common feature among Millennials. They value their parents and siblings and more likely live 

near relatives than gen Xers (Wilson & Gerber 2008, 32; Ng & al. 2012, 8).  

PwC (2011) conducted a survey of over 4 000 Millennials across 75 countries. The report of the 

survey highlights few features, attitude, and expectations of the generation.  

(Dis)loyalty – Millennials can be loyal but only if they gain something of it as well. Majority (54%) 

of the respondents answered that they expect to have 2 to 5 employers in their careers whereas 

quarter answered six or more. (PwC 2011.) 

Work-life balance – 95 percent of the respondents state that work-life balance is important to 

them. Personal learning and development were the first choice of benefit from their employer fol-

lowed by flexibility. Cash bonuses came third. (PwC 2011.) 

Career development – Millennials are ambitious and want to proceed in their careers quickly. 56 

percent of the respondents say that with their current employer they could proceed to the top level. 

Over competitive salary (44%), 52 percent answered that career progression was the most im-

portant aspect in employers’ attractiveness. (PwC 2011.) 

Leadership – Millennials prefer a mentor or a coach helping with their personal career develop-

ment. They value recognition and encouragement, but also clear goals and regular feedback. 

(PwC 2011.) 
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Employer brand – Millennials value good employer brand and responsibility. 88 percent of the re-

spondents said they look for employers with CSR values equivalent to their own values. 86 percent 

would think about quitting if the values would not align with what was excepted. (PwC 2011.) 

2.5 Employer Value Proposition  

Although the focus in this thesis is not employer branding, it is still relevant to investigate the em-

ployer value proposition (EVP) as a theoretical framework to identify the aspects Millennials value. 

Employer brand is an “approach to recruitment and retention that involves internally and externally 

promoting a clear view of what makes an organization uniquely attractive as an employer” (Kep-

peler & Papenfuß 2022). This can be reached by utilizing the EVP framework.  

As defined in the kay concepts, EVP “is part of an employer's branding strategy that represents 

everything of value that the employer has to offer its employees” (SHRM s.a.). So, it is tightly linked 

to employer brand because it is also perceived as part of a recruiting strategy and how to “sell” the 

job and the employer to the employee. It is also important to acknowledge, that EVP not only exter-

nal strategy to recruit the best talent, but also to engage and retain them. It also plays a huge role 

in competitiveness when properly used.  

Following Maslow’s hierarchy of needs, Mercer (2018) has created a modified version of it to illus-

trate the desired EVP. According to Maslow’s theory (1987, 17–18), once the basic, physiological 

need are satisfied, a higher need in the hierarchy emerges. As long as the lowest need remains 

unsatisfied, it is dominant. If you are hungry and cold your priority is to find food and shelter before 

you seek for love or friendship. Following Maslow’s theory, the same applies in work life. Even 

though all the areas in EVP needs to be considered for it to be effective, the basic needs must be 

met first before moving into more meaningful and fulfilling aspects and engagement.  
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Figure 5. Employer Value Proposition (adapted from Mercer 2018) 

The figure 5 above illustrates the hierarchy of employer value proposition. On the left side there are 

the stages of competitiveness regarding the employer brand, and on the right, there are the three 

main categories of the EVP.   

Employees’ basic needs are met with the contractual category, including compensation and bene-

fits. These alone could be quite competitive, but not enough on their own. The second category of 

the EVP hierarchy are the experiential needs including careers and well-being. This stage allows 

the employer to be differentiated from the competitors. The final stage is emotional meaning offer-

ing and allowing the employees to find purpose. In that stage the fulfilment allows to communicate 

the uniqueness of the employer to stand out from the others. (Mercer 2018.) 

To cover the EVP more thoroughly and why it is meaningful in regards of employee engagement. 

Firstly, a successful EVP contributes to attracting talent, employee engagement and retention. The 

EVP should include the reasons why employees would want to commit to a particular organization. 

(Bussin 2018, 93.) Above is presented a model of EVP framework, but there are more than one, as 

is surely to be expected.  

Similarly, to the previous framework, Lamoureux presents five key elements of the EVP. These are 

remuneration, such as salary and incentives which refers to the compensation in the figure 5. 

Benefits include healthcare, insurance, and recognition programmes. Affiliation refers to work en-

vironment, transparency, trust, and organizational commitment and career includes training, job 

security, personal growth and development, and opportunities for advancement. These two can 

well be interpreted as belonging to the middle of the pyramid in the figure 5. The final element of 
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the EVP according to Lamoreux is work content. This could also be placed in the figure above, 

meaning the same as purpose, as it includes meaningfulness, autonomy, challenge, and variety. 

(Bussin 2018, 94.) 

There are few specific things especially Millennials want in regards of EVP. Roula Amire from 

Great Place to Work suggests that Millennials want purpose, clear expectations from management, 

fairness, and work-life balance (Amire 18 July 2022). According to a survey by Deloitte (2022) the 

top three reasons Millennials chose a new job were good work-life balance, learning and develop-

ment opportunities, and high salary or other financial benefits.  

2.6 Motivation Theory 

Perhaps the most known motivational theory is Maslow’s motivational theory, the hierarchy of 

needs which was presented earlier in the context of engagement theories. This is a good example 

on the multidimensionality of the theory, as it can be interpreted from several angles.  

In recap, the theory was illustrated with a pyramid, as it is a hierarchy of five categories of needs. 

The essence of Maslow’s theory is that the first need must be satisfied before the second one 

emerges, starting from the bottom of the pyramid. At work the first need would be things such as 

pay and for example the certainty that you will keep your job. After those needs are satisfied, next 

need in the hierarchy emerges.  

Another motivational theory which is very well-known and suitable in the working life is Herzberg's 

(Two Factor) Motivation-Hygiene Theory. Herzberg focused his research on job satisfaction and 

motivation in the workplace (Kurt 17 October 2022). The theory consists of two factors, Motivators 

and Hygiene factors. Motivators are intrinsic factors which increase job satisfaction, whereas hy-

giene factors are extrinsic, which, according to this theory, will not increase job satisfaction, but will 

prevent dissatisfaction (Osemeke & Adegboyega 2017, 167).  
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Figure 6. Herzberg’s Motivation-Hygiene Theory (adapted from Kurt 17 October 2022) 

Herzberg’s theory proposed that the two factors are not dependent of each other. As stated, “Ex-

trinsic factors only permit employees willingness to work while intrinsic factors will decide their 

quality of work” (Osemeke & Adegboyega 2017, 167).  

The figure 6 above presents the two factors and examples of them. Hygiene factors i.e., extrinsic 

factors include pay, status, security, working conditions, fringe benefits, policies and admin prac-

tices, and interpersonal relationships (Kurt 17 October 2022). The theory suggests that the lack of 

these factors can lead to job dissatisfaction of employees. However, meeting all the hygiene needs 

will not guarantee job satisfaction or higher motivation, but additionally motivators are needed for 

better satisfaction, performance, and productivity (Osemeke & Adegboyega 2017, 167). Motivators 

i.e., intrinsic factors include meaningful and challenging work, recognition for accomplishments, 

feeling of achievement, increased responsibility, opportunities for growth and the job itself. (Kurt 17 

October 2022).  

Herzberg’s and Maslow’s theories are different, but they also have many similarities. They differ in 

the hierarchy and the relation between each factor. Maslow (1987, 15–22) suggest that the needs 

must be satisfied in order according to the hierarchy, because only once the bottom need has been 

met, the next emerges. Herzberg’s theory on the other hand suggests that “the intrinsic and extrin-

sic factors are independent towards each other “(Osemeke & Adegboyega 2017, 167).  

The similarities in these theories are that the intrinsic motivators are the drivers towards employee 

engagement. In Maslow’s (1987, 15–22) hierarchy in the bottom there are pay, safety, and social 
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relations. Accordingly in Herzberg’s theory, the extrinsic motivators include pay, security, interper-

sonal relationships, and so on (Osemeke & Adegboyega 2017, 167). These are important and 

needed for avoiding dissatisfaction. But when the goal is to improve satisfaction, performance, and 

engagement, development opportunities, empowerment, recognition, meaningful and challenging 

work is needed.  

To achieve the motivating factors, such as increased responsibility, recognition for accomplish-

ments, growth opportunities and so on, an appropriate management style is essential. When it 

comes to leadership, Millennials prefer coaching or mentorships over rigid hierarchies (PwC 2011). 

They value autonomy, rewarding based on results, not working hours, and teamwork over struc-

tured hierarchies. (PwC 2011). 

In his article, Terence Malloy suggests five tips for managing Millennials. The first tip is to ask and 

observe what motivates them. This highlights the importance of differences between individuals 

and not making assumptions. The second one is creating a good working environment linked to 

their immersion with technology. Millennials need technology to be efficient and prefer their work-

space to be more relaxed. Third tip is to create more personal relationships with them for example 

through mentoring. Promoting strong work ethic is the fourth tip in managing Millennials. Millennials 

tend to measure work ethic by impact or the result not so much on the time spent. This encourages 

managers not to only communicate expectations clearly, but also to demonstrate them. The final 

tip for managers is to increase the use of new technologies and social channels and letting the Mil-

lennials utilize them to the best of their ability. (Malloy 2018, 30–31.) 

2.7 Engagement Strategies for Millennials 

Considering the special characteristics of Millennials there are some strategies that organizations 

can use to engage their Millennial employees. 

Jan Ferri-Reed have suggested five strategies to increase Millennials’ engagement. The first part is 

to offer comprehensive onboarding. It allows the employees to get the “big picture” of the com-

pany, and what is the role of their job in that. A comprehensive onboarding includes introduction to 

the history, culture, products, and mission of the company. In addition, socialization opportunities, 

using mentors, presentations, and learning and development opportunities are parts of successful 

onboarding. (Ferri-Reed 2010, 32.) 

The second part is similar to Malloy’s suggestion of good working environment with more relaxed 

space. Ferri-Reed argues that “cool” workplace contributes to engagement. Millennials seek for 

dynamic, interesting, challenging, and fun workplace with open workspaces, technology, flexibility, 

and socialization opportunities. (Ferri-Reed 2010, 32.) 
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Challenging the Millennials is the third management strategy. This is tied to their expectations of 

receiving recognition. Success in special assignments and projects will allow for genuine praise 

and a sense of achievement. (Ferri-Reed 2010, 32.) 

The fourth strategy is re-framing coaching. This refers to Millennials’ challenges to receive con-

structive feedback. They are accustomed to receiving praise, so defensive responses may occur 

with constructive feedback. This requires involving them in the problem solving, balance construc-

tive and positive feedback, and follow up their corrected behaviour. (Ferri-Reed 2010, 32–33.) 

The fifth and final strategy is to plan a career path. As Millennials want to move up the ladder 

quicky, presenting the steps needed to get in the top will be an essential tool to engage them. 

(Ferri-Reed 2010, 33.) 

Addressing quite similar strategies, there are ten engagement strategies proposed by Holmberg-

Wright, Hribar & Tsegai (2017, 16–21), including (1) mission and vision, (2) learning, (3) communi-

cation, (4) teamwork, (5) diversity, (6) feedback, (7) flexibility, (8) leadership, (9) ethics, and (10) 

work-life balance.  

Mission and vision of the company are important to Millennials, and it is essential that they are 

clearly expressed, and the members of the organization are working towards them. This is linked to 

Millennials’ desire to have a purpose and make a difference in the world. Once the mission and vi-

sion are clearly expressed, they will find purpose on what they are doing, and could find creative 

solutions to reach there. (Holmberg-Wright & al. 2017, 16.) 

Learning and personal growth will keep Millennials interested in their jobs. Job sharing, cross 

training, and other development possibilities work well. Perhaps a little surprisingly the tech-savvy 

generation value interaction with others, so face-to-face training and events could be recom-

mended alongside e-learning. (Holmberg-Wright & al. 2017, 16.) 

Communication helps understand Millennials and makes them feel heard. They also value hon-

esty and integrity in which communication is the key. What is important is that the communication 

cannot be a one-way street from top to bottom, as Millennials want to form relationships to manag-

ers. In addition to personal, face-to-face interactions, chat, or text offer quicker response and could 

help with effective relationship building. (Holmberg-Wright & al. 2017, 16–17.) 

Teamwork is something Millennials have been used to and will expect from work as well. As much 

as they want to build relationships with managers, they also want to connect with their co-workers. 

Millennials are taught to recognize others’ contributions and believe that collaborative work leads to 

success. (Holmberg-Wright & al. 2017, 17–18.) 
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Diversity in workplace and teams is expected by Millennials. They think that diverse representa-

tion will result in different viewpoints and solutions and thus be a strength for the team and organi-

zation. They perceive diversity as something more than just race or gender. They also think of di-

versity on terms of different experiences, backgrounds, and perspective. These aspects give mil-

lennials the opportunity to learn as they work in diverse environments with different viewpoints. 

(Holmberg-Wright & al. 2017, 18.) 

Feedback is extremely important to Millennials. They want instant feedback about their perfor-

mance and will not settle only for annual reviews. Linked to the communication mentioned above, 

they want ongoing conversations, and preferably on how to do better, with a focus on their 

strengths. Constant feedback will allow them to learn and develop and instant feedback will be re-

ceived when working in teams. (Holmberg-Wright & al. 2017, 18–19.) 

Flexibility in its different forms is becoming more normal and of course is also expected by Millen-

nials. Especially in decision making, when Millennials are allowed to take risks and make their own 

decisions, their innovativeness and motivation increases resulting in higher engagement. 

(Holmberg-Wright & al. 2017, 19.) 

Leadership styles that Millennials prefer are mentoring and coaching. As mentioned also in the 

communication part, Millennials want to have a good relationship and communication with their 

managers. They want to be encouraged and trusted. (Holmberg-Wright & al. 2017, 20.) 

Ethics is something that organizations need to consider more than before. Millennials are inter-

ested in sustainability and social responsibility. Millennials want to work in a company with shared 

values, and some feel that the success should be measured by larger purpose than just profits. 

(Holmberg-Wright & al. 2017, 20.) 

Work-life balance is crucial as Millennials do not want to spend all their time at work. 40-hour 

week is more than enough for them. They also want their performance to be measured by more 

than just hours worked and prefer looking at the outcomes more than hours spent. (Holmberg-

Wright & al. 2017, 21.) 

From the perspective of this research focusing on the customer service roles in retail, there are few 

strategies that can be highlighted for further research to find out if they do have significant impact 

on employee engagement. These strategies include career opportunities, regular feedback, team-

work, and flexibility, which are most relevant regarding this research.  
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3 Research Methods  

This chapter presents the research methods used in the thesis. In the first subchapter the research 

design is introduced with the research questions. The second subchapter covers the methods used 

in the research. Following third and fourth subchapters that explains how the data is collected and 

how to assure the reliability and validity of the research. Finally, data analysis of the research will 

be discussed.   

3.1 Research Design 

In this thesis the author conducted personal in-depth interviews of Millennial employees who are 

working face-to-face with customers. The figure 7 below presents the research design of the empir-

ical part of this thesis. The research has only one phase and with the planned design the author 

was able to collect the required data to answer the investigative questions. The phase illustrated in 

figure 7 consists of the Millennial respondents participating in the in-depth semi-structured inter-

views (data collection), to collect primary data. Following analysing the data with chosen method to 

finally answer the three investigative questions.  

 

Figure 7. Research design.  

The purpose for this research was to answer to the following investigative questions: 

IQ 1. What are the attributes that Millennials value the most when they evaluate their current or 

prospective employers? 

IQ 2. What are the most essential motivation factors for Millennials? 

IQ 3. What strategies do Millennials find useful in engaging them? 

3.2 Research Methods 

Usually, when conducting business research, either quantitative research, qualitative research, or 

a combination of those, called mixed methods research is being used (Saunders, Lewis & Thornhill 
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2016, 164). Qualitative research focuses on meanings and the relationships between them, so it 

has an emphasis on words, not numerical data. (Bryman & Bell 2015, 392; Saunders & al. 2016, 

168). 

Qualitative research was used in this thesis. This is an exploratory theory-driven research as exist-

ing theories and concepts were used. The qualitative method works well with the topic since the 

purpose is to investigate how to engage Millennials. Qualitative research is applied when the goal 

is to gain understanding and meaning of a topic or a phenomenon. Qualitative research provides 

more subjective but also more in depth analyse as compared to quantitative research methods. 

(DJS Research s.a.) 

The possible risks involved in this research was that with semi-structured interviews, comparing 

the results might be difficult as the interview does not follow a certain structure strictly, but is more 

flexible (QuestionPro s.a.). Some concerns about qualitative research are that it could be too sub-

jective, it is difficult to replicate, the findings could not be generalized and the difficulties to indicate 

transparency (Bryman & Bell 2015, 413–414).  

3.3 Data Collection 

The data was collected from in-depth semi-structured interviews with Millennials. The respondent 

pool consisted of Millennials working in (face-to-face) customer service in Helsinki within retail. Us-

ing semi-structured interviews, the author had created an interview framework with themes and 

questions for the participants. In this research a purposive sampling was used. Purpose sampling 

is used when the purpose is not to sample participants randomly. The purpose is to sample partici-

pants who are relevant to the research. (Bryman & Bell 2015, 430–433.) 

Minimum sample size in non-probability sampling is 5 to 25 participants, when semi-structured in-

terviews are conducted (Saunders & al. 2016, 297). In this research the goal was to get ten re-

spondents, and the minimum number to get enough data was 5. The author asked 10 people to 

participate and in the end 9 interviews were held.  

The interviewees were invited to participate by sending them an email or another kind of message 

or calling them. Own connections such as current of previous co-workers, other students, and ac-

quaintances were used. The criteria to participate in the interviews was that the interviewee must 

be born between 1981 and 1996, and to be working in face-to-face customer service job in Hel-

sinki.  

The interviews were held one to one either face-to-face, or via Teams-meeting. Before starting the 

recording, the interviewer introduced the topic and the purpose of the interview for the interviewees 



23 

 
and asked for permission to record the interviews. Privacy was also ensured, and they were told 

that all responses would be reported anonymously, and that no individual respondent or their em-

ployers could be identified. 

The interviews were recorded, and the interviewer also took notes during the interviews. The inter-

viewer followed the framework made for the semi-structured interviews, but asked additional ques-

tions, if it was relevant for the study. After the interview all the recordings were transcribed, and the 

data was then categorised for the analysis part.  

3.4 Reliability and Validity  

Reliability and validity in this qualitative research are ensured by assessing those both externally 

and internally. External reliability refers to the replicability of a research and external validity re-

flects how well the results can be generalized. Internal reliability means the researchers’ agree-

ment on their observations and the internal validity reflects the connection between the research-

ers’ observations and the generated theory. (Bryman & Bell 2015, 400.) 

As some of the reliability and validity issues were already arisen by the nature of the qualitative re-

search, they usually are not applicable in the same way as in quantitative research. That is why al-

ternative criteria, trustworthiness, and authenticity, have been used for assessing qualitative re-

search. (Bryman & Bell 2015, 399–400.)  

3.5 Data Analysis 

To be able to present the results, the data was analysed after the interviews. This research used a 

deductive approach in data analysis. In deductive approach the researcher will use already existing 

theory as a basis for the process. This allows exploring theories and applying theoretical frame-

works to form the research question from there. (Saunders & al. 2016, 569–570.)  

After the interview recordings had been transcribed, the author started to go through the data by 

one theme and question at a time. A thematic analysis was used at this stage. Some benefits of 

using thematic analysis are that it is allows flexible, systematic, and accessible approach. This is 

applicable both in bigger sets of data, but also smaller ones offering rich explanations. (Saunders & 

al. 2016, 579.) 
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4 Data and Results 

This chapter presents the data collected and the results. The data was collected from younger Mil-

lennials working in customer service jobs in Helsinki. All the respondents have specific experience 

in retail, and their ages were between 26- and 30-year-olds which further delimited the sample 

size. The results will be presented with direct quotations from the respondents to get their voice 

heard, more specifically to find out their needs, expectations, and motivation. In addition, state-

ments based on the results by the author will be presented. Total of nine personal in-depth inter-

views were conducted which was enough data for this research. After the nineth interview some 

aspects emerged clearly to allow interpretations to be made.  

In this chapter the results will be presented theme by theme by subchapters. First the expectations 

and values will be presented, following their needs and motivation.  

4.1 Expectations and Values of Millennials 

The respondents were asked to name 3 attributes they value most in an employer. Different attrib-

utes were mentioned, including training opportunities, job rotation opportunities, flexibility, pays 

well, fairness, honesty, benefits, approachable, appreciation, listening, values, and transparency. 

The figure 8 below presents the top 5 attributes, that were named more than once.  

 

Figure 8. Top 5 attributes valued in an employer 

Flexibility was the most named attribute the respondents answered. In second they want fairness, 

and in third came honesty and listening. In fourth place was good pay. 
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There were also some similarities when asked what kind of flexibility they expect from their em-

ployer. One interviewee said: “I try to be as flexible as I can, so when I ask for a day off, it really is 

important to me, and I expect that my employer does what they can to make those wishes hap-

pen”. Another respondent also values flexibility in their shifts and their way of performing tasks: “I 

appreciate if my wishes are heard when it comes to vacation days and shifts. I also would like to 

have “free hands” in doing the tasks and not follow a specific way of doing things if my own meth-

ods work better for me.” Also, a few respondents mentioned the daycare situation, but their opin-

ions were slightly different. Regarding the shifts, both said that they appreciate that they don’t have 

to do evening shifts. But the other one thinks that the employer should adjust to the opening hours 

of the daycare and offer shift that works with that. The other one thinks that the daycare should be 

the flexible party: “The employer cannot influence the opening hours of the daycare, so if my work-

ing hours require it, I have to find a different daycare for my child with extended opening hours.” 

As to what they like most about the company they are working at currently, almost everyone men-

tioned their team or coworkers among other things. The answers also included the job itself, help-

ing people, relaxed atmosphere, job is not that hectic or busy, versatility, good benefits, and the 

company values. These answers gave a good look into their personal values along with the valued 

employees’ attributes listed above.  

When it comes to teamwork the results show that teamwork itself is not that essential. But when 

Millennials do work in teams or with others, the team spirit, atmosphere and getting along is im-

portant. The respondents were asked if they prefer working alone, in pairs or in teams, and no one 

said that they want to work in teams specifically, but versatility was highlighted. “Preferably alone, 

but it's nice to have a balance so you can also work in a team or with someone. Variety is nice”, 

said one respondent. Many of the respondents mentioned that their focus is better alone but like to 

work in pairs. One said: “In different ways. Mainly in pairs, but when I'm alone I focus better.” An-

other interviewee replied: “Depends on the task. Alone if I need to think so that I can focus better 

as the other one won't make their own suggestions. But it is nice to work with a coworker and gos-

sip at the same time”.  

As stated before, teamwork on its own it is not essential, but good social relationships at work are. 

The interviewees were asked how important social relationships at work are to them. “Very im-

portant. It influences job satisfaction and when you spend half of your life at work it is so im-

portant”, said one responded. Another one replied: “Very. I cannot tolerate toxic environment and I 

would leave if that was the case.” Also sharing things with coworkers was mentioned multiple 

times.  
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To be more specific, almost all the respondents did not find it necessary to find close friends to 

hang out with outside the work, but for a few of them it would be a nice bonus. “I don’t expect us to 

be close friends and hang out outside of work, but to have a good team is important. I like to share 

things with my coworkers, and I love recreational activities”, said one interviewee. “It's enough to 

get along at work but I hope that some colleagues would also become friends”, another one said.  

They were also asked if they would take a job with a bad work culture but a higher salary, or a 

lower salary with an ideal work culture. Every one of the respondents would choose an ideal work 

culture over higher salary. “Lower salary. Because it is important to get along well and that every-

one is treated well”. “The latter. Since you spend most of your waking hours at work, it would be 

sad if it affected the rest of your life." 

Some speculation did arise from one respondent as to how big the differences in pay and work cul-

ture would be: “I would choose an ideal work culture with lower pay. But it depends how big the dif-

ferences would be. If I got like €10,000 a month I would tolerate even a toxic culture, but of course 

that is not realistic”.  

Similarly, they were asked to choose between a higher salary, but no career opportunities and 

meaningful challenges and a lower salary, but good career opportunities and meaningful chal-

lenges. This divided the opinions approximately in half. As shown in figure 9, five respondents 

would choose a lower salary. This indicates that good work culture is extremely important to Millen-

nials, and all the respondents would choose less pay than to compromise on the work culture. 

Whereas good career opportunities and good pay have more divided opinions of which one is 

more important than the other.  

  

Figure 9. The importance of higher or lower pay in relation to other factors 
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Finally, regarding the expectations and values of Millennials they were asked some questions to 

explain what attracts them personally to a prospective employer so much that they would switch 

employers. Here are some thoughts of the respondents “Good team would make me consider 

switching employers, also if I got more salary”, “More money and easier job and also better bene-

fits as current benefits are really good”, “more interesting tasks but then I would need to know that 

they have a good team also, and the culture is good and aligned with my values”. Based on the 

discussions better salaries came up frequently in the discussions, but at the same time they would 

not want to compromise on other aspects, such as good work culture or benefits.  

4.2 Motivational Needs of Millennials  

The interviewees were asked what motivates them to go to work every day. All except for one in-

cluded money to their answer. But no one answered money alone, so there were other motivators 

as well. Interesting and meaningful jobs, coworkers and good environment, clear structure to the 

day, helping people, and feeling of accomplishment were also mentioned. In addition to money 

helping people or meaningfulness and having a structure to the day were most often mentioned.  

Because of the money being mentioned most often regarding the motivation to go to work, it was 

interesting to see that when given different options, the money was the least important factor. Us-

ing the modified version of Maslow’s hierarchy of needs in the theory part, the interviewees were 

asked to rank the given needs in order of importance. The needs were pay, secure job, good 

team/co-workers, career development opportunities, and meaningful job. All but one of the re-

spondents ranked the meaningful job as most important and the one who did not, ranked it the sec-

ond most important. It was by far the most unanimous answer. Considering all the answers, the 

overall ranking for the needs form most important to least goes as follows: 

1. Meaningful job 

2. Team/Co-workers 

3. Secure job 

4. Pay 

5. Career development 

When asked what would increase their motivation, again, most common answer included money, 

but other factors were mentioned as well: “Overall to see the work you have done for example 

when the shelfs are filled and the store is neat”, “More money would motivate even though I'm 

quite happy with it now, and also to have the workplace closer to home”. One person feels that the 

employer could not do anything to motivate them more: “To increase… I can't think of anything. I 

have kind of intrinsic motivation, so if I feel I'm not doing something meaningful and reaching my 

full potential there's nothing my employer can do about it.” The same respondent admits that a pay 

rise would give a temporary boost but would not work in the long run. Based on the discussions 
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and some of the contradictory results in the importance of pay the interpretation is that it is quite 

difficult to name something that would motivate you if you have not thought about it a lot. Two of 

the respondents brought up the current world situation and the increasing inflation worrying them. 

So, it might also be linked to the ongoing inflation that money brings security and that is something 

people need at this time.  

For the respondents it was easier to name things that would decrease their motivation. Bad envi-

ronment or coworkers, not being able to affect work shifts, lower pay, lack of appreciation, not lis-

tening, injustice, inflexibility, bad leadership, incompetence, and bad communication from manage-

ment are decreasing factors.  

Feedback was one thing that arose as important for Millennials in the theory part, but with the re-

sults from the interviews the role of feedback played quite a small role. This is clearly a special 

characteristic in the retail industry because the nature of the job does not require that much guid-

ance. But in line with the theory, positive feedback was something that the respondents would 

want.  

A respondent said: “I don't expect that much feedback because in this job you don't get it that 

much, and if you do it mostly bad. Of course, then you could develop but mostly it is discouraging 

and not motivating”. “If you screwed up really bad then it's OK to get negative but in a way that it's 

not shaming”, was stated by another respondent. “Getting feedback during onboarding is im-

portant, but after that it's more important to ask how you are, and how things have gone. Yearly ap-

praisals are enough for me but of course if something has been done really well then, it's nice to 

hear earlier”.  
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5 Conclusions 

This chapter covers the main findings and discussion of the results. First presenting the conclu-

sions of the main findings regarding the research question “What are the motivations, needs, and 

expectations of Millennials from current and prospective employers?”, with the help of each investi-

gative question reflecting them to the theory covered. Then presenting some recommendations 

and discussing the reliability and validity of this research. Finally, the recommendation for further 

research and the reflection of the authors personal learning will be discussed.  

5.1 Employer Attributes Valued by Millennials  

The first investigative question was “What are the attributes that Millennials value the most when 

they evaluate their current or prospective employers?”. This question was investigated in the chap-

ter 2.6 using the EVP framework. Lamoureux presents five key elements of the EVP. These are 

remuneration, such as salary and incentives, benefits include healthcare, insurance, and recogni-

tion programmes, affiliation referring to work environment, transparency, trust, and organizational 

commitment, and career including training, job security, personal growth and development, and op-

portunities for advancement, and work content, meaning the same as purpose, as it includes 

meaningfulness, autonomy, challenge, and variety. (Bussin 2018, 94.) 

It was suggested that especially Millennials want purpose, clear expectations from management, 

fairness, and work-life balance (Amire 18 July 2022). Based on the findings Millennials top 5 rated 

attributes they value in an employer were flexibility, fairness, honesty, listening, and they pay 

enough. Based on this fairness is clearly something they expect in an employer, both in current 

and prospective. 

Purpose is something that the findings also strongly support. When asked what they like most in 

their current employer, there were a few main findings that were discussed the most: doing the job 

itself or helping people and their teams/co-workers. So, Millennials do want purpose in their life by 

doing something that is meaningful for them. Especially their co-corkers are important to them. And 

this does not mean that they specifically want to work in teams, as they rather have some variation, 

and are pleased to work alone when the job requires a lot of focusing. But when they do spend 

time and work with their colleagues, they need to get along, because they will not tolerate a toxic 

culture and would rather choose a lower pay than a bad work culture.  

Remuneration is also supported with these findings, especially when considering a prospective 

employer. Most commonly more money would be something to make the Millennials consider 
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switching an employer, but also a good team and interesting/meaningful tasks were popular an-

swers.  

5.2 Essential Motivating Factors for Millennials 

The second investigative question was “What are the most essential motivation factors for Millenni-

als? In chapter 2.6 Herzberg’s Motivation-Hygiene Theory was introduced. It includes two factors 

and examples of them. Hygiene factors i.e., extrinsic factors include pay, status, security, working 

conditions, fringe benefits, policies and admin practices, and interpersonal relationships (Kurt 17 

October 2022). The theory suggests that the lack of these factors can lead to job dissatisfaction of 

employees. However, meeting all the hygiene needs will not guarantee job satisfaction or higher 

motivation, but additionally motivators are needed for better satisfaction, performance, and produc-

tivity (Osemeke & Adegboyega 2017, 167). Motivators i.e., intrinsic factors include meaningful and 

challenging work, recognition for accomplishments, feeling of achievement, increased responsibil-

ity, opportunities for growth and the job itself. (Kurt 17 October 2022). 

When the respondents were given the opportunity to tell what motivates them, the most common 

answer was money. But none of them answered it alone, and there were other common motivators 

as well. Meaningfulness, helping people, the job, feeling of accomplishment, and good environ-

ment. The intrinsic factors (meaningfulness, the job, feeling of accomplishment) could be difficult 

for the employer to influence if the employee is “in the wrong job”. The most important extrinsic fac-

tors for Millennials include money, good environment, and relationships.  

In chapter 2.2 Maslow’s hierarchy of needs described the motivational needs of employees in a 

workplace. The idea of the theory was that only once the lowest need in the hierarchy is satisfied 

the next one emerges. Following the hierarchy, the priority should be pay, following by secure job, 

social relations, career development and empowerment. (Herrity 24 October 2022; Maslow 1987, 

15–22.) However, when asked to put these needs in order of importance the results did not follow 

the same structure, indicating that the needs in the hierarchy could emerge in whatever order, de-

pending on the person. With the findings from the interviews the order was from most important to 

least: meaningful job, team/co-workers, secure job, pay, and career development.  

5.3 Useful Engagement Strategies for Millennials 

The third and final investigative question was “What strategies do Millennials find useful in engag-

ing them? In chapter 2.7 some useful engagement strategies for Millennials were studied. Based 

on the research there were a few strategies highlighted for further research to find out if they do 

have significant impact on Millennials. These strategies include career opportunities, regular feed-

back, teamwork, and flexibility.  
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It was stated that Millennials want to move up the ladder quicky, so presenting the steps needed to 

get in the top will be an essential tool to engage them. (Ferri-Reed 2010, 33.) Based on this re-

search the career opportunities did not play such a big role for people working in the retail jobs. It 

did compete with higher salary, but all in all the results indicate that even with offering great career 

opportunities, it would not be enough to engage or retain them if foe example better work culture 

could be found somewhere else.  

Regular feedback was the other strategy that was highlighted as important for Millennials. In the 

theory, it was stated that Millennials want instant feedback about their performance and will not 

settle only for annual reviews. They want ongoing conversations, and preferably on how to do bet-

ter, with a focus on their strengths. Constant feedback will allow them to learn and develop. 

(Holmberg-Wright & al. 2017, 18–19.) The findings did not support this statement in full. The inter-

viewees did prefer positive feedback but mostly they said they do not need it constantly. They were 

happy with annual reviews, but mainly getting a “good job” would be satisfying for them. This might 

have to do with the special nature of work they are doing. When in customer service in retail, there 

are not that many things you need guidance in. The need for frequent feedback arises only in the 

onboarding phase.  

In chapter 2.7. flexibility was presented as an important engagement strategy. It was said that flexi-

bility, especially in decision making, when Millennials are allowed to take risks and make their own 

decisions, their innovativeness and motivation increases resulting in higher engagement. 

(Holmberg-Wright & al. 2017, 19.) As presented in the results, flexibility was the most named attrib-

ute that Millennials value in their employer. Supporting the theory, the Millennials interviewed want 

to have flexibility in their way of doing tasks, but also with their shifts and vacation times.  

The chapter 2.7. also presented teamwork as something Millennials have been used to and will ex-

pect from work as well. As much as they want to build relationships with managers, they also want 

to connect with their co-workers. Millennials are taught to recognize others’ contributions and be-

lieve that collaborative work leads to success. (Holmberg-Wright & al. 2017, 17–18.) This was visi-

ble also in the results, that Millennials do want to connect with their team, but working as a team is 

not that critical for them.  

Finally, an important engagement strategy that was highlighted during the interviews was listening. 

Millennials want to be heard and often they also do have ideas for improvement. Open communi-

cation with low hierarchy is the key in this. They value managers how are approachable and want 

to listen, but at the same time be like one of the team members.  
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5.4 Recommendations 

Reflecting the theory part investigated and the research results in the research question “What are 

the motivations, needs, and expectations of Millennials from current and prospective employers?” 

here are some recommendations for managers of how to engage your Millennials working in the 

customer service jobs: 

– Invest in team spirit in and outside the workplace. Millennials expect to create connections, have 

fun, and share personal things with their co-workers.  

– Listen to them. Be open for suggestions and improvements. What makes them satisfied and in-

terested? They do not expect all the issues to go away, but they need to be heard.  

– Lead with example. Millennials do not want to take orders and work under a strict hierarchy. They 

want their managers to be one of them, showing by example, and not only telling how things are 

done.  

– Be flexible. Offer them as much autonomy as possible and be curious of new ways of working.  

– Provide them with adequate compensation. If pay raise is not possible, think of bonuses, paid 

time-off and other benefits.  

5.5 Reliability and Validity 

The validity of this research was ensured by drafting the interview questions and framework care-

fully. It was modified and updated based on feedback received until the questions were formed in a 

way that they provide relevant and valid data to answer the investigative and research question. 

Before starting to conduct the interviews, the interview was tested with a volunteer to see if the 

questions were clear and providing reliable data. In semi-structured interviews, there was also a 

possibility to ask specifying questions to ensure the validity.  

One weakness of qualitative research is how to assess reliability. External reliability refers to the 

replicability of the research, and it is difficult to meet this criterion. (Bryman & Bell 2015, 400). Es-

pecially when conducting semi-structured interviews, the interactions are impossible to repeat in 

the same way. In qualitative research reliability is often assessed by assessing trustworthiness. 

(Golafshani 2003, 601). The trustworthiness was ensured by carefully and consistently planning, 

collecting, and analysing the data, and with clearly presenting the methods in this thesis.  
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5.6 Further Research 

This research investigated the employee engagement of Millennials in the customer service roles 

within the retail industry. On this research the focus was on the Millennial employee’s needs and 

expectations. It is difficult to analyse how well their needs, motivations and expectations meet in 

real life. Sometimes people could think that some things would make them more motivated and 

more engaged, but that might not happen. As it is important to listen to the employees and investi-

gate and analyse this form their perspective there is a recommendation for further research.  

This topic of how to engage Millennials, could be looked at from another perspective. This time the 

focus could be on the managers’ experiences or the HR department’s practices. In this way this 

research could be analysed in the context of how well these practices and engagement strategies 

suggested work in different work settings. Another perspective or idea for further research would 

be to compare these strategies applied to different generations.  

5.7 Reflection on Learning 

This project was interesting and challenging. The topic reflects real interests and perhaps career 

aspirations in the areas where the author intends to develop a career in the future. Doing this the-

sis allowed the author to learn many new things in project management, research, and new things 

in human resource management, especially in employee engagement. When doing research, the 

beginning is the hardest part and requires a lot of attention to detail. Once the foundation has been 

carefully laid, the rest of the research becomes much simpler. Clear delimitation and objectives are 

essential. As for the project management it is very important to think of and prepare to things be-

yond your control. When planning the schedule for the project it is important to draft enough time 

for each stage leaving room for possible changes. Doing this thesis after all the studies and work 

placement enabled also the author to have all the possible knowledge in the research area and 

found it to be extremely useful.  
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Appendices 

Appendix 1. Interview Framework 

Current Status 

- How satisfied are you with your current employer on a scale of 1-10? Why? 

- Why did you choose to work here? 

- What do you like the most about the company that you currently work with? 

- What were your expectations when you joined this company? To what extent were those 

expectations met? 

- Do you see yourself working at your current employer in a year from now? / For how long?  

Values  

- What are the top 3 attributes that you value the most in an employer? 

- Would you rather choose a challenging job with good career opportunities and lower pay or 

a job with higher pay and benefits but no career opportunities and meaningful challenges?   

- How do you feel about your work-life balance? / What kind of flexibility from your employer 

you value? 

- How important social relationships at work are to you?  

- Do you prefer working alone/in pairs/in teams?   

Expectations  

- What do you want the most when you start a new job? 

o Sufficient onboarding 

o Expectations and goals are clearly set  

o I’m provided all the information needed to do my job  

o I’m given reasonable goals and timelines 

o Good leadership 

- Would you take a job with a bad work culture but a higher salary, or a lower salary with an 

ideal work culture? Why? 

- What could your current company change about your job, your team or their culture to en-

gage you?  

Motivation 

- How would you define success in your career? 

- Do you want to move forward in your career? Why?  

- Do you feel like you have a clear path to reach your goals? How important that is for you?  

- What motivates you to go to work every day? 

- What is something that would increase/decrease your motivation?  

- What would a prospective employer offer to get you to switch employers?  

Needs 

- How would you rank the following needs in order of importance (1=most important 5 =least 

important)? 

o Pay 

o Secure job 

o Good team/ co-workers 

o Career development opportunities 

o Meaningful job 



39 

 
- How often/when do you expect feedback? 

- What kind of employee engagement strategy would you expect from your company? / What 

would you like your employer to do to make you more committed to your job?  (e.g. career 

opportunities, regular feedback, teamwork, and work-life balance) 

 


