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ABSTRACT 
 
A lot of effort is put into diversity by organizations today, but the diversity question mainly focuses 
on gender, ethnicity, cultural and beliefs (Robertson, et al., (2017), while one of the most daunting 
diversity challenges has been proven to be diversity between generations, which often goes 
overlooked and unaddressed. A new generation represent an increasing share of the work force 
and many of them are already today positioned in leading positions, aspiring for leadership 
positions or aiming to reach for management positions to be able to do difference. Organizations 
that understand how to successfully address generational conflict and leverage each generation’s 
strengths will be better able to keep employees motivated and productive amidst the social and 
economical changes.  
 
This study aims to explore the leadership preferences and motivation factors for the Millennial 
Generation, in order to unlock their potential and be able to bridge this knowledge gap. The 
preferences were examined through a survey, targeting a study group of millennial knowledge 
workers with various backgrounds from different companies to be able to dismiss possible bias 
reflecting different cultures. The survey was performed by adopting items from the Multifactor 
Leadership Questionnaire (MLQ), based on Bass’ (1985) Transactional – Transformational 
leadership theory and the Career Orientation Inventory (COI) reflecting Schein’s (1985) theory 
about career anchors. 
 
The survey was delivered through several channels and in the end a sample group of 105 Millennial 
knowledge workers were included in further analysis. An Explorative Factor Analysis (EFA) was 
conducted to determine the underlying structure among the variables in the analysis. Since this 
research is based on previous studies (Blom, 2010), the methodology is chosen as a confirmatory 
approach with Confirmatory Factor Analysis (CFA) to show how well the model fits the data. A 
Structural Equation Modelling (SEM) is performed to evaluate the relationship between the 
variables from Leadership Questionnaire (MLQ) for Transactional and Transformation Leadership 
theory and Career Orientation Inventory for Career anchors. 
 
Findings by Blom, (2010) reveal that the Millennial knowledge workers prefer leadership 
dimensions that involve intellectual stimulation and charisma, which correspond to a 
transformational leadership style compared to a transactional leadership style. This type of 
leadership focus on the change in individuals and creates valuable and positive changes, which 
inspires towards both common and individual goals. Similar results were obtained in our study and 
the relation with motivating factors shows that the sample group with higly educated people in the 
knowledge sector are motivated by having meaningful purpose with their job. They also wish to 
reach administrative positions in their companies and are interested by the thought of create and 
manage their own business. The interrelation between these factors determines the degree of 
satisfaction which is directly linked to the relationship between motivation and productivity. This 
is why it shall be one of the highest priorities of each organisation to find how to motivate their 
employees on an individual level, it is directly connected to productivity. 
Key words: Millennials, Transformational Leadership, Transactional Leadership, Career 
Anchors, knowledge workers 
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1. Introduction 
  
 
The younger generation represents an increasing share of the work force and many of them are 
already today positioned in leading positions, aspiring for leadership positions or aiming to reach 
for management positions to be able to do difference. The new generation want to feel that they 
are working for a purpose larger than themselves, which also helps to create engagement (Patel, 
2017). A lot of effort is put into diversity by organizations today, but the diversity question mainly 
focuses on gender and ethnicity, while one of the most daunting diversity challenges has been 
proven to be diversity between generations, which often goes overlooked and unaddressed 
(Birkman, 2016).   
 

1.1. Problem discussion 
 
The most successful businesses tend to be the ones that can attract and retain the most talented 
employees. But for businesses to retain the best people, managers must understand what motivates 
this younger generation of employees, simply because they will play an essential role in the 
workforce. A culminating surge of a new generation of leaders is predicted with a high retirement 
rate of current managers and this gap will be filled by the next generation (Patel, 2017). It Is also 
stated by Birkman (2016) that “Organizations that understand how to successfully address 
generational conflict and leverage each generation’s strengths will be better able to keep 
employees motivated and productive amidst the social and economic changes” (Birkman, 2016).  
 
Many researchers have studied the topic of work happiness and working performance in 
Generations X and Baby boomers, however very few studies have been done for the Millennial 
generation, mainly because it is still a fairly young generation. The main reason this new 
generation, known as Millennials or generation Y, is of such a great interest is mainly the 
complexity this generation shows to fit into the well-established mindset classes (Michalek & 
Long, 2013). A generation from mix culture where all grew up with technology and instantly 
accessible information as a well-integrated necessity in life, in a globalization pace the world never 
experienced before and an eager to do better (Deloitte, 2017). In the global, connected, 
multicultural, high-tech world we are all acting in, the managers today are facing new challenges 
that are not described or predicted in the established leadership theories.  The strong evidence of 
difference in mentality between generations, like intellectual habits and beliefs, has been identified 
as one of the greatest leadership challenges (Maffesoli, 1996). To be able to lead and manage the 
growing workforce who do not respond as expected on traditional leadership attributes, it is 
important to identify what qualities or skills that are asked for and shed some light on the issue. 
Therefore, managers need to mend their ways to lead Generation Y to engage, retain and perform, 
leading their teams to satisfaction, productivity and decrease the employee turnover rates, 
(Salahuddin, 2010).  Companies are developing new leaders and focusing on defining strategies to 
retain their high-potential talents, which can only be done by understanding what the new 
generation wants in terms of motivational factors (Deloitte University Press, 2011). An increasing 
number of studies show that specially transformational leadership play an important role in the 
teams of engagement (Breevaart, et al., (2014), Tims, et al., (2011), Tuckey, et al., (2012)). 
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The economy in Western countries has during the past decades evolved into a knowledge-based 
economy (Greene & Myerson, 2011). Characteristic for these economies is that the knowledge 
worker, the human asset, is considered to be the highest valuable asset within the organizations 
(Haynes, 2008). Furthermore, with the rapid development of IT and connectivity, the nature of 
work has drastically changed which is allowing employees to work anywhere at any time which 
also contributes to the growing amount of geographically distributed knowledge workers and the 
importance to stay motivated. These numbers highlight the importance of the knowledge worker 
in the organization, the most valuable assets in the companies, who use their mind and creativity 
to perform (Drucker, 1999) and their importance in the global economy (Switzer, 2008). 
Organizations who rely on the knowledge worker as their main asset, need to know how to commit 
their asset to their operations and organizational goals. Therefore, understanding the theory and 
application of motivation is an essential part in making these organizations succeed (Amar, 2004). 
 
A major management challenge is to create the work environment and provide sufficient support 
where the employees can grow, flourish and develop in line with the organizational goals. The 
Millennial generation provides an incredible potential for their energy, passion, and determination 
described by Forbes (2017), Ryan (2016) among others, and to be able to enhance this potential in 
line with the organizational goals, substantial effort needs to be put into enlightening the key 
drivers and motivational factors together with additional factors for how the potential can later be 
harvested as engaged, passionate and creative leaders. 
  

1.2. Problem formulation and purpose 
This study will focus on the motivational factors and leadership preferences of Millennial 
generation, mainly because this generation present the largest share of the labor market and is 
expected to comprise three quarters of the global workforce in 2025 (EY, 2015), but also due to 
the fact that this generation represents our future leaders, and their motivators and preferences 
must be evaluated to be able to create the leaders that lead to organizational success. Several 
studies are already enlightening the drivers and motivational factors for Millennials (Deloitte, 
2017) and knowledge workers (Dahlberg & de Haan, 2017) but considering the fact that “wrong 
motivation can negatively influence the performance” of a knowledge worker (Mládková, et al., 
2015) this study is focusing on the motivation of the young generation of knowledge workers and 
their preference of leadership from the Transformational and Transactional elements of Leadership 
style. By focusing on a specific segment in the knowledge workforce, this study aims to enlighten 
the knowledge gap on what the motivators are and how the leadership structure can be changed to 
develop these next generation leaders. According to Medcof (Medcof, 2017), a significant 
challenge for many organizations is to find new leaders and that business leaders in turn face the 
challenge of developing their employees to undertake leadership positions within their 
organizations (Freeman & Siegfried, 2015).  
  
The main purpose of this study is to find an answer to the central question: 
 
“What motivates our next generation of leaders and what kind of leadership is needed to help them 
thrive?" 
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Considering the complexity of the question, it is necessary to go through theories and literature 
available to find answers to sub questions like: 
 
“What are the motivation factors that millennial knowledge workers expect from their jobs?” and 
“To what extent will Transformational or Transactional leadership help them in their personal 
growth and development? 
 
To be able to approach the questions, a survey is performed to examine the preferences and 
motivation of the millennial knowledge workers. 
 

1.3. Delimitations 
Time constraints of the thesis work will obviously restrict the time for data collection of a greater 
number of observations. Relying on earlier surveys includes the unknown errors that might follow 
the data but comparing the result with other studies can validate the findings, as can be seen in the 
conclusions.  
 

1.4. Thesis’ structure 
 

 The first chapter of this thesis will provide an introduction to the topic of the generation 
renewal and the following challenges to shear some light on the subject and the importance 
of this study.  

 The second chapter will be the theoretical body, that explains the theoretical framework 
and recent findings in this field. This section describes the challenges with generational 
renewal within the knowledge workforce, but will also explain the transactional – 
transformational perspectives on leadership style and the millennial leadership preferences. 
In addition, this section describes the theory behind Scheins career anchors and how this is 
related to the motivation factors for the millennial generation. 

 The following methodology chapter will describe how this study is performed with a 
survey for millennial knowledge workers created from the theory in the previous chapter. 
The factors were reduced by Explorative Factor Analysis (EFA) and a model has thereafter 
been created to verify the underlying theory, a Confirmatory Factor Analysis (CFA) has 
been done to verify the theory and finally a Structural Equation Modelling (SEM) to test 
our hypothesis. 

 The fourth chapter will include the results of the survey and how this can be interpreted.  
 A discussion is provided in the fifth chapter where the results can be verified in the 

theoretical framework and how this result is verified or aligned to the result by similar 
studies on the millennial generation. 

 The last section will present the conclusions and summarize the study with suggestions for 
further studies on this topic.  
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2. Theory 
This section aims to present the theoretical framework for this study, aiming to reveal the 
somewhat controversial topic of generational theories, especially the perception of millennials at 
workplace and their particular predispositions, behaviors and “unique” qualities described by 
Myers & Sadaghiani, (2010).  This is the main foundation for this research, followed by a 
description of the characteristics of the knowledge workers and the importance of motivation for 
this growing share of the work force. This will be followed by a description of the concept of 
leadership, with a central focus on the Transactional – Transformational leadership style based on 
Bass’ theory (Bass, 1985). Finally, the motivation and career development of the Millennial 
generation will be defined, based on the theory of career anchors.  
 

2.1. Generation renewal in the workforce 
According to the projections done by Dubina, et al., (2017), the organizations are facing a 
generational change in their work force in the near future. This is based on the fact that the labor 
force is aging, which is opening space for younger generations to enter. This increasing 
contribution of a new generation to the global work force becomes more important as the working 
population is getting older and specially since the labor force is projected to grow at a slower rate 
than in the last several decades (Dubina, et al., 2017). The quantity of knowledge workers that the 
organizations will have access to will be more limited. For that reason, the attraction and retention 
of knowledge workers became a challenge for most industries to maximize their resources and 
fulfil their economic goals (Connell, et al., 2015).  
 

2.2. Generational theories 
According to Mannheim (1952), this transitional process of incorporating new resources has been 
gradual and can be classified with different names according to their ages. Mannheim defines 
generations as “a group of individuals of similar ages whose members have experienced a 
noteworthy historical event within a set period of time”. People of different age have different life 
experiences and each generation is shaped by the social and cultural values of the society where it 
grows up and by the technologies available as the generation matures (Ivanova & Smrikarov, 
2009). The generational differences are extended to values, beliefs, expectations and behaviors at 
the workplace (Strauss & Howe, 1991), (Thau & Heflin, 1997) (Smola & Sutton, 2002), and factors 
as gender play an important role (Parry & Urwin, 2011). Behaviors and attitudes of the Millennial 
generation employee are different from those of older generations (Ferri-Reed, 2013); (Derville-
Gallicano, 2015) (Al-Asfour & Lettau, 2014); and a better understanding of those differences will 
be a key factor for organizations to design attractive job offerings and to be able to keep their 
employees motivated and productive. This knowledge is also of highest importance to be able to 
address generational conflicts, (Lub, et al., 2012), (Birkman, 2016). Since this is all based on 
generational theories, the traits for each generation certainly do not apply to each individual but 
are common and not universal attributes.  
 
Identifying these groups, Birkman (2016), Cheeseman & Downey (2011); and Johnson & Lopez 
(2008) are some of the authors that agree in this classification, describe these generations like:  
 

- Traditional or Silent generation born between 1922 -1945 
- Baby Boobers born 1946 to 1964 
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- Generation X born 1965 to 1980 
- Generation Y or Millennials born 1981 – 1999 
- Generation or Generation Z born since 2000.  
 

According to Ivanova & Smrikarov (2009) the difference in ages between generations should be 
10 years instead of every 20 years, due to the quick changes generated by the exposure and high-
speed development of technology and sharing of information, the generalization of a specific 
generation is more unreliable over a longer period of time.  
 
Many studies are unable to find the predicted differences in work values, and those that do often 
fail to distinguish between ‘generation’ and ‘age’ as possible drivers of such observed differences 
(Parry & Urwin, 2011). Generations differ one to another, in some of the cases, it is tied to 
historical events that have affected their members views and memories. That it is specially the case 
for example for the Silent Generation, where the Great Depression made them value the 
employment highly and the link to Military service in World War II influenced the way to see 
leadership like command oriented. This generation are the managers of the 50’s, 60’s and 70’s and 
characterized to be loyal to their organizations, according to a hierarchical system (Conger, 1998). 
 
According to Flynn (1996), Baby boomers are overly cautious, competitive, blindly loyal and 
hierarchy worshipping, (Conger, 1998). Vietnam and Watergate questioned the concept of 
authority and power, this generation witnessed contrasts in their leaders with Martin Luther King 
Jr and John F. Kennedy and others like Lyndon Johnson and Richard Nixon (Conger, 1998). The 
hierarchical style started changing when Baby boomers entered to work force due to the need for 
organizations to respond in a more dynamic pace to the competition challenges that the markets 
demanded. The command model was reduced and teamwork became more important, introducing 
more informal relationships in the workplace resulted in a flattening of the organization 
hierarchies. (Conger, 1998).  
 
Baby boomers described the Generation X or (Gen Xers) as a generation who “couldn’t care less” 
(Flynn, 1996), this group are the children of dual-career parents and of parents with a record of 
divorces. Their education has a focus in economies and business, they want a balance between 
work and private life, they are independent thinkers and they look for work environments that 
generate the sense of communities. Their well-being is important and this generation in general do 
not believe in hierarchies while they prefer a more informal workplace. Their career expectations 
are 3-5 employers in their life, getting good opportunities, better salaries, better challenges and 
moving up the ladder moving to another company, (Conger, 1998). This is the first-generation 
digital natives, they feel at home on the internet and rely on it for information and they connect 
and interact by the Technology (Gallup, 2016). 
 
In general, the previous generations perceive Generation Y, or the Millennials, as “highly 
individualistic” since they belong to a period of economic opportunities. This generation are 
optimistic about the future and excited about consumerism, materialism and entrepreneurship. The 
career is considered as a part of the millennials identity and the private life have a higher priority 
than work compared to earlier generations, where a good balance is essential (Cox & Hannif, 2014) 
According to research by (Gallup, 2016), the Millennials are also characterized as job-hoppers due 
to their lack of attachment to institutions and traditions. A more positive statement mention that 
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the Millennials are also known to be both ambitious and achievers, with a drive to solve some of 
the world’s most pressing problems (Aslop, 2008).  
 

2.3. Millennials as knowledge workers 
The Millennial generation represent the 25% of the workforce in the US in 2011 and over half of 
the population in India. This generation will represent the 50% of the global workforce in 2020 
according a survey made by PWC (2011). The cumulative need of new employees cannot be met 
by the Generation X and there is a big gap from the retiring Baby boomers (D'Amato & Hertzfeldt, 
2008). Toossi (2012) mention the importance to increase the integration of Millennials in the 
workforce not only to be able to fill the gap, but also since this generation also has a higher 
education rate than previous generations (Graf, 2017). Some publications have shown that at least 
since 2012, a number of CEOs have highlighted the problem about not being able to find skilled 
employees in leadership positions (Coombs (2013); Cox & Hannif (2014); Davidson (2012); 
Maurer, (2017)) which further emphasize the need to develop our next generation leaders. 
 
Knowledge workers are the key to innovation and growth in organizations today. Their primary 
tasks involve manipulation of knowledge and information, and the performance of knowledge 
work is critical to contemporary sophisticated economies (Davenport, 2005). According to 
Davenport (2005), the knowledge workers have a high degree of expertise, education and 
experience and their daily work include application of knowledge and thinking for a living. 
Drucker (1999)says that the most valuable asset of a 21st century institution is the knowledge 
worker and their productivity is stated as the primary challenge for organizations today. He 
mentions that knowledge workers will seek motivation at work, face continuous change in learning 
in their career and that their productivity depends on the willingness to work for the organization. 
Longnecker & Leffakis (2002) found that motivation was the key factor to improve productivity 
among knowledge workers. They also stated that a natural process for increasing productivity in 
the manufacturing sector is common, but initiatives to increase productivity in knowledge-based 
work processes are clearly more occasional and will need more attention.  
 
Since the main task for knowledge workers are creative thinking and often the ability to stretch 
mind and ideas to a further level, the organizations need to create a work environment where this 
is possible and encouraged. Years of research shows that the commitment and enthusiasm needed 
for this kind of tasks is only achieved by the motivation of the knowledge worker and the 
management framework within the organization (Katz, 2005). 
 
Findings by Deloitte (2017) describe the need of focusing on employee development initiatives as 
a key task for the organizations to be able to retain their younger talents, which also in the long 
run will limit the organizations to be able to shape their next generation leaders The study also 
revealed that training and development of employees the top talent priorities and that retention of 
resources are the top and medium priorities in the organizations. The implementation of strategies 
like professional development, training, and advancement increase employee satisfaction, effort, 
and perceived effectiveness of leaders (Kim (2012); MacKie, (2014)), resulting in reduced costs 
associated with employee turnover and increased productivity (Kwon & Rupp, 2012).  

2.4. Millennials and leadership 
The results from previous research on the effectiveness of leaders has shown that the style of 
leadership have an important impact on variables such as employee job satisfaction, motivation, 
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and team performance (Judge & Piccolo, 2004). There is a lack of skilled leaders in many areas of 
society which is a general concern (Virakul & McLean, (2012), Kaufman, et al., (2012)); One 
reason is the high turnover rates due to retirement (Jalal & Prezas, (2012); Levanon, Cheng, & 
Paterra, (2014)), but also lack of internal staff capability and generation gap are factors that 
contribute to the shortage of skilled leaders in management positions. A gap to be filled by our 
next generation. 
 
Age has shown to be an important factor in how people perceive leadership styles (Cox & Hannif, 
2014) and how the leadership style is practiced differs widely between generations (Salahuddin, 
2010). This kind of differences evidently generate issues that must be understood and recognized 
by the organizations in order to act accordingly and to be able to support the development process 
for current and future leaders, (Arsenault, 2004). According to Cox & Hannif (2014), managers 
born before 1975 are more comfortable giving direct commands and they tend to care more about 
their subordinates lives outside work. The age of this generation of leaders also gives them an 
advantage since it generates respect among younger workers. This group is also perceived as slow 
to changes, less productive and less technologically savvy, which directly affects the performance 
(Cox & Hannif, 2014).  
 
Millennials are the new generation of employees, with particular behaviors and this generation 
expect their employers to provide them with opportunities. These group of employees may ask 
their managers and supervisors to provide the same support, protection, advice and approval as 
they received from their parents, who play a central role in the Millennials life (Aslop, 2008).  
 
A recent study by Gallup (2016), revealed six main leadership attributes that should be emphasized 
to be able to meet the needs of the millennial generation. 
 

 
 

Figure 2.1: Change in Leadership for Millennials according to Gallup (2016) 

This study shows the transition from working for a pay check to the need to work for an 
organization with a purpose. Compensation is still important but is no longer considered as a driver 
compared to working for a meaning. Pursuing job satisfaction is replaced by pursuing development 
as a driver and the earlier command and control role of a boss, is replaced by having a coach and 
mentor who value their employees and focus on their individual development. The previous annual 
review between manager and employee is no longer suitable to cover the expectations of ongoing 
conversations, where constant communication and feedback is requested. According to Gallup, the 
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workplace need to transfer into strength-based cultures, where weaknesses should be minimized, 
since they seldom develop into strengths and focus on the latter instead. Finally, the importance to 
value strengths and contribution, since life and work is now and will continue to be closely 
integrated.  Employees of the Millennial generation seem to redefine the relationship between 
supervisor and employee. These group of employees have an almost conflicted relationship with 
authority (Ahmed, et al., 2013) and may be less willing to see themselves as subordinate to 
managers. A sense of entitlement leads them to perceive themselves as not needing direction or 
leadership from others (Laird, et al., 2015), but they also require a lot of positive feedback (Graen 
& Schiemann, 2013). This behavior is complex to understand for managers specially when 
employees appreciate their attention but not their vision (Anderson, et al., 2017) 
 

2.5. Concept of Transactional and Transformational leadership 
Various variations in leadership has been evaluated for years in social and management science, 
where and the transactional-transformational leadership theory by Bass has been a widely used 
theory. Since the millennial generation requires other leadership dimensions than previous 
generations, existing theories need to be evaluated and since especially the transformational 
leadership dimensions might be more aligned with the general expectations from the millennial 
generation this is the concept that will be further evaluated and discussed in the following chapter. 
 
The main difference between transactional and transformational leadership lies in the type of 
relationship that exist between the leader and the follower. In the past two decades, evidence has 
shown the transformational and charismatic leadership to be associated with higher levels of 
individual and organizational outcomes (Wang, et al., (2005); Wang, et al., (2011)), and 
specifically with employee creativity (Garcia-Morales, et al., (2012); Mumford, et al., (2014); 
Vessey, et al., (2014)). Transformational leadership has been specifically defined based on its 
positive motivational effects on followers (Bass & Avolio, (1990); Burns, (1978); Kark, et al., 
(2003)). According to Caniëls, et al., ( 2018), employees with a proactive personality are inspired 
and become more engaged when their leaders use transformational leadership behaviors that match 
with employees’ growth mind set. The Transactional leadership in contrast, is based on a proper 
exchange of valued resources (Judge & Piccolo, 2004), which makes clear what actions and roles 
followers must take to achieve goals. Bass identified six leadership dimensions: Three dimensions 
for Transformational leadership and three dimensions for Transactional leadership.  
 
Transformational leadership includes: Charisma, Intellectual Stimulation and Individualized 
consideration with aim to raise the subordinate’s concerns for achievement, self-actualization and 
the well-being of others and the organization and the society as a whole. Charismatic leadership 
provides the subordinates with in inspiring and clear vision of the future and set examples how to 
reach it. The Intellectual stimulation is the degree of stimulation and encourage innovation, 
creativity and problem-solving behavior. Individualized consideration is the extent of empathize 
the individual need of development to reach their full potential as a coach and mentor (Bass, 1985). 
Transformational leadership involves mutual stimulation that convert followers into leaders, 
(Burns, 1978). 
The three dimensions for transactional leadership are Contingent Reward, Management by 
exception and Passive avoidant, which are all aiming to marginally improve and maintain the 
quantity and quality of performance, focusing on how to switch goals and how to reduce resistance 
for change and implement decisions. The Contingent Reward shows the degree to which the leader 
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clarifies the expectations and give rewards according to how the expectations are met. 
Management by exception refers to what extent the leader corrects the subordinate for failures or 
when the expectations are not met and the third Passive by exception refers to how the leader wait 
for a problem to arise before taking action. Bass also identified a non-leadership dimension 
Laissez-faire dimension for leaders being resistant to take action, they do not take any decisions 
and are avoidant when being needed. This last dimension of the theory will not be included in this 
study, since it does not correspond to any characteristics that is be preferred by any subordinates, 
but act as a dimension for self-evaluation of leaders. 
 
The figure below shows a compilation from the dimensions of the Transactional Transformational 
leadership theory by Bass. As comparison, the leadership skills preferred by the millennial 
generation in previous studies is shown in the adjacent figure. 
 

 

Figure 2.2: Leadership Bass Theory (1985) 

 
Characteristics of millennials Source 
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Social values/Social goals Forbes (Jackson), (2017); (Debevec, et al., 2013) 

Development/coaching (Laird, et al., 2015); (Anderson, et al., 2017) 
Need of positive feedback (Aslop, 2008); (Graen & Schiemann, 2013) 

Economic incentives Richardson, (2010) 
Job Hoppers Gallup (2016) 

Knowledge demonstration Pew Research Center, (2017); Wallace (1999) 
Advance in career ILM, (2011); Anderson, (2011); Gravett & Throckmorton, 2007; Deloitte 

(2015) 
Immediate results Baldonado & Spangenburg, (2009) 

Rejection to authority (Ahmed, et al., 2013) 

Optimism (Cox & Hannif, 2014) 

 
Figure 2.3: Summary of Millennial Leadership skills and performance 

2.6. Millennials and Motivation 
Motives are the causes or reasons that drive and direct the behavior of individuals to achieve certain 
goals. (Valderrama, 2018). It is central to highlight the importance of how different generations 
interact with other each other. Myers & Sadaghiani (2010) have compiled some positive and 
negative characteristics assigned to Millennials, especially some pre-conceptualized ideas of their 
behavior which in one way or another affect their work environment. Motivation of the millennials 
continues to be the key question, and the importance to know how to respond to their needs and 
stimulate their interest will result in greater and better commitment and performance in the 
organization (Myers & Sadaghiani, 2010). 
 
Based on similar studies of motivation of knowledge workers like the one from Dahlberg & de 
Haan (2017) where they are describing the different approaches for design motivation incentives 
or the relation to different motivation Herzberg's theories and Maslow's hierarchy of needs 
(Furnham & MacRae, 2017). How to motivate people does not respond to a clear answer and it is 
required to identify what generates motivation and the most important, it must be sustainable for 
long-time results (Dahlberg & de Haan, 2017). Employees having a continuously communication 
process with their managers generate higher performance for their team and company, as well 
receive recognition and praise (Gallup, 2016).  
 
Job satisfaction is a complex concept whose definition differs between individuals. It is a 
subjective variable, as it depends not only on the nature of the job, but also on the individual’s 
expectations of what his/ her job should provide (Lu, et al., 2011) . Theories like the one described 
by Herzberg, et al., (1959) about the motivator-hygiene factors, states that job satisfaction and 
dissatisfaction is a product of two different factors, motivation and hygiene respectively. 
Motivation is seen as an inner force that drives individuals to attain personal and organizational 
goals. Hygiene factors include aspects of the working environment like working conditions, 
interpersonal matters, organizational policies and so on (Hackman & Oldham, 1976). Motivator 
factors in the workplace include both intrinsic and extrinsic motivators (Ertas, (2015), Damij et 
al., (2015)). Intrinsic motivators refer to rewards that are associated with the work itself along with 
the need for achievement and appreciation and come mainly directly from their worker itself 
(Ertas, (2015), Damij et al., (2015)). The extrinsic motivators include monetary rewards, the work 
environment, and the leadership style of the manager, and this is more up to the employer (Ertas, 
(2015), Damij et al., (2015)). According to Weir, (1966) and Sypatak, et al., (1999). Factors like 
achievement, recognition, work itself, responsibility, opportunity and advancement are 
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determinants of job satisfaction other factors like: salary, supervision, working conditions, 
company policies, administration and procedures, internal relationship, status and security job 
dissatisfaction as explained by Herzberg, et al., (1959). However, in results from several studies 
show that Millennials are more likely to be motivated by extrinsic rather than intrinsic rewards 
(Twenge, (2010); Twenge et al., (2010)). Research suggests that this generation is highly sensitive 
to monetary compensation (Johnson & Ng, 2015) and that Millennials expect to be paid well and 
to be promoted quickly (Ng, et al., 2010). According to Deloitte’s (2017) survey, one in four 
millennial employees will quit their current work to join a new organization. According to Gallup 
(2016), 55% of the millennials group are not engage at work and they feel indifferent about the 
job and the company.  This generation is more prone to jump to new opportunities when the 
companies are not providing enough good reasons to stay. 
 
The workplace and marketplace depend on the accomplishment of the Millennial generation since 
they will continue to grow their share of the workforce “If the Millennials are not engaged in their 
jobs, companies’ profitability, productivity and innovation will suffer. And if they are not thriving 
in their well-being, they will struggle in life, affecting how they perform as citizens, consumers, 
and employees.” (Gallup, 2016). In addition, Millennials have a higher level of post-secondary 
education than previous generations and expect more from their organizations (Statistics Canada, 
2011).  
 
Organizations need to develop strategies for motivating, engaging and retaining millennials now 
and in the future since the latter generation is driven by a different set of values (Klenke, 2018). 
This generation shows a desire for cooperation, teamwork, and an interactive learning and 
leadership style (Knouse, 2011); (Salahuddin, 2010). Some articles highlight the creativity, 
technical ability, concern for social values and attitudes toward diversity (Anderson, et al., 2017) 
and substantial research has indicated that Millennials are attracted to the concept of community 
and working together to achieve civic goals (Debevec, et al., 2013) (Deloitte, 2017) (PWC, 2011).  
 
Employees of more recent generations also have different motivational drivers than their 
predecessors. A Deloitte study of millennial motivators (Deloitte, 2017), reveals that businesses 
that frequently provide opportunities for their employees to engage in “good causes” that align the 
business activities with social impact are highly valuated by Millennial generation, and also that 
flexible working encourages loyalty and a significant contribution to business performance. This 
is also confirmed by Gallup (2016) where the mission and purpose of the organizations is higher 
valued. An inside from the survey done by PWC (2011) about Millennial perceptions of 
compromise, loyalty, work life balance and their willingness to move up the ladder as examples 
will illustrate more about this generation and help us to understand their motivation factors. 
According to the survey, employees from the Millennial generation have preference for 
international assignments and multicultural environments and reveals how they respond to 
economic incentives and rewards. 
 
Coming back to the importance of knowledge workers and how companies are facing shortages in 
critical areas in the field is one of the topics enhance the results from Erickson, et al., (2012) about 
the talent paradox, “high unemployment rates do not mean that the talent you need will be there 
when you need it”, which share some light on the need to address the employee retention challenge.  
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2.7. Schein’s Career Anchors 
Schein’s career anchors are a central concept in career development theory, which is most 
applicable to evaluate the motivational factors of millennial knowledge workers due to close 
correlation with millennial characteristics. 
 
Schein described that each person has set of priorities that, he calls a “career anchor” is a 
combination of the skills, interests, motives, and values that influence choices and decisions at 
work. According to Schein, a person’s career anchors develop during the first years out of school 
with the first job and growing life experience that contributes to talents, motives and abilities. 
When the career anchors have been stabilized, it plays an important role in work and life as a whole 
since it is closely tied to values and motives (Schein, 1985). 
 
The career anchors are an essential part when making decisions and choices regarding work and 
can be described in eight different orientations: technical/ functional competence, managerial 
competence, security and stability, entrepreneurial creativity, autonomy / independence, service 
and dedication to a cause, pure challenge and lifestyle. Also, security and stability are in some 
cases divided in two anchors: economic security and geographical stability. 
 

 
Figure 2.4:  Edgar Schein, Career Anchors 

 
According to Gallup (2016) 87% of the Millennials said that their professional development was 
higher valued than monetary rewards. The figure below shows a compilation of factors identified 
in the literature as motivators for the Millennials from studies. 
 

Motivators of millennials Sources 

Social values/Social goals (Deloitte, 2017), (Debevec, et al., 2013)  

International assignments (PWC, 2011) 
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Freedom and independence (Ahmed, et al., 2013) 

Technical ability Pew Research Center, (2017) 
Creativity (PWC, 2011) 

Challenges Oppel, (2007) 

Management Positions ILM, (2011) 

Flexible work schedule Hewlett, Sherbin & Sumberg, (2009) 

Team oriented (Strauss & Howe, 1991) 
Lifestyle Behrstock and Clifford, (2009); Tulgan, (2009) 

Entrepreneurship (Cox & Hannif, 2014) 
 

Figure 2.5: Summary of Millennial motivator factors 
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3. Methodology 
This chapter will describe the methodology of this research and how data was collected, verified 
and analyzed. This thesis is aiming to evaluate the motivational factors as career anchors and how 
this is related to the preferred leadership style by the Millennial generation, the relationship 
between these factors need to be examined. The Figure 3.1 Methodology for data manipulation 
can explain what steps were followed in this thesis to manipulate the data and get the final 
conclusions. 
 

 
Figure 3.1 Methodology for data manipulation 

 
The purpose of Exploratory Factor Analysis (EFA) is to determine the underlying structure among 
the variables in the analysis (Fabrigar & Wegener, 2011). By finding the correlation between a 
large number of variables, the variables can be grouped into factors to represent dimensions within 
the data and the numbers of variables can also be reduced, this factor extraction is based on the 
common variance. For this case, the number of variables were 43 including dimensions from 
Leadership and Career Anchors. The factor analysis approach is used to group the highly correlated 
variables into factors. These factors represent dimensions in our data, that describe characteristics 
of the sample group. The relation between the factors will be identified by using the Structural 
Equation Modelling (SEM) (Hair, et al., 2010). The exploratory Factor Analysis (EFA) is done 
using the statistical Analysis Software IBM SPSS Statistics v.24, since it is a well-known software 
for this type of analysis, compatible with Microsoft Windows and Apple Macintosh computers, 
additional the steps to manipulate the information were well documented by Babbie, et al., (2018).  
The interrelation between the group of factors is examined by performing a  Structural Equation 
Model (SEM), a statistical technique that seek to explain the relationships among multiple 
variables, known like constructs. The constructs are unobservable or latent factors represented by 

EFA

Exploratory Factor Analysis in 
SPSS

CFA

Confirmatory Factor Analysis in 
SPSS

SEM

Structural Equation Modelling in

AMOS

Calculate the model fit
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the group of variables grouped previously by factors, the latent construct cannot be measure 
directly, it represents a group of variables (indicators) describing an attitude or behavior in the 
group tested (Hair, et al., 2010). This analysis was done using a software package called IBM® 
SPSS® Amos, it enables to support standard multivariate analysis methods, factor analysis, 
correlation and analysis of variances. Both software packages and licenses for SPSS and AMOS 
were granted by BTH student portal available for students.   
 
This research is based on previous studies tested independently for Leadership Bass theory and 
Schein’s Career Anchors, however our proposed study needs to be tested for the interrelation 
between both theories, this research is performed as a confirmatory approach with Confirmatory 
Factor Analysis (CFA) to show how well the model fits the data. Both leadership and Career 
development are latent variables and the constructs are unobservable or latent factors represented 
by multiple variables from the observed questions from the questionnaire in our survey (Hair, et 
al., 2010) 
 
To assess the central question of preferred leadership style and motivational factors, the key 
questions have been adopted from the Multifactor Leadership Questionnaire (MLQ) which is 
reflecting Bass’ theory about Transactional – Transformational Leadership style. When finding 
motivation factors, Schein’s Career Orientation Theory (COI) have been used to ensure the use of 
well-established and previously tested tools that can be reproduced in future studies. By using 
well-established tools that are previously tested and evaluated, the result is easier to verify and 
compare to other similar studies using the same tools. Even if the survey is built on well-
established tools, each sample group is unique and the reliability of the survey still need to be 
verified.  
 
To be able to show a simplified descriptive analysis of the data for Leadership and Career Anchors 
independently, a set of variables were created, where those were grouped into their corresponding 
dimensions from Bass’ leadership theory and Schein’s career anchors like shows the syntax below: 
 
CH= 'CHARISMATIC' 
IS= 'INTELLEC_STIMUL' 
IC= 'INDIV_CONSID' 
CR= 'CONTING_REWARD' 
MBE 'MANAG_BY_EXCEP' 
AI ='AUTONOMY' 
EC 'ENTREPR_CREATIVIT' 
FC='FUNCTIO_COMPET' 
GM='GEN_MANAGE' 
GSES= 'GEOG_STABILITY' 
LS 'LIFESTYLE' 
PC 'CHALLENGE' 
SDC 'SERV_CAUSE' 
 

3.1. Sample group 
The research domain of this work is a set of 178 knowledge workers, all with a technical 
background. Considering that the target group was the Millennial Generation, some general 
questions more related to age, gender, field of work, time working in the company, year of 
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graduation, etc. were added to the survey questionnaire, these permitted to filter and regroup the 
participants according to the focus of our study, thus guaranteeing a homogenous group for the 
expected characteristic, it can be verified that only participants that fits into the description of the 
Millennial generation of knowledge workers will be included in the analysis. This resulted in that 
the study group was reduced from the previous 178 participants, to 105 when people that does not 
belong to the Millennial generation were excluded from the study. The t-questions also allows 
filtering to study specific parts of the sample group. The sample size should always have more 
observations than variables and the minimum absolute sample size should be at least 100 
observations. (Hair, et al., 2010) 
 
To ensure the representativeness of the sample group, we have chosen knowledge workers from 
different types of organizations in several locations in different countries to exclude influences 
from corporate and national culture.   
 
The sample group is represented as follows: 
 

Gender 
 Frequency Percent 

Female 39 37.1 

Male 66 62.9 

Total 105 100.0 
Table 3.1: Gender specification of study group 

As can be seen above, the sample group consist of 37 % women, which is a good share from fields 
of work that are often under-represented by women.  

 
Field of work 

Valid Frequency Percent 

Administrative 2 1,9 

Analyst 2 1,9 

Consultant 6 5,7 

Consultant & Engineer 1 1 

Education 2 2 

Energy Specialist 1 1 

Engineer 70 66,7 

HR 1 1 

IT 1 1 

Management 5 4,8 

Nursing 1 1 

Sales and Marketing 1 1 

Scientist 11 10,5 

Technical support 1 1 

Total 105 100 
Table 3.2: Frequencies for field of work from the sample group descriptive statistics 

3.2. Data collection and missing data 
This study will present the result from a sample group of millennial knowledge workers with 
different professions and study background. By combining several fields of work and more than 
80 different organizations from more than 15 countries the group will be representative of a 
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multicultural group with different working environments and the result from this study will not 
bias from a specific organizational culture or country (Bryman, 2012). For the same reason, the 
outcome of this study will not be directly applicable on the general population outside this study 
group. This study will focus on international organizations with knowledge workers with a 
technical degree but will hopefully also be applicable to other knowledge fields. 
 
The final survey had 43 questions, 24 linked to leadership style and 19 questions regarding career 
anchors. The questionnaire was designed so the participants could express to what extent they 
agree or disagree to a number of statements regarding leadership and career development on a five 
grade Likert Scale. This scale is primary used in questionnaires to collect the degree of preference 
from a set of statements, the range captures the intensity of their feelings for the given statement 
(Qing, 2013). The survey was done with the Google formats platform; the participants got access 
through a link that was distributed via internet to a list of emails and other sources like LinkedIn 
and Facebook contacts, it was fronted with an introduction to the study and instructions for the 
survey. This process was similar to the one done in Brown, et al., (2009).  
 
The sample size provided a basis for sampling error, bigger samples are better, however, takes 
more time consuming to obtain. The data collected revealed a small amount of missing 
information, where just two participants in the study did not reply to a single question, and for this 
reason were removed from the statistical analysis. According to Hair et al (2010) if the amount of 
missing data corresponding to less than 10% of the sample size it can be removed without further 
evaluation, this study covered a sample size of 105 respondents, the number of observations 
removed was less than that number. 
 

3.3. Research Design 
The first step in structural equation modelling is to define the individual constructs. The survey 
consisted of 43 questions, that each corresponded to 43 variables. A pre-test of the questionnaire 
was performed, using respondents similar to the target group to confirm the appropriateness of the 
questions, that they are understood correctly and also to eliminate any possible spelling or 
grammatical errors. As a first step, a printed version of the survey was made to verify and adjust 
typographical errors, the choice of wording and possible duplicates where overlapping questions 
were removed. Once the sample was edited, a second test was made in electronic version in a pilot 
group of 5 people to measure the functionality and the correct collection of information together 
with the estimated time for participating in the survey.  
 
The Fel! Hittar inte referenskälla., describe a flow diagram for the sequence executed for the 
data analysis, a SEM was developed to measure the overall model, where each indicator variable 
was assigned to a latent construct. The sample size must to exceed the number of variables, which 
in this case is fulfilled with 43 variables for a sample size of 105. For a minimum sample size of 
100 a maximum of five constructs is recommended in the model. Also constructs with only one or 
two indicators need to be removed, since this sample size only allows at least three observed 
variables to each construct (Hair, et al., 2010).  
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Figure 3.2 Steps for statistics analysis 

The Figure 3.2 Steps for statistics analysis was based on the steps described in (2010). 
 
A SEM model consists of two models, the measurement model that shows how the variables comes 
together to represent constructs, and the structural model that shows how the constructs are 
associated with each other to test the hypothesis. When SEM is applied, the researcher can assess 
the contribution of each indicator variable in representing its associated construct and measure 
how well the combined set of indicator variables represent the construct. After the constructs have 
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met the required measurement standards, the relationships between constructs can be estimated 
(Hair, et al., 2010).  
 
Each indicator corresponds to a question in the questionnaire, named after their theoretical 
belonging from leadership dimensions as one part and a second part for the career anchors.  
The theoretical belonging can be found with the corresponding question mapped in Figure 3.3: 
Factors based on Transformational and Transactional Leadership Bass (1985) and on Career 
Anchors according to Schein's Career Orientation Inventory (COI) 
 

 
Figure 3.3: Factors based on Transformational and Transactional Leadership Bass (1985) and on Career Anchors according to 

Schein's Career Orientation Inventory (COI) 
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The indicators in above model showed in Figure 3.3 are linked to their corresponding question in 
the questionnaire as below from Figure 3.4 and Figure 3.5. 
 
The formulary circulated for the survey can be found in the Appendix 1 Questionnaire 
Development of next generation of Leaders. 
 

 
Figure 3.4: Questionnaire and corresponding variables from the Multifactor Leadership Questionnaire (MLQ) from Avolio et al 
(1999) 

 
Figure 3.5: Questionnaire and corresponding variables from the Career Orientation Inventory (COI) 
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3.4. Validity and Reliability 
When assessing the measurement model validity, it depends on establishing acceptable levels of 
goodness-of-fit (GOF) for the measurement model and finding the evidence of construct validity. 
The model fit is compared to reality by assessing the estimated covariance matrix in the theory to 
the observed covariance matrix in reality. The closer they are, the better fit of the model. Chi-
square (χ2) is the difference between the observed and estimated covariance matrices and is the 
key value in assessing the GOF of any SEM model. Another important measure is the Degrees of 
Freedom (df) that represent the amount of mathematical information available to estimate the 
model parameters. 
 
According to (Hair, et al., 2010), researchers have developed alternatives measures of fit and here 
are some of those indices:  
GOODNESS-OF-FIT INDEX (GFI), it is trying to give a fit less sensitive to the sample size, the 
value range is between 0 – 1, higher value indicates a better fit. A value greater than 0,90 can be 
considered good.  
ROOT MEAN SQUARE ERROR OF APPROXIMATION (RMSEA) is another measure of 
model fit that tries to correct for model complexity and sample size by including each in its 
computation and indicate how well a model fits a population. It measures both the model fit and 
the sample size. A lower value RMSEA indicate a better fit.  
 
There are other fit indices that compare the model in relation to a baseline model.  The TLI and 
CFI are the most used.  
 
TUCKER LEWIS INDEX (TLI) it even can have a value below zero and above 1. A model good 
fit is when the value approach 1. 
 
COMPARATIVE FIT INDEX (CFI), values above 0.90 are related with a model with a good 
fit. 
ADJUSTED GOODNESS OF FIT INDEX (AGFI) This is focus more when handling 
complexity of the models, this values normally is lower than GFI. 
 
In the results the index obtained for the final model will be compared against the values described 
for validity for the GoF Good of fit. 
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4. Results  
This chapter presents the results of this study, with the overall preferences regarding leadership 
and career development described. Our sample group has been shown to represent a valid set of 
millennial knowledge workers, and their preferences for leadership style and career anchors is 
presented in the following section. 
 

4.1. Composite variables for Descriptive analysis 
Syntax for Composite variables including the whole set of variables before the factor reduction: 
 
CH=(CL1+CL2+CL3+CL4+CL5+CL6+CL7+CL8+CL9+CL10)/10 
CH= 'CHARISMATIC' 
 
IS=(IS1+IS2+IS3)/3 
IS= 'INTELLEC_STIMUL' 
 
IC=(IC1+IC2+IC3+IC4+IC5+IC6)/ 6. 
IC= 'INDIV_CONSID' 
 
CR=(CR1+CR2) / 2. 
CR= 'CONTING_REWARD' 
 
MBE=(MBE1+MBE2+MBE3)/3. 
MBE 'MANAG_BY_EXCEP' 
 
AI=(AI1+AI2) / 2. 
AI ='AUTONOMY' 
 
EC=(EC1+EC2) / 2. 
EC 'ENTREPR_CREATIVIT' 
 
FC=(FC1+FC2) / 2. 
FC='FUNCTIO_COMPET' 
 
GM=(GM1+GM2+GM3) / 3. 
GM='GEN_MANAGE' 
 
GSES=(GSES1+GSES2+GSES3) / 3. 
GSES= 'GEOG_STABILITY' 
 
LS= (LS1+LS2 +LS3) / 3. 
LS 'LIFESTYLE' 
 
PC=(PC1+PC2) / 2. 
PC 'CHALLENGE' 
 
SDC=(SDC1+SDC2) / 2. 
SDC 'SERV_CAUSE' 
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4.2. Statistical analysis Leadership 
 
The objective of this study was to evaluate what kind of leadership style that is preferred by the 
Millennial knowledge workers that will help them thrive in their way forward as our future leaders. 
The preliminary descriptive analysis of the result of preferences for Leadership style can be seen 
in the following Table 4.1 Descriptive Analysis for Leadership preferences to show the general 
statistical result. The statistical result is also separated by gender to show any differences between 
male and female participants. This result until now doesn’t have any correlation with the Career 
anchors, it just compiling the plain set of statistics using the set of composite variables created for 
each of the dimensions of Transformation and Transactional leadership for the whole set of data 
for the Millennial group.  
  

Statistics - Leadership 

Transformational Leadership Transactional Leadership 

Gender CHARISMATIC INDIV_CONSID INTELEC_STIMUL CONTING_REWARD MANAG_BY_EXCEP 

Female 39 39 39 39 39 
Mean 4.3385 4.2821 3.9915 3.9872 2.5726 

Std. Deviation .44285 .44779 .68179 .67363 .81631 

Male 66 66 66 66 66 

Mean 4.2924 4.2424 4.0051 3.9318 2.6313 

Std. Deviation .42074 .47247 .65501 .76403 .82094 

Table 4.1 Descriptive Analysis for Leadership preferences 

As previously described in chapter 2.5 regarding the characteristics of Transformational 
Leadership, it is built upon three dimensions of leadership: Charismatic Leadership, Intellectual 
Stimulation and Individualized Consideration. A strong preference for transformational leadership 
is shown within our sample group, which is also confirmed by other studies on Millennial 
generation in some of reference documentation. The result of the study shows a high mean value 
for all three dimensions in the Transformational Leadership from a 5-point Likert scale. However, 
the dimension of Intellectual Stimulation exposes a slightly lower mean value and at the same time 
a higher standard deviation compare to the other two transformational leadership dimensions, 
which indicates that the opinions about the importance of Intellectual stimulation is more divided 
within the study group. The results are quite similar between gender, except that women show a 
slightly higher preference for a charismatic leadership and less preference for the need of 
intellectual stimulation compared to men. 
 
The standard deviation is also lower for the transformational leadership style dimensions, which 
shows that the opinions about Transactional leadership has a wider range compared to the 
preferences for Transformational leadership style and shows that the participants are more divided 
in their opinion about the Transactional leadership style. The two dimensions that characterize the 
Transactional Leadership are Contingent Reward and Management by Exception, where both 
dimensions have a lower mean value and higher standard deviation compared to the dimensions 
for Transformational Leadership. This type of leadership is less preferred by the study group, but 
also the opinions are more divided, with Contingent Reward as a higher preference than 
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Management by Exception. In this opinion men and women show similar preferences, with 
management by exception even less valued by women.  
 

4.3. Statistical analysis Career Anchors 
 
This study also has the intention to find the motivational factors of the next generation of leaders 
by evaluating their preferences for career development. As previously explained in Chapter 2.6 
regarding Millennials and Motivation, eight career anchors were included in the study to be able 
to cover the combination of the skills, interests, motives and values that influence choices and 
decisions at work. The statistical result is presented in Table 4.2 Descriptive Analysis for Career 
Anchors is using the series of composite variables for each of the dimensions of career anchors 
showed previously:  
 

  Statistics – Career anchors 

Gender AUTHONOMY SERV_CAUSE LIFESTYLE GEOG_STABILITY FUNCTIO_COMPET GEN_MANAGE ENTREPR_CREATIVIT CHALLENGE 

Female 39 39 39 39 39 39 39 39 

Mean 3.1154 4.1538 3.8205 3.3932 3.0897 3.4701 2.6795 3.1923 

Std. 
Deviation 

.79853 .72687 .79783 .72496 1.05051 1.05053 1.13837 .76619 

Male 66 66 66 66 66 66 66 66 

Mean 3.2424 4.0227 3.8232 3.3283 2.9015 3.5455 3.1061 3.1742 

Std. 
Deviation 

.89975 .84322 .70461 .83203 1.00084 .94396 1.21058 1.04695 

Table 4.2 Descriptive Analysis for Career Anchors 

 
As can be seen, the importance of Service and dedication to a cause have the highest mean value 
for both men and women which means that the participants prefer to seek the opportunity to work 
to achieve something to make the word a better place to live. This anchor also presents a relatively 
low standard deviation for women compared to men. Other high ranked career anchors are Life 
Style where a balance between personal needs, family needs, and the requirements of a career is 
preferred by both gender while General management where the opportunity to integrate efforts 
from others and be responsible for outputs are preferred by all participants. 
 

4.4. Factor reduction 
For the Exploratory Factor Analysis EFA using SPSS software and following the sequence of 
Figure 3.2 Steps for statistics analysis the first step was to evaluate the Cronbach’s Alpha for the 
reliability of scale for the 43 variables. The results can be seen in the Table 4.3 Cronbach's Alpha 
reliability statistics and for the Pearson correlation table in the Appendix 2 Correlation table 43 
variables N=105. According to Hair (2010) the limit for the exploratory research of the Cronbach’s 
value can be 0,60, our results shows a value higher that means a reliable scale for the measurement 
of the variables, however A visual inspection of the correlation table  from the Appendix 2 
Correlation table 43 variables N=105 does not show any particular strong correlation between 
factors or any determinant with value 0 that cause computational errors, the number of values is 
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quite big to be able to define a pattern. For that reason, a factor reduction is needed to define a 
smaller number of variables that easily can reveal the relation between variables.   
 

Reliability Statistics 

Cronbach's 
Alpha 

Cronbach's Alpha 
Based on 

Standardized Items 
N of Items 

.857 .868 43 
Table 4.3 Cronbach's Alpha reliability statistics 

The values and tables below are showing the results of follow the different steps of Figure 3.2 
Steps for statistics analysis, it required a series of iterations to reduce the set of observed variables 
to a number that permitted to obtain the constructs for the SEM analysis.  The initial number were 
43 variables and it was reduced to 14 variables like is shown in the next figure.  
 

 
 

Figure 4.1 Factor reduction - variables selected 

The values in the Figure 4.1, left side represent the initial number of variables (43), listing both 
the variables for career anchors and Leadership Transformational and transactional like 
described below. 
Career Anchors dimensions according to Figure 3.5: Autonomy and Independence represented 
by variables AI1- AI2, Entrepreneurial creativity EC1-EC2, Technical and Functional FC1- FC2, 
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Managerial GM1 to GM3, Security and Stability GS/ES1 to GS/ES3, Lifestyle LS1 to LS3, Pure 
Challenge PC1- PC2 and Service and Dedication to a cause SDC1 to SDC3.  
Leadership Transformational and Transactional dimensions according to Figure 3.4: Charismatic 
Leadership CL1 to CL10, Intellectual stimulation IS1 to IS3, Individual Consideration IC1 to IC6, 
Contingent Reward CR1-CR2, Management by exception MbE1 to MbE3.  
 
However, after the multiple iterations the number of variables has being simplified to 14 like it is 
showing in the Figure 4.1 right side.   
 
The dimensions remaining for Career Anchors are Autonomy and Independence represented by 
variables AI1, Managerial GM1 to GM3, Pure Challenge PC2, Entrepreneurial creativity EC1 and 
EC2 and Service and Dedication to a cause SDC1 and SDC2. For Leadership Transformational 
and Transactional dimensions, the remaining dimensions were:  Charismatic Leadership CL6, CL7 
and CL8 and Intellectual stimulation IS2 and IS3. 
 
Dimensions like Technical and functional, security and stability, life style, individual 
considerations and all the variables from Transactional leadership have been dropped from the 
Factor Analysis, the reason is those variables did not have significant levels in the whole study 
like the ones remaining. 
 
The figures below Figure 4.3, Figure 4.4 and Figure 4.5, show the configuration in SPSS for the 
factor analysis which helped to evaluate the significance of each of the iterations to decide what 
variable remain or drop the study.  

 

4.5. Deriving factors and assessing overall fit 
For our EFA, the criteria for the number of factors to extract is given by Latent root criterion or 
eigenvalues greater than 1, Figure 4.3, which resulted in a factor output of four. It is important to 
highlight in this first part of reduction of variables, the factors represent the communality between 
the data, those group of variables became the constructs of latent unobserved variables to build the 
SEM, which are required a number of 5 like maximum with a minimum of 3 indicators each (Hair, 
et al., 2010). 
 

 
Figure 4.2 Factor Analysis statistics 
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Figure 4.3 Extraction method 

 
Figure 4.4 Rotation method 

During the EFA, the KMO and Bartlett’s test was calculated according to the configuration in 
Figure 4.2 and Table 4.4 for the KMO and Bartlett’s Test shows the results. For Kaiser- Meyer- 
Olkin Measure of sampling Adequacy (KMO), this number shows how suitable is the sample size 
for the factor Analysis, a value between 0,8 to 1 describes the adequacy of the sample, a value <= 
0,5 indicates the sample is not adequate and the analysis is not useful (Hair, et al., 2010). The 
Bartlett’s Test of Sphericity, is designed to test for equality of variances across groups against the 
alternative that variances are unequal for at least two groups, (Snedecor & Cochran, 1983). 
 
 

KMO and Bartlett's Test 

Kaiser-Meyer-Olkin Measure of Sampling 
Adequacy. 

.768 

Bartlett's Test 
of Sphericity 

Approx. Chi-Square 493.982 

df 91 
Sig. .000 

Table 4.4 for the KMO and Bartlett’s Test 
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The criterion for the reduction was the orthogonal method Varimax as showed in the configuration 
in Figure 4.4, knowing previously that the confirmatory factor Analysis CFA would be done in 
AMOS, the number of factors cannot exceed five with this sample size. 
 
Following the steps from Figure 3.2, the Pearson Correlation Matrix must reveal substantial values 
greater than 0,3 for the correlation values between the variables remaining in the analysis, even 
some authors mention values over 0,15. Using the Bartlett’s test of sphericity in SPSS makes it 
possible to visualize at least the significant correlations between some of the variables. It is 
important to verify that any of the correlation values are over 0.9, other way those variables must 
be removed.  
 

Pearson Correlation Matrix a 
  GM1 GM2 GM3 EC1 EC2 AI1 PC2 SDC1 SDC2 CL6 IS3 IS2 CL7 CL8 

GM1 1.000                           
GM2 .508 1.000                         
GM3 .589 .538 1.000                       
EC1 .402 .442 .277 1.000                     
EC2 .258 .386 .259 .681 1.000                   
AI1 .025 .165 .016 .346 .449 1.000                 
PC2 .020 .236 .072 .309 .306 .199 1.000               

SDC1 .220 .166 .110 .317 .265 .270 .113 1.000             
SDC2 .218 .314 .206 .291 .200 .253 .181 .712 1.000           
CL6 .232 .128 .105 .154 .077 .039 -.011 .310 .363 1.000         
IS3 .198 .247 .067 .335 .244 .218 .113 .001 .219 .254 1.000       
IS2 .117 .201 .003 .304 .173 .181 .168 .157 .338 .304 .544 1.000     
CL7 .227 .252 .165 .257 .149 .175 -.053 .231 .341 .381 .359 .392 1.000   
CL8 .162 .197 .141 .392 .285 .161 .111 .128 .244 .152 .435 .469 .400 1.000 

a. Determinant = .007             
Table 4.5: PEARSON Correlation matrix - reduce variables 

The Table 4.6 Communalities show the common variances, how an item correlates with all the 
other items, for example for question CL6, 26.1 % of the variance is common with the rest of the 
data in the study, the present factors cannot explain all the variance, however from this value the 
variable has a significant load. 
  

Communalities a 

  Initial Extraction 

CL6 .271 .261 
CL7 .351 .360 
CL8 .364 .384 
GM1 .487 .567 
GM2 .468 .518 
GM3 .463 .649 
AI1 .281 .296 
PC2 .196 .142 
IS2 .439 .593 
IS3 .427 .536 

SDC1 .604 .999 
SDC2 .625 .618 
EC1 .591 .659 
EC2 .550 .771 

Extraction Method: Maximum Likelihood. 
Table 4.6 Communalities 
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For the total variance explained, in the Table 4.7, the first 4 factors have an eigenvalue bigger than 
1. The first factor gives the ratio, expressed as a percentage of the variance accounted by each 
factor to the total variance of the rest of the variables, for this case it is 30.74%, the cumulative % 
explains the percentage of second factor like the sum of the percentage of variance from the first 
and the second, for this case, 4 factors explain the 64.272% of the total variance. 
 

Total Variance Explained 

      Initial Eigenvalues 
Extraction Sums of Squared 

Loadings 

Rotation Sums 
of Squared 
Loadings 

Total Factor 
% of 

Variance 
Cumulative 

% 
Total 

% of 
Variance 

Cumulative 
% 

Total 
% of 

Variance 
Cumulative 

% 

1 4.304 30.746 30.746 2.050 14.639 14.639 2.005 14.318 14.318 

2 1.743 12.448 43.194 2.950 21.073 35.712 1.861 13.292 27.610 

3 1.526 10.898 54.092 1.324 9.456 45.169 1.823 13.018 40.628 

4 1.425 10.180 64.272 1.029 7.353 52.522 1.665 11.893 52.522 

5 .884 6.311 70.583             

6 .715 5.110 75.693             

7 .670 4.785 80.478             

8 .587 4.192 84.670             

9 .479 3.420 88.090             

10 .426 3.046 91.136             

11 .413 2.949 94.084             

12 .359 2.566 96.650             

13 .265 1.889 98.539             

14 .204 1.461 100.000             

Extraction Method: Maximum Likelihood. 
Table 4.7 Total Variance Explained 

 
Once the process of factor reduction has been executed, the Rotated Matrix looks like shown in 
Table 4.8: Rotated factor matrix - compute variables, where values <0.3 have been filtered and are 
sorted by size. During the iterations a number of variables have been dropped from the study like 
it was explained in the factor analysis reduction, the purpose with the selection of a more limited 
number of variables, is to underline a common pattern or relation between the observations from 
the sample group that can contribute to the analysis. The variables that are removed from the study 
have a lower loading factor in the model, and hence do not represent the whole group and for that 
reason those were excluded.  
 
The criterion for the reduction was the orthogonal method Varimax and knowing previously that 
the confirmatory factor Analysis CFA would be done in AMOS, the number of factors cannot 
exceed five with this sample size. 
 
Table 4.8: Rotated factor matrix - compute variablesTable 4.8 represents the remaining variables 
and their corresponding groups.  
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Rotated Factor Matrix a 

  Factor 
  1 2 3 4 

IS2 .745       

IS3 .694       

CL8 .550       

CL7 .527       

CL6 .372     .321* 

EC2   .841     

EC1   .688 .320   

AI1   .500     

PC2   .364     

GM3     .802   

GM1     .717   

GM2     .632   

SDC1       .968 

SDC2 .305     .692 

Extraction Method: Maximum Likelihood.  

 Rotation Method: Varimax with Kaiser Normalization. 

a. Rotation converged in 6 iterations.  
Table 4.8: Rotated factor matrix - compute variables 

The variable CL6 was included in factor 4, since each construct is expected to have a minimum 
number of three variable indicators (Hair, et al., 2010). 
 
After the factor reduction using the list of final variables after grouping the variables in factor, see 
table 4. The number of variables shown in this table is the total obtained after the reduction process 
that will be described below. 
 
From Table 4.8: Rotated factor matrix - compute variables shown above, we can see the final 
factors that represent the constructs with the most communalities in the study, with a number of 
variables reduced from 43 to 14.  
 
Once the variables with similarities were identified as a result of the factor extraction, they are 
renamed and related to the corresponding questions in the survey. These groups included variables 
correspondent to different dimensions from the central topic of our thesis: Leadership and Career 
Anchors, which represent the strong dimensions loaded from the results according to what our 
sample group represent. The identify labels correspond to what unobserved characteristics it 
represents depending of the variables included in each group. 

 Factor 1: Coaching Leadership (CS) 
IS2- I find it important that a manager enables me to think about old problems in new ways 
IS3- I prefer a manager whose ideas force me to rethink some of my own ideas which I had never 
questioned before 
CL8- I find it important for a manager to have a sense of mission which he / she transmits to me 
CL7-I believe it is important for a manager to be an inspiration for his/her subordinates 
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Note: Components from Transformation leadership: IS: Inspirational Leadership, CL 
Charismatic leadership, the label is selected because most of the variables are reflecting a 
desire of coaching by the participants 

 Factor 2: Start own business (SOB) 
EC2- I have always wanted to start and build up a business of my own 
EC1- I am always looking for ideas that would permit me to start and build my own enterprise 
AI1- I would like a career that is free from organization restrictions 
 

Note: Components from Career Anchors: EC: Entrepreneurial Creativity, AI: Autonomy and 
Independence and PC Pure Challenge, this label reflects the intention of create their own 
business and be independent from organizations 

 Factor 3: Be in charge (BIC) 
GM3- I get excited by managing human and financial resources within a project or my department 
GM1- I am excited by the process of supervising, influencing and leading people at all levels 
GM2- Ultimately, I want to rise to a high position in general management 
 

Note: Components from Career Anchors: GM: General Management, this group represent the 
strong desire to be in charge and became managers 
 

 Factor 4: Dedicated to Cause (DC) 
SD1- I want a career in which I can be committed and devoted to an important cause 
SD2- In my career, I want to be able to use my skills and talents in the service of an important 
cause 
CL6 - I prefer a manager who encourages me to express my ideas and opinions 
 

Note: Components from Career Anchors: SDC: Service and Dedication to a Cause, CL: 
Charismatic Leadership, the label represents the intention of service and work for a good 
cause 
 

The list of variables below, show what questions that was included in the survey, with the shaded 
variables the ones that remains after the factor reduction has been performed. 
 
 
  Leadership 

CL1 I prefer a manager who talks optimistically 

CL2 I prefer my manager to be a model to follow 

CL3 
I find it important that my manager excites us with his/her visions of what we may be able to accomplish if 
we work together 

CL4 I find it important to have complete trust in my manager 

CL5 I believe it is important that a manager considers the moral and ethical consequences of his/her decisions 

CL6 I prefer a manager who encourages me to express my ideas and opinions 

CL7 I believe it is important for a manager to be an inspiration for his/her subordinates 

CL8 I find it important for a manager to have a sense of mission which he / she transmits to me 
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CL9 I prefer a manager who makes everyone around him/her enthusiastic about assignments 

CL10 I find it important that a manager gives me a sense of overall purpose 

CR1 I prefer a manager who tells me what I should do if I want to be rewarded for my efforts 

CR2 I believe it is important to be able to negotiate with my manager about what I can get for what I accomplish 

IC1 I find it important for my manager to recognize my achievements 

IC2 I prefer a manager who finds out what my career ambitions are and helps me achieve them 

IC3 I find it important for manager to express his/her appreciation when someone does a good job 

IC4 I prefer a manager who teach and coach me 

IC5 
It is important to me to have a manager who makes me feel we can reach our goals without him/her if we 
want to 

IC6 I find it important that a manager treats each subordinate individually 

IS1 
I find it important that my manager provides me with new ways of looking at things which used to be a 
puzzle for me 

IS2 I find it important that a manager enables me to think about old problems in new ways 

IS3 
I prefer a manager whose ideas force me to rethink some of my own ideas which I had never questioned 
before 

MbE1 I prefer a manager who asks no more of me than what is essential to get the work done 

MbE2 I prefer a manager who only tells me what I need to know to be able to do my job 

MbE3 I prefer a manager who does not try to change anything as long as things are going all right 

Table 4.9 for leadership, variables included (grey) and excluded from the study. 

   Career and development 

AI1 I would like a career that is free from organization restrictions 

AI2 
In my career, I want the chance to do things my own way and not be constrained by the rules of an 
organization  

EC1 I am always looking for ideas that would permit me to start and build my own enterprise 

EC2 I have always wanted to start and build up a business of my own 

FC1 I would like to remain in my area of expertise throughout my career 

FC2 I will accept a management position ONLY if it is in my area of expertise  

GM1 I am excited by the process of supervising, influencing and leading people at all levels 

GM2 Ultimately, I want to rise to a high position in general management 

GM3 I get excited by managing human and financial resources within a project or my department 

GS/ES1 I prefer to work for an organization who will give me long term stability 

GS/ES2 
It is more important for me to remain in my present geographical location than to receive a promotion or 
new job assignment in another location 

GS/ES3 
It is important for me to work for an employer who will provide security through guaranteed work, benefits, 
a good retirement program etc. 

LS1 
I would like to develop a career that permits me to pursue my own personal interests outside the 
workplace 

LS2 Choosing and maintaining a certain life-style is more important than my career  

LS3 A career is worthwhile to me only if it enables me to lead my life in my own way 

PC1 I feel successful only if I am constantly challenged by a tough problem or a competitive situation  

PC2 
The only real challenge in my career has been confronting and solving tough problems, no matter what 
area they were in 

SDC1 I want a career in which I can be committed and devoted to an important cause  

SDC2 In my career, I want to be able to use my skills and talents in the service of an important cause 
Table 4.10 for Career Anchors, variables included (green) and excluded from the study 
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4.6. Validation of factor Analysis 
 
A Reliability Statistics for Cronbach’s Alpha was calculated with the result of the new set of 
variables as shown below in Table 4.11 Reliability statistics for Cronbach’s AlphaTable 4.11. 
 

Reliability Statistics 

Cronbach's Alpha 
Cronbach's Alpha Based 
on Standardized Items N of Items 

0,815 0,819 14 
 

Table 4.11 Reliability statistics for Cronbach’s Alpha 

The Cronbach's alpha value of 0,815, indicates the level of internal consistency for the Likert scale 
used in this study. Together with the total statistics in Table 4.12 Item Total Statistics from 
Cronbach’s Alpha reliability analysis. It can be seen how the Cronbach’s Alpha will be affected if 
one of the variables is removed. In this case the variable PC2 could be deleted and hence increase 
the Cronbach’s Alpha from 0,815 to 0,818. However, it was kept and continue with Structural 
equation modelling (SEM) Confirmatory Factor Analysis in AMOS. The reason behind keeping 
the variable PC2 was that it was giving a better model fit one time calculated the Index of fit. 
 

Item-Total Statistics 

Scale Mean if 
Item Deleted 

Scale Variance 
if Item Deleted 

Corrected Item-
Total Correlation 

Squared Multiple 
Correlation 

Cronbach's 
Alpha if Item 

Deleted 

AI1 48.45 53.134 .355 .281 .811 

GM1 47.65 51.692 .467 .487 .802 

GM2 48.29 48.475 .565 .468 .793 

GM3 48.03 51.509 .377 .463 .811 

EC1 48.36 46.022 .676 .591 .782 

EC2 48.75 47.861 .569 .550 .793 

PC2 48.48 54.079 .266 .196 .818 

SDC1 47.52 53.617 .400 .604 .807 

SDC2 47.34 52.881 .520 .625 .800 

CL6 46.92 56.706 .309 .271 .813 

IS3 47.47 53.944 .428 .427 .805 

IS2 47.57 53.613 .425 .439 .805 

CL7 47.27 54.544 .419 .351 .806 

CL8 47.47 53.694 .442 .364 .805 

Table 4.12 Item Total Statistics from Cronbach’s Alpha reliability analysis 

4.7. Build a Factor Model SEM 
The Figure 4.5 initial Diagram (Measure model) in AMOS for CFA, represents the model obtained 
in SPSS like result from Table 4.8: Rotated factor matrix - compute variables, each of the four 
constructs represent the factors from the Factor Analysis reduction, these will be representing the 
constructs in AMOS, and were labeled: Coaching Leadership CS, Be in Charge BIC, Dedicated to 
Cause DC, Start own Business SOB. This model now will be tested for the Confirmatory Factor 
Analysis.  
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The Figure 4.5 initial Diagram (Measure model) in AMOS have 4 latent factors and 14 indicator 
variables (observed), the latent factors have a correlation relationship.   

 

 
Figure 4.5 initial Diagram (Measure model) in AMOS for CFA 

 
Figure 4.6 Standardized estimates 
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The next table report the standardized regression weights from the output from AMOS results, 
running for the diagram Figure 4.5 initial Diagram (Measure model) in AMOS for CFA.  
 

Standardized Regression Weights: (Group number 1 ‐ Default model) 

         Estimate 

GM1  <‐‐‐  Be in Charge BIC  0,773 

GM3  <‐‐‐  Be in Charge BIC  0,741 

GM2  <‐‐‐  Be in Charge BIC  0,756 

PC2  <‐‐‐  Start own business SOB  0,379 

EC2  <‐‐‐  Start own business SOB  0,818 

EC1  <‐‐‐  Start own business SOB  0,868 

SDC2  <‐‐‐  Dedication to Cause DC  0,866 

CL7  <‐‐‐  Coaching leadership CS  0,472 

IS2  <‐‐‐  Coaching leadership CS  0,62 

IS3  <‐‐‐  Dedication to Cause DC  0,598 

SDC1  <‐‐‐  Dedication to Cause DC  0,882 

CL8  <‐‐‐  Coaching leadership CS  0,717 

AI1  <‐‐‐  Start own business SOB  0,474 

CL6  <‐‐‐  Dedication to Cause DC  0,337 
Table 4.13 Standardized values 

 
The previous diagram was constructed, following the requirements from Hair et al (2010) about 
the number of constructs and minimum number of observed variables per construct. The model is 
showing a consistent measure of the indicators for the same construct.  
 
Based in the results from the Correlations between the constructs in the output file from AMOS 
(check table for shaded cells), Start own Business (SOB) is highly correlated with Be in Charge 
(BIC) and Coaching Leadership (CS) showed in the table below. These results helped to build the 
mediated Model in Figure 4.7 Mediated model 
 

Correlations: (Group number 1 ‐ Default model) 

         Estimate 

BIC  <‐‐>  DC  0,379 

SOB  <‐‐>  DC  0,44 

BIC  <‐‐>  SOB  0,612 

DC  <‐‐>  CS  0,304 

SOB  <‐‐>  CS  0,606 

BIC  <‐‐>  CS  0,278 
Table 4.14 Correlation between constructs 
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4.8. Hypothesis  
The hypotheses were formulated once the factor of reduction of variables has been done, one the 
variables have been grouped into factors with similar loading. According to the formulation of this 
study, the purpose is to identify the motivational factors and preferences in Leadership preferences 
y the interrelation between the dimensions of the models used: Leadership Questionnaire (MLQ) 
for Transactional and Transformation Leadership theory and Career Orientation Inventory for 
Career anchors (Motivational factors). 
 
The hypotheses were tested by the model in Figure 4.7 Mediated model, from the results obtained 
from Table 4.14 Correlation between constructs, evaluating the relationship between the 
constructs. The hypothesis for this study are stated below, where each hypothesis represents a 
specific structural relationship between the constructs and the key factors that influence the 
leadership potential for our next generation leaders. 
 
The following hypotheses H1, H2, H3, H4 and H5 are listed below  
 

 H1: Generating business ideas and branding towards an important cause with the freedom 
to decide and explore and likewise contribute to an important cause, fosters positively the 
entrepreneurial spirit of the Millennial generation 

 H2: Excitement of being able to influence and lead people together with opportunity to 
managing human and financial resources is positively related to the willingness to start and 
create their own business  

 H3: Millennials that are attracted by the possibility of creating their own company, free of 
organizations and become their own managers have a preference for a coaching leadership 
style 

 H4: Millennials want to reach leading positions where they can influence processes and 
people and manage human and financial resources which influence the preference of an 
inspiring and coaching leadership 

 H5: Engaging in activities at work that involve a noble cause, contributes positively the 
development of charismatic and inspirational leaders 

 
Figure 4.7 Mediated model 
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Based in the mediated model, the hypothesis was tested using the next model in AMOS. 
 

 
Figure 4.8 Final model for hypothesis 

The table below indicates a compilation of the Goodness of fit indicators results from our study 
in comparison with the recommended values compiled from (Hair, et al., 2010) in the chapter 
Validity and Reliability. 
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Indexes General rule Results from model 
Chi‐square  74,098 
P‐value  0,377 
D.F.  71 

CMIN/DF <= 3 1,044 
IFI >=0,95 0,968 
TLI 0>TLI>1 Good fit closer to 1 0,948 
CFI >=0,90 0,960 
GFI >=0,90 0,898 

AGFI AGFI < GFI  0,849 

RMSEA Smaller, the better; 0 indicates perfect 
fit 

0.020 

 

Table 4.15 Comparison of GoF indicators recommended and study results 

In the final model below are the compilation of Hypothesis values for the final model 
 

 
Figure 4.9 Final Model - Hypothesis values between constructs 

The model shows the strongest correlation between the attraction of creating their own business 
and a preference for the coaching leadership style that is described in the transformational 
leadership theory. The sample group also shows a positive correlation between the excitement of 
being able to influence and lead people together with opportunity to managing human and financial 
resources and the willingness to start and create their own business. The model also shows that the 
possibility of working and branding towards an important cause fosters positively the 
entrepreneurial spirit of the study group. The correlation between the motivational factor of 
engagement in a noble cause at work and the development of charismatic and inspirational leaders 
quite low, which shows that the cause does not relate as much to the preference of having a 
coaching leader. Finally, the model shows a low but negative correlation between the willingness 
to be in charge and the preference of having a coaching and inspirational leadership.  
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5. Discussion and Conclusions 
This chapter aims to present the conclusions and consequences of the findings, with a discussion 
of the result in comparison with the theory presented. The first section is dedicated to answer the 
central question and the following sections are presenting a general analysis of the topic together 
with suggestions for future research. 
 

5.1. Conclusions 
The objective of this study is to evaluate the motivational factors and leadership preferences of 
Millennial generation, since this generation will be, and in many organizations already are, our 
future leaders. Their motivators and leadership preferences need to be evaluated and acknowledged 
to be able to shape and support the leaders we want to see in the future.  
 
The following question has been central during this research: 
 
“What motivates our next generation of leaders and what kind of leadership is needed to help them 
thrive?" 
 
By assessing the corresponding sub question: 
 
“What are the motivation factors that millennial knowledge workers expect from their jobs?”  
 
And 
 
“To what extent will Transformational or Transactional leadership help them in their personal 
growth and development? 
 
According to Bass’ theory, it could be foreseen that the Millennial knowledge workers would 
prefer a Transformational leadership style over a Transactional Leadership style, due to the 
characteristics of the millennials that align with the transformational leadership style. This sample 
group with highly educated participants in the knowledge sector highly prefer a Charismatic 
Leadership style where a leader is a model to follow and give a sense of overall purpose by 
encouraging their employees in their daily work. The sample group seems to prefer the Intellectual 
Stimulation that the transformational leadership style provides, where the employee is enabled to 
think about old problems in a new way and encourage their employees to rethink some ideas in 
new ways. This can also be connected to the innovative spirit that fosters the entrepreneurship, 
why the high load between the construct for coaching leadership and the willingness to start up a 
new business.  
 
The motivational factors are dominated by the possibility to act and work for a cause, which shows 
a dedication to make an impact and make the world a better place to live in. The need for 
intellectual stimulation is high and a desire to reach a leading position where the person can 
manage and influence processes and human resources is clearly shown.  
 
Since the participants in this study represent a small section of the global millennial knowledge 
workers, it is important to highlight the similarities and differences compared to general theories 
about the millennial generation. The model is built upon this specific sample group and therefore 
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the outcome of this analysis cannot automatically be applied to the generation as a whole, even if 
several observations show a similar result as other studies on the millennial generation leadership 
preferences and motivating factors. 
 

5.2. Discussion and further research 
This research emphasizes the importance of motivation of knowledge workers and that each 
generation might have different preferences when it comes to leadership and career anchors. The 
multigenerational aspects and differences need to be highlighted since when the multigenerational 
communication works respect, loyalty and personal and organizational success flourishes. The 
organizations that acknowledge this and help their employees recognize the value each generation 
offers will for sure create thriving, respectable teams with a higher productivity with higher quality 
of the outcomes. Since the knowledge worker is a high value asset in their company, and the 
millennial generation is contributing to a constantly growing share of the workforce, their 
preferences must be recognized and implemented in corporate strategies to be able to attract, 
develop and preserve our next generation leaders.  
 
The study shows that the inclination towards entrepreneurship is mainly based on psychological 
characteristics with a very high need for achievement and high propensity to take risks.  
Entrepreneurial challenges are highly valued by the participants and together with an eager for 
pure technical challenges this provides a good basis for creating new business, exploring and 
developing new markets. This also shows a strong willingness to take risks and overcome obstacles 
that might follow the task. This corresponds to results from related studies on the millennial 
generation, where a high trust to their own abilities can be leading the way for new innovative 
businesses.  
 
The model shows that the sample group is motivated by the idea to start their own business with 
the corresponding entrepreneurial freedom that seems to preferred and to be able to implement 
their own ideas and management style. The excitement about the process of influencing and 
leading people and to be able to manage human and financial resources that the result shows 
correspond to the same conclusion above. At the same time the sample group ask for an 
inspirational leader that acts as a role model, which may emphasize the conclusions from similar 
studies on the millennial generation, this generation seem to be eager to climb the ladder but may 
not yet have the necessary experience to do so. The result from this study may indicate what kind 
of leaders we will see in the future, by identifying the leadership preferences that act as role 
models, this will most probably be the way the millennial generation will aim to perform 
themselves when they act in leading positions.  
 
Another dominating motivational factor is the importance to be committed and dedicated to a 
cause, where their skills and talents can be used to make a difference. The participants show a 
preference for working with a purpose, to be able to contribute something to the world, which is 
in line with similar studies. Analysis done by (EY, 2015), (Deloitte, 2017) and (PWC, 2011) shows 
that the Millennial generation highly prefer the opportunity to pursue work that archives something 
of value to make the world a better place to live in, which was confirmed by this study. The result 
also shows that the organizations will benefit from generating business ideas that gives the freedom 
for their employees to decide and explore and likewise contribute to an important cause, which 
will foster the creative spirit and result in higher productivity. It might for this reason be suggested 
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that organizations put some effort into company branding towards environmental and social 
impact, since the millennials want to work for a company that share their visions and values 
Branding towards an important cause might have even higher impact in the near future, both for 
retaining their employees but also to be able to attract and maintain the millennial customer. The 
result reveals that despite the fact that having a leading position is a motivation, it is even more 
important for the participants to be able to align their work activities and skills with their personal 
values to contribute to society. 
 
In general, our sample size corresponds quite well to the result shown by similar studies on 
Millennial behavior and their preferences in work life. Our study group consists of knowledge 
workers, all with a technical background, and many of them already positioned in a leading 
position and working in a global environment. This might result in a higher desire for 
entrepreneurial challenges and a wish to work with general management issues compared to 
similar studies on the millennial generation, but also contributes to the theory that a charismatic 
leader is wished for with a transformational leadership style, as previously shown. Economical and 
Geographical stability has previously been shown to be less important for millennials, and this was 
confirmed by our study group since stability factors did not provide sufficient loading to be 
included in the model. This suggests that organizations might put less effort into developing 
advanced monetary incentives for their knowledge workers, and instead focus on the organizations 
impact on the society and branding themselves towards causes that matter to this generation 
 
The high preference for entrepreneurial freedom with the possibility to create an organization on 
their own, built on their own abilities combined with willingness to take risks and overcome 
obstacles shows that we can hopefully see a new wave of start-ups in the knowledge sector in near 
future, since the study group align with the general millennial desire to go beyond the 
organizational boundaries and create their own business based on their preferences and values. 
Other studies on the millennial generation shows that the millennial employee attempt to find a 
balance between personal needs, family needs and career development to feel motivated which 
also creates loyalty, such as flexible work hours, which was not the main motivators targeted by 
our study group. A possible reason is that knowledge workers in general have a more flexible work 
environment with a level of freedom already permitted, why this requirement is mostly fulfilled 
for the study group and for that reason is not ranked higher.  
 
This study shows that the aim to share some light on the millennial leadership preferences for the 
managers to be able to address these in time, have to be realigned to fit the millennial preferences. 
In the beginning of this study, the millennial knowledge workers were targeted as employees in 
knowledge-based firms, but the results reveal a high preference for entrepreneurial challenges 
when the study group are searching for entrepreneurial freedom with the possibility to create 
business on their own. A business which is built upon their own knowledge and abilities and 
provides the autonomy and independence that this generation is looking for. So, the millennial 
knowledge worker may be an employee today, building up their experience and also finding what 
they value the most in their lifestyle, to finally take the step and act on their entrepreneurial drivers. 
Also, since entrepreneurship is synonymous with being self-employed, this research may create 
more value for the millennial generation themselves and be an attractive career alternative among 
young talents. This result will hopefully be the spark needed and act as an eye opener for all the 
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entrepreneurs out there and by doing so in the long run create more value for the society as 
innovative ideas and new businesses will do.  
 
Further research within this field is clearly needed, where a larger sample would provide a result 
that can be more applicable on the population as a whole. It is also recommended that further 
research be conducted that measures how the organizational or geographical cultural setting of the 
Millennial employee impacts the findings. Different cultural beliefs will have an impact on 
preferences and it would be beneficial to understand to what extent the preferences and values will 
change across different cultures or countries.   
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Appendix 1 Questionnaire Development of next generation of Leaders  
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Appendix 2 Correlation table 43 variables N=105  
 

 
 
 


