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Abstract 
 
This thesis is about Millennials and Leadership. The main purpose is to analyse how 
companies can work with aspects of Situational Leadership to realise the potential of the 
millennial generation. What aspects of Situational leadership contribute to a climate where 
organisations make the most out of their young professionals? 
 
In the thesis we also investigate how a number of companies and organizations that are 
regarded as attractive or successful in terms of recruitment and leadership work with 
leadership to keep and develop their young employees.  
 
Many managers, both in a large survey by the research company Kairos Future and in our 
own empirical study, respond that 20-30 years olds need a new type of leadership. The 
secondary sources also describe the Millennials as different and therefore in need of a 
different leadership.  
 
Our respondents all talked about how they work directly or indirectly with Situational 
Leadership even though not all of them are using the formal model of SLII.  
 
A majority of the respondents also stressed the close relation between their leadership and 
their values. They saw their values as important means to ensure that the leadership was 
aligned. The values also served as guiding principles allowing more autonomy in the 
leadership –a basis for some of the phases in SLII.  
 
Our recommendation to management and organizations would therefore be the following: 
 

� Make sure you have strong and common values within the organization, values which 
the employees live by and that the Millennials are attracted to.  

� Work strategically with values and SLII to make sure the newcomers have the 
foundation they need while at the same time combining their need for support with 
room for creativity. 
  

These measures will attract the Millennials at the same time as it will be a way to keep and 
develop these talented young employees. 
 
Keywords:  
Millennials, Leadership, Situational Leadership, SLII, Values  
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1. Introduction 
 
One thing that we have noticed is that the longer you work the more interesting the leadership 
aspects of work get. This is due to two reasons: in the first place we have the fact that you, 
during your career, are “exposed” to a number of leaders who help you build preferences 
defining a leadership that suits you and secondly, as you get more experienced you often take 
on roles involving leadership, which forces you to develop your own leading and facilitating 
capacities. 
 
We have both had the opportunity to work with people born in the 80ies and even though 
these colleagues only are a decade younger than ourselves we have experienced significant 
differences between the way they think and act and the way our own generation behave. This 
“gap” and the fact that we want to understand how organizations can make use of all this 
impressive energy and knowledge that this generation possess made us want to write this 
thesis. We hope that it will inspire both discussion and reflection. 
 

1.1 Background 

To be able to attract, keep and develop young and talented people is vital for any organisation. 
But what are the means necessary to accomplish this? And are those means specific for 
specific generations? 
 
In Sweden we are facing a situation where several interacting factors make this challenge 
critical to many companies. We are in the middle of our largest change of generations in 
modern times when the people born in the 40ies will retire and at the same time we are facing 
a very strong turn in the economy where we are going from a recession into a period of 
growth and increased production bringing a shortage of well educated and ambitious people 
with it. 
 
Every time a new generation is defined and categorised there is a discussion whether the 
characteristics of this generation really differ from previous ones or if they are simply 
“young”. Now when it’s time for generation Y, or the Millennials (the people born in 80ies 
and 90ies) to start their professional careers this discussion is of interest again. Especially 
since this group for many organisations will be ones to fill the gaps after the great retirements. 
 
Many articles, books and surveys indicate that the Millennials have specific needs in terms of 
leadership and it is therefore interesting to investigate what type of leadership will respond to 
those needs and meet the high expectations of this demanding generation. In this study we 
will look specifically at how Situational Leadership can be used to accomplish this. 
 
From an organizational perspective we will investigate how organizations that are regarded as 
successful in this area work to attract, develop and retain their young talents.   
 

1.2 Problem discussion 

Articles written on the millennial generation highlights a number of areas where this 
generation differs from previous ones. Some areas indicate that this generation can be really 
valuable for future employers (Hershatter & Epstein, 2010). Others identify a number of 
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challenges that need to be met in order to fully benefit from the strengths and talents that this 
generation possess (Barnes, 2009).  

Many of the studies so far has focused on the US and other large economies. As De Hauw and 
De Vos point out (De Hauw & De Vos, 2010) the economic context present when a new 
generation start their careers affects the expectations and the behaviour of that generation. The 
fact that the recent economic crisis did not hit Sweden with the same magnitude as it did 
many other countries indicate that it would be of interest to look closer up on how the 
Swedish Millennials will fit into the labour market. 

In a large survey made by Kairos Future (Konsten att leda unga, 2011) a clear majority, 74%, 
of the managers participating answered that 20-30 years olds need a different type of 
leadership. At the same time the satisfaction of the young respondents decreased with the age 
of their leaders, the older the leaders was, the less satisfied the young was -results that clearly 
indicate that the leadership used for young professionals must be adapted to fit their needs and 
requirements and that the larger the age difference, the more important it is to work with the 
leadership aspects. 

Research show that the millennial generation has a broad competence range, ranging from 
very strong in specific areas such as new media and networking too much weaker when it 
comes to for example working independently and self management. They are also known as a 
questioning generation with a need to know, understand and accept the underlying reasons for 
why a certain decision or action is taken. 
 
Since several of the challenging areas are connected to relations, guidance and coaching, a 
leadership approach that covers these aspects is needed in order to keep and develop this 
important generation. The background, expectations and needs of the Millennials indicate that 
the leadership must be flexible, very explicit at times and more open when the circumstances 
allow. The Situational Leadership model where different leadership styles are applied 
depending on the context and the competence of the individual being managed could thus be a 
suitable model to handle this new generation.  

 

1.3 Problem formulation and purpose 

The fact that the millennial generation is an important part of the future workforce and the 
indications that this group differ in their expectations and needs with regards to leadership 
makes it an interesting area to investigate. 
 
The main purpose of this study is to analyse how companies can work with aspects of 
Situational Leadership to realise the potential of the millennial generation; how they can meet 
the needs indicated by many studies, such as flexible, explicit and more open leadership. 
What aspects of Situational Leadership contribute to a climate where organisations make the 
most out of their young professionals? As the theoretical frame of reference we will use the 
model of Situational Leadership II, which was developed by Blanchard and Hersey 
(Blanchard, 2010). To connect the leadership to the organization we will also use some theory 
on organizational culture and values. 
 
To be able to answer this question we will combine analyses of secondary sources with 
empirical studies. Based on secondary data and a quantitative study made by Kairos Future 
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among 20-30 year olds and their managers we will identify elements in the Situational 
Leadership model that are key to meet the needs and expectations of the Millennials.  
 
Further on we will investigate how a number of companies and organizations that are 
regarded as attractive or successful in terms of recruitment and leadership work with 
leadership to keep and develop their young employees.  
 
Combining the theory, the secondary data and our empirical work we will formulate a 
recommendation on how companies and organizations can work with leadership on an 
organisational level to realise the potential of their young professionals. 
 

1.4 De-limitations 

This study is made from a Swedish perspective. Even though we compare with findings from 
other parts of the developed world our empirical work and our results are totally focused on 
Sweden and the prerequisites that we have here. Further on we have decided not to include 
organizations that were founded and/or is based mainly outside Sweden and can be assumed 
to have a leadership and culture that is strongly influenced by their home countries (this 
category includes for example Google which is an attractive company having its main 
business and cultural platform in the US). 
 
In our work we have focused on the part of the Millennium generation that has or presently is 
entering their working lives, the 20-30 year olds. We have intentionally left our people who 
haven’t started working yet or people who are very young as they start their professional lives. 
 
We have also chosen to focus our empirical study on the employers, not interviewing the 
young professionals, since our aim was to find out what make companies and organizations 
attractive or successful in terms of recruitment and leadership.  

1.5 Thesis structure 

The thesis starts with a brief description of the millennial generation, followed by a 
methodology chapter; chapter 3, which describes the method that is chosen for the thesis. 
Chapter 4 defines the theoretical frame of reference. It also describes some leadership 
approaches and specifically the characteristics of Situational Leadership. In chapter 5 we 
summarize the findings from the interviews with our five respondent organizations. Chapter 6 
contains the analysis where we merge the empirical findings with the theory. In chapter 7 we 
conclude the findings and formulate some implications. Chapter 8, finally, contains the list of 
references.  
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2. The Millennial Generation 
 
This chapter contains a brief description of the characteristics of the Millennials in general 
and of their approach to carriers and professional lives as a background to the problem 
formulation.   
 
The millennial generation is the most common name for the generation that is now entering 
the workplaces. Generation Y (as being the generation coming after X or “why” as being the 
questioning generation), Generation Me (because they seem to refer everything to themselves), 
Generation Net (because they are the first generation growing up with Internet and technology 
as a natural part of their lives) are other names used for the same generation (Downing, 2006). 

2.1 Characteristics of the Millennials  

The Millennials, born between the late seventies and the turn of the century (different sources 
have slightly different definitions but all of them include the majority of the 80ties and the 
90ties), differ from the generation before them, in a number of areas. While the main 
characteristics of the previous generation, born in the 70ties, was their high ambitions and 
their striving for success in all areas in life (their professional career, as a parent, in their 
social life and in their spare time), the Millennials have a different focus. 

The picture of the Millennials as drawn in the literature includes: 

� Requiring feedback, coaching and directions 

� Strong parental relations 

� Confident and focused on their personal brand  

� Trusting organizations 

� Value-driven with a questioning attitude 

� Networking digital natives 

� Family focused 

 

2.1.1 Requiring feedback, coaching and directions 

Millennials need immediate feedback and are eager to know they are on the right track –in 
every second. Most of all they like positive responses and they can even be sensitive to 
criticism, requiring managers to think carefully about how they formulate their feedback. 

Managers often feel that they spend a lot of time commenting and supporting the Millennials, 
even in such hands-on areas as keeping deadlines or turning their phones off in meetings 
(Alsop, 2008). “Millennials expect very clearly outlined, objective rubrics and well-defined 
expectations”, (Hershatter and Epstein, 2010, p 216).  

Having grown up with much support from teachers and parents the Millennials are 
uncomfortable with thinking independently, making their own plans. As Ron Alsop puts it 
“Give these young people a check-list and they’re sure to get the job done”, (Alsop, 2008, 
p.133).  
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2.1.2 Strong parental relations 
 
The Millennials are used to having their parents “swooping in to rescue the young adult from 
problems and situations”. The strong parent connection has been largely responsible for 
producing young adults who have been sheltered from consequences, have weak problem 
solving skills, have a high sense of entitlement, and have a high expectation of being cared for 
and being served”, (Barnes, 2009, p 60). Alsop also describes how this generation have had an 
extraordinary support with parent involvement in everything from school task to recruitment 
interviews during their adolescence (Alsop, 2008). 
 
2.1.3 Confident and focused on their personal brand 

The young generation has grown up in a world where you market yourself (e.g. on the web) 
and with the support from parents and teachers they have built a confidence that may strike or 
surprise earlier generations (Pihl, 2011, Alsop, 2008). Whenever a Millennial has an idea he 
or she wants to be listened to, to be taken seriously: A 22-year old marketing associate once 
said: “That´s what we want from employers... a chance to learn, to be challenged, to be taken 
seriously”, (Downing, 2006, p 5). 

Millennials are impatient, eager to contribute and will not wait in line. Emma Pihl describes 
how these young people expect promotions when their older colleagues think that they have 
hardly gotten themselves acquainted with the job (Pihl, 2011). 

2.1.4 Trusting organisations 
 
The Millennials are somewhat contradictory in the sense that they are individualistic while at 
the same time wanting to belong to a team. The same ambiguity is also found in the relation to 
established organizations; even though the Millennials admire companies like Google they are 
often drawn to large and stable organizations such as General Electric and Johnson & Johnson 
(Alsop, 2008).  
 
The same indications are found in Universum’s Swedish employer branding survey and 
Daniel Wägerth, specialist in employer branding, make the conclusion that many young 
professionals focus on finding an employer who offers stability.  (Företagsbarometern 2010). 
The authors Hershatter and Epstein also present findings that the Millennials are confident in 
businesses, institutions and government; “The Millennials have an inherent trust in 
organizations and a strong preference for the structures and systems that support them”, 
(Hershatter and Epstein, 2010, p 215).  
 
2.1.5 Value-driven with a questioning attitude  

In an international study by PWC (Managing tomorrow’s people, 2007) one of the 
conclusions is that the Millennials will put pressure on employers to have clear employer 
brand values, which can be evaluated and that they will be likely to move if the organizations 
do not live by their values. Kairos Future has a similar view: “The MeWe´s, born in the 80-ies 
and beginning of 90ies, are people that are value driven and at the same time mobile and 
multiple in their values and beliefs. They are very difficult to get, and even more difficult to 
get to stay” (www.karirosfuture.com). According to Hershatter and Epstein the Millennials 
care about authenticity and institutional values since they are counting on working within 
organizations to drive change (Hershatter and Epstein, 2010). And when considering an 
employer the reputation of the company is an important part of the evaluation for the 
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Millennials (Alsop, 2008). Also from a personal perspective values are important to the 
Millennials, many of them feel a strong commitment to do good (Alsop, 2008) and they put 
values such as sustainability, ethnic persecution and work against poverty high (Hershatter 
and Epstein, 2010).   

The Millennials have a need to always know why. They want to understand how the things 
they do relate to the bigger picture (Pihl, 2011). The same phenomena is described by Alsop 
who advices employers to work hard on engaging the Millennials in their jobs, showing them 
the impact of their work (Alsop, 2008). 

2.1.6 Networking digital natives 

The Millennials are digital natives -they grew up with all technology right in front of them. 
Several authors comment the fact that the Millennials are affected by the major innovations in 
technology and software that have taken place during the last decade (Barnes, 2010, Alsop, 
2008). According to one study young Americans are on line 6,5 hours per day and in those 
hours they squeeze in an equivalent of 8,5 hours of media exposure due to so called 
multitasking (Waller, 2006). 

In general the Millennials have strong social networks, which they see as important to 
maintain –an activity that might affect their work life as well. The networks are used not only 
to find out what the connections are up to but also for exchanging information and favours 
(Pihl, 2011).  

The Millennials may sometimes go for the easy way to look for information. A search through 
Google, Wikipedia or in their social network is often enough for them to answer a question or 
gather the information they were looking for. They are not accustomed to look deeper to find 
a more complex answer –something that they will have to learn as they enter their 
professional lives (Hershatter and Epstein, 2010).   

2.1.7 Family focused 

Millennials are more traditional than the generation before them. During the time they grew 
up there were several international crises taking place, such as September 11, the wars in 
Afghanistan and Iraq, terror attacks in London and Moscow and many natural disasters, both 
in the US and elsewhere. When life is uncertain people tend to be more traditional. The 
Millennials are more interested in finding the right person to live with, the right job and nice 
house to live in. They want more balance in life between work and free time. The Millennials 
want for balance is both “personal but also a societal shift toward more focus on families”, 
(Hershatter and Epstein, 2010, p 219).           

Kairos Future conducted a large youth survey 2010, Drömsamhället (“The dream society”). 
The study was based on a panel of 13 500 Swedes between 15 and 25 years. In the study 
Kairos Future found that the young people value their families the most, more than being rich, 
moving abroad or opening your own business. When asked about their dreams for the future 
the respondents answered: Getting a god job (62%), Finding the right one (53%), Having 
children (44%), Getting a nice home (38%) (Drömsamhället, 2010). The same trend is found 
in the Swedish marriage statistics; the number of young couples getting married has increased 
by 25% over the last ten years (Israelsson, 2010) 
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2.2 Millennials at work 

In the beginning of 2011 Kairos Future conducted a national survey as a follow-up on 
Drömsamhället, focusing on leadership aspects. The study was made among 1000 young 
professionals (aged 20-30 and working at least half time) and over 500 leaders with young 
employees in their groups (Konsten att leda unga, 2011).  
 
When asked to rank the young people put “encourages me to take on responsibility”, 
“demanding with clear communication”, “emphatic with a sensible ear”, as the top 
characteristics of a manager. Continuous personal development is the most important factor in 
a future carrier –more important than for example high salary or travel/work abroad 
opportunities (the latter being a factor that the mangers overestimated). 
 
 

 

Figure 1 : From Kairos Future seminar held on March 31, 2011 

The figure shows the respondents satisfaction with their leader. There is more satisfaction if 
the leader is both listening and demanding, i.e: “demanding with clear communication”. 
According to the survey young female managers are the most popular. They can listen but 
also be distinct. The most unpopular managers were the males over fifty years old, because 
they have weak listening skills. Those leaders also think that the young are easy to lead, 
which might be a reason for the low scoring –they might not try hard enough.  
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Kairos Future lists a way to make the young stay and be satisfied: 

1. Create a positive atmosphere at work 
2. Work with feedback 
3. People must be able to say what they think 
4. Encourage responsibility 
5. As a leader to be listening and empathic 
6. Have high expectation on your employees 
7. Be distinct 
8. Make time to visualize 
9. Challenge old truths 
10. Work, and take care of, your brand  (Kairos future, seminar 31 march 2011) 

How much is this important in 
a successful career? 

The young people’s answer 
about themselves: 

The managers answer 
about what they think 
the young people 
answer: 

Personal development 90 % 78 % 

High salary 77 % 74 % 

Become specialist/expert 76 % 45 % 

Contribute to a better world 60 % 46 % 

Try many types of work 51 % 68 % 

Become a manager 39 % 32 % 

Travel much 32 % 47 % 

 

Table 1: What young professionals want and what managers think they want, from Kairos Future seminar held on 
March 31, 2011 

The table above shows the discrepancy between what managers think the young professionals 
want and appreciate when it comes to career. Most interesting is the gap in the area of 
personal development, becoming a specialist and contribution to a better world. Managers 
also think that young people want to try different types of jobs, and travel more than they 
actually do.  
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3. Method 
 
In this chapter we describe the type of research method chosen, the technique for selection 
and reliability and validity. We also describe in what way the empirical interviews were 
conducted and how we carried out the analysis.   

3.1 Type of method and technique 

In this study our ambition has been to investigate how companies and organizations should 
work with Situational Leadership to further develop their young professionals. When doing 
the empirical study we look upon the question from the perspective of the company or 
organization and we therefore need to understand more in detail our respondents’ views and 
approaches to leadership. To get this level of detail a qualitative method has been chosen. 
According to Blaxter (Blaxter, 2006) a quantitative method is preferable when doing research 
concerned with understanding behaviour from the actors’ own frames of reference. Further on 
it gives an insider perspective and rich data.  

Among the qualitative methods available we have decided to use individual semi-structured 
interviews. Semi-structured in this context implies that the same questions are asked of all 
interviewees, questions that have gone through a process of development to ensure their topic 
focus. The interviews are also set up in a similar matter and conducted in approximately the 
same time frame (Gillham, 2005).  
 
This interview set up allows the interviewer to delve deeply into social and personal matters 
as well as experiences (DiCicco-Bloom, Crabtree, 2006). The semi-structured interview is 
also appreciated for balancing flexibility and structure and for collecting high-quality data 
(Gillham, 2005).  
 

3.2 Research approach and selection 

When it comes to sampling there are a number of strategies that can be used to select the 
cases to focus on. Probability sampling and non-probability sampling are the two basic types 
where the latter is more applicable to smaller studies or studies where in-depth understanding 
is more important than a result that can be applied to a large population. Non-probability 
sampling allows the researcher to handpick interesting or typical cases to for the study 
(Blaxter, 2006). 

In this case we have chosen our respondent companies and organisations from the criteria that 
they should be attractive to the millennial generation and/or be regarded as superior in the 
way they work with leadership. 
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The companies/organisations included in the study are: 

� IKEA 
IKEA is a global retail brand with 127,000 workers in 41 countries generating annual 
sales of more than 23.1 billion Euro. The company offers a wide range of functional 
and well-designed furnishing products and aims at keeping prices so low that as many 
people as possible can afford them. (Facts from www.ikea.com, 2011). 

� Försvarsmakten, The Swedish Armed Forces 
The Swedish Armed Forces is the only authority in Sweden permitted to engage in 
armed combat. It is Sweden’s ultimate security policy resource, prepared to carry out 
international missions, assert Sweden’s national integrity and support the Swedish 
society in major crises. 
Over the past few years, the Swedish Armed Forces has started undergoing a major 
process of change. A modern mission-based armed force with smaller, more focused 
units that can be deployed directed where they are needed, in both Sweden and abroad, 
is now being created. (Facts from www.forsvarsmakten.se, 2011). 

� Handelsbanken 
Handelsbanken was founded in 1871 and it is one of Sweden's leading banks with over 
700 branches in 22 countries, and more than 10,000 employees. Handelsbanken 
specialises in providing personalised and bespoke banking services to both corporate 
and individual customers. The philosophy of Handelsbanken has remained the same 
for over thirty years. “A decentralised organisation, where the branch is the bank and 
our customers are at the centre of everything we do.”(www.handelsbanken.com, 2011).  

� ÅF 
The ÅF Group is an international consulting company with about 4,500 employees. 
The company was founded in 1895 and today the ÅF Group offers highly qualified 
services and solutions for industrial processes, infrastructure projects and the 
development of products and IT systems. Net sales totalled approximately SEK 4.8 
billion in 2010. (Facts from www.afconsult.com, 2011). 
 

� Skanska 
Skanska is one of the world's ten largest construction companies, employing some 
52,000 employees in selected home markets in Europe, the US and Latin America. 
The company mission is “to develop, build and maintain the physical environment for 
living, travelling and working”. In 2010 Skanska’s operating income was SEK 5.3 bn. 
(Facts from www.skanska.com, 2011). 
 

The four first companies above are either listed among the top ten most attractive employers 
for students and young professionals in Sweden in the yearly survey by Universum 
(Företagsbarometern 2011), or mentioned by young professionals and present leaders when 
asked to name companies with attractive leadership approaches in a survey by Kairos Future 
(Konsten Att Leda Unga, 2011).  

Skanska was added to the list as a representative for the construction business, the business 
who scored the highest on satisfaction among young professionals in the Kairos Future survey.  
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We have selected companies or organisations that have a major part of their business in 
Sweden to maintain the Swedish perspective. 

Within the organizations we have tried to find representatives that have valid experience 
within the leadership area. In most cases this has turned out to be a human resources 
representative. For two of the companies we have chosen to interview one more 
representative (Handelsbanken and Skanska) to get a business perspective as well. For IKEA 
we spoke to a representative with several years experience of leadership and of the internal 
processes. 
 
3.3 The interview set up 

To get the best results out of semi-structured interviews the preparation is key. Gillham 
(Gillham, 2006) lists the following important steps to ensure the schedule is well prepared: 

� Setting the focus area/areas for the interview and develop questions that fit and cover 
the focus area 

� Do a pre-pilot to get feedback on focus, questions, order etc 

� Do a final pilot to test to set the last details, test prompting and do a test analysis 

In our preparation phase we set up a number of focus areas with related questions listed under 
each area. While refining the list some questions were omitted and other re-phrased. We also 
took input from an experienced researcher from Kairos Future on the design and phrasing of 
the interview guide. 

As a pre-pilot we trialled the interview guide on a HR-representative from Centigo, a 
company we had chosen not to include in the study, even though it was on Universum’s list of 
attractive companies. 

The interviews were carried out in face to face-meetings in all but three occasions. Those 
three interviews were conducted over the phone due to geographical reasons. There are 
disadvantages with phone interviews such as layers of communication missing (gestures and 
other non-verbal expressions) and a more “brief” dialogue (Gillham, 2005). To compensate 
for this the preparations for this interview were extra careful, the time and duration were 
double-checked, the material was sent beforehand and the introduction to the interview were 
more thorough. 

3.4 The analysis 

For analysis of interview data transcription is often recommended. In smaller studies, 
however, this part may be un-proportionally time-consuming (Gillham, 2005) and in this case 
the transcription was replaced by extensive notes taken and verified by both interviewers. 
Hauge (Hauge, 2006) identifies the following steps in the process of analyzing qualitative 
data: 

� Confirm that you have enough data, and that it addresses the needs of the research 
objectives.  

� Organize, store and code the data by relevant subgroups.  
� Look for areas of difference or similarity between subgroups.  
� Analyze the data against the research questions in order to meet the objectives.  
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When comparing the data from our interviews with our interview guide, the pilot interview 
results and our own expectations we found that the data covered all the aspects we had 
intended to capture for the analysis. We also concluded that our notes were consistent and 
sufficient to do the clustering exercise.  
 
As a first step we grouped answers/comments that were related to the same theme or area into 
sub-groups. This was made by putting the answers/comments on post-it notes, allowing us to 
move the answers around until we found a grouping suitable for the next step.  Through the 
clustering we found areas where the responding organizations had similar views or 
experiences as well as areas where the respondents’ views or experiences differed.  
 
The groups were then labelled according to the area. As a final step we looked upon the 
condensed material with our theoretical frame of reference in mind to find the relations 
between the theory and our empirical results, contributing to the analysis and the final 
conclusions. The conclusions from the empirical results were also communicated to the 
respondents so they had a chance to comment on their own contribution and our interpretation 
of what they said.  
 

3.5 Reliability and validity 

Whatever procedure for collecting data is selected, it should always be examined critically to 
assess to what extent it is likely to be reliable and valid.  
 
Reliability is the extent to which a test or procedure produces similar results under constant 
conditions on all occasions. A factual question which may produce one type of answer on one 
occasion but a different answer on another is equally unreliable. Bell lists some methods to 
test reliability but also states that those are complex and might not be feasible or necessary. In 
many cases the test of wording made in the pilot interview might be enough (Bell, 2006).  
 
Validity is the answer to the question “how can I trust you”, (Ghauri and Grønhaug, 2010) 
and is a key in all research, but with quality research the validity can´t be proven in the same 
way as in quantity research. Ghauri and Grønhaug lists different validity types that should be 
considered in quality research: Descriptive, Interpretative, Theoretical or Generalizable (Ibid). 
The descriptive validity refers to if the description is right, is the situation described in a 
correct way that builds up to the problem formulation. The interpretative validity is referring 
to the understanding of the situation being described. Does the researcher understand the 
situation correctly? The theoretical validity is about what theory is the research problem 
referring to, and is this theory relevant to answer the research question. The last validity type 
is the generalizable validity. All research must generalize to some extent but it is important to 
generalize the right thing. If the study shows that a specific relation exists in large 
corporations, is this true among small firms as well? (Ibid).  
 
In the case of this thesis we did what Bell suggests above to ensure reliability; we tested the 
formulation of the questions beforehand (in our pilot interview) to make sure that the 
interviewee understood them the way we intended him to do. We also sent the interview guide 
to the respondents before the interviews allowing them to read all the questions and ask for 
any clarifications needed. After the interview the respondents got the chapter “Empirical 
Findings” and were able to comment, to make sure we had understood correctly. 
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In terms of validity the descriptive validity is secured by the number of sources that we have 
used that all point at the same dilemma regarding the Millennials. Both the secondary sources 
and our respondents have described the problems in a similar way.  
 
The fact that the two of us have been present in all but one interview and that we have studied 
all the material in parallel contribute to the interpretative validity, while the application of the 
appropriate theory is secured by the dialogue kept with our supervisor at Blekinge Institute of 
Technology.  
 
The last type of validity finally, the generalizable validity, is perhaps the most difficult one to 
assure. When describing the Millennials there is of course an individuality factor that cannot 
be neglected. Even thought we conclude that the Millennials are this and that, there will 
always be individuals who do not match those descriptions at all. But what we describe are 
common characteristics that are shared by a large number of the members of the generation. 
When it comes to the possibility to generalize the results from our interviews the selection of 
the respondents was done to assure this type of validity; the number of objects and the spectra 
in terms of type of business, background and structure allow us to say that the results are 
generalizable to other Swedish organizations. 
 
There is also a danger in the phenomenon of “Self-fulfilling prophecy”, meaning when the 
Millennials often are described as a difficult group, egocentric and lazy, it is easy to see these 
characteristics in the young professionals. When it came to “How Millennials are” the 
respondents agreed on many characteristics that we also had found in the theory.     
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4. Theory 
 
This chapter describes the theoretical frame of reference for the thesis. How culture and 
values contribute to competitive advantages and the importance of leadership in 
accomplishing this advantage. It also describes some leadership approaches and specifically 
the characteristics of Situational Leadership.  

4.1 Culture and Values 

The word Culture has various definitions in literature depending on the field studied and the 
context. Alvesson discusses the definitions of the term and concludes that culture is a system 
of common symbols and meanings (Alvesson, 2002). Weiss have a similar definition, 
describing Culture as the distinguishing features of an organization— the customs and ways 
of doing things that are unique to one organization over another (Weiss, 2005). In this thesis 
we will stick to this latter definition. The same author also defines Values as the guiding tool 
that steer behaviour and decision-making in an organization (Ibid). Thus there is a strong 
connection between values and culture where the culture is built up by the values. 

As Pfeffer among others notes, many of the earlier identified sources of competitive 
advantage, such as economies of scale, products or process technology, access to financial 
resources and protected or regulated markets, become of diminishing significance as a 
consequence of more fragmented markets with an increasing need for flexibility in 
production, shorter product life cycle, internationalizations and de-regulations (Pfeffer, 1996). 
A company’s competence and ability to manage people – to a considerable degree 
overlapping organizational culture – is not as easy to imitate (Alvesson, 2002) and is therefore 
of growing importance. 
 

4.2 Leadership at an organizational level 

Organization after organization now starts to recognize the important role of culture in driving 
high performance. Several studies have shown that organizations that work with culture in a 
strategic manner outperform competitors (Kottler & Heskett, 1992). In the book Good to 
Great, Jim Collins and his team, studied what made a company go from Good to Great: From 
the top all the way to the bottom the companies that Collins studied had a clear way of 
defining the way the work was supposed to be done, the leaders worked for the good of the 
company, not for themselves. The strategy was thought through, and the Level 5 Leader (the 
highest level leader -a leader who put the business before his or her own interests, who has a 
mixture of personal humility and professional will) was for the first and foremost for the 
cause, the company. It was also shown that what made the difference was a combination of a 
great leader, a clear leadership, a clear culture and a clear vision and mission. But as Collins 
points out, it all starts with the leader: all companies in the study had a Level 5 leader when 
the transition occurred that got them from Good to Great, (Collins, 2007).  The study shows 
that it is important with a clear thought of what kind of leadership is promoted and to have a 
culture that supports that leadership style to become a Great company.  
 
The reasoning behind the growing focus on culture is that culture and values can create an 
engaged and aligned workforce. One could believe that satisfied employees would be the key 
to high performance. This is however not fully true –what is needed to create a sustained high 
performance culture is engagement and an organization that have united ways of working and 
a striving towards common goals (Weiss, 2005). 
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These relations can be illustrated by a matrix with Alignment on one axis and Engagement on 
one axis. An organization that is low on both Alignment and Engagement has problems with 
getting the employees to show personal interest in the development of the company and 
establish a set up where departments, processes etc are in accord with one another. An 
organization that has reached the upper right corner and scores high on both Alignment and 
Engagement, on the other hand, has a workforce that puts both their heads and their harts into 
what they do. They are committed to the company’s success and can see the whole picture, 
making processes and business units work together in an effective manner. 
 
Organizations that are low on one of the parameters only reach parts of the potential of the 
ideal position. If Engagement is high but Alignment low you have a situation where it could 
either be difficult to maintain focus on the business –people tend to concentrate more on 
personal relations, or you could have an organization where employees are passionate about 
their own work but where business units or departments have their own agendas. Highly 
aligned organizations that have low engagement can be successful since they are efficient 
with streamlines processes. They are however exposed to risks concerning retention and 
morale due to the fact that the employees are not committed to the organization. This can also 
affect the organizations ability to attract talented personnel. 
 
 
 
   

 
 
 

 

 

 

Figure 2 Organisational leadership - leading for alignment and engagement (Weiss, 2005, p.131) 

Leadership is critical to culture and values because it is the leaders of the organization, who 
can create, manage and change organizational culture (Schein, 1985). Successful leaders lead 
organizations in a way that create both alignment and engagement among the employees and 
thus contribute to a sustained competitive advantage. 

The key role of the values and the connection between values and leadership is also described 
by Dolan and Garcia (Dolan & Garcia, 2002). They argue that the management models 
created earlier, such as Management By Instructions (MBI) and Management By Objectives 
(MBO), are insufficient in today’s world of intense competition and ever increasing demands 
for high quality, customer orientation etc. By switching to Management By Values (MBV) the 
leaders will be able to improve results and develop the personal and professional potential of 
each and every member of the organization.  

MBV is, as the name indicates, based on values. According to the authors: “true leadership is, 
at its most fundamental, a dialogue about values”, (Dolan & Garcia, 2002, p.103). The two 
main arguments behind the model is that a value-based interpretation of the strategic vision is 
needed for survival and growth, and to reach high targets in an area, for example quality, 
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values that are quality-oriented are of equal or greater importance than the traditional 
economic concepts such as efficiency or return on investment. 

The aims of MBV are to simplify, to guide and to secure commitment and there are many 
leaders today who practise MBV even though they might do it intuitively or partially. Dolan 
and Garcia have identified four trends that contribute to the increased complexity and a need 
to have a leadership based on values:   

� The need for quality and customer orientation 
� The need for greater professionalism, autonomy and responsibility 
� The need for “bosses” to evolve into leaders/facilitators 
� The need for “flatter” and more agile organizational structures, (Dolan, Garcia 2001) 

The trends and the evolution of the management models are also illustrated in the picture 
below. 

 
Figure 3 Evolution of three ways of managing companies by instruction, objectives and values, (Dolan, Garcia, 2002, p. 
104). 

The need for quality and customer orientation 

As we move from a situation where large customer groups or segments could be treated in a 
similar way towards a much more customer oriented approach the productive focus will have 
to change. More flexibility and more ad hoc solutions are now needed to meet the demands of 
specific customers or the conditions in a specific situation.  
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The need for greater professionalism, autonomy and responsibility 

With the appearance of new technology combined with the previous mentioned increased 
demands for quality and customer orientation the level of professional knowledge, skills and 
creativity build in to the products or services increases as well. The process of lifting the 
employees to meet this higher level brings with it an increase in the expectations and 
capabilities of the professionals, who expect to be treated as mature individuals with their own 
performance criteria. Individuals who, with the right support, are able to translate values into 
initiatives and who can be autonomous, flexible and committed. 

The need for “bosses” to evolve into transformational leaders (facilitators) 

As a consequence of the second trend it is necessary to develop a facilitating leadership. The 
leaders need to move away from the hierarchical, controlling leadership towards a situation 
where “a boss should be the facilitator of the success of his colleagues” (Dolan and Garcia, 
2002, p 105).  

The need for flatter and more agile organizations 

The correlation between reductions of the number of levels in the hierarchy and increased 
organizational efficiency is nowadays widely accepted. However, one should keep in mind 
that flat organizations also generate more ambiguity and uncertainty that the classical pyramid 
structure. As shown in the picture the relation between the flatter and more team-oriented 
organization and the complexity is not linear; as the organizations fully encompasses the new 
model the complexity is actually reduced. The explanation behind this is that MBV absorbs 
some of the complexity. Genuinely accepted and shared values will be more efficient in 
exploiting complexity and uncertainty that the older models.     

Another important aspect of MBV is that it will spread messages that were difficult to 
communicate with the older models. In general the more important a purpose or a goal is the 
more difficult it is to quantify. Friendship is an example. Many would agree this is one of the 
most important purposes of life. Still it would feel very odd to quantify friendship by deciding 
to “make three god friends within the next five years”. In such cases the trick may lie in 
finding suitable proxies for non-quantifiable but highly desirable ends. Stating the importance 
of values is not, however, the same as saying that objectives should be forgotten. Objectives 
and values need to exist side by side to make an organization realize its full potential. The 
main point is that to be able to meet a demanding market situation one need to have a 
systematic approach towards values (Ibid).  

4.3 Leadership approaches 

In the area of leadership styles and approaches there is a lot of reference literature. We have 
concentrated on the approaches that have been discussed in conjunction young professionals 
and specifically with the Millennials. 

The styles that have been investigated in previous studies are the Coaching Leadership style 
and Participate Leadership or Democratic leadership (Aittamaa and Lindström, 2007). In this 
Thesis we will investigate how Situational Leadership II could be used to manage the 
Millennials more effective, and at the same time better meet their needs. Below we will start 
by briefly describing The Coaching and the Participative Leadership styles. We will discuss 
the shortcomings of these approaches and finally go deeper into Situational Leadership II. 
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4.3.1 The Coaching Leadership Style 

”Coaching in the workplace might ordinarily be explained as the art of management”, 
(DuBrin, 2010, p 300). The essentials of coaching are the questions. The manager asks 
questions in order for the employee to by him/her self find the answer. Since the Millennials 
require immediate feedback to know they are on the right track, and because they want to 
contribute, the coaching leadership style would suit them well. The coaching leadership style 
is based on asking the right questions. Coaching is a difficult skill and is always built on trust. 
The person being coached, in this example the employee, needs to feel that the coach (in this 
case the manager) truly respects him or her for what he/she knows. It is important not to 
“have the right answer”, i.e. the answer the manager would want the employee to have. The 
questions asked must not be leading and the manager/coach needs to not focus on the issue 
being discussed. When they find the answer to the problem they have in a very concrete way 
contributed to the solution.  

Using the wrong leadership style, for example, the coaching style to an employee who needs 
structure will give poor results, (DuBrin, 2010). The employee will get frustrated and feel 
there is no help to get. So solemnly relying on the coaching leadership style for the 
Millennials will not work.  

4.3.2 Participate Leadership or Democratic Leadership Style 

The Participate or Democratic Leader involves the employees in the decision-making. “The 
Participative style is based on management openness because the leader accepts suggestions 
for managing the operation from group members”, (DuBrin, 2010, p.113). This style would 
suit the Millennials since it meets their need to contribute. It is also important for them to be a 
part of the decisions being made to be able to influence their own situation. (Aittamaa and 
Lindström, 2007). The disadvantage of this style is if it becomes a laissez-faire leadership 
style (DuBrin, 2010), meaning there are no steering at all from the manager, every decision is 
up to the group to decide, the employees become uncertain about the strategy, and therefore 
feel anxious not knowing what criteria the manager would evaluate them on. (DuBrin, 2010). 
And since the Millennials prefer structure the laissez-faire leadership style would probably be 
devastating for a Millennial.  

4.3.3 Situational Leadership II 

Situational Leadership is a model by Paul Hersey and Kenneth H. Blanchard and was first 
introduced in the book:”Management of Organizational Behaviour” 1969. Since then the 
model has developed into Situational Leadership II, which is, same as the original one, built 
on a basic thought that: ”An infant needs a different leadership style than an adolescent, and 
certainly a different style as a young adult”, (Blanchard, Zigarmi and Nelson, 1993, p 22). 
DuBrin describes the basic of SLII like: “Effective leadership depends on two independent 
behaviours: supporting and directing... For best results on a given task, the leader is required 
to match his or her style to the development level of the group member”, (DuBrin, 2010, p 
145). 
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Figure 4: Model Situational Leadership, (Blanchard, Zigarmi and Nelson, 1993, p.26) 

Situational Leadership II works as a wheel of development. The employee or group, or group 
member starts out as an Enthusiastic Beginner (Low competence, but high commitment). This 
person needs a Directing Leadership Style (High on directing and low on supporting 
behaviours). When the employee understands after a while how much she or he doesn´t know 
about the task the person becomes a Delusional Learner (Some competence but low 
commitment). This phase needs a Coaching Leadership Style (High on directing and high on 
supporting behaviours). The next phase is the Capable but Cautious Performer (Growing 
competence and variable commitment) who needs a Supporting Leadership Style (Low on 
directing and high on supporting behaviours). The last box is for the Self-Reliant Achiever 
(Highest level of commitment and competence) who needs a Delegating Leadership Style 
(Low on directing and low on supporting behaviours), (DuBrin, 2010).   

Situational Leadership II is a model to describe that all people and groups need a different 
leadership in different situations. A senior employee who, for the first time, is going to do a 
completely new task needs some directive leadership. Probably because of the seniority this 
person will soon need a more coaching leadership and eventually both supporting and 
delegating. The greatness and also the challenge in the model lie in the skill of knowing what 
kind of leadership the employee needs in different situations (DuBrin, 2010). Another 
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challenge is to be able to see the situation clearly. In real life there are not as simple as the 
four boxes imply, a situation can be in many boxes at the same time, or during the day the 
employees are working at different tasks, and therefore in different boxes, and need different 
leadership styles. The manager must therefore switch style many times during the day 
(DuBrin, 2010).Using the wrong style, for example, the coaching style to a employee in D1 
(the enthusiastic beginner, low in competence but high in commitment), will give bad results, 
(Ibid). 

“Situational leadership II is based on the beliefs that people can and want to develop and that 
there is no best leadership style to encourage that development. You should tailor leadership 
style to the situation”, (Blanchard, 2010, p 76). 

There are three skills needed to become a Situational Leader: Diagnosis, Flexibility and 
Partnering for performance, (Blanchard, 2010). The leader needs to be excellent at diagnosing 
the employee to know what style to use in this particular situation. Wrong diagnosis might 
result in the wrong leadership style being used and the employee will be under supervised or 
over supervised. To find the right diagnosis the leader must look for two factors: competence, 
the person’s ability to plan, organize, problem-solve, and commitment, what level is the 
person´s motivation and confidence on (Ibid). Flexibility means that the leader must be 
flexible in changing leadership style and following the employees change in development 
level. This might be necessary many times a day, especially if the employee have different 
tasks during the day (which is very common). The last skill Blanchard and his colleagues 
point out is the Partnering for performance, (Ibid). This skill is about the ability to create a 
partnering relationship with the employees and an understanding about the model. Otherwise 
the effort to meet the employee at their level might be misunderstood.  “This skill is about 
gaining your direct reports´ permission to use the leadership style that is a match for their 
development level,” (Ibid, p 89). 

Situational Leadership must start with Self leadership, because you can´t lead someone else if 
you don´t know yourself, your strengths and weaknesses, and “what you need to be successful” 
(Ibid, p 89). In leading yourself you need to get an understanding about your own constraints, 
this is the first skill. We all have things we “know” are impossible to do, that we have 
“experienced” we can´t do. To develop your own leadership these constraints need to be 
challenged, Blanchard says (Ibid). Many people are convinced they can´t sing, but the truth is 
they have been told, or have experienced by themselves that they can´t sing, based on a “truth” 
that you can or cannot sing (nothing about practising). At work for example there are many 
“truths” in: no use, nobody listens to my ideas, my boss doesn´t even read the PM´s being 
sent, ideas coming from the workers are not interesting, women doesn´t get any positions in 
this company. Blanchard writes that one must go beyond these constraints to be able to reach 
the goal (Ibid, p 95): “Mother Teresa- a minority Albanian who spoke broken English- did not 
begin her amazing career with a high position and authority.”  

The second skill of a Self Leader is to Celebrate Your Points of Power, meaning that we all 
have points of power but most people are unaware of them. The different points are: position 
power (comes with the position or title), personal power (comes from personal attributes such 
as: character, passion, inspiration, wisdom), task power (comes from being able to help others 
doing a specific task), relationship power (comes from being able to building a relationship, 
understanding a colleague) and knowledge power (comes from having special expertise), 
(Ibid). Being aware of one’s point of power also gives the possibility to increase the power by 
gather people around you who have points of power you don´t have.   
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The third skill of a self leader is: Collaborate for success: “This is where self leaders take the 
initiative to get the direction and support they need to achieve their goal," (Ibid, p 100). This 
means to take an active role in diagnosing your development level and ask for the leadership 
you need. It is also important to point out that the direction and support does not need to come 
from the formal manager, but from anyone who can give this in order for you to achieve your 
goals, (Ibid). When you manage Self leadership, you can continue to lead others.      
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5. Empirical findings 
 
In this chapter we summarize the findings from the interviews with our five respondent 
organizations; Försvarsmakten, Handelsbanken, IKEA, Skanska and ÅF.  
 
In the summary of the findings we have consolidated common views and included quotations 
and specific comments when they add to the general context. 
 
Based on the nature of the questions the findings are grouped under four headings: 

� How Millennials are 
� What Millennials expect 
� What makes the organizations attractive to the Millennials? 
� What do the organizations do to meet the Millennials –now and in the future? 

5.1 How Millennials are 

The respondents all agreed that the Millennials are interested in personal development: they 
are energetic, driven to improve and advance. They also expect a higher pace in their 
professional development, they want to explore different areas and they want to drive change. 
The new generation has less patience than previous age groups and some of the respondents 
question their long term commitment. 
 
The Millennials are self centred and value their independence; they prioritize themselves first, 
then the team, the office/unit etc. At the same time they are team oriented: “The Millennials 
also see themselves as part of a team to a larger extent”, (Area Manager, Handelsbanken, 
2011). IKEA has a similar view and they also emphasize their team oriented way of working.  
 
A common view is that the Millennials want to do things their own way; that they want to 
think out of the box and are used to finding their own information. They are a questioning 
generation, and need know the reason for why things are done a certain way. When it comes 
to management they find it difficult to accept a manager they do not agree with and dislike 
micro management. 
 
All of the respondents have identified a need for more guidance among the Millennials. They 
have problems with reading instructions and want a clear leadership. Försvarsmakten has seen 
examples of individuals who have problems with written instructions, not being able to bring 
the right things or to show up at the right place at the right time.  
 
 “The young ones generally have higher competence today, but at the same time there are 
areas where they are more immature than the corresponding age group 25 years ago”, says 
the HR Manager at Handelsbanken, indicating that the personal responsibility is not always in 
place (2011). 
 

5.2 What Millennials expect 

Millennials expect to take on responsibility early in their careers; they show a willingness to 
participate and they want room for their own ideas. When they are engaged they want to turn 
their engagement into action: “They need to know how their own work contributes to the 
goals and strategies of the company”, (Talent Manager, ÅF, 2011). 
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The Millennials have a social engagement and want to make a difference. They find it 
important to be able to stand behind what the company/organization stands for -they want to 
share the company values and feel proud of the company they work for. All respondent were 
clear about that this is an important area for the Millennials.  
 
According to the respondents the new generation wants challenges and a clear career path. 
However they do not always have a realistic time frame for their development. Skanska, for 
example, mentioned that the expectations of their young employees when it comes to 
variation and rapid progress sometimes makes it demanding to keep them satisfied.  
 
Some respondents say that Millennials search for a company they can stay with and develop 
during their entire work life. “I previously thought that the new generations wanted to jump 
between companies but I am beginning to believe that this is not the case; that many of them 
are looking for an established company to grow with”, (HR Manager, Handelsbanken, 2011). 
Others believe that the Millennials have a more flexible approach and consider changing jobs 
if they find more challenging positions elsewhere.  
 
It is a common view that the Millennials have high expectations regarding feedback (both the 
amount of feedback and the frequency with which it is given). They are eager to know they 
are on the right track and expect their managers to communicate their progress on a daily 
basis. 
 
Regarding company information the respondents had different experiences; some said that the 
Millennials are interested in information about their unit rather than companywide figures and 
data, while others said that they want the overall information but requires it to be in an “easy-
accessible format”.  
 
In the area of work-life balance the views also differed but not to the same extent. Several 
respondents said that the Millennials value balance in life but that they, at the same time want 
to deliver results. “The professional life is still important, I haven’t seen the attitude “work is 
ok but it’s my private life that really matters”, (Area Manager, Handelsbanken, 2011). A 
couple of the respondents mentioned that social activities related to work was more relevant 
for the Millennials than for previous generations. 
 

5.3 What makes the organizations attractive to the Millennials? 

Attributes like a long term philosophy, a global presence and opportunities to change 
positions and move around within the company are valued by the Millennials. Several of the 
responding organizations believed that the Millennials appreciate the possibilities to grow 
with the company and have an internal career. They are also attracted to development and 
innovation, a creative culture and a social atmosphere. 
 
The nature of the business is another factor that was mentioned as attractive. Skanska for 
example see their role in building and designing cities as a means to attract young 
professionals (EVP HR and Communications, Skanska RD, 2011). 
 
When it comes to leadership several respondents thought that keeping business and people 
together was key area; to include facts and figures as well as human aspects in decision 
making. Also having a clear communication and to give people a chance to change and grow 
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accordingly was seen as important. Sharing knowledge, leading the colleagues and use of 
situational leadership are other parts of the leadership that Millennials are attracted of. 
According to the respondents all the organizations interviewed had a decentralized approach 
to the everyday leadership; the direct managers are responsible for the employees’ 
development.  
 
One area that all of the respondents were convinced was important to attract the Millennials 
was their values. Several of the organizations saw their values as key to attract young talents 
and they stressed the need for a match between the employee (or prospect) values and the 
company values. Ethical values such as an environmental focus and CSR (corporate social 
responsibility) were also mentioned as important to the Millennials. 
 

5.4 What do the organizations do to meet the Millennials –now and in the 
future? 

The coaching leadership style will be growing in importance, all of our respondents agreed on. 
It was not as clear exactly how this will affect the need for feedback. More detailed and more 
often, some respondents say while others claim that this generation is no different from 
previous ones when it comes to the need for feedback.  
 
Situational Leadership was mentioned explicitly by some respondents as a part of their 
leadership programs. ÅF foresees a need for more individual situated leadership in the future 
(Talent Manager, ÅF, 2011). IKEA says that leaders today handle each and every situation 
according to his or her experience and the person being managed, (Department Manager, 
IKEA, 2011). At Skanska the leaders are trained to use a leadership style that suits their own 
strengths but also meet the employees in the style they need, (Senior Vice President, Skanska 
AB, 2011).  
 
Talent management –to develop and help employees find new challenges within the company 
or organization- is seen as a means to keep talented Millennials. Some of the respondents 
already practice this approach while others say that they need to improve within the area. 
Here for example Handelsbanken mentioned that it is important to have a process for all 
employees. The top employees are generally being seen, identified and promoted but to make 
use of the potential of the large majority this is an area to develop.  
 
Related to this are several of the responding organizations mentioned or work with career 
roadmaps and believe that this will be useful for helping, keeping and developing the 
Millennials. Both IKEA and Skanska mentioned that they had seen examples of when talented 
young employees had given up before they reached a position where they could make 
significant contribution due to the lack of patience.  
 
In terms of methods and tools all of the responding companies have a base structure with 
regular, yearly employer survey measuring employer satisfaction (ESI).  Försvarsmakten has 
a slightly different set up but measuring similar aspects. Employee development discussions 
are also held regularly, once to twice a year. 
 
Handelsbanken has a formalized model for individual follow up that goes beyond the yearly 
employee development discussion, called the wheel. The wheel includes goals for the office 
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as well as for the individual and is followed up several times per year (Area Manager, 
Handelsbanken, 2011). 
 
Mentoring is not commonly spread among the respondents’ organizations. Some say that they 
arrange it when specifically asked for and some have had discussions about it.  
 
Even though the respondents formulate the need in different ways the majority of them have 
identified an increased need for individualization. ÅF believes that the system for funding and 
rewarding must be more flexible, allowing individual bonuses, one time rewards for 
extraordinary efforts and individual funds for education (Talent Manager, ÅF, 2011). 
Handelsbanken has a strategy where the individual responsibility is clearly communicated and 
therefore an employee who can motivate a need for a specific program or education can get 
full or partial funding from the bank (Area Manager, Handelsbanken, 2011). Skanska is trying 
to find a way to balance the Millennials’ need for individually defined career paths with the 
company’s need for clear role descriptions (EVP HR and Communications, Skanska RD, 
2011).  
 
Försvarsmakten, IKEA, Handelsbanken and ÅF all stressed the importance of their values; 
how those affect the ways of working and the mindset of the entire organization. “The values 
are the foundation of the Försvarsmakten, especially how we work with leadership, how we 
relate to each other and to others: Openness, Respect and Responsibility”, (HR Manager, 
Försvarsmakten, 2011). IKEA sees and uses their values a differentiator. Handelsbanken also 
relay on their values for guidance on how handle management. For example one employee 
cannot impose micro management on another even if his or her formal position is higher. The 
values and the culture are spread by the leaders who influence colleagues to work the 
“Handelsbanken way” (Area Manager, Handelsbanken, 2011). ÅF communicate their 
environmental engagement as well as their ambition to have gender equality within the 
organization. Skanska has defined values but sees a potential in working more with 
communicating them, both internally and externally.  
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6. Analysis 
 
This chapter contains the analysis of the empirical findings and the theory.  

6.1 Millennials need a different leadership 

A clear majority, 74%, of the managers participating in Kairos Future large leadership survey 
answered that 20-30 years olds need a different type of leadership (Konsten att leda unga, 
2011). All the respondents that we interviewed had a similar view and saw a need to do things 
differently in the future to meet the needs and expectations of the newcomers. Several of the 
secondary sources we have reviewed also describe the Millennials as different and therefore 
in need of a different leadership. For example Barnes who talks about the Millennials as being 
insecure young professionals due to the immediate parental rescue during their childhood 
(Barnes, 2009) and Alsop writes that the support the Millennials have gotten from their 
parents and teachers over the years has made them uncomfortable with ambiguous situations 
(Alsop, 2008). 
 
So what characteristics of the Millennials affect the leadership needed? The area that is most 
striking and that is mentioned both in several of the secondary sources and by the 
organizations interviewed is the need for feedback. That Millennials need immediate feedback 
is also what Hershatter and Epstein have identified (Hershatter and Epstein, 2010). Here it is 
quite clear that this generation will drive a change or at least a shift of focus among their 
leaders.  
 
Related to feedback but more hands on is the increased need for guidance and instructions. 
Among our responding organizations there was a common view that the Millennials, even 
though their general competences could be high, sometimes needed very explicit instructions 
to be able to carry out tasks or to manage in an appropriate way. 
 
Further on the respondents say that they experience the Millennials to be impatient, that they 
have high or sometimes unrealistic expectations when it comes to how fast they will be able 
to advance and take on responsibility. This reasoning is also supported by the secondary 
material, for example Downing, who described a 22-year old who wanted a chance to learn, a 
challenge, and to be taken seriously by the employer (Downing, 2006). 
 
The challenge with finding a suitable leadership style for the young people entering the labour 
market is described by Aittamaa and Lindström. After analyzing several leadership models 
they conclude that Situational Leadership is the most appropriate model for the group that we 
call the Millennials. Aittamaa and Lindström however argues that it is only two out of the four 
styles that are relevant for this specific group ”...The best leadership style for the 80ies would 
be a combination of Hershey & Blanchards Involving (S3) and Delegating (S4)” (Aittamaa 
and Lindström, 2007). These two styles include large parts of the other leadership styles 
already mentioned (coaching and participative, authors remark).  
 
Aittamaa and Lindström are reasoning about the 80ies as being high in competence and 
therefore not needing of the first SL style, the Telling. Looking at the SLII instead, the first 
style is the Directive which would be in our meaning a perfect style to use for a group that 
prefers structure and also a group that lacks critical thinking is unable to solve complex 
problems (Hershatter and Epstein, 2010). Also according to our respondents: “The young 
ones generally have higher competence today, but at the same time there are areas where 



31 
 
 

they are more immature than the corresponding age group 25 years ago”, (HR Manager, 
Handelsbanken, 2011). Had Aittamaa and Lindström analyzed Directive as the first leadership 
style, as in SLII, their conclusions might have been more aligned with ours and would 
probably end up with another conclusion in their thesis.   
 
The same reasoning is found in Emma Pihl’s book: ”Att leda nästa generation: generation Y, 
obotliga egoister eller oslipade diamanter”, (Pihl, 2011). She argues that a leader has to 
change between different styles to help young employees develop. She describes two 
examples, one where a person is perceived as responsible and always gets tasks delegated 
with limited support, and one where a person is seen as irresponsible and always gets very 
detailed instructions. In the first example the person might be insecure and nervous while 
carrying out some tasks –and thus in need for much more guidance. The person in the second 
example, on the other hand, might need to have tasks delegated to improve his or her ability to 
plan and execute on the task. 
 

6.2 Situational Leadership –directly or indirectly 

Following the reasoning above it is our hypothesis that the developed Situational Leadership, 
SLII, is a model that meets the needs and expectations of the Millennials. 
 
This reasoning is also supported by our empirical research. Our respondents all talked about 
that they work direct or indirect with Situational Leadership even though not all of them are 
using the formal model of SLII. IKEA says that “leaders today handle each and every 
situation according to his or her experience and the person being managed”, (Department 
Manager, IKEA, 2011), and Försvarsmakten describes how they match the knowledge of the 
leader with the nature of the task while Handelsbanken and Skanska use the formal theory of 
Situational Leadership in their internal leadership programs. 
 
In each of the responding organizations and the way they describe their leadership approach 
there are examples of how the different styles within SLII are applied. 
 
Skanska´s example of: “Trying to find a way to balance the Millennials’ need for individually 
defined career paths with the company’s need for clear role descriptions”, (EVP HR and 
Communications, Skanska, 2011), and ÅF that foresees a need for more individually focused 
leadership in the future (Talent Manager, ÅF, 2011), shows a clear need for more individually 
suited leadership.  
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Figure 5: Model to map the empiric results with SLII different stages. 

 
In the picture above we have mapped both the needs and demands of the Millennials and the 
situations where the responding organizations mentioned that they use elements of SLII. Even 
though we didn’t have the possibility to dig into every aspect of the daily leadership in the 
responding organizations it is clear that the organizations can show examples of how they 
meet the needs of the Millennials in most phases.  
 
Handelsbanken exemplified leadership in all four phases, IKEA in three. Skanska works with 
coaching, Försvarsmakten described situations of directing and delegating, and ÅF means that 
Millennials need to know how they contribute (a coaching aspect). The young professionals 
(marked with red) are identified as having needs that are in all four different phases.  
 
As the theory describes the Millennials they appreciate guidance and clarity, they have a great 
and immediate need for feedback, they want to know the reason for doing things and they also 
want room for doing things their own way.  
 
In summary the Millennials need all aspects of SLII; needs that an organization must meet to 
realize the potential of the employee and to keep the energy and engagement.  

Supporting 
 

� Teamwork at IKEA –you can always rely 
on your team for advice 

� Personal roadmaps, for example the 
wheel at Handelsbanken 
 

� Millennials ask the question “Why” 

Coaching 
 

� Skanska focuses on coaching in the 
leadership program running 

� Handelsbanken in “What do you think?” 
� Millennials at ÅF need to know how they 

contribute to the goals and strategies 
 

� Millennials have high expectations 
regarding feedback 

Delegating 
 

� Handelsbanken’s decentralized 
approach;  the responsibility lies with the 
individual and with the local office 

� Försvarsmakten and the way they work 
with their values 

� IKEA with who have six rules for 
guidance on how to manage the daily 
business 
 

� Millennials want to do things their own 
way 

Directing 
 

� Försvarsmakten says you start with more 
limited leadership tasks 

� Handelsbanken talks about that there 
are areas where the young ones are 
more immature than the corresponding 
group 25 years ago 
 

� Millennials have a need for more 
guidance  
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6.3 Values and Culture 

A majority of the respondents stressed the close relation between their leadership and their 
values. They saw their values as an important means to ensure that the leadership was aligned. 
The values also served as guiding principles allowing more autonomy in the leadership. Both 
Handelsbanken and IKEA for example were very clear about how they use their values to be 
able to keep a flat organization where individuals can work independently.  
 
The values are a vital part of the recruitment process for all of the respondent organizations. 
Not only are values themselves seen as an explanation to why the organizations are perceived 
as attractive by the millennial generation. The values and the match between the company 
values and the values of the individual is also a way of ensuring that the values are persistent 
and spread throughout the organization. 
 
The relation between values and leadership is also supported in the theory. Weiss illustrates 
this connection in his matrix with alignment and engagement on the two axes. He argues that 
the values can create an organizational strength through aligning and engaging the workforce, 
lifting the organization to a higher performance. In the example above both IKEA and 
Handelsbanken have values that are deeply anchored and that ensure that the business 
perspective is kept in all situations. 
 
The theory of MBV, by Dolan and Garcia, (2001), describes how values more and more 
complement or even replace other guiding principles such as MBO. Further on the aims of 
MBV is to simplify, guide and secure commitment. All of this goes very much in line with the 
needs and expectations of the younger generations who care more about values and who 
expect to participate and take on responsibility earlier and to a greater extent –at the same 
time as they need guidance and support. Their questioning and the need to know “why” are 
also met by the MBV since they then will know the background to the situation and thus can 
be part of or understand the decision.  
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7. Conclusions and Implications 
 
This chapter contains our conclusion of the problem formulation and the analysis. We also 
formulate a recommendation on how companies can work with leadership in order to keep 
and develop young professionals. 
 
As we pointed out initially the main purpose of this study is to analyze how companies can 
work with aspects of Situational Leadership to realize the potential of the millennial 
generation. We have also investigated how a number of companies and organizations that are 
regarded as attractive or successful in terms of recruitment and leadership work with 
leadership to keep and develop their young employees.   
 
The characteristics, needs and expectations of the Millennials as described both in books, 
articles and in our empirical study matches well with the further developed model of 
Situational Leadership, SLII. The Millennials have strengths and weaknesses that make them 
a demanding group to manage and lead. Depending on the situation they can be everything 
from insecure and in great need for guidance to very competent and confident. The picture 
drawn both in the secondary material and by our interviews confirm that the Millennials need 
a flexible leadership where the leader can move between the different leadership styles of 
situational leadership dynamically.  
 
The reasoning above is further supported by the fact that the organizations we studied, 
organizations that is perceived by the Millennials as attractive and/or representing a good 
leadership, use Situational Leadership in their daily work, explicitly or implicitly. They might 
not use the exact model, but all of them used substantial parts of it. The organizations that 
used their values in their daily work were also able to use more of the SLII Theory.  
 
Both from the model itself and from the reasoning of our respondents it is obvious that the 
leadership styles of SLII cannot exist on their own. In particular the two “more advanced” 
styles, supporting and delegating, needs some kind of foundation or guiding principles to 
ensure alignment in the organization. To be able to delegate tasks or responsibility you need 
to ensure that you and your subordinate have a common framework; that your priorities are 
the same and that you have a shared picture of how the result should look like.  
As we point out in the theory chapter this aligning factor comes from leadership and values. 
Alvesson means that the values build up the culture and Dolan and Garcia talks about MBV 
as the way the culture come top-down but that the leaders must be making strategic choices 
developing the personal and professional potential of the employees. You cannot reach the 
delegating phase, if you don´t have strong values and let go of micro management. At the 
same time these strong values are important to the Millennials. 
 
The empirical results show that the young professionals see it as important to identify with the 
company’s values. Several of the organizations saw their values as key to attract young talents 
and they stressed the need for a match between the employee (or prospect) values and the 
company values. IKEA sees and uses their values as a differentiator and Handelsbanken 
believe that their approach to long term sustainability is perceived as attractive.   
 
In Kairos Future’s leadership survey there was also a clear trend that it is regarded as more 
and more important for organizations to have the right values: Almost two thirds of the young 
employees want to contribute to a better world (ranked higher than for example becoming a 
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manger), (Kairos Future, 2011). The Millennials have a social engagement and want to make 
a difference. 
 
The danger in the so called “Self-fulfilling prophecy” could be that a manager thinks he or she 
knows how the Millennials are and what they need, and therefore starts to meet their needs 
without even checking with the person in question. As we saw in the interviews: “I previously 
thought that the new generations wanted to jump between companies but I am beginning to 
believe that this is not the case; that many of them are looking for an established company to 
grow with”, (HR Manager, Handelsbanken, 2011), could be an example of the Self-fulfilling 
prophecy. The theory about Partnering for Performance, described in chapter 4, would take 
care of the disparity between what a manager “knows” about the employee and what the 
employee really need. Partnering for performance is a skill: “...about gaining your direct 
reports´ permission to use the leadership style that is a match for their development level,” 
(Blanchard, 2010, p 89). There must be an understanding between the manager and the 
employee in this case. 
 
One area mentioned by the responding organizations that we think will grow in importance as 
the Millennials continue their careers are the career roadmaps. To keep these impatient young 
people the organization will have to work hard with motivation and one way of doing this is 
to identify, visualize and communicate sub-goals and steps on the way to future attractive 
positions. This is a natural part in both the coaching and supporting leadership styles. The 
organizations will also benefit if they can make use of the Millennials willingness to learn and 
take on new challenges. Since the Millennials have varying competences it will be a key 
factor to adjust the leadership and the tasks assigned so that the young employees feel that 
they learn and improve -and of course give them feedback on their actions. 

 
Our recommendation would therefore be the following: 
 

� Make sure you have strong and common values within the organization, values which 
the employees live by and that the Millennials are attracted to.  

� Work strategically with values and SLII to make sure the newcomers have the 
foundation they need while at the same time combining need for support with room 
for creativity. 
  

These measures will attract the Millennials at the same time as it will be a way to keep and 
develop these talented young employees. 
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9. Appendices 
 
9.1 Interview guide 
The interview guide was written in Swedish and the interviews were conducted in Swedish. 
Below the questions are translated into English as well to give the reader a full picture of the 
interviews. 
 
9.1.1 Bakgrundsfrågor  / Background questions 
 
Befattning och ansvarsområde / Title and area of responsibility 
Antal år inom området/inom företaget/inom nuvarande tjänst / No of years witin the company, 
on present position 
Ålder / Age 
Antal anställda inom företagets svenska verksamhet / No of employees in Sweden 
Andel av de anställda som är i åldersspannet 20-30 år / Proportion of the employees that are 
20-30 years old 
Uppskattat rekryteringsbehov de närmaste 3-5 åren / Estimated need for recruitment the next 
3-5 years 
Rör det sig om tillväxt, ersättningsrekrytering, eller personalminskning / Growth, steady state 
or down sizing 
Ser man en generationsväxling? / Is there a shift of generations coming up? 
 
9.1.2 De unga / The young employees 
 
 
Hur upplever du att gruppen unga medarbetares förväntningar ser ut / In your opinion, how 
are the young generation’s expectations regarding 

� Vad gäller vad man värdesätter i ett jobb? / What is valued in a job or a position? 
� Vad gäller personlig utveckling/karriär? / Personal development/career? 
� Vad gäller ledarskap? / Leadership? 
� Vad gäller företagskultur? / Company culture? 
� Vad gäller synen på engagemang och delaktighet? / Engagement and participation? 

Hur upplever du de ungas behov av / How do you see the young generation’s need for 
� Instruktioner och vägledning? / Instructions and guidance? 
� Feedback och återkoppling på egen arbetsinsats? / Feedback 
� Rapportering och information om företagets utveckling? / Reports and information 

about company progress 

Hur tycker du att dessa förväntningar skiljer sig åt jämfört med övriga medarbetares? / How 
do you think these expectations differ from the expectations of other age groups? 
 
XX upplevs av många unga som en attraktiv arbetsgivare, vad tror du är huvudorsakerna till 
detta? / XX is perceived as an attractive employer by many young people, what do you think is 
the main reason for this? 
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Vad letar ni efter hos unga som ni anställer, vilka egenskaper och färdigheter premieras hos er? 
/ What are you looking for in young prospects and what qualities are rewarded within your 
organization? 
 
9.1.3 Frågor om ledarskap/personalutveckling / Questions concerning leadership and 
employee development 
 
Upplever du att ni har en företagsgemensam syn på ledarskap? / In your opinion, do you have 
a common approach to leadership within the organization? 
 
Vad letar ni efter hos era ledare, vilka egenskaper och färdigheter premieras hos ledare inom 
er organisation? / What qualities and characteristics are you looking for and rewarding 
within your organization? 
 
Vilka konkreta metoder/verktyg/modeller använder ni när ni jobbar med ledarskapsfrågor? / 
What models and tools do you use in leadership development? 
 
Har ni något ledarskapsutvecklingsprogram som är tillgängligt för alla chefer? Hur ser detta i 
så fall ut? / Do you have a leadership program for leaders? In that case, please, describe it. 
 
När ni jobbar med ledarskapsutveckling, bygger ni då på någon formell modell, och i så fall 
vilken? / When working with leadership, do you have a formal model that you use – in that 
case, which model? 
 
Finns det några delar inom ert ledarskapsarbete som specifikt handlar om att anpassa 
ledarskapet till situation och/eller person? Beskriv i så fall hur. / Are there any parts within 
your leadership work that specifically are aimed at adjusting the leadership used to the 
situation and/or person being lead? If so, please describe. 
 
Hur säkrar ni att ledarskapet inom organisationen är enhetligt? / How do you ensure that your 
leadership is aligned? 
 
På vilket sätt arbetar ni med de mjuka bitarna inom ledarskap, t ex värderingar? / How do you 
work with the soft aspects of leadership, for example values? 
 
Vilka av följande metoder och verktyg använder ni för att utveckla personal / Which of the 
following do you use to develop your employees? 

� Regelbundna medarbetarsamtal? / Regular employee development discussions 
� Mentorsprogram där unga erbjuds en mentor? / Mentor programs? 
� Regelbunden uppföljning av hur medarbetare upplever chefer och ledarskap? / 

Regular follow up of how leaders are perceived by subordinates 

Finns det något inom ledarskap som ni inte arbetar med idag men som ni som ni tror kommer 
att behövas längre fram pga att yngre generationer har andra krav på ledarskap? / What areas 
related to leadership do think will be more important to work with in the future to meet the 
demands and expectations of the coming generations? 
 
Är det något som vi inte diskuterat tidigare som du skulle vilja tillägga innan vi avslutar? / Is 
there anything that we haven’t asked about that you would like to add? 


