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The digital generation works differently and organizations have to adapt. There are 
fundamental reasons why organizations, must respond to generational issues promptly. 
Improving productivity, reducing turnover and building your talent supply chain across 
the digital generation, is imperative for organisational growth.   

The Kelly Global Workforce Index (KGWI) brings together the findings from almost 
170,000 respondents from 30 countries, including over 4,700 in the UK and Ireland. It 
reveals that diverse forces are impacting the workplace, including generational and 
geographic diversity, technology, employee empowerment, and the widespread use 
of social media.  They refer to the emergence of the highly virtual workforce, 
characterized by employees that are connected to their workplace around the clock 
by virtue of mobile technologies. The advent of smartphone’s and laptops, and 24/7 
access to corporate IT networks has empowered a generation of workers for whom 
the office is always in their pocket. It reveals the challenge facing many organizations, 
with employees constantly seeking out new employment opportunities, even when 
they are happy in their jobs. The survey also shows the way that employees are using 
intelligence from the labor market to negotiate better outcomes with their 
employers.  

Today’s workforce needs to believe in its employer and perceive meaning in its work, 
too.  

The digital mindset:  

 demands flexible conditions and work-life balance, 
 thrives on collaboration and entrepreneurialism, and 
 at once craves knowledge and is qualified to impart it. 

From all of this research, is evident that there are fundamental reasons why 
organisations, not just HR departments and leaders, must respond to generational 
issues, by fostering an inclusive leadership development process.  

By focusing on employee development and providing consistent guidance, you’ll 
better motivate and engage your employees by demonstrating your commitment to 
their short- and long-term success, and with better analytics at hand, you can 
broaden the diversity of your available talent pool. 
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According to a PeopleFluent brief: How to Motivate Your Millennial Employees – the 
Digital Generation – represent your organization’s future, and the perennial question 
is: Are you motivating the brightest to engage with your organization, or is your 
performance management strategy causing them to look elsewhere?  
 
PeopleFluent wanted to know what these young professionals look for from their 
managers and employers, so we conducted a survey and focus group. 
 
If you’re hoping to keep young professionals engaged, you better be ready to talk about 
their work.  
One of the most surprising findings from the survey was enthusiasm for performance 
reviews. As it turns out, nearly 60% of survey-takers thought reviews were effective at 
boosting their performance. 
 
The survey found that half of this cohort wants feedback at least monthly, if not more 
frequently. Only 9.8% prefer the annual cadence; contrast that with 22.7% of those 
born before 1980, who say annual feedback is their preference.  
 
Your Digital Generation employees want feedback. 
 
Focus on making your feedback shorter, more frequent, and constructive. 
Don’t try to replicate the highly formal yearly review every month with your report; 
instead, have informal checks-ins on pre-determined goals and projects where you 
relay short, pointed feedback that will help your Digital Generation employees grow 
in the short term. Biyearly and yearly reviews can be longer and more overarching. 
 

Millennials demand Anytime, Anywhere Feedback 

Millennials in particular value this kind of feedback and feel that it makes them more 
likely to stay with a company long term, increasing your retention and lowering 
turnover costs. The business benefits of Anytime, Anywhere Feedback and agile 
performance management are multi-faceted.  

 “The world isn’t really on an annual cycle anymore for anything.” GE’s head of human 
resources, Susan Peters, tells Max Nisen who covers management for Quartz. “I think 
some of it to be really honest is millennial based. It’s the way millennials are used to 
working and getting feedback, which is more frequent, faster, mobile-enabled, so 
there were multiple drivers that said it’s time to make this big change.” 
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Use this desire for varied feedback to your advantage.  
Provide a structured place, either through processes or through technology, to collect 
departmental or team-based peer reviews for your Digital Workforce reports. 
Constructive feedback helps workers grow; negative feedback holds your entire team 
back. 
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In a recent study, Satoris Culbertson (Kansas State University), Jaime Henning (Eastern 
Kentucky University), and Stephanie Payne (Texas A&M University) ran a experiment 
to test whether certain goal-oriented workers might value constructive criticism.  

Many people just like to be told how wonderful they are.  

Performance evaluations probably aren't their thing. 

But what about workers who readily say they want to get better at their jobs—maybe 
they'd appreciate a critical nudge? Yeah, right. After administering negative feedback 
to both groups, the researchers found that the first group hated the feedback round, 
and the second group—employees with the strongest "learning-goal orientation"—
was nearly as unhappy with the criticism. 

“You know that humans don’t really like to give negative feedback, it’s just not 
something that anybody does well, I think it’s just not in human nature.” GE’s head of 
human resources Susan Peters says. “So if you want the person that’s working for you 
to improve, you have to think about it in true coaching terms.” 

Dr. David Rock at the Neuroleadership Institute shows how these kinds of fear states 
actually shut down the thinking part of the brain, invoke fight or flight responses, and 
cause employees to focus on blame, take a narrow self-interested view, avoid rather 
than approach, work with trepidation and avoid risk. Those behaviors are directly 
opposite the ones employees need to be enterprise performers. 

Feedback should be frequent and delivered with specific goals and wins in mind. It is 
important to remember that performance feedback should also not be limited to your 
executives and managers. The always-on performance model should include 
personalized feedback from peers as well as managers to ensure that development 
opportunities are well rounded and actionable.  

  

http://www.psychologicalscience.org/index.php/news/minds-business/the-perils-of-performance-appraisals.html
http://www.davidrock.net/about/
https://www.cebglobal.com/exbd/human-resources/smb-hr/performance-manager/hero/index.page?


 

6 

The disconnect  

Organisations and employees have common goals – they both wish to maximise 
individual achievement and performance. Yet, these common goals are experiencing 
a clear disconnect, which is compounding issues of retention, turnover and 
productivity. 

What employees want, and what organisations need from them, are exactly the 
same. They need to be given the opportunity to excel and use what skills they have to 
offer. Employees report that they not able to reach their full potential and that this is 
creating a high degree of unhappiness and the desire to quit. 

According to a Kelly Services survey, only 43% of employees in UK say they are ‘happy’ 
in their jobs. This figure is similar to the 35% who believe they attain some sense of 
meaning from their jobs, and strong correlations in the data shows that the two 
issues are linked. Three-quarters of workers (77%) say the key way that they derive 
meaning from their work is in having the ‘ability to excel or develop’ in their field. Yet, 
most report that they are simply not achieving it. While significant proportions of 
people also say issues such as their ‘connection with co-workers’ (47%), ‘alignment 
with personal values’ (35%), ‘connection to corporate strategy’(20%) and ‘community 
involvement’ (25%), contribute to finding meaning in their work, development 
opportunities are by far the central driver of ‘meaning’. 

Interesting to see here that there are some distinct differences to be found across 
generations. The focus on personal development is most pronounced among younger 
workers, while the ways in which a person’s job aligns with their personal values 
becomes more important as they age.  

Millennials seek out new opportunities for better compensation – in fact, 78.1% 
indicated they would leave their job for a bigger paycheck elsewhere. When it comes 
to retaining your best-performing millennial employees, empower your line of 
business managers to create pay for performance programs that reward individual 
outcomes; 85.7% of millennials consider performance-based raises to be “important” 
or “very important” when considering their engagement and retention intentions at 
their current organization. Creating a culture that rewards high performance will 
better engage millennials, who always have an eye out for a new opportunity. 

But what is it that managers really need to know in order to deliver on the digital 
generation’s expectations?  

One thing your managers need to know is that millennials prefer more informal, 
flexible learning environments that fit into their workdays as opposed to a formalized 
event that takes time away from their every day tasks.  

Additionally, almost 45% of the PeopleFluent survey respondents found “informal 
instruction from colleagues” while learning on the job helpful. When designing 
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learning paths, make sure your managers take advantage of those peers and 
colleagues who can teach their younger counterparts. 

Want to engage millennials? 

According to the PeopleFluent survey, while more than 75% of millennials are 
“engaged” or “very engaged” in their current job, nearly two-thirds are still 
entertaining other career opportunities.  

Erin Cushing of PeopleFluent, contests that mentorship programs are essential for 
engaging millennials.  

Nearly 80 percent (78.8%) of millennials say mentorship programs make them feel 
more engaged with their company, but one in six were unsure if their company even 
offered a formal mentorship program.  

Make sure you’re communicating the multiple opportunities – both structured 
programs and informal interactions with more experience staff – to your employees 
to capitalize on these talent development benefits. 

Develop them into effective leaders, and offer collaborative opportunities for both 
younger and more experienced team members. 
 
In order to appeal to millennial job candidates, and to better motivate and hold on to 
your best millennial employees, focus on creating a culturally diverse workforce, 
maintaining equitable compensation policies, and offer inclusive learning and 
development opportunities. 
 
Tania Stockbridge of PeopleFluent recommends:  
Don’t focus on just the diversity count – make inclusion count for your organization.  
 
“Simply ensuring diversity compliance isn’t enough to help drive organizational 
success; the most proactive and successful talent management professionals are 
focusing instead on how to use inclusion programming to drive innovation. Multiple 
voices lead to new ideas, new services, new products, and encourage out-of-the-box 
thinking; you should be thinking about how to empower your workforces to support 
growth and inclusion initiatives. Sharing success statistics, aligning business goals and 
individual goals, and building in training initiatives around natural biases and 
impediments to diversity and inclusion success will always reinforce and accelerate 
initiatives. Inclusion and diversity efforts have to become a piece of the of your 
organization’s DNA – your company’s leadership should be a partner to HR, not only 
in supporting and communicating about the importance of inclusion, but in fostering 
a new set of leaders that value diversity as well.” 

According to Kelly Services, more emphasis on leaders as coaches to continually 
improve things, rather than as guardians and enforcers of existing knowledge and 
process is key.  
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A rewards system that reflects this way of leading, and which recognises the 
outcomes of the team, above that of the individual manager, will ultimately provide 
employees with greater control and responsibility over their roles. Providing clear, 
measurable feedback on individual and team performance, and ensuring this aligns 
directly with what the organisation needs today is critical. It is vital that leaders know 
how to have a meaningful career discussion with employees to establish plans that 
support their development.  

Look beyond the hierarchy to elevate the best skills: promotion is one way to measure 
success, but it’s limited by vacancies and organisational structure. Only one person in 
the team can be the leader, and if this is the only expression of success, most 
employees will be dissatisfied most of the time. Organisations need to find other ways 
to ‘promote’ high performance more consistently, and to develop specific skills in a 
more timely way.  

Deb Pettingill, Kelly Services Operations Director, UK and Ireland, comments: “It’s 
fundamental to the success of any organisation that their people adopt a positive 
frame of mind. I think when times are tough, the temptation is to manage by 
hierarchy and numbers – we should always remember to catch people ‘doing 
something right’ than constantly picking people up on what they are doing wrong. 
Companies also need to be more flexible and recruit and develop according to 
people’s talent and motivators. Leaders need to know their people, know what makes 
them tick, provide continuous feedback and be a constant coach.” 

Conclusion 

As an HR leader, that means that you need to connect the dots between in a diversity 
context that best fits your organization’s ambitions and use the right tools and 
strategies to engage, motivate, develop, guide high potentials and ultimately retain 
the digital generation. 

Talent development platforms with video, mobile, and collaborative tools engage, 
giving millennials the open access they expect, and mentorship programs tied to 
leadership development are a powerful boost for diverse young talent finding their 
way up the ladder.  

 


