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As global demographics shift, modern workplaces are increasingly challenged to manage up
to five generations working together. This qualitative phenomenological study explores the
lived experiences of employees navigating this complex environment. It goes beyond basic
stereotypes and categorization to reveal the underlying dynamics of the intergenerational
business landscape.

The demographic landscape can be separated into two distinct scenarios. High-income
nations are experiencing a "super-aging" trend, where over 20% of the population is 65 or
older. This leads to a shrinking talent pool and slower GDP growth. In contrast, low-income
countries in Sub-Saharan Africa and South Asia are seeing rapid growth in their working-age
populations, with youth projected to make up 69% of these regions by 2050.

While age heterogeneity often poses operational challenges, such as communication barriers,
technological gaps, and conflicting professional values, this research examines how to turn
these challenges into strategic advantages. The study thoroughly analyzes the existing
literature, drawing on insights, opinions, and perspectives to deepen understanding of the
phenomenon. This approach aims to provide a robust theory that enhances both academic
knowledge and practical applications.

Through detailed descriptive inquiry, the findings create a strong basis for bridging
generational gaps, turning conflict into a productive mix of experience and innovation.
Ultimately, this research emphasizes that prioritizing human experience is more crucial than
demographic labels for fostering organizational resilience, agility, and continuous innovation
amid rapid global changes.

Keywords: Generational Diversity, Institutional Wisdom, Digital Fluency, Generation X,
Generation Z, Leadership of Diversity, and Phenomenological Study.

Introduction

As our global population continues to grow and change, the
rate of growth has slowed significantly over the last few
decades. The population is still increasing by about 68-70
million people per year. The rate is roughly 0.83% lower
than it was. Secondly, this growth is not uniform: while the
population is shrinking in many high-income countries, it is
expanding rapidly in lower-income regions, particularly
sub-Saharan Africa.

For the first time in history, the workplace is home to five
distinct generations at once. Each group has been shaped by
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unique economic, social, and technological milestones,
leading to different preferences for communication,
leadership, and work-life integration.

1. Traditionalists (Silent Generation)
Born: 1928-1945

Workplace Values: This generation is known for

deep loyalty, discipline, and a strong respect for authority
and traditional hierarchies.

Communication: They typically prefer formal, face-to-
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face meetings or phone calls rather than digital messaging.

Work Style: They thrive in structured environments with
clear, fixed expectations and often serve as
valuable mentors due to their extensive institutional

knowledge.
2. Baby Boomers
Born: 1946-1964

Workplace Values: Boomers are often characterized by a
strong work ethic, high competitiveness, and a desire
for professional recognition and status.

Communication: Like Traditionalists, they tend to
favor direct conversations (face-to-face or phone) over
text-based communication.

Work Style: They often value tenure and job security and
may prefer more structured guidance or periodic
performance reviews rather than constant feedback.

3. Generation X
Born: 1965-1980

Workplace Values: Often referred to as key kids, Gen
Xers value independence, autonomy, and work-life
balance.

Communication: They are highly adaptable, balancing
traditional and digital methods, though they often
favor email for its efficiency.

Work Style: They are generally pragmatic and results-
oriented, believing that competence is more important than
rank or seniority.

4. Millennials (Gen Y)
Born: 1981-1996

Workplace Values: This group prioritizes purpose-driven
work, social responsibility, and rapid career progression.

Digital natives prefer instant messaging, Slack, and
collaboration apps for quick, informal updates.

Work Style: They prefer flexibility over a rigid 9-to-5
office schedule and seek regular, positive feedback.

5. Generation Z
Born: 1997-2012

Workplace Values: The newest members of the workforce
seek transparency, authenticity, and a strong commitment
to diversity and mental health.

Communication: They expect rapid, visually engaging,
and highly interactive digital communication (e.g., video
calls and instant messaging).

Work Style: Highly entrepreneurial and tech-native, they

prioritize flexibility and are more likely to move on if a job
does not align with their personal values.

This generational heterogeneity offers a range of
perspectives and experiences, but it can also lead to
misunderstandings about work styles and values, affecting
overall organizational performance.

To date, much of the research has concentrated on the
characteristics and stereotypes associated with different age
groups. However, it is essential to delve deeper to
comprehend how various generations interact in real-world
work situations.

One of the primary challenges organizations face is
fostering smooth  collaboration among  different
generations. Each age group often has its own
communication style, where a younger employee may
prefer texting and an older colleague might lean towards in-
person meetings. Establishing effective systems for
feedback and knowledge transfer is also crucial, such as
pairing younger staff with seasoned employees for mutual
learning.

Creating an environment where everyone feels comfortable
sharing their thoughts and addressing differences is
essential. By understanding how different generations
communicate and solve problems, businesses can build
stronger teamwork and engagement. This study aims to
develop a framework for using generational
heterogeneity as a valuable asset that boosts
performance and fosters innovation in today’s complex
work environment.

Problem Statement

The global job market is undergoing a unique shift driven
by two main trends. First, many developed countries are
experiencing rapid workforce aging, while younger
workers from Generation Z are entering the labor force in
developing nations. This mix of age groups is becoming
more common across industries, but many organizations
still use management styles that focus only on similar-age
groups, which creates challenges.

This disconnect can cause misunderstandings and conflicts.
For instance, older and younger employees may favor
different communication methods, such as face-to-face
conversations versus digital messaging. Also, when older
employees retire, their valuable knowledge and experience
often leave with them, especially when companies lack
systems for mentoring and sharing information across
generations. This can result in decreased trust among team
members, lower morale, and higher employee turnover.

Without a proper understanding of how different
generations interact, companies risk missing out on the
potential benefits of a diverse workforce. There is an urgent
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need for research to explore how people across age groups
communicate, collaborate, and solve problems, so that
differences can become a strength rather than a challenge.

This demographic shift is not limited to a few industries; it
is a global issue affecting sectors like Ultilities and
Manufacturing, where over 25% of the workforce is 55
years or older. Despite this diversity, many organizations
still struggle to adapt to the different digital skills, work-life
balance expectations, and mindsets that come with having
employees from five generations. This gap can create age
divisions, making it harder for employees to share
specialized knowledge and ultimately decreasing
productivity.

Questions of research

To bridge the gap between academic theory and practical
application, the following research questions explore how
organizations can transform demographic shifts into
measurable success. They focus on identifying the specific
barriers and management strategies necessary to turn a
multi-generational workforce into a unified engine for
innovation.

RQ1: How can companies turn the global "dual shift", an
aging workforce, and a rising Gen Z, into a competitive
advantage rather than a demographic hurdle?

RQ2: What are the real-world barriers that stop "reverse
mentoring" and the smooth transfer of institutional
wisdom between older and younger employees?

RQ3: How do differences in digital fluency and
communication styles between generations impact a team’s
ability to work together effectively?

RQ4: How should traditional management models change
to create a workplace that supports the psychological and
physical needs of a diverse, multi-generational staff?

The Significance of the Study

The study links theory and real-world application,
explaining why this work is vital to both the academic and
global economies. Its importance lies in going beyond
individual generational profiles to develop a systemic

Factor High-Income Economies
Projected Growth 0.5% (Stagnant/Declining)
Workforce Trend Contraction due to aging

Strategic Priority

Institutional Knowledge Retention

understanding of intergenerational collaboration within the
global labor market. By addressing the "dual shift" of an
aging workforce in high-income economies and the rise of
Gen Z in developing regions, this research provides a
roadmap for turning demographic diversity into a
sustainable competitive advantage.

From an organizational point of view, it provides practical
insights to reduce communication barriers and prevent the
loss of institutional knowledge. By identifying obstacles to
"reverse mentoring”" and effective knowledge-sharing, it
gives leaders tools to build stronger, cross-generational
teams. This is especially important in fields where technical
expertise and digital fluency need to coexist to ensure
smooth operations. From a socio-economic perspective, the
research emphasizes the need to adapt management
methods to a diverse workforce. As traditional, age-
homogeneous structures become outdated, this study offers
the mapping needed to create inclusive workplaces that
prioritize psychological safety and adaptable physical and
digital environments to address the varying physiological
and cognitive needs of workers at different life stages.

Ultimately, this work adds to the global conversation on
labor sustainability, ensuring that generational differences
act as a catalyst for innovation rather than a source of
operational fragmentation.

Literature Review
The Two Worlds of 2026

The demographic landscape has been divided into two
distinct scenarios. High-income nations are experiencing a
"super-aging" trend in which over 20% of the population is
65 or older, resulting in a shrinking talent pool and slower
GDP growth. In contrast, low-income countries in Sub-
Saharan Africa and South Asia are witnessing rapid growth
in their working-age populations, with youth expected to
make up 69% of these regions by 2050.

Table 1
Population Trends 2026

Developing Economies
3.1% (Rapid Expansion)
Youth boom (Gen Z/Alpha)

Decent Work & Skills Integration

* Based on the World Economic Forum.
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Drivers of Age Diversity

Throughout human history, population distributions have
mainly shown a triangular shape, with a high proportion of
young people and fewer elderly individuals. However,
recent advances in healthcare and sanitation have led to a
noticeable "rectangularization" of this pattern, resulting in
nearly equal representation across all age groups from birth
to 70 years and beyond. For the first time, the modern
workforce includes five distinct generations, from the
Silent Generation to Generation Z. This unique
demographic makeup creates significant operational
challenges for human resource leaders who must manage
different communication styles and varying levels of
technological skills (see Table 2).

In 2018, a major demographic milestone was reached when
the number of people aged 65 or older worldwide surpassed
those aged 5 or younger. This demographic shift creates
new economic pressures on pension systems and healthcare
services that did not exist in previous centuries.
Additionally, rapid technological advancements have
widened the "digital divide" between generations, a gap that
was smaller in the slower-paced agricultural and industrial
societies of the past.

According to data from the U.S. Bureau of Labor Statistics,
people aged 65 and over accounted for 16.5% of the total
population in 2019 and are expected to reach 21.4% by
2035. This trend reflects the increasing age diversity in the
workplace and, as a result, increased diversity within the
same organization. In light of this phenomenon, it is
important to understand how to maximize its benefits.

The age gap in today’s business environments mainly
results from changing global demographics, shifting
economic pressures, and strategic organizational needs.
Therefore, it is increasingly common for workplaces to
have up to five generations working together. Several key
factors drive this trend (Maria Savery & Rajamohan, 2020;
Jaqua et al., 2025; Ruidiger et al., 2026; Guodong et al.,
2025; Johnson et al.,2021; Shagi George et al., 2024;
Zellman et al.,2026).

First, demographic and socioeconomic shifts have
significantly reshaped the workforce composition. Global
life expectancy has nearly doubled over the past century,
now surpassing 70 years. Longer lifespans and improved
health enable people to remain active and productive at
work well beyond traditional retirement age. Additionally,
many older workers, especially from the Baby Boomer and
Silent Generations, are choosing or feeling compelled to
extend their careers due to financial difficulties caused by

insufficient savings or rising healthcare costs. In numerous
developed countries, declining birth rates have also led to
fewer younger workers entering the labor force, prompting
organizations to rely more on experienced professionals to
fill vital roles.

Legal and regulatory frameworks also play a crucial role in
shaping workforce dynamics. Laws such as the United
States Age Discrimination in Employment Act (ADEA),
along with similar global regulations, prohibit age-based
discrimination in the workplace. This legal environment
requires companies to implement age-inclusive hiring and
retention practices. Additionally, the abolition of default
retirement ages in countries such as the United Kingdom
has legally empowered employees to continue working as
long as they are able and willing to do so, further
encouraging an age-diverse workforce.

Strategic business drivers also emphasize the importance of
age diversity in the workplace. A wide age range helps
bridge skills gaps by combining the industry experience of
older workers with the technological skills of younger
employees. Generations like Gen Z and Millennials bring a
digital-first mindset, while their older colleagues offer
extensive institutional knowledge and strategic insights.
Organizations increasingly recognize that an age-diverse
workforce mirrors their customer base. Notably,
individuals aged 50 to 70 make up about 27% of consumer
spending in major markets; therefore, hiring from this
group improves a company’s ability to serve this segment
effectively. Additionally, research consistently shows that
mixed-age teams promote more innovation and
productivity by drawing on a broader range of perspectives.
This "knowledge spillover" provides companies with a
competitive advantage, encouraging them to actively hire
people across all age groups.

Changing workplace cultures highlights the importance of
embracing age diversity. For younger generations,
especially Gen Z, diversity and inclusion are key factors
when selecting potential employers. Organizations must
foster age-inclusive environments to attract top talent.
Additionally, the rise of hybrid and remote work models
has broadened job opportunities for people at various stages
of life, including parents, caregivers, and those in phased
retirement.

Overall, the increasingly age-heterogeneous workforce
offers both challenges and opportunities that modern
organizations must manage to thrive in today’s dynamic
economy.

Table 2-
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Drivers of the Age Heterogeneity Phenomenon

Drivers Impact on Business

Demographic Milestone. Five Generations in the Workplace.
Technology Advancement. Increasing the Digital Divide Gap.

Differences in digital fluency and communication styles
between generations.

Elders' Choice to Proceed with their Careers in Work. Shift in Retirement Terms.

Declining Birth Rates in the West Forced Organizations to rely on Experienced Workers
for Key Jobs.

May cause workplace conflicts and tension.

Rising Gen Z in the Developing Nations
Law and Regulation Frameworks Design the dynamics of the workforce.

Examples: ADEA, the United Kingdom has legally
empowered employees to continue working if they wish.
Strategic Business Motivators A wide age range helps close skills gaps by combining
the industry knowledge of older workers with the
technological expertise of younger employees.
Additionally, mixed-age teams foster more innovation
and productivity by drawing on a broader range of
perspectives.

Work Developments such as Virtual and Distant work Offering A Large Variety of Work Options

Key Characteristics of Age Diversity practices and flexible schedules to enhance job satisfaction.
In contrast, older generations tend to favor traditional
stability, structured management, and clear career

advancement paths. Recognizing these expectations is

As global demographics change, modern workplaces are
experiencing unprecedented age diversity, with up to five
generations working together. This diversity manifests in

different traits, each with unique skills, work histories, and crucial for leaders seeking to improve satisfaction and

communication styles, which have important effects on
business performance. Understanding and using this
diversity creates both challenges and opportunities for
leadership.

At the heart of this complex landscape is a key insight: the

traditional one-size-fits-all approach to management is no
longer effective. Instead, organizations must recognize and
adapt to the different facets of age diversity (Maria Savery
& Rajamohan, 2020; Sana & Dinar, 2022; King et al., 2019;
Gerhardt, 2023).

Having a mix of skills is very important. Older workers
often bring extensive institutional knowledge, strategic
insight, and polished interpersonal skills from years of
experience. Meanwhile, younger workers often bring fresh
ideas, stronger digital skills, and a strong understanding of
new technologies. This mix of skills can be crucial for
driving innovation and managing the complexities of
today's business environment.

Different work expectations strongly shape organizational
culture. Younger workers often prioritize inclusive

engagement across all age groups.

Communication styles also reflect generational differences.
Older employees may favor face-to-face interactions and
prioritize personal connections, whereas younger workers
often prefer digital-first communication. Effective
communication is crucial in any workplace, and
understanding these preferences can help bridge gaps and
promote teamwork.

Generational stereotypes, such as the idea that older
workers resist change or that younger employees lack a
strong work ethic, can undermine cooperation and harmony
within diverse teams. Fighting and eliminating these
stereotypes is crucial for building an inclusive environment
where all employees feel valued and respected.

The effects of age diversity on business functioning can be
profoundly positive when managed effectively, although
challenges do exist.

One significant advantage of age diversity is the potential
for greater innovation. Diverse teams are more likely to
approach problems from multiple perspectives, reducing

UKR Journal of Economics, Business and Management (UKRJEBM). Published by UKR Publisher




the risk of "groupthink" and encouraging creative, "out-of-
the-box" solutions. Additionally, research shows that
mixed-age teams often outperform their peers on complex
decision-making tasks, thanks to a blend of traditional
experience and modern technical knowledge.

Age-diverse environments tend to foster greater employee
loyalty, resulting in lower turnover rates. Organizations that
create a culture where all employees feel valued and
included often see older workers, in particular, stay longer.
Additionally, a workforce with a broad age range is better
equipped to understand and serve diverse customer
segments, thereby enhancing the organization’s ability to
meet market demands effectively.

A major benefit of age diversity is the promotion of
synergies in mentorship. Older and younger employees can
engage in '"reverse mentoring," with younger workers
sharing digital skills and older colleagues providing
valuable career advice and industry insights.

However, these benefits come with potential challenges.
Intergenerational conflict may arise from differing views on
work-life balance, management styles, and technology use,

requiring proactive conflict resolution. Additionally,
communication gaps can occur when language preferences
and communication channels differ, potentially delaying
project progress and disrupting team dynamics. A common
issue is a boss managing employees older than themselves,
which can lead to conflicts; therefore, the key role of
management is to introduce a new framework that
establishes principles to protect employees' interests while
safeguarding the organization's goals (Sana & Dinar, 2022).

Performance polarization can also be a problem when age
groups work separately rather than collaborating across
generations. This age divide can weaken trust and create
emotional conflicts, ultimately hurting overall productivity.
Additionally, different employee engagement strategies
might be needed for each generation.

By fostering an environment that values and includes
diverse perspectives, organizations can harness the full
potential of their multigenerational workforce, driving
innovation, enhancing employee satisfaction, and
improving overall business performance.

Table 3-

Sectoral Differences: Characteristics of Generational Heterogeneity

Factor High-Tech Manufacturing Industry
Age People aged 35 and over are considered In other industries, 45-55-year-olds are
adults. considered adults.

Innovation trap

workers are naturally more enthusiastic

A prevailing stereotype is that younger

Older people are perceived as more reliable
and safer.

and committed to technology than older
workers, who are perceived as less able to

learn new software and as not up to date

with current trends.

Leadership
expectations
than remain in technical roles.

Technological share

Skills collapse

Cultural adaptation

and entertainment, while adults are tied to

maturity and family life.

Adults are expected to move into

Young people are tied to long work hours

management roles or step aside rather

A big challenge in helping long-term
employees adapt to Smart factory tools, or Al,
is that the younger generation lacks the
practical experience of the older generation.

Many industries are in crisis because a large
wave of veteran workers is retiring, and it
takes decades to develop the specialized skills
and knowledge required.

A culture of Mentorship is more formal,
where Master-apprentice relationships are
respected, and intergenerational learning is a
natural part of the role.
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Age Heterogeneity Leadership

As generational diversity continues to expand within the
workplace, the locus of decision-making remains
predominantly with senior management, which is largely
composed of individuals from older generations. Recent
data indicate a significant increase in the average age of
CEOs across the S&P 1500, reaching 59 years in 2023. In
major global economies, including Europe, Brazil, China,
and India, the average age of leadership ranges from 58 to
64 years.

Management teams across various organizations tend to
reflect this demographic trend, exhibiting a notable
prevalence of older individuals. This homogeneity, if not
counterbalanced by the inclusion of younger leaders, may
lead to reliance on traditional strategies, thereby inhibiting
the exploration of innovative solutions needed to address
complex challenges in a rapidly evolving business
environment. The introduction of a new generation of
leaders is paramount, as they bring diverse skills and
perspectives that can invigorate strategic decision-making.
Collaborative engagement among different generations is
posited to enhance innovation through shared consultation,
as evidenced in the works of Rudiger et al. (2026), Kamama
et al. (2025), Maria Savery & Rajamohan (2020), Johnston
et al. (2021), Zellman et al. (2025, 2026), and Sanae &
Dinar (2022).

This intergenerational collaboration fosters a more
equitable learning ecosystem. Younger cohorts tend to
effectively than their older
counterparts, contributing a unique blend of work

communicate  more

experience, curiosity, and a propensity to challenge
established norms, thus enriching the organization’s
knowledge base. Notably, Rudiger et al. (2026) assert that
such learning accelerates product innovation and enhances
overall business performance.

Recent studies have underscored the positive influence of
gray entrepreneurship on team age diversity, particularly in
fostering innovation and economic growth. Kamama et al.
(2025) analyzed a sample of 126 local startups to
investigate the correlation between founders' age and
innovation performance, identifying three key findings.
First, organizations with multiple founders tend to grow
faster and generate higher gross sales than those led by a
single founder. Second, the inverted U-shaped relationship
between founder age and organizational growth becomes
more pronounced as the number of founders increases.
Finally, an optimal age gap of 20 to 30 years is identified,
with a strategic pairing of older founders and individuals in
their thirties significantly enhancing the likelihood of
elevated sales performance. To fully harness the potential
of age diversity, organizational leaders must cultivate an
environment conducive to change and growth, ensuring that

all employees, irrespective of age, feel engaged and
empowered.

Additionally, research by Sanae & Dinar (2022) highlights
that the environmental characteristics inherent to VUCA
(Volatility, Uncertainty, Complexity, and Ambiguity) and
heterogeneity necessitate a reconfiguration of leadership
styles. These conditions exert pressure on leaders to adopt
adaptive and innovative mindsets. Furthermore, Johnston et
al. (2021) emphasize the importance of national cultural
tightness in shaping age dynamics among leaders, noting a
stronger association between cultural tightness and the
prevalence of older leaders in Eastern cultures than in
Western cultures.

Age-Heterogeneity Strategies

The growing recognition of age diversity in the workplace
presents valuable opportunities for organizations seeking to
foster inclusive, supportive environments. Effective
teamwork across age groups depends on strong leadership
and data-driven decision-making. Teams that set clear
agreements, improve sharing across the organization,
encourage continuous learning, and cultivate psychological
safety are better positioned to harness the benefits of
intergenerational diversity (Jaqua & Dinkjian, 2025; Sana
& Dinar, 2022; Mo. & Yanran, 2020). This comprehensive
approach not only helps prevent conflicts but also enhances
overall workforce performance.

In the post-pandemic labor market, notable trends have
arisen, including increased cross-age mobility, faster
retirements, and the adoption of flexible work practices.
The literature highlights three key perceptual dynamics
shaping today’s workplace. First, advanced technologies,
especially digitization and hybrid work, have led
organizations to focus on continuous, cross-skill learning
for their employees. Second, the generation gap creates
challenges, such as unequal access to training and tools,
which can limit collaboration. Lastly, longer employment
gaps have led to later retirements and the development of
age-diverse teams, both of which require -careful
management to realize their full potential.

New social norms and evolving employee expectations now
emphasize the importance of personal inclusion, autonomy,
fairness, and overall development for all workers.
However, having multiple generations in the workplace,
especially when younger managers oversee older
employees, can lead to tensions. This situation highlights
the critical role of management in addressing key areas,
including recruitment, work design, shifts in workplace
dynamics, and employee motivation across different
generations (Sana & Dinar, 2022).

Research in human resource management emphasizes five
organizational practices that can boost the benefits of
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workplace diversity: age-inclusive management, peer
mentoring, shared decision-making, job security, and
ongoing training. By adopting strategies that challenge
workplace stereotypes and align with their workforce's
unique traits, organizations can foster a harmonious
environment that respects age differences while
encouraging balance and effectiveness (Mo. & Yanran,
2020).

Jaqua & Dinkjian (2025) suggest several practical strategies
to close the age gap in organizations. First, they advise
focusing on work design and developing management skills
that accommodate different age groups. This includes
creating frameworks that facilitate cross-age learning and
role-playing, promoting flexibility and motivation.
Additionally, organizations should develop team charters
that clearly define engagement norms, decision-making
processes, authority, and ownership to reduce conflicts.

Moreover, hybrid employment options should be
customizable rather than adopting a one-size-fits-all
approach. It is equally vital to design management
capabilities that are sensitive to the varying needs of
different age groups, which includes providing training to
eliminate age labels and addressing performance gaps
based on age-related factors.

One especially effective strategy for preserving
organizational knowledge involves pairing younger, tech-
savvy employees with experienced professionals. This
mutual mentoring not only promotes knowledge retention
but also encourages a culture of ongoing learning. Building
communities of practice is another way to protect
institutional knowledge and foster innovation. Finally,
adopting continuous micro-learning models and just-in-
time training during work hours can improve skill
development while supporting an environment of mutual
respect, psychological safety, and engagement.

In summary, organizations that leverage the benefits of age
diversity can significantly improve by investing in systems
and management practices that foster inclusivity and
thoughtfully
generational dynamics, they can build a thriving workplace

effective  teamwork. By addressing
that values contributions from all employees, regardless of

age.
Methodology

This study aims to deepen understanding of the ongoing
phenomenon of a five-generation workforce, particularly in
settings where five distinct age groups work under the same
manager or within a single team. This demographic shift
poses complex challenges for practitioners and scholars
alike, given the diverse values, communication styles, and
work approaches associated with intergenerational
diversity. The research integrates contemporary scholarly

perspectives and organizational methodologies into
a comprehensive framework that offers both theoretical
depth and actionable strategies for team management.

Using a qualitative, phenomenological research approach,
this study explores the lived experiences and social
perspectives of navigating multigenerational settings. By
highlighting real-time social interactions, the research seeks
to create a "bottom-up" grounded theory that captures the
main features of this phenomenon.

Sampling: A small, purposive sample will be employed to
ensure depth and relevance, specifically targeting
participants with direct experience in managing or working
within five-generation teams.

A selection of 19 academic articles published between 2020
and 2026 will be reviewed, focusing on studies related to
the phenomenon in question and following the researchers'
established criteria, including open access, peer review, and
the use of qualitative or quantitative research methods.

Inductive Analysis: This process involves identifying four
emerging categories: environmental drivers, impact on
organizations, age-diversity leadership, and age-diversity
strategies. Additionally, themes and secondary themes from
the collected data are used to develop context-specific
theories and patterns.

Narrative Reporting: Findings will be presented in a
storytelling style, incorporating individual insights to create
a comprehensive understanding of the intergenerational
landscape.

The data analysis will proceed through four main stages:
open coding, axial coding, selective coding, and theory
development based on the gathered data. This framework
will demonstrate how the phenomenon unfolds and how
specific situations give rise to activities or interactions
(Carbin & Strauss, 1988). The findings will also be
presented in different formats to improve clarity and
understanding.

Quality of the Study

Ensuring the trustworthiness of the research by following
Lincoln & Guba's (1985) methodological model. The
authors highlight four main criteria that researchers must
adhere to: Credibility (Internal validity), Transferability
(External validity), Dependability (Reliability), and
Confirmability (Objectivity). Credibility refers to how
accurately the findings reflect reality and is assessed by
comparing them with existing literature. Transferability
concerns how well the findings can be applied to other
contexts. To support this, the researcher must provide
sufficient conceptual detail so readers or practitioners can
implement the results effectively. Dependability concerns
the research's reliability, allowing other researchers to
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replicate the study under similar conditions.

Findings of the Research

Table 3-
Open Coding Stage.
Category Sub-category Theme Sub-theme Authors
1. | Env' Driver Demographic Global population Ageing Dury & Fasbender
shift in the West. (2024).

Ongoing demographic
change is population
aging.

Zellman et al., 2025

In most countries around
the world, populations are
aging rapidly, affecting
both the population and
the healthcare system.

Jonston et al.,2021

Like all developed
countries, the United
States continues to
experience changes in its
age composition.

Adults aged 65 and
over accounted for
12.4% of the
population in 2005,
rising to 16.4% in
2019, with a
forecast to reach
21.4% in 2035.

Wang & Fang
(2020).

Population aging has More than 38% of | Guodong et al., 2025
become one of the most the EU workforce
important challenges the | will be over 55 by
world faces today. 2035.
Moreover, in China,
people aged 60 will
make up about 33%
of the population by
2050.
Environmental changes It also brought Sena & Dinar (2022)
due to the crises have changes in the
created a VUCA world's
(Volatility, Uncertainty, demographic
Complexity, and composition; each
Ambiguity) environment. | generation has its
own aspirations and
needs.
The Fourth Industrial Maria Savery &

Revolution and
technological advances
have increased the
complexity of the
organizational
environment.

Rajamohn, (2020).
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Due to environmental and
demographic changes, the
workforce in

organizations is changing.

Cubrich & Petrozzelli
(2020).
CAMBRIDGE

Demographic A Rising of Gen Z. Intergenerational Mohammad et al.,
change in change in relation 2024
developing to technology,
countries education,
communication
style, and
perceptions of
management and
the workplace.
Thanks to medical The demographic Baily & Owens
advances, life expectancy | trend. (2020). HBS
has risen, enabling many
people to work longer
than they would have
been able to retire
previously.
In an increasingly Nagy & North
volatile, fast-paced, and (2021).
uncertain economy, up to
five generations are
working side by side for
the first time in today’s
businesses.
Impact on the Influence New Requires money, Maria Savery &

businesses

complexities result from
technological changes in
human resource
management and
organizational culture.

-Management of
generational diversity
working side by side in
the workplace.

Change of the one-size-
fits-all approach.

investment, time,
and strategic
efforts.

Skills gap, Talent
attraction, and
remote work.

-Development of
future managerial
teams.

Different life
experiences,
expectations,
perspectives on
work,
responsibility,
cultural values,
behavioral attitudes,
habits, and

Rajamoan, (2020).
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management
expectations.

The impact of aging is
positive on economic
growth in developing
countries due to unique
trends, such as the
relatively late onset of
demographic change
compared to the West,
and the expectation that a
high concentration of
population will become
productive.

This leads to a
strengthening of the
labor force that will
drive economic
growth on the one
hand, a decrease in
wages, and the
creation of
unemployment on
the other hand.

The aging of the
labor force
counterbalances the
adverse effect.

Mohamed et al.,2024

The changing age profile
in the workplace has led
to cultural shifts. The
combination of young
workers with 3
generations of work, side
by side.

To solve this problem, a
combined effort of all
institutions and
employees is required to
create a different

Young bosses
managing older
employees may
lead to conflicts,
necessitating a shift
in management
strategies to
enhance employee
well-being and
protect
organizational
interests. Key
factors to consider

Sana & Dinar (2022).
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behavioral pattern.

include processes,
organizational
structure, the
integration of
automation with
human workers,
bridging the
generational gap,
and motivating and
retaining the
workforce.

Generational tone refers
to the similarities and
differences across ages in
their work contexts and
how these characteristics
determine organizational
performance and success.

There is no clear
consensus regarding the
impact of generational
tone on the organization.

Management must
understand and
control the
phenomenon to
enhance
performance. It can
boost creativity,
decision-making,
and efficiency,
positively
impacting financial
health. However, it
can also harm
productivity due to
stereotypes,
communication
issues, and poor
relationships within
teams.

Rafaqat et al.,2022

The growing number of
older workers worldwide
requires motivation and
management, as well as
tackling the root causes of
stereotypes that remain in
organizations. According
to psychological research,
older people experience a
decline in cognitive flow
abilities but also develop
increased organizational
cognitive skills.
Additionally, goal
orientation shifts from
information gathering to

Older employees
are essential for
preserving valuable
knowledge and
ensuring
organizational
continuity. Recent
research highlights
the importance of
fostering personal
growth, enhancing
work ability, and
expanding expertise
for all employees,
regardless of age.
Creating an

Guodong et al.,2025
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Characters

emotional engagement;
therefore, inclusion and
support for successful
aging at work are
essential.

inclusive work
environment is
crucial for
supporting older
workers and
promoting their
success.

A situation of multi-
generational coexistence
in the workplace has
emerged.

Therefore, it is
extremely important
to understand how
organizations can
maximize the
benefits of such a
phenomenon.

Of course, it
depends on the
functional diversity
of the

Wang & Fang
(2020).

organizational
strategy.
In many workplaces, you | There are five full King et al., 2019,
can see people across the | generations HBR
age span, especially as working today,
more Americans work from the Silent
past age 55. Generation to Gen
Z.
Today, five generations Baily & Owens
work in organizations' (2020). HBS

workplaces. In every
organization or team,
there is a wide range of
employee ages. It can be
seen in two ways: as a
challenge or as an
opportunity or advantage
that each generation
brings to work and
leverage. The challenge is
that there are differences
between them due to life
experiences, different
media, and different work
technologies.

The reality is that
organizations are slow to
implement policies that
address intergenerational
diversity, hindering the
potential benefits of this
phenomenon in the

Zellman et al., 2025
OXFORD
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workplace.

As a result of
demographic changes,
older people will take on
more leadership positions
and thus have a greater
impact on organizations
than before.

National culture
influences the age of
leaders. In the West,
managers are younger,
and in businesses with
diverse nationalities, this
can lead to conflicts
among individuals
accustomed to working
under older managers.

In the East, leaders
are significantly
older, such as in
China, India, and
Japan.

Johston et al., 2021

Organizations today
employ 4-5 generations
who work together
despite significant

differences between them.

People with
different
preferences in
communication,
work values, access
to authority, and
business mobility.

Jaqua et al.,2025

As a result of the
environmental trend of 4
generations of employees
jointly sharing work
within an organization,
companies face both
challenges and
opportunities stemming
from this diversity.

Tensions can arise
on the surface due
to different work
styles and values.
Important
differences revolve
around preferred
modes of
communication,
work-life balance,
attitudes toward
hierarchy,
technological
disruptions, and the
stereotypes that
dominate the
workplace.

ShajigiGeqrge et
al.,2024
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As a result of generational
diversity, discrimination
arises, affecting
organizational identity,
leading to conflicts over
resources and positions of
power, and, in turn,
resulting in low employee
satisfaction.

Therefore, effective
HR practices that
strengthen
organizational
identity are
important for
increasing
satisfaction and
enabling equal
opportunities across
generations in the
workplace.

Alam & Srim (2021)

The primary problem
with age-based
generalizations is that
they oversimplify and
misrepresent the
remarkable diversity of
ages in today's workforce.
Furthermore, these
stereotypes presume that
chronological age is a
more reliable indicator
than it really is and
suggest that it becomes
considerably less
representative of
personality or behavior as
we age; the variations
within age groups are
more significant than
those between them, and
this difference increases
as we get older.

Nagy & North
(2021). MIT

Social categorization or
age-perceived
discrimination (PAD) can
arise in interactions that
provoke conflicts and
disharmony in joint work,
thereby harming
organizational
performance.

Therefore, proper
management of
intergenerational
relationships in the
workforce is
essential to
achieving
generational
function.

Drury & Fasbender
(2024).

Demographic change can
present both challenges
and opportunities for an
organization. It allows for
delivering quality work,
maintaining essential
knowledge, and
encouraging innovation
and problem-solving.

The organization
needs to understand
how to provide
support that fosters
better teamwork
and higher
productivity.

Zellman et al., 2026
OXFORD
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However, it may also lead
to issues like
intergenerational tension,
stereotypes, and
prejudices that harm
organizational
performance.
Furthermore, it can have a
subjective impact on each
generation.

Due to environmental and
demographic shifts, the
workforce in
organizations has become
more diverse in age,
creating new challenges:
how to integrate
differences and
developmental needs
across the lifespan, along
with significant
generational distinctions.
In other words, it offers a
different perspective on
time. Additionally,
personal and social goals
are pursued in the

Cubrich &
Petrozzelli (2020).
CAMBRIDGE

workplace.
Leadership Organization The addition of young The young leaders Rudiger et al., 2026
leadership leadership increases team | examine the status
Global Lea;der;hip diversity .and quz, :mprove it, and
leadership e.ps a.an.ce experience | up a§ .
with curiosity. Young organizational
people communicate knowledge.
more effectively and add
more thought to the
organization over time.
Many startup founders Additionally, Kanama et al.,

have a positive impact on
firm growth, with teams
of founders generating
more sales than single
founders.

having a diverse
group of founders,
including those in
their 30s, leads to
sales growth. This
combination of
extensive
experience and
fresh thinking
drives innovation
and increases total
sales across the
organization.

GE2025
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The five APPET factors, APPET are five Wang & Pang
if implemented by practices that (2020).
managers, create diverse | leaders apply: Age
opportunities. leadership, peer

monitoring, shared

decision-making,

saving the

workplace, and

training to reduce

stereotypes and

prejudice.
To improve older -Performance Cubrich & Petruzzelli
workers' performance, management and (2020).
leadership must base its feedback.

actions on the three
practices outlined in the
SST theory.

Assistance with
self-control and
self-resources
enforcement.
Moreover, adapting
the workplace
climate.

Management should
adopt a two-track model
to support aging in the
workplace by adapting to
the capabilities and
satisfaction needs of older
workers.

This has both
direct and indirect
impacts on older
adults in the
workplace,
especially those
with long careers.

Goudong et al. 2025

In a work environment,
age diversity indicates
that organizations and
leaders should recognize
that not all older
employees should be
viewed the same way.
This supports the
argument for considering
'Subjective Age' within a
workforce composed of
multiple generations.

Nagy & North MIT
(2021)

Leaders will need to
understand and address
issues across age groups
to improve organizational
performance.

This diversity leads
to a greater impact
on financial
performance.
Negative factors,
such as age
discrimination,
could damage
performance and

Rafaquat et al.,2022
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growth.

Leadership within the
organization should
leverage inclusion and
performance. They need
specialized training to
avoid labeling
performance gaps with a
specific behavior that
depends on age.

Important issues are
career development,
structures,

feedback, and more.

Jaqua & Dinkjian
(2025).

Older people increasingly
hold leadership roles. Age
differences in leadership
across cultures can pose
problems in interactions
between them in global
business activities due to
gaps in background and
age between the parties.

The differences
between East and
West influence how
global organizations
manage operations,
particularly when
hiring managers
from diverse
cultures. Conflicts
may arise if these
managers' views on
age clash with local
attitudes. To
mitigate such
issues, management
should adopt local
practices in their
operational regions.

Johnston et al., 2021

Theories of social identity
and social categorization
provide the foundation for
HR managers' efforts to
promote and address
intergenerational
diversity, thereby
reducing perceived
intergenerational
discrimination and
increasing employee
satisfaction.

This is achieved
through a strategic,
age-inclusive
approach.

Waligora (2025).
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Managers should
understand that
employees frequently
evolve as their priorities,
demands, experiences,
and physical capacities
change. These changes
can manifest in various
forms. For example,
studies indicate that
individuals encounter
different kinds of work-
family conflict at
different life stages, from
young adulthood to
middle age and into late
adulthood. However, not
all employees in the same
age group will have the
same experiences at the
same time. Therefore,
maintaining open,
continuous
communication with
employees about their
evolving needs can help
managers keep their
dedicated, experienced
workforce engaged,
satisfied, and
collaborating effectively
in the long term.

King et al., 2019
HBR

The organization needs to | Respect the past, ShajiGeorge (2024).
adapt managers' lead to the future,

approaches to develop and develop mutual

steps to increase inclusion | understanding that

among adults by will drive

simultaneously delegating | organizational

authority and fostering growth.

shared change with the

younger generation.

Leaders can foster an Bailey & Owens
inclusive company by (2020). HBS

acknowledging their
mistakes. They should act
authentically and take
responsibility for creating
a workplace where
everyone feels valued and
safe. This approach helps
build powerful, diverse
teams capable of
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advancing the
organization.

Management will need to
design a work
environment and
opportunities to create
high-quality contact.

The goal is to offer
guidance and
decrease the impact
of social
categorization and

Drurry & Fasbender
(2024).

stereotypes by
highlighting
commonalities and
reducing PAD.

Leadership plays a vital Zellman rt al.,2026

role in handling the

challenges and

opportunities that come

with intergenerational

work. Recently, the

concept of age-

differential leadership

(ADL) has emerged in

literature, offering a new

approach to managing

this diversity.
This approach
engages and
motivates

employees across
five generations
within a single
workplace or team.

Taylor and Freudian
management models have
fallen out of use in the era
of VUCA complexity.
Leadership needs to apply
contingency theory.

Planning and
forecasting are not
factors that can be
automatically relied
upon.

A strategic
management
framework that
emphasizes the
impact of
environmental
changes on
organizational
management

Sana & Dinar (2022).
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processes.

Strategy Diversity in a To design a culture of This is necessary Maria Savery &
global continuous lifelong alongside Rajamohan (2020)
corporation. - learning and engagement | developing skills
The ages and tailored to each age in for work within the
cultural various ways. Uniting organization and
differences. - | people of different ages to | advancing their
Nations and age | collaborate in team- careers.
diversity. designed efforts.

It is important to provide

the younger generation

with access to advanced

technology and involve

them in management

activities.

A dual-track model of Especially in older | Goudong et al., 2025

rapid inclusion
management that
positively impacts
multigenerational work
by requiring capabilities
suited to the
organization’s needs.

The AIHRP model
specifies actions to
enhance skills,
knowledge, and
opportunities for all age
groups across the
spectrum.

ages, for the
preservation of
valuable
organizational
knowledge.

Creating an
inclusive work
environment,
supporting
entrepreneurial
behavior among
adult employees,
emphasizing P-E
adaptation through
self-regulation, and
providing equal
opportunities to
foster a culture that
supports
intergenerational
collaboration and
diversity.

UKR Journal of Economics, Business and Management (UKRJEBM). Published by UKR Publisher 363




The ages and
cultural
differences.

Creating an inclusive
work environment,
supporting
entrepreneurial behavior
among adult employees,
emphasizing P-E
adaptation through self-
regulation, and providing
equal opportunities to
foster a culture that
supports intergenerational
diversity.

In Eastern
countries, managers
tend to be older
than in Western
countries.

Jhonston et al., 2025

Three steps to
maximizing the value of
intergenerational
diversity: Avoid
stereotypes and
prejudices. Recognize
that all employees are
individuals with unique
and valuable skills.
Develop programs that
promote and preserve
intergenerational
knowledge within work
teams.

Bailey & Owens
(2020).

National age
diversity.

Investing in human
development can enhance
intergenerational diversity
and drive rapid economic
growth.

Support education and
training to boost the
workforce and overall
productivity. Increase
government incentives or
subsidies to fund
education in developing

As the working-age
population grows,
this lowers
dependency ratios
and creates
potential for a
productive
workforce in
developing
countries.
Improving access to
education for the
entire population is

Yaqoob et al., 2024

countries. .

required.
Activities in organizations | Understanding the | Cubrich & Petrezzelli
should be inclusive of all | perspective on the (2020)

ages. Develop a system to
ensure equal access to
training for people of all
ages and across all teams.
Foster a diverse, positive
organizational
environment that can
enhance a shared
perception and encourage
positive interactions

developments and
the implementation
of lifespan in
organizational
activities. Adapting
to changes in the
types of incentives
preferred by older
employees to
motivate them in a
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among coworkers.

A prolonged approach to
involving graduates in
customizing work to meet
the specific needs and
preferences of the
changing times

diverse workforce
structure.

-Increased
autonomy, a variety
of skills, and the
use of multiple
experiences to
achieve good
results can be
applied to activities

environment. such as monitoring

or knowledge

sharing.
Bridging the age gap in Ability to design Jaquan & Dinkjian
the workplace should career development | (2025).

focus on job design and
management skills, as
well as mechanisms that
encourage cross-age
learning.

- Design roles and work
processes that give
employees a chance to
succeed.

- Establish cross-age
information sharing, plan
modular ongoing
learning, and foster an
organizational climate of
respect and psychological
safety.

for employees.

Such as autonomy,
flexibility, and
motivation.
Creating a team
charter, a clear
decision-making
system, and
opportunities to
share ideas and
opinions.

Manage
performance
disruptions such as
biases, structured
feedback, and
sharing mentoring.
Maintain tacit
knowledge before
role changes.
Conduct debriefings
after completing
organizational
projects. Build
competency-based
matrices, track
inclusion matrices,
and use work
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agreements to set
expectations and
response times.

Create opportunities for
informal connections to
dissolve barriers.
Schedule meetings among
employees of different
ages to share life wisdom
from diverse experiences,
which helps maintain
harmony.

Ensuring psychological
safety through training
that fosters a shared
organizational mindset.
Offer training that
promotes a non-
judgmental perspective to
develop a true
understanding of different
generations without bias.
Ergonomic design
symbolizes support and

This promotes
inclusion and meets
diverse needs. An
educational activity

Shagi George (2024).

creates a more suitable that fosters

environment for adults. collaboration and

Design mixed teams, helps build a

manage generational harmonious

intelligence, and community.

implement peer

mentoring to boost

innovation and patent

output.

The H.R. Age-inclusive Defines the Peng et al., 2023
stratc.ag}l is ess.ential for operational need to CAMBRIDGE
mediation. It influences ensure that such an

effective employee activity of

engagement and shapes a | managing

climate of organizational | emotional friction

support. Effectively does not turn into

neutralizes discrimination | conflict.

that often breeds

negativity in the

workplace and across

diverse teams.

The organization must Introducing plans Drury & Fasbender
offer a diverse work for affirmative (2024).

environment and

action to promote
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opportunities for
meaningful interactions.

-Increase awareness of
organizational support for
contact and allocate time
and space to engage in
personal conversations.

Conduct
multigenerational training
based on social identity
theory to reduce the
perception of
discrimination.

Create opportunities for
both older and younger
generations to grow

within the organization.

Moreover, reverse
mentoring and programs
to reduce
intergenerational conflict
and increase
collaboration.

broad outreach for
cross-age contact,
monitoring these
interactions, and
ensuring they are
positive.

Provide practical
steps for
implementing an
educational
approach to reduce
social
categorization and
age stereotypes and
identify shared
values or
perspectives.

Also involves
monitoring of
Yangs over adults.

introduces
"Gentelligence" as a
framework for leveraging
age-diverse teams as a
strategic advantage rather
than a source of conflict.
The text encourages
replacing generational
stereotypes with
collaborative, two-way
mentoring to bridge gaps
among the five
generations currently in
the workforce.

That is a powerful
reframing of age
diversity. Treating it

as ""cognitive

friction" turns a potential
HR headache into a
strategic engine for
innovation.

The shift from "judging"

Generational
distrust and ageism
are infiltrating
organizations
worldwide.
Differences in
communication
styles, technology
preferences,
identity, and
politics are fueling
harmful stereotypes
and impairing team
performance. It
does not have to be
this way. Smart
leaders are
leveraging age
diversity and
promoting mutual
learning, cross-
generational
collaboration, and a
culture that values

Gerhard et al.,2023
HBR
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to "curiosity" is
especially sharp—it
replaces the defensiveness
of generational labels
with a genuine desire to
learn. The idea

of "mutual

mentoring" also levels
the playing field,
acknowledging that a 22-
year-old’s digital fluency
is just as critical to
modern business as a 65-
year-old’s institutional
wisdom.

Focusing on shared
values (like respect and
purpose) serves as the
necessary glue to keep
that friction productive
rather than destructive.

both similarities
and differences
across age groups.

Academic
Research.

Age Diversity
Global Company
High-Tech

Cultural
approach

Research in the high-tech
sector shows that
founders positively
impact business growth.
A more diverse group of
founders produces higher
sales than a single
founder.

- The broader the age
range, the larger the gap
between members, up to
the ideal range of 20-30
years.

-30year-old
founders, along
with more
experienced ones,
are key to growth
and increasing the
chances of higher
sales.

Kanama et al., 2025

The study explores how
workplace conflicts
among employees of
different ages can be
minimized through
theories of social

Organizations need
to take action to
enhance
multigenerational
interactions in the

Drury & Fashbender
(2024).
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categorization and
intergroup psychological
contact.

workplace.

National age
diversity

Geographic diversity is
correlated with a shared
dynamic effect on
economic growth. This
diversity has a smaller
impact in high-income
countries and a greater
impact in low-income
countries.

In developing
countries, high birth
rates contribute to
low GDP, but
investing in
education and
development can
boost economic
growth and even
accelerate it.

Yaqoob et al., 2024

The study emphasizes the | Create a conceptual | Cubrich & Peltrozzeli
importance of framework for (2020).
incorporating the life- successful
span perspective into adulthood in the
existing organizational workplace.
theory to explore the
mechanisms that shape
how age development
affects work outcomes.
- It also suggests
integrating Socio-Society
Theory (SST).
It could provide a
mechanism for
explaining how
adults make social
choices and how
they handle the time
dimension and their
work goals.
The research focuses on Maria Savery &
developing HR Rajamohen (2020).
investment theory: its
evolution and advantages.
There are multi-
generational gaps in the
workplace, and the
understanding of the
challenges, expectations, | The workplace

and responsibilities
required to fulfill roles is
unclear. Organizational
culture and management
style influence the quality

generation gap is
growing wider.
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of work within the
organization.

Global Research

Research shows that
firms with an
organizational climate of
age diversity experience
30% productivity
improvement and 59%
attrition in firm
performance in the first
three years.

Moreover, despite
the conceptual
models still being
incomplete and
needing a rigorous
global,
intersectoral, and
innovative
technology
perspective.

Shagi George et al.,
2024

There is no clear evidence
of age diversity or its
effect on performance.

The phenomenon requires
further research to
understand its impact.

Research shows
conflicting results
from different
researchers.

Rafaqat et al., 2022

We have limited The inclusive Sana &Dinar (2020).
knowledge about the HR | approach to age

role in promoting age- diversity effectively

diversity practices in the | promotes mutual

workplace. understanding by

-Former research suggests embracing .

that ATARP helps necessary skills arvld

establish an inclusive ffulﬁlhng. workers

workplace by fostering a job requirements.

supportive climate for

generational diversity.

The research suggests APPET model: Wang & Fang
five types of practice in inclusive (2020).
businesses for management,

Generational diversity.

shared decision-
making, peer
monitoring,
securing a job, and
training to address
stereotypes and
prejudice.
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Workplace discrimination
in the context of
intergenerational diversity
in Polish companies may
provoke conflicts over
resources, power, and
perceptions of
discrimination, leading to
lower employee
satisfaction with the
organization and
decreased performance.
Conscious management
activity and employees'
attitudes toward the
phenomenon are
necessary to reduce the
negative impact and
increase the benefits
derived from it.

Integrating social
identity theory and
self-categorization
can shape
employees'
behaviors and
attitudes toward
different age
groups, as well as
how management
handles
discrimination.

Valigora (2025)

Instead of creating age-
specific policies, suggest

Open Dialogue: Talking
openly about stereotypes
and meta-stereotypes to
challenge false
assumptions.

Perspective-Taking:
Using role-reversal
exercises to help
employees understand the
experiences of different
age groups.

Focus on
commonality, focus
on shared goals,
and the benefits of
an age-diverse team
to foster a sense of

n "

we.

King et al., 2019
HBR

National culture

The impact of national
culture on leaders' age
reveals variations in
attitudes toward aging
between the East and the
West. The perspective
tends to be more positive
toward older leaders.

Research shows
that managers' or
employees' ages can
significantly impact
how they
communicate with
or view one
another.

Johnston et al., 2021

A wide range of studies
have found minimal
differences in the
attitudes of different
generations toward work
and its values. All
generations want

Bailey & Owens
(2020). HBS
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influence, to learn and
improve skills, to have
their work valued, in
exchange for fair
compensation,
professional
advancement, and
meaningful work.

20 studies involving
20,000 workers in China
reveal that differences in
work attitudes,
preferences, and values
are minimal and
inconsistent.

Intergenerational
differences in work
are generally minor
and mostly
insignificant. The
primary challenge
of a diverse
workforce is the
presence of
stereotypes and
meta-stereotypes.

King et al., 2019,
HBR

Cultural
differences
between East
and West.

Research shows that age
differences in traits such
as work centrality and
altruism are weak and
inconsistent across
studies.

- Research also explores
the link between
psychological safety,
learning, and age
diversity in teams, as well
as the development of
inclusive systems and
participation.

Age influences
different stages of
the human life
cycle: younger
people prioritize
promotion and skill
development.
Middle-aged
individuals focus on
work-life balance.
Holders value
mentoring systems
and meaningful
contributions.

Jaqua & Dinkjian
(2025).
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The research covers
a broad spectrum of
management styles,

Research on generational
diversity among
employees is fragmented
and characterized by starting with well-
known ones, while
others expand the

focus to include

different perceptions of
how it is received and
managed. These views are
also connected to age
management. Results

relational or task-
oriented leadership.
show that supervisors' Additionally, some
approaches and explore leader
behaviors aimed at
fostering

inclusiveness, such

relationships with
employees affect work
performance, employee
well-being, and retention. | as inclusive
leadership and age-

-The main issue is the

lack of coherence due to diversity leadership.

the many different However', th.1s )
research is limited
by conceptual
issues of

redundancy.

constructs being used.

Zellman et al.,2026

Table 4-

Selective Coding:

Prevalence of the Literature Review Findings.

Category

Environmental Drivers

Impact on Businesses

Theme
Global demographic change of population aging.

Environmental change resulting from global crises and technological
advancement (VUCA).

Demographic Development in Developing Countries: The Rise of Gen
Z.

Changing age profile in the workplace; 3-5 generations work side by
side, transforming the one-size-fits-all approaches. Moreover, creates
new challenges — how to integrate differences and address generational
distinctions, as well as personal and social goals, in the work.

In developing countries, the aging population can positively affect
economic development, as demographic changes happen later than in
developed nations. A significant influx of workers will help mitigate any
negative impacts. Additionally, the entry of Generation Z into the
workforce necessitates expanding the education system and developing
infrastructure.

National culture has implications for how the demographic process of
adults entering the workforce can provoke conflicts between individuals.
The older generation will take most of the power and control roles in the
organization or nation.

Prevalence
67%
33%

22%

87%

7%

7%
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Leadership

Strategy

Introducing young leadership broadens the diversity of leadership teams,
blending experience with curiosity and enhancing organizational
knowledge. Communication within the organization or teams becomes
more advanced.

Leadership should adopt management strategies that enhance adult
inclusion by empowering authority and fostering integration with young
people.

Recently, a new leadership approach called Age Diversity Management
(ADL) has emerged to address generational diversity in the workplace
and teams. This fosters an environment of opportunity and meaningful
connections for everyone, while also reducing prejudice and stereotypes
related to intergenerational conflicts.

Older adults are increasingly taking on leadership roles. Regarding
cultural differences, a business challenge can emerge during intercultural
interactions between individual leaders from different backgrounds.

In the era of VUCA, leadership needs to apply contingency theory.

Implementing the five APPET factors opens a range of intergenerational
opportunities in the workplace.

Managing the organization’s integration to support and positively
influence multi-generational work based on its requirements and needs.
Encouraging proactive behavior and self-control through training and
career development, while bringing employees of different ages together
as a unified team. Customizing job types to meet the specific needs and
preferences of each generation.

Create an organizational culture that promotes continuous learning and
engagement for all ages in diverse ways. Enhance skills, knowledge, and
opportunities across age groups. Highlight the older generation's role in
preserving the organization's valuable knowledge. Develop an
organizational environment that fosters shared perceptions and
encourages positive interactions among colleagues. Foster an
atmosphere of mutual respect and psychological safety for everyone.
Reduce conflicts and promote cooperation between generations. Provide
opportunities for informal contact to break down psychological barriers,
share life and work wisdom, and help build harmony and psychological
security through training that addresses stercotypes and prejudices.
Demonstrate the organization's management approach to prevent
intergenerational  discrimination. Management should treat all
employees individually, rather than assuming that older employees are
all the same. They should be treated based on behavior and performance
rather than their orderly age.

Provide the younger generation with access to advanced technology,
training, and education to involve them in management roles and reverse

46%

31%

8%

8%

8%

55%

36%

18%
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Academic Research

® G.Demo

HVUCA
W GenZ

mentoring.

Research on age diversity in the workplace shows conflicting results.
There is no clear evidence about how diversity impacts organizational
performance. There are gaps in understanding the challenges,
expectations, and responsibilities involved in fulfilling roles. Besides
understanding how organizational culture and management style
influence work quality, there is limited knowledge about how human
resources departments can encourage participation in age diversity and
foster an organizational climate that supports intergenerational diversity.

The research provides a wide range of perspectives on how mechanisms
can influence the development of age effects on work performance,
including Life-Span theory, SST theory, the HIARP human resource
approach, and the APPET model. Additional studies examine the
relationship between psychological safety and learning, explore
generational diversity in teams, and focus on developing inclusive
systems and collaborations. They also examine ways to reduce
intergenerational conflict and social categorization through social
theories and psychological contact between groups. The main issue with
the extensive use of these perspectives is that the research becomes
fragmented and lacks coherence.

The influence of national culture on leaders' ages shows differences in
attitudes toward age between the East and the West. In the East, there is
a growing trend toward older leaders.

Research shows that founders in the high-tech sector positively impact
startups' growth. The more diverse the group of founders and the age
range of 20 to 30 years, the higher the likelihood of increased sales.

Figure 1-

Environmental Change Drives

EnvChange

43%

38%

8%

8%
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Figure 2 —

Impact on Organizations

IMPACT ON BUSINESS

B Age Prof M Dev-natio M Nation-Cult

Figure 3-
Age Diversity Leadership
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Figure 4-

Strategy
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Figure 5

Academic Research

m Results

Discussion

This study explores the complex dynamics of age diversity in
an increasingly volatile, uncertain, complex, and ambiguous
(VUCA) global business environment. As demographic
changes continue to reshape the modern workforce, the
importance of intergenerational diversity has become a key
focus for maintaining organizational sustainability. This
research synthesizes scholarly discussions to assess
perceptions, structural challenges, and potential solutions

= Perspec

= N. Cultu HI-Tech

across five analytical areas: the factors driving age diversity,
its impact on organizational competitiveness and performance,
changing leadership expectations, human resource needs, and
strategic approaches to close the generational gap.

The core argument of this study is that, although age diversity
poses significant challenges for leadership, it also functions as
a strategic asset for organizational survival and competitive
advantage in the global marketplace. The main goal is to
develop a comprehensive and inclusive theoretical framework
that maximizes the potential of age-diverse teams within a
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collaborative professional environment.

A key contribution of this work is integrating insights from
psychology, sociology, and management to link theoretical
frameworks to real-world organizational practices. By
developing robust systems of inclusion and promoting
intergenerational collaboration, this study addresses the
knowledge gap on how leadership can effectively harness age
diversity. Additionally, it examines the moderating effects of
organizational culture, management styles, national cultural
differences, and sector-specific distinctions, with a particular
focus on comparing high-tech and industrial settings,
ultimately offering a comprehensive guide to improving
performance across all generational groups.

Conclusions and Recommendations

Based on a comprehensive analysis of 19 academic research
sources on the Heterogeneity of the Generational Workforce,
the researcher developed a phenomenological theory
organized into five categories. This theory posits that
generational diversity is not merely a demographic metric but
a dynamic interplay of Environmental Drivers and
Organizational Dynamics. By synthesizing the existing
literature, the framework illustrates how leadership paradigms,
specifically "Age Differential Leadership," and operational
strategies, such as AIARP and Gentelligence, serve as critical
mechanisms.

What emerged from this exploration is not just conclusions but
rich insights that challenge the status quo, offering a grounded
theory that transforms potential intergenerational friction into
psychological safety and sustained competitive viability.

Environmental Drivers

The global population is aging rapidly due to ongoing
demographic shifts. This transition is placing heavy demands
on healthcare systems and creating economic uncertainty
worldwide. Like other Western nations, the United States is
experiencing a major shift, with adults 65 and older now
accounting for 12.4% of the population. In Europe, over 38%
of the workforce is expected to be 55 or older by 2035, and
China projects that 33% of its citizens will be 60 or older by
2050. Meanwhile, the Generation Z population is growing in
developing East Asian countries.

This intergenerational mix adds significant complexity to an
already volatile and uncertain business environment (VUCA).
Beyond a "demographic change," this shift creates a strategic
challenge: companies must now manage a wider range of
cognitive styles and work expectations than ever before.
Additionally, the rapid pace of technological change makes it
difficult to integrate human skills with machine automation.
The real challenge for modern organizations is not just
managing age but successfully merging human intuition with
new technology to maintain a competitive edge.

Impact on the organization and workplace

Driven by profound demographic and environmental shifts,

the modern workforce has become a complex tapestry of
generations. This evolution presents a critical challenge:
harmonizing age-based differences, multifaceted needs, and
varying work capacities into a high-functioning collective.
These factors carry significant subjective weight, directly
influencing organizational development, long-term success,
and overall performance.

Different work expectations strongly shape organizational
culture. Younger workers often prioritize inclusive practices
and flexible schedules to enhance job satisfaction. In contrast,
older generations tend to favor traditional stability, structured
management, and clear career advancement paths.
Recognizing these expectations is crucial for leaders seeking
to improve satisfaction and engagement across all age groups.

Left unmanaged, these dynamics can ignite intergenerational
friction. This tension is often rooted in rigid stereotypes and
the "social categorization" of talent. This misleading practice
mistakenly views chronological age as the primary indicator
of value, ignoring an individual’s evolving personality and
behavior.

Conversely, an age-diverse workforce presents a significant
business opportunity. By bridging the generational gap,
organizations can secure high-caliber output, safeguard critical
institutional knowledge, spark cross-generational innovation,
and refine their problem-solving capabilities.

As the population of experienced workers grows, we must
prioritize management practices that account for cognitive
evolution, recognizing that while some "flow" processes may
shift, other complex mental syntheses often become stronger.
True organizational support means moving beyond the
obsolete "one-size-fits-all" approach and fostering a culture of
continuous personal growth and inclusion that respects every
employee, regardless of generation.

Leadership and Management

Leadership is pivotal in navigating the complexities and
opportunities inherent in a multigenerational workforce.
Leaders need to acknowledge past mistakes, act responsibly,
and foster an environment where all employees feel valued and
secure. This can be achieved by facilitating high-quality team
interactions and mentoring relationships, which help mitigate
the effects of social categorization and highlight shared values
across age groups. Such initiatives are instrumental in
cultivating cohesive teams that drive organizational growth.

To enhance inclusion among adults, management approaches
must evolve by incorporating strategies that empower
individuals to collaborate with younger generations. This
includes recognizing the value of historical perspectives while
steering toward future advancements and fostering mutual
understanding that catalyzes organizational development.

In recent literature, the concept of Age Differential Leadership
(ADL) has emerged, advocating a management paradigm that
focuses on engagement and fosters collaboration among
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employees of varying ages within teams. Furthermore,
incorporating young leaders enriches team diversity,
effectively balancing the experiential insights of older
employees with the inquisitiveness of younger individuals
who challenge the status quo and contribute to the evolution of
organizational knowledge.

Generational Heterogeneity Strategy

The integration of diverse skill sets within the workforce is of
paramount importance in contemporary organizational
contexts. Older employees contribute valuable institutional
knowledge, strategic insights, and refined interpersonal skills,
all cultivated through extensive experience. Conversely,
younger employees typically offer innovative perspectives,
advanced digital competencies, and a deeper familiarity with
emerging technologies. This interplay of generational skills is
vital for fostering innovation and effectively navigating the
complexities of today’s business landscape.

The academic literature offers a rich array of frameworks and
theories for strategically managing generational diversity in
workplace environments and across collaborative teams.
Notable among these are the Human Resource model, AIARP,
which delineates specific activities to enhance skills and
knowledge while ensuring equitable opportunities for all age
groups; the Person-Environment (P-E) theory, which focuses
on bolstering employees' self-regulation and promoting parity
within  organizational structures; the Gentelligence
framework, which positions shared teams as strategic assets
rather than sources of conflict stemming from age-related
biases; Social Identity Theory, which advocates an age-
inclusive strategic approach; and SST, or age-differential
leadership theory, which addresses age-specific leadership
styles. Furthermore, the five APPET factors facilitate the
integration of diverse opportunities within workplace settings.

Central to these frameworks are several key organizational
activities that underpin support for intergenerational
integration within the workforce. Such support hinges on
aligning the needs and expectations of various generational
cohorts with the organization's overarching objectives. This
alignment not only encourages proactive engagement and self-
regulation through targeted training and professional
development but also fosters unity across team activities.

Moreover, adapting work types to accommodate the varying
needs and capacities of different age groups is essential, taking
into account generational preferences for work conditions and
hierarchical structures. Cultivating an organizational culture
that emphasizes continuous learning and engagement tailored
to each generation is imperative. This entails developing
employees' skills and knowledge, providing opportunities, and
fostering an atmosphere of mutual respect and psychological
safety for all individuals. Additionally, it is crucial to address
potential age-based categorization issues by promoting a fair,
non-discriminatory workplace environment. A managerial
approach that recognizes each generation's contributions based
on individual behavior and performance, rather than relying on

broad generalizations about age or generational labels, is
essential to harnessing the full potential of a diverse

workforce.

Academic Research on the Heterogeneity of Age and
Influences

Academic research on generational diversity encompasses a
wide array of perspectives and methodologies aimed at
deepening understanding of this phenomenon and identifying
effective management strategies across various organizations
and sectors. This exploration begins with the impact of
national culture, which shapes organizational culture by
integrating diverse viewpoints, management styles, and
managerial actions. Such diversity varies across global regions
and sectors, notably contrasting the high-tech industry with the
industrial and manufacturing sectors.

In recent discourse, the importance of socialization has gained
prominence, particularly in mitigating discrimination and age-
based categorization. This focus aims to foster an environment
in which individuals of varying ages feel psychologically
secure and recognized, thereby creating opportunities to
preemptively address conflicts that arise in collaborative
efforts. Such preventive measures are critical for preserving
organizational performance and sustaining firms' competitive
viability.

Additionally, there is a wide range of social theories and
operational approaches within Human Resources departments.
Nonetheless, some scholars highlight a significant dilemma
rooted in discrepancies among researchers, underscoring a
prevailing gap in understanding workplace dynamics and team
interactions. This gap is particularly salient given the complex
challenges organizations face, underscoring the need to meet
the expectations of all stakeholders while maintaining
accountability for individual roles.

Critical questions persist in this domain, such as how to
cultivate a culture of collaboration and mutual respect, and the
implications of a limited perspective on innovation from both
global and intersectoral viewpoints. These research areas
present formidable challenges for future scholars who seek to
deepen understanding and transcend the constraints imposed
by established conceptual frameworks and existing
knowledge.

In conclusion, this phenomenological theory moves beyond
the outdated one-size-fits-all approach, offering a flexible
architecture for a modern organization. By bridging the gap
between theoretical social identity and operational H.R.
management, the framework provides a clear roadmap for
navigating the distinct challenges. Aligning these five
dimensions ensures that generational heterogeneity is
transformed from a source of conflict into a strategic asset.
Ultimately, this structured flow provides a foundation for a
workplace culture where psychological safety and mutual
respect drive sustained competitive viability in the
increasingly valuable global market.
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Strategic Recommendations:

Based on the research, here are five effective ways leadership
and HR can close the generational gap:

e - Implement "Two-Way" Mentoring: Move away
from the traditional top-down approach. Pair younger
and older employees so they can exchange skills
(e.g., a senior leader offers career navigation advice,
while a junior employee shares insights into current
market trends and new software). Consider Digital
Skills at Microsoft & Dell: Microsoft used young
employees to mentor executives on Al and social
media, while Dell used a similar model to upskill
leaders in digital strategies.

e - Adapt Leadership Styles: Managers should embrace
"Transformational Leadership" and treat employees
as individuals rather than as members of a
"generational group." Instead of assuming what a
"Millennial" or "Boomer" wants, leaders should
focus on individual motivations and strengths.
Reverse Mentoring at Heineken USA: In 2021, junior
marketers mentored senior leaders on digital media
and lifestyle trends to reduce age-related biases and
build tech fluency.

e - Flexible Work Systems: Because different
generations have distinct life demands (e.g., childcare
versus eldercare), HR should offer flexible schedules
and benefit packages that appeal to various life
stages, ensuring everyone feels the organization "fits"
their personal situations. Knowledge Transfer in
Construction/Manufacturing: Senior experts mentor
younger workers in strategic thinking and problem-
solving, preserving "tribal knowledge" before veteran
employees retire.

- Foster a "Knowledge-Sharing" Culture: Use collaborative
projects to encourage interaction across age groups. Designate
"intergenerational task forces" to tackle high-stakes problems,
ensuring that both experienced perspectives and fresh insights
evaluate solutions. Organizations like PwC and PepsiCo use
blended teams to solve complex problems, such as
sustainability or shifting consumer habits, by combining
creative thinking with deep domain expertise.

e - Standardize Bias Training: Educate the workforce
on "ageism" and address biases against both younger
and older staff. Breaking down stereotypes (such as
"younger people are entitled" or "older people cannot
learn tech") is the first step toward a truly
collaborative workplace.

New Trends
The Academic Landscape of Intergenerational Diversity.

Intergenerational diversity has transitioned from a focus on
human resource management to a critical area of inquiry
within organizational sociology and behavioral economics.

Leading academic institutions, including MIT, Harvard,
Oxford, and Cambridge, are redirecting discussions from mere
demographic tracking to a deeper investigation of how age-
based identities impact innovation and social equity.

Deconstructing Generational Cohort Theory (GCT): Scholars,
particularly at Oxford, have criticized the traditional GCT for
oversimplifications. They advocate for a Life-Span
Perspective, asserting that behaviors are shaped not by birth
year but by life stage and contextual influences, such as major
societal events. This perspective shifts the focus from
personality management to understanding structural needs
across varying developmental phases.

Gentelligence and Cognitive Diversity: Recent literature,
especially in the Harvard Business Review, has introduced the
concept of "Gentelligence." Gentelligence is the idea that
having people of different ages working together is a "business
superpower" rather than a source of annoyance.

Instead of seeing younger "Digital Natives" and older "Digital
Immigrants" as opposites who cannot understand each other,
Gentelligence treats their different life experiences
as complementary data.

Inclusion Climate and Leadership Gap: MIT Sloan's research
reveals that mere diversity does not guarantee inclusion. Their
studies highlight an "Intergenerational Leadership Gap,"
where rigid hierarchical structures impede the exchange of
insights. Promoting an intentional Inclusion Climate can lead
to substantial improvements in leadership effectiveness,
helping organizations bridge the gap between historical
knowledge and contemporary digital practices.

Social Exchange and Age-Inclusive Climate: Cambridge's
research investigates the influence of HR practices in creating
an age-inclusive organizational environment. Their findings
indicate that such climates positively affect employee
engagement by addressing structural barriers and fostering a
more nuanced understanding of work dynamics, thereby
mitigating stereotypes and discrimination.

The Modern Workplace as a Mutual Learning Environment:
Today’s workplace is often viewed as a space where people of
different ages and backgrounds can learn from one another.
This idea encourages older, more experienced workers to share
their valuable insights, while younger employees bring fresh
knowledge and perspectives. This approach is especially
important for promoting diversity and creating an inclusive
environment where everyone feels safe and respected,
regardless of age. It helps combat age-related stereotypes and
fosters a supportive atmosphere for all employees.

Scholarly Synthesis: The collective insight from these
esteemed institutions posits that "generational tension" should
be reframed as a resource. Recognizing intergenerational
diversity and implementing inclusive HR practices are vital for
fostering organizational resilience and enhancing long-term
intellectual capital.
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