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Resumo 
Objetivo – A premissa desta dissertação é que as forças de trabalho multigeracionais estão a 

tornar-se a norma, e é crucial liderá-las adequadamente com base nas preferências geracionais 

dos empregados. Além disso, em tempos de conduta imoral no trabalho, é vital um líder servo 

que sirva os seus seguidores e evite comportamentos imorais. Por conseguinte, este documento 

visa examinar as preferências dos Baby Boomers das Gerações, X e Y pelo estilo de liderança 

dos empregados, autonomia e apoio. 

 

Metodologia - Esta dissertação utiliza investigação secundária para identificar as 

características dos Baby Boomers das Gerações, X, e Y e ilumina ainda mais a teoria do estilo 

de liderança dos servos. Foi concebida uma experiência de questionário em linha para a parte 

empírica da pesquisa. Foram recolhidas informações de 92 empregados de diferentes indústrias 

e coortes geracionais para analisar potenciais preferências. 

 

Resultados - A análise quantitativa confirma uma preferência relativamente ao estilo de 

liderança dos servidores do Gen Y. Não houve preferências entre os coortes geracionais 

relativamente à autonomia. No entanto, o Gen Y mostrou uma preferência por receber apoio do 

seu líder. 

 

Limitações – As principais limitações desta dissertação são o grupo de amostra desequilibrado 

e o tamanho da amostra de apenas 92 respondentes válidos. 

 

Aplicabilidade do trabalho – As organizações podem utilizar estas descobertas ao formar os 

seus gestores e ao embarcar em contratações externas. Além disso, seminários, formação e aulas 

podem ser oferecidos por empresas e escolas de negócios. 

 

Contribuições para a sociedade - Um líder servo pode agir como um líder ético para evitar 

comportamentos imorais numa organização. 

 

Originalidade – Que eu saiba, ainda há muito pouca pesquisa sobre o estilo de liderança dos 

servidores. 

Palavras-chave: Geração X, Geração Y, Baby Boomer, Servant Leadership 

Categoria do artigo: Tese de mestrado/documento de investigação 
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Abstract 
Purpose – This dissertation’s premise is that multigenerational workforces are becoming the 

norm, and to properly lead them based on the generational preferences of the employees is 

crucial. Moreover, in times of immoral conduct at work, a servant leader who serves their 

followers and avoids immoral behavior is vital. Therefore, this paper aims to examine the 

preferences of Generations Baby Boomers, X and Y for servant leadership style, autonomy and 

support. 

 

Design/methodology/approach - This dissertation uses secondary research to identify the 

characteristics of the Generations Baby Boomers, X, and Y and further illuminates the servant 

leadership style theory. An online questionnaire experiment was designed for the empirical part 

of the research. Information from 92 employees from different industries and generational 

cohorts was gathered to analyze potential preferences. 

 

Findings - The quantitative analysis confirms a preference concerning the servant leadership 

style for Gen Y. There were no preferences between the generational cohorts concerning 

autonomy. However, Gen Y has shown a preference for receiving support from their leader. 

 

Research limitations – The main limitations of this dissertation are the unbalanced sample 

group and the sample size of only 92 valid respondents.  

 

Practical implications – Organizations can use these findings when forming their managers 

and when onboarding external hires. Moreover, seminars, training and classes can be offered 

by companies and business schools. 

 

Social implications - A servant leader can act as an ethical leader to avoid immoral behavior 

in an organization. 

 

Originality – To my knowledge, there is still very little research on the servant leadership style. 

 

Keywords: Generation X, Generation Y, Baby Boomer, Servant Leadership 

Category: Master’s thesis/research paper 
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1. Introduction 

1.1 Contextualization and Relevance of the Problem 

Today’s multigenerational workforce presents various opportunities and challenges for 

today’s companies (Gourani, 2019). With some employees actively choosing to work into their 

late 60s and 70s, four generational cohorts are currently working simultaneously. Out of those 

four generations, three of them Generation Baby Boomers, X Generation (Xers) and Y 

Generation (Dotcom generation) will have the opportunity to work together for another decade 

more. Even though this diversity resulting from a multigenerational workforce can lead to a 

more diverse perspective, which can help organizations produce well-thought-out decisions and 

higher engagement to customers, it also brings its difficulties (Mencl & Lester, 2014).  

However, this co-existence possesses numerous challenges for any industry that strives 

to achieve inter-generational comfort. It can impede the effectiveness of even its most 

sophisticated organizations if conflicts are not avoided (Anastasios, Maria, & Andreas, 2012). 

Understanding of how to manage a multigenerational workforce is vital for organizational 

success. The challenges caused by a multigenerational workforce can not be identified as a 

short-term problem that may be resolved with simple knowledge transfer (Bennett, Pitt, & 

Price, 2012). Yet, these challenges should be perceived as a long-term process that needs to be 

taken seriously to be an efficient leader and consequently an efficient organization  

 

1.2 Justification of the Theme Selection 

1.2.1 Contribution to Business Practices 

A multigenerational workforce can be beneficial for an organization, but the 

organization must also have a strategy to overcome challenges that might come with it. 

According to a survey conducted 2014 by ASTD (American Society for Training & 

Development) and Joseph Grenny, conflicts among generations result in wasted time and 

productivity. Almost 90% of the 1350 workers and managers who participated in the survey 

agree to the previous statement. Further, the study shows that the most significant friction 

within a multigenerational workforce is between Boomers1 and Millennials2 (Asghar, 2014). 

As mentioned before, this generational challenge can have an impact on business performance. 

According to a Forbes article, a generationally diverse workforce can benefit the company 

(Gay, 2017).  

                                                
1 Boomers are usually considered to be individuals that were born in the years from 1946 to 1964 
2 Millennials are individuals that belong to the generation of people born in the 1980s or 1990s 
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While Gen Zers have been acknowledged for introducing seasoned workers to new 

mobile apps and social media, Gen Xers and Baby Boomers can guide newer generations of 

employees by sharing industry insights and experience with them (Field, 2019). Overall, 

combining different philosophies and approaches in the workplace is the key to a successful 

organization. Therefore, creating a multigenerational roadmap for an organization to deal with 

the multigenerational challenges is crucial.  

 

1.2.2 Personal Interest 

Based on the facts that I identify as a millennial and will be entering the workforce at 

the end of this year, I felt an importance to analyze the generational differences that I might 

encounter. The results of my scientific paper will help me avoid inter-generational conflicts and 

have a good start at the beginning of my career. Further, understanding different generational 

motivations will let me have a better relationship with my supervisors, which is crucial, 

especially at the beginning of one’s professional career.  

Also worth mentioning, I have emphasized this dissertation on the servant leadership 

style instead of other popular leadership styles, such as the transformational or adaptive 

leadership theories. The reason for that is my fascination and admiration for the servant 

leadership style. I am seeking to be a leader in my future career and would like to apply the 

servant leadership style because it aligns with my values. Therefore, besides seeing a practical 

value for businesses in my research, I see the results of my research benefit myself.  

 

1.3 Structuring of the Paper 

The master thesis will be divided into six chapters. The introduction will introduce the 

readers of the purpose, justification and objective of this thesis. The literature review will 

provide clarity and enlightenment into the main issues of this dissertation, which are the 

characteristics of the different generational cohorts and the servant leadership style. Further, 

the research methodology, where data is getting collected and empirical research is conducted. 

Chapter 5, where data will be analyzed and hypothesis tested. Following chapter 5, the findings 

will be discussed, and some practical as well as social recommendations, will be made. Last 

but not least, in the final chapter, the conclusion will be made and limitations of this dissertation, 

as well as further research opportunities, will be elaborated on.  
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2. Research Question and Objectives 

2.1 Research Question & Objectives 

This master thesis’s primary purpose is to review the literature on generational 

differences and analyze the generational preferences for the servant leadership style. Therefore, 

the main research question is, Is the servant leadership style the preferred style for the younger 

generations in the workforce? Also, based on the public press, autonomy and support seem to 

be significant aspects of leadership. Thus, the sub-questions that result from that and need to be 

analyzed are, Do younger generations prefer autonomy as much as older ones? and Do younger 

generations prefer to receive support as much as older ones? 

 

2.2 Expected Results 

The author would expect that there might be a difference between the Generation Baby 

Boomers in comparison to Generation X and Y regarding the kind of leadership styles they 

prefer. Moreover, the author assumes that Generation X and Y are more similar in that term 

than Baby Boomers due to their proximity of age. Finally, the author assumes that younger 

generations tend to seek more support from their superiors. However, in terms of autonomy, 

the author expects that older generations prefer to receive it more than younger ones. In terms 

of servant leader preferences, the assumption is made that younger generations, especially Gen 

Y, would prefer them more than older generations in the workforce. 
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3. Theoretical Background 
In this chapter, the theories and definitions that are important for this dissertation will 

be examined. To be specific, the term generational cohort will be defined. Further, an overview 

of the different generations will be provided. The focus will be put on the Generations Baby 

Boomers, X and Y. To go into more detail, the respective generations’ core and work values 

will be analyzed to clarify leadership style and attribute preferences they might have. Also, the 

difference between leadership and management should be specified. Finally, an overview of 

leadership theory with an emphasis on servant leadership will be provided.  

 

3.1 Overview 

One of the earliest researches on generation dates back to 1928, when Karl Mannheim, 

an influential German Scientologist, introduced his theory of generations in his essay “The 

Problem of Generations” and later on in 1952, translated it into English. According to Karl 

Mannheim, generational groups, also often called cohorts, are significantly influenced by the 

socio-historical environment (in particular, notable events that involve them actively) of their 

youth. Hence based on Karl Mannheim’s description, a generational cohort can be portrayed as 

a collective group of individuals born and raised in a similar location, who have witnessed 

similar historical and social events (Mannheim, 1970). The foundation of Karl Mannheim’s 

studies was of importance to upcoming researchers.  

Generational cohorts provide scholars a way to examine changes in perspectives over 

time. They can provide a way of understanding how various impressionable events, such as 

global events and technological, economic and social changes that occur, resonate with the life-

cycle and aging process to shape people’s views around the world (Dimock, 2019). However, 

this generalized view categorizing humans invites criticism. Translating this into a business 

context it can lead to employers categorizing employees by generation and potentially 

dismissing employees’ abilities or skills because of their age (Chakraverty, 2017). Also, it can 

be argued that naming and identifying new and existing generations, such as Gen Alpha, does 

only have marketing purposes (Nagy & Kölcsey, 2017). Moreover, it is crucial to bring up an 

inconsistency within the researchers on how to name and group the generational cohorts. In 

general, the boundaries of when a generational cohort ends and a new one starts is defined by 

age or birth, yet the present-day research is inconclusive to when one generation ends and 

another one begins (Kraus, 2016; Genhq, 2016; Loria & Lee, 2018). For the sake of consistency, 

the generally accepted boundaries are the following: 
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Individuals that were born between the year of 1928 and 1945 can be identified as 

Traditionalists or also known as (aka) the Silent Generation. Being born in 1946 up to 1964 is 

considered to be the generation of the Baby Boomers, aka Boomers. Individuals that identify 

with the generational cohort X were born between 1965 and 1980. Generation Y, aka the 

Millennials, were born between 1981 and 1996. Gen Z, aka iGeneration, Centennials or 

Zoomers, are born between 1997 and 2010 and make up the third-largest generational cohort in 

the USA (Statista, 2020). Finally, individuals born after the year 2010 are considered to be part 

of the youngest generation so far, the Gen Alphas, aka Gen A. 

Due to natural restrictions that come with a master thesis’s scope, the literature review 

will focus only on the Generations Baby Boomers, X and Y. In the following, the context and 

work values of the three generations will be provided. 

 

3.1.1 Baby Boomers 

The first generation that will be explored is the Baby Boomers. With an estimated 73 

million people in the United States of America as of the year 2019, this generation is the second 

largest age group after the millennials, their children. The oldest boomers that were born after 

World War II, from 1946 to 1964, will become 74 next year (Census, 2019). When the latest 

census was conducted in 2010 in the United States of America, the oldest had not yet turned 65 

(Bureau, 2019). Since that time, around 10,000 a day have passed that age threshold and by the 

year 2030, all Baby Boomers will be at least 65 years old (Census, 2019).  

The Baby Boomers grew up in strong welfare states compared with the welfare states 

of nowadays. They were entering the workforce with full employment, at a time when middle-

class jobs were increasing rapidly. Their standard of living has increased across adult life 

(Roberts, 2012). They have been witnesses of the advancement of home and car ownership, 

television, foreign travel and computer and Internet technologies. Their standard of comfort has 

been boosted by supplies of relatively cheap (by present-day standards), locally sourced or 

imported oil and gas, and in recent decades by imports of relatively cheap manufactured 

products from the newly industrializing nations. They retire with more property now than any 

previous generation as well as more generous pensions than previous generations (Roberts, 

2010). In direct comparison to the Baby Boomers, who bought their homes in the 1980s, the 

younger generations, in this specific case, the Millennials, will pay 39% more than them 

(Hoffower, 2018). 
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Hence, Baby Boomers can be described as a luckily and privileged generation (Roberts, 

2012). The generation of Baby Boomers will be found in the senior and higher-level positions 

throughout the public and private sectors nowadays. They are currently the largest generation 

of active workers. Moreover, research has shown that this generation can be characterized by 

hard work, a feeling of having earned the right to be in charge and resistance of authority. 

Additionally, Boomers identify their strengths as organizational memory, optimism and 

willingness to work long hours (Gilbert, 2011).  

In contrast to the generation before them, the silent generation embraces change and 

champion a good cause (Vogels, 2019). Some additional work characteristics mentioned by 

Jorgensen (2003) can be found in the following. 

• Value teamwork and group discussions; 

• View work from a process-orientated perspective; 

• Value company commitment and loyalty; 

• Seek long-term employment; 

• Believe in commitment to make a difference (Jorgensen, 2003). 

Generation Baby Boomer is further characterized as workaholics, who tend to be idealistic and 

competitive, but loyal. They value titles and corner offices and personal fulfillment (DeVaney, 

2015). These criteria can incentive managers to motivate them with money and overtime, 

recognize them with praise and positions and expect them to be loyal (Gibson, Murphy, & 

Greenwood, 2009). In terms of values, they tend to work hard and be perceived as loyal to their 

employer. They respect teamwork and the chain of command and seek to manage (Miller, 

2005). The Boomers expect from their work extrinsic rewards such as money and recognition 

rewards. Further, they seek job security and authority in their workplace (Miller, 2005). Next, 

Generation X will be examined. 
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3.1.2 Gen X 

Generation Xers, the post-baby-boom generation are born between 1965 – 1980 and 

they grew up during the computer revolution, the beginning of MTV sound bites and a business 

world getting out of control with corporate downsizing and massive layoffs (Bova & Kroth, 

2001). As of 2017, there are an estimated amount of 65 million people representing Generation 

X in the USA, fewer than the Millennials or the Baby Boomers (Bureau, 2019). Similar to the 

silent generation, Gen X has been defined by the literature as the “in-between” generation.  

The cohorts earning power and savings have been compromised by the dotcom bubble 

burst, the financial crisis of 2008 and last but not least, the Great Recession (Fry, 2018). In 

terms of social and political power, Gen X is sandwiched by the Baby Boomers and the 

Millennials. Moreover, Generation X also overlaps with another group called the “Sandwich 

Generation,” who are middle-aged individuals who have found themselves caring for their 

children and their elderly parents (Pye, 2019). The so-called “Sandwich Generation” shares a 

different set of work values than the Baby Boomers generations before them. Some of them are 

a younger boomer, but predominantly Gen Xers (Kagan, 2019).  

Generation X has been described as a cynical, materialistic generation lacking a job 

ethic, a generation unable to pay its dues and unable to equal the economic prosperity of their 

parents, the Baby Boomers (Goodwin, 2013). Based on a more positive perspective, Generation 

X is described as empowered, self-directed, techno competent (skillful users of a broad range 

of technology), flexible workers. Then Generation X is considered a generation in front, setting 

the pace, guiding, propelling and mobilizing others to action. They are considered as demanding 

and receiving attention (DeVaney, 2015).  

The Xer’s value personal satisfaction and in contrast to the Baby Boomers, who prefer 

to work in teams, the Xer’s prefer working alone. They value individualism and do not feel a 

need to be led (DeVaney, 2015). They expect from their work to have entrepreneurial freedom 

and be faced with challenges in the job. In contrast to the Boomers, who want to have a step by 

step promotion, the generation X prefers to have quick promotions and climb up the ladder as 

fast as possible. This generation expects freedom and flexibility from their work, and some 

sense of ownership of their work (Miller, 2005). This generation can be seen as a workforce 

whose work values and ethics are different from the values and ethics of the generations prior 

(Kupperschmidt, 1998). All in all, Gen Xers focus on balancing their lives, both personally and 

professionally and view employment as a contract, whereby loyalty is irrelevant – essentially, 

Gen Xers work to live, they do not live to work (Kapoor & Solomon, 2011). 
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3.1.3 Gen Y 

The final generation that will be explored is referred to as Generation Y, Millennials, or 

Net-Generation (Kabacoff & Sessa, 2007). Millennials are the Baby Boomers children and were 

born between 1981 – 1996 (Dimock, 2019). There are approximately 72 million Millennials in 

the United States and with that, the third biggest generational cohort, when taken Generation Z 

into account (Bureau, 2019). Generation Y is the first generation born into a society that features 

international interdependence and global engagement. Generally speaking, they regard 

themselves as participants of a global community to an unprecedented extent considering 

general traits such as technological and personal capabilities to participate virtually as global 

community members (Benckendorff, Moscardo, & Pendergast, 2009).  

In comparison to Gen X, who had to live through the insecurities of the Cold War, 

Generation Y went through Columbine, 9/11, and celebrity scandals. They were raised with 

MTV, cell phones, iPods, and computer games and are familiar with the use of instant 

communication and social networking.  Based on popular literature, one might say this digital 

generation is optimistic, realistic, globally aware, and inclusive by nature (Gibson, Murphy, & 

Greenwood, 2009). Moreover, the Millennials’ critical formative characteristic is the early 

exposure to technology, which brings advantages and disadvantages in terms of cognitive, 

emotional and social outcomes (Bolton R. N., et al., 2013). Technology might be used for 

entertainment, interaction with others, and even for emotional regulation (Bolton, Parasuraman, 

Hoefnagels, Migchels, & Kabadayi, 2013).  

To continue, Gen Y is also characterized as a generation that is comfortable with change 

and a generation that paves a way to a more open and tolerant society (Raman, Ramendran, 

Beleya, Nadeson, & Arokiasamy, 2011). In general, one might say that they live to be trained, 

enjoy the challenge of new opportunities, seek work-life balance and appreciate being involved 

in the decision-making process (Jorgensen, 2003).  

The literature has shown that Millennials are different from the prior generations in 

terms of what they expect from their employment experience. Millennials can be considered 

well educated, very self-confident, able to multi-task, have plenty of energy and are skilled in 

technology (Gilbert, 2011). Millennials are also hailed as “digital natives.” In contrast, to prior 

generations that can be considered “digital immigrants,” people who only arrived after having 

a substantial life offline (DeVaney, 2015). They have high expectations on their own and prefer 

to work in teams instead of individually, according to a blog post within the SAP organization 

(Shin, 2014). In other words, they have a social tendency.  



 

 

9 

However, Gen Y employees do have a downside due to their upbringing that can cause 

negative consequences in the workplace. The literature review has shown that Millennials can 

lack a strong work ethic. Gen Y views time as a limited resource they want to spend on various 

interests like hobbies, families, or friends. They seek work-life balance and therefore see their 

work only as one component of their lives (Heathfield, 2020). Moreover, Millennials tend to be 

perceived as egocentric and entitled by other generations. Also, the perception of Millennials 

being raised by a mentality of “everybody gets a trophy” exists (Heathfield, 2020). Besides, 

Millennials ignore boundaries and are unlikely to accept an organizational policy that 

information is communicated on a “need-to-know basis” (Balda & Mora, 2011).  

This may result in Millennials freely sharing strategic information, while plans are still 

being formulated in the company’s higher levels. Their values can be summarized by their 

preference in working in groups rather than alone and always seeking social interactions. 

Further, seeking freedom and guidance is part of their values as well as being narcissistic 

(Pînzaru, et al., 2016). However, they do acknowledge that their need for social interaction, 

immediate results in their work, and their desire for rapid advancement may be seen as a 

weakness by older colleagues (Gilbert, 2011).  

Even in terms of their work expectations, the Millennials differ from the generations 

before them. Where the Baby Boomers and Gen Xers were seeking promotions and 

materialistic rewards, the Millennials seek besides that time for their hobbies and recreation 

(hedonism). Also, they need a large variety of tasks and get quickly bored in the absence of 

diversity, new people and new challenges (Pînzaru, et al., 2016). They expect to have 

meaningful work and seek their projects by the social impact it may provide, which, based on 

that, can provide them the opportunity to enjoy themselves. Hence, they care about authenticity 

and institutional values because they count on working within organizations that enable them 

to drive changes (Hershatter & Epstein, 2010).  

All in all, Generation Y seeks freedom and guidance to the same extend. They 

appreciate clearly defined items in the task given and get easily bored and seek diversity. 

However, it is also important to mention that they have a high level of arrogance and lower 

resistance to stress in comparison to the generations before them (Pînzaru, et al., 2016). 
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3.2 Leadership Styles 

This chapter will provide an overview of leadership and the servant leadership style 

found in the literature. Based on that, this dissertation will elaborate on which of the 

generation/-s prefer the servant leader depending on their characteristic developed in the 

literature review before. Moreover, this chapter will provide an answer to the sub-questions of 

why older generations do not prefer autonomy from their supervisors.  

 

3.3 Leadership Theory 

For centuries leadership was known as a universal phenomenon that scholars, 

politicians, managers and others were concerned with (Gutterman, 2019). The literature review 

has shown that traditionally leadership has been defined through its alleged opposite – 

Management. Management can be understood as the concept of being concerned with executing 

routines and maintaining organizational stability – it is directly concerned with control. At the 

same time, leadership is concerned with setting directions, with novelty and is directly linked 

to change, movement and persuasion. To put this in other words, management is the equivalent 

of déjà-vu (seen this before), in contrast to that leadership is the equivalent of vu-jàdé (never 

seen this before) (Storey, Hartley, Denis, & Hart, 2016).  

Taking into account that there is no universal definition of leadership, there is consensus 

on the fact that leadership requires an influencing process between leaders and followers to 

ensure that organizational goals are achieved (Hannay, 2008). The more one researches the 

topic of leadership, one realizes that a great leader’s success depends on his ability to create a 

foundation of committed, skilled and intelligent followers (Singh, 2015). Even in the 

management context, leadership has been defined continuously as playing a crucial role in an 

organization’s success or failure. Moreover, some surveys have shown that up to 45% of an 

organization’s performance on the quality and effectiveness is traced back to the leadership 

team (Bass, 1990).  

 The focus of this dissertation will be on the servant leadership theory. Other popular 

leadership theories represented in the academic press and used by leaders in today’s 

organizations, such as the transformational, visionary, situational, behavioral or transactional 

leadership theory, are not considered for further evaluation.  
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3.3.1 Servant Leadership Theory  

Looking back, one might see that theories of leadership have evolved from an emphasis 

on traits to behaviors to contingency theories to more recent approaches like servant leadership 

(Hannay, 2008). Though there has been substantial research completed regarding what is now 

deemed as the commonly recognized leadership models, such as democratic, transactional, and 

transformational leadership, in actual comparison, there is still very little research on servant 

leadership (Gandolfi, Stone, & Deno, 2017). In the year of 1977, Robert Greenleaf introduced 

the concept of servant leadership.  

Based on Greenleaf, servant leaders are driven to serve first rather than to lead first, 

always striving to meet others’ highest priority needs (Greenleaf, 1977; Hannay, 2008). In a 

different article Greenleaf (1991) gave a broad definition of servant leadership and how to best 

measure it:  

 
“The difference manifests itself in the care taken by the servant—first to make sure that other people’s highest 
priority needs are being served. The best test, and difficult to administer, is: Do those served grow as persons? 
Do they, while being served, become healthier, wiser, freer, more autonomous, more likely themselves to become 
servants? And, what is the effect on the least privileged in society; will they benefit, or, at least, not be further 
deprived?” (Greenleaf, 1991). 
 

However, despite several definitions and the introduction five decades ago, there is still 

a scarcity of research on servant leadership. One of the existing reasons the literature review 

has shown us that the very notion of ‘servant as leader’ is an oxymoron” (Focht & Ponton, 

2015; Sendijaya & Sarros, 2002). It may confuse due to being difficult to think and act both as 

leader and servant at the same time - a leader who serves and a servant who leads. Moreover, 

the servant leadership theory may be perceived counterintuitive to what is thought in most 

modern management and leadership schools. Due to the point of the servant leader primarily 

focusing on the follower first, whereas many, if not most, leadership styles focus first on a 

mission, and second on inspiring followers to achieve that mission (Gandolfi, Stone, & Deno, 

2017). In other words, the servant leader puts the priority first on the individuals’ ability to 

achieve and only then on the success of the project (Gandolfi & Stone, 2018).  

One approach that was taken to clarify the construct of a servant leader was made by 

Barbuto & Wheeler. They developed subscale items to measure eleven potential dimensions of 

servant leadership. The eleven potential dimensions developed by Barbuto & Wheeler (2006) 

are “calling, listening, empathy, healing, awareness, persuasion, conceptualization, foresight, 

stewardship, growth, and community building” (Barbuto & Wheeler, 2006).  
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In the end, factor analysis indicated five servant leadership factors that derived from the 

11 potential dimensions — altruistic calling, emotional healing, persuasive mapping, wisdom, 

and organizational stewardship (Barbuto & Wheeler, 2006).  

Nevertheless, the main interpretation of servant leadership that is recognized throughout 

the academic world as one of the leading contemporary research on this matter was made by 

Robert C. Liden and his colleagues (2008). They have defined and validated the dimensions 

that constitute servant leadership as a construct. Their research identified nine dimensions that 

define servant leadership (Liden, Wayne, & Zhao, 2008). The first dimension identified is 

emotional healing, which is defined as the process of listening to the psychological needs of 

others. Creating value for the community, empowering, helping subordinates grow and 

succeed, putting subordinates first, behaving ethically are also defined as dimensions that 

constitute servant leadership as a construct. Moreover, conceptual skills, having the 

organizational skills to be able to help others, particularly their followers, is also a dimension. 

Relationships, which is also defined as a dimension and can be defined as providing a sincere 

effort to meet, appreciate and help those within the company, focusing on establishing long-

term boundaries with their followers. Last but not least, the dimension of Servanthood, which 

is defined as one being distinguished by one’s self-categorization and wanting to be perceived 

by the others as one who first serves others, even though self-sacrifice is needed (Liden, Wayne, 

& Zhao, 2008).  

Considering the nine dimensions that define a servant leader, one might say the 

requirements of how servant leadership must be executed is a difficult job. Actually, it may be 

argued that this is even more challenging than most, if not all other prevalent leadership styles 

(Gandolfi & Stone, 2018).  This naturally raises the question: Why would any organization seek 

to embrace servant leadership? The basic concept of a servant leader is that at their core, they 

are those who develop and empower individuals to reach their highest potential (Sendijaya & 

Sarros, 2002). This translates directly to the individual’s potential of the follower/-s rather than 

the organization itself. Resulting from that, servant leaders’ followers work more, take more 

responsibilities and are involved more in the performance of their teams, departments and 

organizations (Zimmerer, 2013). Thus, the assumption of the servant leader is, if the followers 

optimize their potential, it would directly translate into the organizations’ potential and the 

overall performance (Gandolfi & Stone, 2018).  
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Moreover, in times of corporate crisis and political scandals dominating news headlines 

worldwide, servant leadership can also work from a moral perspective. Servant leaders are 

characterized as leaders who behave ethically and empower others (Lemoine, Hartnell, & 

Leroy, 2019). Also, taking into account that humans are more likely to behave immorally when 

enough reasons are given that it is okay to run out of interest to behave morally (Gandolfi & 

Stone, 2018), a servant leader can be used to intervene and avoid immoral behavior in the 

organization.  

To identify which generation prefers the servant leadership style, the author will provide 

an overlook of how the public press characterizes the servant leader in order to find a fit. 

Further, since there is no universal definition of the servant leader, the characteristics may differ 

among the researchers. Therefore, the author concluded for the sake of the feasibility to only 

consider using the scale developed by Linden et al. (Liden, Wayne, & Zhao, 2008), because it 

has a specific definition of what a servant leader is and is the one commonly accepted by 

leadership scholars. A servant leader expresses a firm belief and strong character by adopting 

not just the role of a servant but also their nature (Sendijaya, Sarros, & Santora, 2008). Further, 

he provides directions for his followers by empowering them while creating an environment of 

trust and honesty acting ethically.  

Now, we can elaborate on which generation/-s prefer the servant leader based on the 

characteristic fit. Based on the literature review, servant leadership characteristics are expected 

to evoke higher job satisfaction scores with Gen Xers in comparison to Baby Boomers 

(Truxillo, Cadiz, Rineer, Zaniboni, & Fraccaroli, 2012). The author assumes that the Generation 

Baby Boomers do not seem as interested in a servant leader as compared to Gen X employees. 

However, despite being decades old, the author concludes that servant leadership is the best 

model to manage the millennial generation. Servant leadership is a form of leadership that is 

exceptional in addressing the demands of the Millennial generation since it focuses specifically 

on the needs and growth potential of its followers (Barbuto & Gottfredson, 2016). Furthermore, 

research has shown that Gen Y employees also exhibit servant leadership characteristics 

(VanMeter & Grisaffe, 2013). All these requirements of a leader by millennials can be found 

in the characteristics of a servant leader.  
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There are five specific dimensions of servant leadership, altruistic calling, emotional 

healing, wisdom, persuasive mapping, and organizational stewardship, all of which cater to the 

specific desires or needs of Millennials (Barbuto & Wheeler, 2006). Based on this literature 

review, the author proposes that Hypothesis 1 is: Millennials prefer servant leadership more 

than Baby Boomers. All in all, servant leadership is a type of leadership that is uniquely suited 

to meet the demands of the Generation Y due to its primary focus on the needs and development 

of their followers (Barbuto Jr. & Gottfredson, 2016). 

 

3.4 Autonomy  

Job autonomy refers to the degree of flexibility workers have when making career-

related choices, such as what duties to perform (Ng, Ang, & Chin, 2008),  how to do the work, 

and how to manage exceptions that occur in the workplace (Hackman & Oldham, 1975). 

Increased autonomy will allow individuals to be more flexible in how they define their position, 

as they will have more freedom in choosing how to do the work (Morgeson, Delaney-Klinger, 

& Hemingway, 2005). Further, the research has shown that job autonomy is positively related 

to job satisfaction and work motivation (Humphrey, Nahrgang, & Morgeson, 2007). The 

autonomy has a more substantial impact on job satisfaction and work performance among older 

generations than younger in the workforce (Truxillo, Cadiz, Rineer, Zaniboni, & Fraccaroli, 

2012). Workers of higher age have typically worked for a longer amount of time in their jobs, 

and are therefore more interested in autonomy and to use their experiential knowledge and skills 

(Zacher & Frese, 2009). The research further claims that younger employees are still developing 

their skills and gaining work experience and have a greater need for supervision and thus expect 

less autonomy (Zacher, Dirkers, Korek, & Hughes, 2017).  

Moreover, Truxillo et al. (2012) suggested that workers of higher age value job 

autonomy more than younger employees because it allows them to adjust to job demands and 

possibly compensate for age-related limitations, such as declines in physical strength and rapid 

information processing capabilities (Zacher, Dirkers, Korek, & Hughes, 2017). Thus, job 

autonomy should be more appealing to older compared to younger employees. In line with these 

assumptions, research by Zaniboni et al. (Zaniboni, Truxillo, & Todd, 2016) found that job 

autonomy was stronger positively related to job satisfaction for older workers compared to 

younger construction workers (Zacher, Dirkers, Korek, & Hughes, 2017).  

Thus, Baby Boomers should have a stronger preference for job autonomy rather than 

younger generations, the Millennials. Based on this literature review, the author proposes the 

following hypothesis: 
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3.5 Hypothesis 

The first hypothesis the author would elaborate on is the following: Hypothesis 1: 

Millennials prefer servant leadership more than Baby Boomers. The second hypothesis the 

author would propose is as follows: Hypothesis 2: Younger generations require more support 

rather than older ones. The third and final hypothesis the author would like to propose is as the 

following: Hypothesis 3: Younger generations, especially Millennials, prefer to have more 

autonomy rather than older generations. It is essential to mention that as the younger and older 

generation in this context, the generational cohorts of the Millennials and Baby Boomers are 

defined. 
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4. Research Methodology 
The empirical parts’ objective is to verify our hypothesis using a questionnaire 

experiment. There are three kinds of research methods that can be used in a research project. 

The approach can be qualitative, quantitative or even a mixed-method  (Earley, 2014). All of 

these methods can be seen valid to be considered for this dissertation. However, a quantitative 

method was chosen for the research’s methodology. It consists of a questionnaire experiment 

and a quantitative analysis. 

 

4.1 Participants 

This dissertation target group can be identified as members of the generational cohorts 

Baby Boomers, X and Millennials. Thus, the participants should be born between 1946 and 

1996. Additionally, the target group should consist of participants in employment and have or 

had during their employment as a direct supervisor. Further, this dissertation focuses on 

employees who are able to speak English. Since the questionnaire experiment is conducted in 

English (see Appendix A), the participants who are the target group for this experiment can be 

characterized as English-speaking employees born between 1946 and 1996. 

 

4.2 Data Collection 

A survey experiment was prepared. Due to the unfavorable situations brought up by 

COVID-19, data collection was restricted only through online measures instead of in-person 

interviews. The crowdsourcing market Amazon Mechanical Turk (MTurk) was therefore used. 

MTurk is renown within the scholastic and business world, with mentionable companies like 

Wikihow or Baidu Research3 using its services. The benefits MTurk provides for the companies 

and my research would be the increased flexibility it provides me. One the one hand, it allows 

me to target employees based on their age and on the other hand, the low cost that goes with 

using the service (Mturk, n.d.).  

Further, the original questionnaire is conducted on the platform www.qualtrics.com yet 

linked to the platform MTurk. The webpage is renowned within the scholastic world, being the 

most sophisticated online survey platform on the planet with over 11000 brands and 99 of the 

top 100 business schools using Qualtrics (Qualtrics, 2020).  

                                                
3 Baidu Research, a division of Baidu Inc, brings together global talent to work on technologies such as image 
recognition, video understanding, voice recognition, natural language processing, and semantic intelligence.   
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All in all, participants can be recruited from MTurk’s large and diverse base of workers 

for conducting the questionnaire with the experiment, which was created on the Qualtrics 

platform, which is well known for its best-in-class analysis and reporting. 

The questionnaire was published as a Human Intelligence Task (HIT) on the platform 

MTurk to be completed by the platform’s participants. An amount of 100 participants were 

targeted. To gather the targeted number of participants, it took two business days. Moreover, to 

guarantee an equalized target set within the three different generations, the author conducted a 

second round of procuring participants, yet put the focus on older generations (Gen X and Baby 

Boomer) this time. Due to the fact that in the first round of procurement, mostly Millennials 

answered. Thus, the author was able to balance the target group as best as possible.   

 

4.3 Questionnaire Design 

An online questionnaire experiment was prepared to gather data. The biggest share of 

participants was acquired through the service of MTurk. First, the participants of the 

questionnaire experiment were presented with a short description of the questionnaire’s goal 

and the prerequisites that they have to fulfill to conduct it (e.g., have or had a direct supervisor). 

Overall the questionnaire counts twenty-six questions, of which six questions directly refer to 

the experiment. The scales that were commonly used throughout the questionnaire were the 

Multi-item scale and the Likert-type scale. These scales were used since they tend to provide 

more reliable, precise answers and a narrower scope (Spector, 1992). The Likert-type scale 

being a standard rating format for surveys (Allen & A. Seaman, 2007), was commonly used for 

this survey. The dichotomous scale was used only once during the questionnaire. Lastly, the 

participant on average took about eight to nine minutes to solve the questionnaire.  

The first question asked was when the participants were born. The importance of this 

being at the beginning of the questionnaire is to quickly determine which generation the 

participant belongs to. The second section contains several statements of behavior/attitudes of 

a leader that should be ranked using a Likert-type scale. This was done to create comparability 

with the same question asked after the experiment to control for the variable servant leader.  

The following section consists of five rating questions regarding the issues of perception 

and preference of leadership style while simultaneously acting as an opening to the research 

topic. A 5-point Likert-type scale was used by the individuals to respond. The scale is defined 

as “1” being very unimportant and “5” very important. The seventh question in this sector was 

about the individual’s contentment of their superior’s leadership style.  
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A dichotomous scale was used by the individuals to respond to the seventh question. 

The scale provided the respondents the choice between yes or no as an answer to that question. 

The next section of the questionnaire aimed to determine if they prefer the servant leadership 

style and whether or not a difference between Generations Baby Boomer, X and Y exists. 

Therefore, the participants were asked in the next segment the extent to which they personally 

agree with five statements of servant leadership behavior. They were able to rate these six 

statements responding with a Likert-type scale. In this case, “1” is defined as strongly 

disagreeing with the statement and “5” as strongly agreeing.  

The third section and also being the main part of the questionnaire is the experiment. 

The goal of it is to figure out which generation/-s prefer a servant leader. The experiment was 

prepared in the form of a managerial short story with an open ending. It tells the story of a 

leader who is confronted with building a new team to solve a difficult task. In order to create 

an experiment, the author decided to create randomization for this section of the questionnaire. 

This means the participants were randomly assigned to one of the conditions – a survey with or 

without additional information on the case. The additional information includes more insights 

and situations of a servant leader that the protagonist of the story exhibit. In these situations, 

the protagonist of the story exhibits servant leader traits primarily. The main characterizations 

of a servant leader (authentic, caring & empowering) are boldly highlighted at the end of the 

questionnaire’s managerial story with the additional information (see Appendix B).  

After reading the managerial story of the main protagonist John, the participants must 

answer six questions designed for the experiment regarding how efficient they perceived the 

leader and if they think that the leader will be successful in his task or not. Out of these six 

questions, two of these questions were already asked in the pre-experiment section. The 

reasoning behind this was to create comparability between their perceived preferred leader and 

the servant leader John from the experiment. Additionally, to compare their current and 

previous leader with the servant leader John, the main protagonist of the managerial short story. 

Lastly, it must be acknowledged that the stimuli description of the experiment was partly 

inspired by the experiment of Nübold (Nübold, Muck M., & Günter, 2013) analyzing 

transformational leadership. 

Last but not least, the participant’s demographic information was asked. Questions 

about ethnicity, gender, education, qualification, occupational position, specialization, work 

experience (in years), number of years in the current organization, current position, and 

designation of the leader were asked. Each respondent was assured of the confidentiality of the 

results.  
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4.4 Analytic Procedure 

In order to examine the means, standard deviation, and other statistically relevant 

variables for the analysis, the statistical tool SPSS was used. The demographic information 

which was provided by the respondents in the questionnaire was also analyzed with the SPSS 

tool. Further, the author conducted for the hypothesis testing various univariate analyses of 

variance (ANOVA) and a robustness test to compensate for an underrepresented target group 

and guarantee for a statistically significant result. Moreover, to compare the means within the 

analytical part of the research, the approach was taken to use the ANOVA instead of a T-test. 

Since only two groups were compared with each other, Generation Y with the Baby Boomers, 

the ANOVA made more sense to use in this particular case.  
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5. Data Analysis & Results 
The following section will first examine the participants of the online questionnaire 

experiment based on their demographic information (i.e., generational cohort, gender). To gain 

more in-depth insight into the participants, their seniority in the organizations and prior 

leadership experience will be examined as well. The last part of this chapter includes hypothesis 

testing. In the demographic analysis and descriptive statistics part, Generation Z’s results will 

be displayed but not considered for further analysis, only if mentioned otherwise.  

 
5.1 Demographic Analysis 

The author collected a total of 96 surveys comprising of 10 surveys by Baby Boomers 

(11%), 40 surveys completed by Generation X (42%), 43 surveys completed by GenYers (43%) 

and 3% by Gen Z. However, for the sake of consistency within the dissertation, the results for 

Gen Z will not be considered for the analysis. The results can also be seen in Table 1 & Figure 

1.  
Table 1 Frequencies and Percentages for Participant Cohorts 

Cohort n % 
Baby Boomers (1946–1964) 10 11 
Generation X (1965–1977)  40 42 
Generation Y (1978–1989)  43 44 
Gen Z (>1997) 3 3 

 

Figure 1 Sample Size Generation Baby Boomers, X and Y 

 

Further, the author analyzed the gender ratio of the population sample. The 

questionnaire’s demographic part displays a higher percentage of male participants than female 

ones across the generational cohorts.  



 

 

21 

In Table 2, the ratios of genders by generational cohorts can be seen. 80% of Baby 

Boomers were male, 55% of GenXers were male, and 70% of GenYers were male. The 

assumption can be made for future research projects that gender may influence the perception 

of servant leadership style among the generational cohorts. 

 
Table 2 Gender Ratio of Population Sample 

Generation/Gender Male Female Other 

Baby Boomers (1946–1964) 8 (80%) 1 (10%) 1 (2%) 

Generation X (1965–1977) 22 (55%) 18 (45%) 0 

Generation Y (1978–1989) 30 (70%) 13 (30%) 0 

Gen Z (>1997) 2 (67%) 0 1 (33%) 

 

To continue, the academic levels by generational cohort (as can be seen in Table 3, 4 & 

5) were analyzed. The results of Tables 3, 4 and 5 exhibit a higher level of education in 

Generation X and the Millennial cohorts compared to the participants of the Baby Boomer 

cohort. 72,5% of the Generation X cohort participants had a college degree (Bachelors or 

higher). 82% of the GenY sample participants had a college degree compared to the Baby 

Boomers, where only 55% of their participants had a college degree.  
Table 3 Level of Education of Baby Boomer Participants 

Education Level Frequency Percent 

Less than High school 1 11,5% 

High school graduate  0 0% 

Some college but not graduated 2 22% 

Associate degree 

Bachelors 

Masters 

Doctorate 

Total 

1 

3 

2 

0 

9 

11,5% 

33% 

22% 

0% 

100% 

 
Table 4 Education Level of GenX Participants 

Education Level Frequency Percent 

Less than High school 0 0% 

High school graduate  4 10% 

Some college but not graduated 4 10% 

Associate degree 

Bachelors 

Masters 

Doctorate 

Total 

3 

18 

10 

1 

40 

7,5% 

45% 

25% 

2,5% 

100% 
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Table 5 Education Level of GenY Participants 

Education Level Frequency Percent 

Less than High school 0 0% 

High school graduate  1 2% 

Some college but not graduated 1 2% 

Associate degree 

Bachelors 

Masters 

Doctorate 

Total 

6 

33 

3 

0 

44 

14% 

75% 

7% 

0% 

100% 

The participants who conducted the questionnaire experiment exhibit a higher education level, 

which means that they have at least a bachelor’s degree. 

5.2 Descriptive Data 

Figure 2 shows how many years of work experience the participants have in total by 

generation. More than the majority of the Baby Boomers (70%) tend to have more than ten 

years of work experience. Considering the fact that they are naturally older and longer in the 

job market, the result is not unexpected that the majority has more than ten years of work 

experience. The Generation X cohort has 75% of its participant having more than ten years of 

work experience and even 37,5% more than 20 years. In comparison, Gen Y has only 15% of 

participants having more than ten years of work experience. In direct contrast to the Baby 

Boomers, the fact that the Gen Y cohort participants seem to have less senior work experience 

tend to make sense, due to the fact of being younger and for a shorter amount of time in the 

workforce.  
Figure 2 Years employed in total by Generations. 
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Further, by analyzing the industries where the participants were occupied, one might 

see in Figure 3 that most of the participants are occupied in the IT, Marketing & Sales and 

Management sectors. 
Figure 3 Industries represented by Participants in total 

 

Besides, by analyzing the sectors and taking the generational cohorts into account, one 

might get more insights. The Millennial participants tend to work in the IT, Marketing & Sales 

and also to some extent in Management positions. Because the popular literature describes 

Millennials as being technologically savvy (Shele, Kelly, & Linda, 2011), the fact that most of 

the Millennial participants work in the IT sector makes sense. Also, regarding working in the 

IT sector, there is a similarity to Generation X. They are also represented working in the 

respective fields mentioned prior. However, in comparison, the Baby Boomers are mostly 

represented in the Management sector and “other,” as shown in Figure 4. This can be explained 

due to their seniority and more vast working experience. 
Figure 4 Industries represented by Generations. 
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By having been a leader before, the perception of the servant leadership style and leader 

attitudes can differ. Therefore, it is essential to look at if the participants have been leaders 

before in their jobs. As can be seen in Table 6, at least 75% throughout the generational cohorts 

have been a leader before in their job.  

 
Table 6 Leadership position by Generations. 

Cohort/Have you been a leader before Yes No 

Baby Boomers (1946–1964) 9 (90%) 1 (10%) 
Generation X (1965–1977)  30 (75%) 10 (25%) 
Generation Y (1978–1989)  37 (84%) 7 (16%) 
Gen Z (>1997) 2 (100%) 0 (0%) 

 

Especially among the Baby Boomers, where 90% of the participants have been a leader 

before and the Millennials with 84%, a high tendency for leadership experience can be 

perceived. In direct comparison, the Generation X cohort has a lower share with its participants 

who have been leaders before.  

 

5.3 Hypothesis Testing 

In the following chapter, the results of the three hypotheses will be discussed. 

Hypothesis (1) Millennials prefer servant leadership more than Baby Boomers. Hypothesis (2) 

Leaders must offer more support to younger generations (Millennials) than to older generations 

(Baby Boomers) and Hypothesis (3) Leaders must offer more autonomy to younger generations 

(Millennials) than to older generation (Baby Boomers).  
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5.3.1 Hypothesis 1 

Hypothesis 1 is related to whether Millennials prefer servant leadership more than the 

older generations? The hypothesis suggested that there really is a discrepancy between the 

younger and older generations concerning their preference for the servant leadership style. To 

clarify, this hypothesis is linked to 11 questions and a randomized experiment in the 

questionnaire created with Qualtrics and submitted to MTurk to be fulfilled by the participants.  

Moreover, Hypothesis 1 acts as the main part of the empirical research of this 

dissertation. These 11 questions associated with hypothesis 1 have been examined by doing an 

analysis of variance (ANOVA) to elaborate on whether or not a preference for the servant 

leadership style within the generational cohorts exists. The dependent variables (DV) were the 

servant leadership characteristics and the independent variable was the three generations that 

were examined. By creating a randomized experiment within the questionnaire, the analysis 

had also to be divided into two target groups. The groups consisted of the participants who 

received the additional information (“Servant Leader Vignette”) and those who did not 

(“Without Servant Vignette). The results of each group were analyzed and then compared with 

each other.  

Table 7 displays the means and standard deviations (SD) of the generational cohorts 

split by the participants who received the experiment with the servant leader vignette and those 

who did not. Initially, the means were measured by a 5-point scale. However, a summated 

rating-scale for the following ANOVA was used throughout the hypothesis testing’s because 

the errors of measurements are expected to be on average close to zero (Spector, 1992).  

 
Table 7 Mean, Standard Deviation of Servant Vignette - Split by Generation 

Generation  Without Servant Vignette Servant Vignette 
 n M SD n M SD 

Baby Boomer 13 32.9 4.1 13 36 14.6 
Generation X 48 39.1 1.4 48 45.1 5.7 
Generation Y 47 36.7 1.5 47 42.7 5.4 

 

Within the group who did not receive the additional servant leader information (shown 

in Table 7), Generation X (M = 39.1) values the most the servant leadership style, followed by 

Generation Y (M = 36.7) and finally Baby Boomers (M = 32.9). In comparison within the group 

who received the servant leadership information, Generation X (M = 45.1) perceive to value 

the most the servant leadership style, followed by Gen Y (M = 42.7) and finally Baby Boomers 

(M = 36).  
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The difference in the means between the two sample groups is positive in favor of the 

target group who received the experiment with the additional servant leadership information. 

The absolute mean difference was 6 in favor of the target group with the servant leadership 

information between the generational cohorts of X and Y and 3.1 in favor between the Baby 

Boomers who received the additional servant leader information. (M_X_ServantVignette – 

M_X_NoServantVignette = 6; M_Y_ServantVignette – M_Y_NoServantVignette = 6; 

M_BB_Servant Vignette – M_BB_NoServantVignette = 3.1). 

Table 8 displays the ANOVA analysis results for the perceived importance of servant 

leadership style between the two target groups. The ANOVA result indicates that there was no 

significant main effect for preference for servant leadership style within the No-Servant-

Vignette target group (p = .281). In other words, no significant differences were found between 

the generations who did not receive the additional servant leader information. Thus, no 

preferences among the Generations X, Y and Baby Boomers exist for the servant leadership 

within the group who did not receive the additional servant leadership information in the 

experiment. 

 
Table 8 ANOVA Summary Table findings of Experiment – DV Servant Vignette 

Servant Leadership Sum of Squares df Mean Square F Sig. 

No Servant Vignette 475.141 3 158.380 1.291 .281 
With Servant Vignette 696.131 3 232.044 4.613 .005 

 

However, the ANOVA indicates a significant main effect for the preference for servant 

leadership style within the group who received the additional information (p = .005), as can be 

seen in Table 8. In other words, a significant difference will be found between the target group 

who received the case with the servant leader vignette. Considering that the author wants to 

elaborate on which of the generations, the significant difference exists that was found in the 

With-Servant-Vignette target group, the author decides to do a further ANOVA.  

The author’s initial hypothesis was that the younger generations (Gen Y) prefer servant 

leadership more than older generations (Baby Boomers). Therefore, the author conducted the 

following ANOVA (see Table 9). The dependent variable being the Servant-Leader-Vignette 

and the independent variable the generations Baby Boomers and Y. The ANOVA indicates no 

significant main effect for preference for servant leadership style within the Generation Baby 

Boomers (p = .320). The ANOVA indicates a significant main effect for preference for servant 

leadership style within Generation Y (p = .008).  
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Table 9 ANOVA Summary findings of Experiment by Generations 

Dependent  
Variable 

Independent  
Variable 

Sum of 
Squares df Mean 

Square F Sig. 

With Servant Vignette Baby Boomers 
Gen Y 

268.764 
423.168 

1 
1 

268.764 
423.168 

1.602 
2.987 

.320 

.008 
 

All in all, it can be concluded that there is a significant difference between the preference 

of a servant leader within the group who received the additional information during the 

experiment. To be more precise, among the group who received the additional information, the 

group of Gen Y, aka younger generations, show a more significant difference than the group of 

the Baby Boomers. It can be summarized that based on the ANOVA’s, the younger generation, 

the Millennials, prefer the servant leader the most. Thus, Hypothesis 1 was supported. 

 

5.3.2 Hypothesis 2  

Hypothesis 2 & 3 proposed a difference between the needs of the generational cohorts 

for support & autonomy by their leader. These hypotheses are associated with Questions 6 and 

7 of the online questionnaire, which asked the participants the importance of receiving support 

& autonomy by their leaders using a 5-point Likert-type scale. Moreover, the author decided to 

use summated scales for hypotheses 2 & 3 to be consistent with the analysis. 

In order to test the hypotheses 2 & 3, an ANOVA has been used to compare within the 

generational cohorts for their perception of the importance of support & autonomy from their 

supervisors. In the case of hypothesis 2, the dependent variable is defined as support and the 

independent variable as generations. The questionnaire participants were divided into their 

respective generational cohorts according to the information of the birth years they provided.  

Table 10 portrays the mean and standard deviation for the three generations that are 

examined within the scope of this research. The sum of the mean difference was 5.8 and 3.4 in 

favor of Generation X (M_X – M_Baby Boomers; M_X – M_Y). 
Table 10 Means and Standard Deviation of the Variables Generation based on DV Support 

Generation n M SD 

Baby Boomers (1946–1964) 14  35.5 4.088 
Generation X (1965–1980)  49  41.3 1.709 
Generation Y (1981–1996)  47  37.9 1.808 
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Table 11 displays the results of the ANOVA analysis for the perceived importance of 

support by the leader. The result of the ANOVA indicates that there was a significant main 

effect for generations (p = .041).  

 
Table 11 ANOVA Summary Table for Importance of Support from Leader 

Dependent 
Variable 

Independent 
Variable 

Sum of 
Squares df Mean 

Square F Sig. 

Support Generations 6.656 3 2.219 2.845 .041 
 

As in the example of Hypothesis 1, the author wants to further examine between which 

generations the most significant differences can be found. The result of the ANOVA presented 

in Table 12 displays that there was no significant main effect for the Generation Baby Boomers 

(p = .0568). However, there was a significant main effect for Generation Y (p = .047).  
 

Table 12 ANOVA Summary for Importance of Support from Leader by Generations 

Dependent  
Variable 

Independent  
Variable 

Sum of 
Squares df Mean 

Square F Sig. 

Support Baby Boomers 
Gen Y 

1.287 
3.234 

1 
1 

1.287 
3.234 

.605 
1.102 

.568 

.047 
 

The ANOVA showed that significant differences between the generations exist. More 

precisely, significant differences were found within the Generation Y (as can be seen in Table 

12). Thus, it can be concluded that Gen Y, the younger generation, prefers to receive support 

from their leader more than the older generations. Hence, Hypothesis 2 was supported based 

on the ANOVA. 
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5.3.3 Hypothesis 3 

To continue, the author will further analyze the third hypothesis. As shown in Table 13, 

the standard deviations and means for each generation examined are displayed. The mean 

difference value was 3.2 and 1.3 in favor of Generation X (M_X – M_Baby Boomers; M_X – 

M_Y). 

 
Table 13 Means and Standard Deviation of the Study Variables based on DV Autonomy 

Generation n M SD 

Baby Boomers (1946–1964) 14  34.6 4.127 
Generation X (1965–1980)  49  37.8 1.809 
Generation Y (1981–1996)  47  36.5 1.856 

 

Table 14 displays the results of the ANOVA analysis for the perceived importance of 

autonomy by the leader. Autonomy, in this case, being the dependent variable and generations 

the independent variable. The result of the ANOVA indicates that there was no significant main 

effect for generations (p = .787). In other words, no differences were found between the 

generations.  

 
Table 14 ANOVA Summary Table for Importance of Autonomy from Leader 

Dependent 
Variable 

Independent 
Variable 

Sum of 
Squares df Mean 

Square F Sig. 

Autonomy Generations .805 3 .268 .353 .787 
 

Even though no differences were found between the generations (see Table 14), the author still 

wants to examine the relationship between the younger and older generations (see Table 15).  

 
Table 15 ANOVA Summary for Importance of Autonomy from Leader by Generations 

Dependent  
Variable 

Independent  
Variable 

Sum of 
Squares df Mean 

Square F Sig. 

Autonomy Baby Boomers 
Gen Y 

.145 

.328 
1 
1 

.145 

.328 
.605 
1.102 

.438 

.392 
 

Both the Baby Boomers (p = .428), as well as Gen Y (p = .392), do not show any significant 

differences in terms of preference for the importance of autonomy by their leaders. Thus, based 

on the ANOVA from Table 14 and the ANOVA from Table 15 confirming the assumptions 

drawn from the prior ANOVA, one might conclude that Hypothesis 3 was not supported. 
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5.4 Robustness Test 

Since the variable “Baby Boomers” in the ANOVA of Hypothesis 1 did not achieve at 

least 20 participants like the other variables, the ANOVA may not have the statistical power to 

succeed. Therefore, the author decided to run a T-Test as a robustness test to show the same 

results regardless of the method. The independent T-Test that was run can be seen in Table 16.  

 
Table 16 T-Test Summary Table Findings of Experiment – DV Servant Vignette 

Servant Leadership Sum of 
Squares df Mean 

Square F Sig. Sig. (2- 
tailed) 

No Servant Vignette 475.141 3 158.380 1.291 .281 0.074 
With Servant Vignette 696.131 3 232.044 4.613 .005 0.03 

 

The author came to the same results using the ANOVA and the independent T-test 

sample analyzing Hypothesis 1. Thus, statistical power has been provided to the analysis, even 

though the sample number of Baby Boomers is below 20. Therefore, the author can confirm 

his ANOVA for Hypothesis 1 that within the generational cohort, the Millennials prefer the 

servant leader the most. 
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6. Discussion  
In this chapter, the results of the theoretical and the practical part of this thesis will be 

discussed, and, in the end, these results will be compared with each other to draw a conclusion. 

The comparison is made to see if the results that have been drawn from the literature review 

align with the results of the empirical part of this thesis. Moreover, the practical implications 

this thesis is providing will be shed light upon during this section. More importantly, this 

thesis’s objective is to figure out the preferences for autonomy, support and servant leadership 

style by the generations X, Y and Baby Boomers. Therefore, the research questions that were 

initially asked at the beginning of this dissertation will be answered. 

 

6.1 Discussion of the Results 

To be able to answer the first research question, “Do younger generations prefer the 

servant leadership style rather than the older generations” the characteristics and work values 

of the respective generational cohorts were elaborated on in the literature review part. These 

findings were compared to the servant leadership characteristics to find a fit among the 

generational cohorts. The literature review results have shown that the servant leadership style 

is expected to elicit higher job satisfaction scores with Gen Xers than Baby Boomers (Truxillo, 

Cadiz, Rineer, Zaniboni, & Fraccaroli, 2012). Nevertheless, the literature also shows that 

servant leadership is a form of leadership that is unique in meeting the needs of the Millennial 

generation since it focuses primarily on the needs and development of its followers (Barbuto 

Jr. & Gottfredson, 2016). The empirical part has also shown that there is a difference in 

preference on which generation prefers the servant leadership style. In a closer examination, 

the ANOVA has shown that the servant leadership style had a significant impact on the younger 

generations, Gen Y (p = .008), than the older ones, Baby Boomers (p = .320). Therefore, based 

on the empirical part as well as the literature review, it can be concluded that Gen Y prefers the 

servant leadership style more than the older generations. Even though the servant leadership 

style displays a positive impact on the job satisfaction of Gen Xers, it is uniquely suited to meet 

the demands of Generation Y due to its primary focus on the needs and development of their 

followers. 
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The second and third research question the author investigated was if whether or not 

younger generations need more support and autonomy provided by their leader than older ones. 

The literature review has shown that job autonomy proves to have a more substantial impact on 

job satisfaction and work performance among older generations than younger in the workforce 

(Truxillo, Cadiz, Rineer, Zaniboni, & Fraccaroli, 2012). Moreover, the investigation also 

showed that higher-age workers value job autonomy more than their younger peers since it 

enables them to adapt to job demands and compensate for age-related limitations (Kanfer & 

Ackermann, 2004; Zacher, Dirkers, Korek, & Hughes, 2017). However, the data-based analysis 

has shown no significant difference among the generations in regard to preference for 

autonomy. Even though Generation X (M = 37.8) shows to have the slightest highest mean 

among the generations, the difference is not significant enough to conclude that there is a clear 

preference among the generations. The ANOVA that examined the preference for autonomy 

showed insignificant value for Gen Y (p = .392) and Generation Baby Boomers (p = .438). 

Thus, only based on the literature review, it can be concluded that job autonomy is more 

attractive to older generations (Baby Boomers) compared to younger workers. However, the 

empirical part shows no clear preference between the younger and older generations who prefer 

to receive autonomy from their supervisors. Thus, no statement can be made if and which 

generation would prefer autonomy. 

Nevertheless, regarding the third research question, which generation prefers to receive 

support from their supervisor, the empirical part demonstrates significant differences among 

the generations. The ANOVA has displayed that especially younger generations, Gen Y (p = 

.047), prefer to receive support from their leader more than the older generations, Baby 

Boomers (p = .568). Hence, it can be concluded that the Millennial Generation has a stronger 

preference to receive support from their leaders than the Baby Boomers. 
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6.3 Practical Implications 

The findings of this study have shown that Gen Y prefers the servant leadership style. 

Thus, organizations should consider that when forming their managers, both current and future, 

as well as when onboarding external hires. Seminars, training and classes can be offered by 

organizations to train their managers. Further practical implications could be to create 

awareness for this issue by executives, managers as well as the human resource department to 

hire and manage their workforce properly.  

Also, these findings can be useful for business schools. New classes regarding 

leadership preferences can be offered and existing and new professors can adapt their teaching 

style based on their students’ generational preferences. This research paper’s findings can 

provide professors and administration of business schools a jump start to initiate the process. 

Therefore, the author wants to share the findings by publishing their studies in the FGV/EBAPE 

and Católica Lisbon School of Business and Economics portal to be available for other students, 

professors and anyone else interested in that topic.  

 

6.4 Social Implications 

In times of immoral conduct at work and bad press for organizations that behaved 

unethically, it is essential to act morally. A servant leader can act as an ethical leader to avoid 

immoral behavior in an organization. Therefore, the findings of this research paper can be used 

to create further awareness into organizations to train existing or new managers to become a 

servant leader. 

Also, the insights that can be gained by this dissertation can be useful for universities to 

develop classes or seminars on servant leadership style. Thus, creating awareness of this 

importance in the early stages of one’s professional and academic career might lead to a new 

generation of ethical and morally right leaders and employees. 
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7. Final Remarks 
7.1 Conclusion 

Today as many as five generations tend to work together (Gourani, 2019) and it is 

crucial to lead them properly by their preferred leadership style. Servant Leaders maximize 

their followers’ potential, which directly translates to the productivity of the organization 

(Gandolfi & Stone, 2018) and they act as an ethical leader to avoid immoral behavior in the 

organizations (Lemoine, Hartnell, & Leroy, 2019). Understanding each generational cohort will 

allow the organization to enable their managers to lead their employees adequately based on 

their generational preferences (Stanley, 2010). Thus, it is vital for an organization to understand 

the servant leadership style preferences among the different generational cohorts that make up 

their workforce. 

Prior to the analysis, it was expected that there might be a difference in the preferences 

of younger and older generations regarding a servant leader and support and autonomy by their 

leaders. In terms of the variables, servant leader and support, a difference among the 

generational preferences was found. However, the expected outcomes for the preference for the 

variable support were unexpected. As the results of this dissertation point out, there are 

preferences for servant leadership style as well as the behavior the generations Baby Boomers, 

X and Y, expect from their leaders. This dissertation has shown that both Generation X and Y 

prefer the servant leadership style. However, Generation Y is the perfect fit for their needs and 

demands for the servant leadership style. Furthermore, even though the findings regarding the 

need for autonomy are not as certain as the author expected, it can be said that there is no clear 

preference among the generational cohorts. Yet, the findings concerning the need for support 

by their leader are more conclusive. It can be concluded that there is a clear preference among 

the Millennials within the generation cohorts. A clear preference among the younger 

generations for support by their leader has been substantiated. 

The dissertation concludes that generational preferences are an issue that needs to be 

acknowledged in today’s organizations. Managers, Human Resource professionals, executives 

and business schools should be made aware of this issue to minimize unnecessary work 

conflicts, be overall a more efficient organization and train a new generation of ethically and 

morally new leaders. 
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7.2 Limitations 

All studies have limitations. However, it is important always to acknowledge a study’s 

limitations because it can be an opportunity to make suggestions for future researchers on the 

respective topic. By choosing a questionnaire experiment to answer the research questions, 

some limitations naturally came up. 

First of all, one limitation the researcher faced was access to people. Having a random 

and balanced sample is necessary for one’s research to be representative. An 

underrepresentation of a group within the target group can be considered as a limitation. Within 

this research, access to the group of Baby Boomers was limited. As can be seen in Figure 1, 

the Baby Boomer’s Group is underrepresented in direct comparison to the Millennials and Gen 

X. Baby Boomers representing only ~ 13% of the participants. 

Another limitation is only being able to gather information and to conduct the 

questionnaire experiment online, due to the restrictions that came with the Covid-19 pandemic 

during that time. If it had been possible to conduct the questionnaire experiment in person 

instead of online, the results might have differed and therefore, this can be perceived as a 

limitation. Further, by only gathering information online through the platforms of MTurk and 

Qualtrics, it may have resulted in a non-random sample. Even though the sample of MTurk has 

been shown to be from different industries (see Figure 4), it can not be representative of the 

whole population. 

The scope of the research question can be seen as a limitation as well, due to the length 

restrictions of this dissertation. Solely the generations Baby Boomers, X and Y, as well as the 

servant leadership style, were examined. Thus, not considering different leadership style that 

might have a higher preference among the generations examined in this research paper. Last 

but not least, another limitation regarding the sample besides not being random and balanced 

would be the size of it. The author was able to gather 102 respondents, of which 92 only were 

valid. Obviously, more respondents would have generated a more scientifically representative 

result.   
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7.3 Further Research Opportunities 

By taking into account the limitations of this research, which were highlighted in the 

previous chapter 7.2, a future researcher can avoid these limitations and use this as an 

opportunity to create an even more accurate and representative research into generational 

cohorts and different styles of leadership. Some assumptions that were made during the data 

analysis could be used as further research opportunities.  

Gender affiliation influencing the preference for the servant leadership style could serve 

as a future research opportunity. Depending on which gender one might affiliate to, their 

preference for the servant leader or another leadership style may be influenced. Moreover, 

examining the relationship between educational level and preference for a servant leader might 

bring up impressive results. The higher or lower the educational level of an individual may have 

an influence on the individual’s perception of or servant leadership and leadership in general. 

Finally, by increasing the scope of the research and examining a more comprehensive range of 

generations and different leadership styles, a future researcher could achieve more significant 

and representative results. 
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To begin this questionnaire I want to ask you the following question: 

1. When where you born? 

o Before 1965 

o 1965 – 1980 

o 1981 – 2000 

o After 2000 
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For the next question I would appreciate if you could think of the leadership style you 

prefer. Below you can find a list of statements about different leadership behavior.  

2. My Leader should exhibit the following behavior/attitude 
 

 Strongly 
disagree (1) 

Somewhat 
disagree (2) 

Neither agree 
nor disagree 
(3) 

Somewhat 
agree (4) 

Strongly 
agree (5) 

Establish a 
long-term goal 
and vision for 
the 
subordinates. 
(1)  

o  o  o  o  o  
Enable long-
term 
professional 
development of 
the 
subordinates. 
(2)  

o  o  o  o  o  

Establish unity 
between 
subordinates 
and between the 
leader and the 
subordinates. 
(3)  

o  o  o  o  o  

Create 
involvement 
and unity 
among its 
subordinates. 
(4)  

o  o  o  o  o  
Request the 
accomplishment 
of duties by its 
subordinates to 
a high degree of 
excellence (5)  

o  o  o  o  o  
Demand 
immediate 
compliance 
from his 
subordinates. 
(6)  

o  o  o  o  o  
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Before you start to answer the next question, just take moment and remember of your 

current or any other working experience you had.  Then, please provide an answer to the 

questions, by using the following scale. Keep in mind, that only one answer per question 

is possible. 

3. How important do you rate the perception of leadership in your day-to-day job? 

o Not at all important  (1)  

o Slightly important  (2)  

o Moderately important  (3)  

o Very important  (4)  

o Extremely important  (5)  
 
 
 

4. How important do you rate it is to you to experience being well managed and led by 
your leader? 

o Not at all important  (1)  

o Slightly important  (2)  

o Moderately important  (3)  

o Very important  (4)  

o Extremely important  (5)  
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5. How important is it that you to have a superior who oversees you and directs you 
according to your leadership style preference? 

o Not at all important  (1)  

o Slightly important  (2)  

o Moderately important  (3)  

o Very important  (4)  

o Extremely important  (5)  
 

6. How important is it for you to have autonomy in your job? 

o Not at all important  (1)  

o Slightly important  (2)  

o Moderately important  (3)  

o Very important  (4)  

o Extremely important  (5)  
 
 

7. How important is it for you to receive support from your supervisor? 

o Not at all important  (1)  

o Slightly important  (2)  

o Moderately important  (3)  

o Very important  (4)  

o Extremely important  (5)  
 

8. Does your current superior manage and lead you according to your preferred leadership 
style? 

o Yes  (1)  

o No  (2)  
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9. On a scale from 0 - 10, how would you grade your leader?  

o 0  (0)  

o 1  (1)  

o 2  (2)  

o 3  (3)  

o 4  (4)  

o 5  (5)  

o 6  (6)  

o 7  (7)  

o 8  (8)  

o 9  (9)  

o 10  (10)  
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To which extent do you agree with the following statements: 
 

10. A leader need not lead by example 

o Strongly disagree  (1)  

o Somewhat disagree  (2)  

o Neither agree nor disagree  (3)  

o Somewhat agree  (4)  

o Strongly agree  (5)  
 
 
 
 
 
 
 



 

 

xx 

11. It is necessary to welcome suggestions given by employees 

o Strongly disagree  (1)  

o Somewhat disagree  (2)  

o Neither agree nor disagree  (3)  

o Somewhat agree  (4)  

o Strongly agree  (5)  
 

12. A leader need not get to know their employees 

o Strongly disagree  (1)  

o Somewhat disagree  (2)  

o Neither agree nor disagree  (3)  

o Somewhat agree  (4)  

o Strongly agree  (5)  
 

13. A leader should encourage his/her employees to be creative about their job  

o Strongly disagree  (1)  

o Somewhat disagree  (2)  

o Neither agree nor disagree  (3)  

o Somewhat agree  (4)  

o Strongly agree  (5)  
 
 

14. Nothing is more important than building a great team 

o Somewhat disagree  (2)  

o Neither agree nor disagree  (3)  

o Somewhat agree  (4)  

o Strongly agree  (5)  
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In the following, you will be provided a short story about a leadership situation and I 
would like you to carefully read it and afterwards respond to some questions. 
 
To better understand the following task, I want to provide you a short summary of the 
organization and their mission and vision:  
 
In the French healthcare industry one company sticks out as the industry leader. The company 
that is spoken of is Transfer Inc. Transfer Inc. was founded by two female graduates in 1980, 
who are responsible of its success. During their 40 years company history, Transfer Inc. has 
achieved a lot of milestones and gained national as well as international reputation. However, 
their goal is to be even more successful and to become a global leader in their healthcare 
industry as well being recognized for their top performance and the innovations they come up 
with. 
 
To achieve their goal, they continuously seek for improvement and to offer the best quality of 
services for their clients, while being innovative and proactive. Another measure they take to 
ensure constant improvement is the training of their stuff as well as support their research and 
development department to come up with new products. To assure trust in their products and 
services to their customers and shareholders Transfer Inc. offers a high level of transparency. 
By letting their products and services continually monitored by independent institutions as well 
as the government. Besides the high approval ratings of the customers and shareholders due to 
providing this transparency, they are also regularly accredited with certifications.   
 
Transfer Inc.’s high standards and responsibilities permit to hire only the best employees in the 
market. Considering the fierce competition and the paradigm change of employees entering the 
market, Transfer Inc. decided to restructure their selection process to continue acquiring the 
best talents of the markets and fulfilling the needs of their new and current employees. This 
new project is of high importance for the future of the company and to be further competitive 
in the dynamic market they find themselves. 
 
John Howard was selected for leading a team to find a solution to the before mentioned 
problem. John is 35 years old and he has been in the company for 5 years, working himself up 
to the position of general manager. John was put in charge because he has the necessary 
qualifications for the position and because his direct supervisor trusts him to show one hundred 
percent commitment and dedication to succeed in his new role. John is characterized by his 
fellow colleagues as a hardworking, experienced leader who likes to take on tasks that initially 
seem impossible. 
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Now, please think about John's leadership style. You can find below a list of statements 
about leadership behavior. Which of the following behaviors does John exhibit? 
 

15. John exhibited the following behavior/attitude 

 Strongly 
disagree (1) 

Somewhat 
disagree (2) 

Neither agree 
nor disagree 
(3) 

Somewhat 
agree (4) 

Strongly 
agree (5) 

Leading by 
example (1)  o  o  o  o  o  
Open for 
suggestions 
given by 
employees (2)  

o  o  o  o  o  
Caring about 
his employees 
(3)  o  o  o  o  o  
Encouraging 
his employees 
(4)  o  o  o  o  o  
Prioritizing on 
building a 
great team (5)  o  o  o  o  o  
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16. John exhibited the following behavior/attitude 

 Strongly 
disagree (1) 

Somewhat 
disagree (2) 

Neither agree 
nor disagree 
(3) 

Somewhat 
agree (4) 

Strongly 
agree (5) 

Establish a 
long-term goal 
and vision for 
the 
subordinates. 
(1)  

o  o  o  o  o  
Enable long-
term 
professional 
development of 
the 
subordinates. 
(2)  

o  o  o  o  o  

Establish unity 
between 
subordinates 
and between the 
leader and the 
subordinates. 
(3)  

o  o  o  o  o  

Create 
involvement 
and unity 
among its 
subordinates. 
(4)  

o  o  o  o  o  
Request the 
accomplishment 
of duties by its 
subordinates to 
a high degree of 
excellence (5)  

o  o  o  o  o  
Demand 
immediate 
compliance 
from his 
subordinates. 
(6)  

o  o  o  o  o  
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Please keep John's leadership style into consideration and respond the following 
questions. 
 

17. Do you perceive Johns leadership as overall effective? 

o Not effective at all  (1)  

o Slightly effective  (2)  

o Moderately effective  (3)  

o Very effective  (4)  

o Extremely effective  (5)  
 
 

18. John's leadership style will lead the project to a success. 

o Strongly disagree  (1)  

o Somewhat disagree  (2)  

o Neither agree nor disagree  (3)  

o Somewhat agree  (4)  

o Strongly agree  (5)  
 
 

19. Does John's behaviour/attitude match your preferred leadership style? 

o Yes  (1)  

o No  (2)  
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20. On a scale from 0 - 10, how would you grade John as a leader? 

o 0  (0)  

o 1  (1)  

o 2  (2)  

o 3  (3)  

o 4  (4)  

o 5  (5)  

o 6  (6)  

o 7  (7)  

o 8  (8)  

o 9  (9)  

o 10  (10)  
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Last but not least I want to ask you the following questions: 
 
 

21. What is your gender? 

o Male  (1)  

o Female  (2)  

o Other  (3)  
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22. Please select your ethnicity 

o Hispanic or Latino  (1)  

o Black or African American  (2)  

o American Indian or Alaska Native  (3)  

o Asian  (4)  

o Native Hawaiian or Pacific Islander  (5)  

o Caucasian or White  (6)  

o Multiracial  (7)  

o Other  (8) ________________________________________________ 

o Prefer not to say  (9)  

o  
 

23. What is the highest level of education you have completed? 

o Less than high school  (1)  

o High school graduate or equivalent  (2)  

o Some college but not graduated  (3)  

o Associate degree  (4)  

o Bachelor degree  (5)  

o Master degree  (6)  

o Doctorate  (7)  
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24. In which sector are you currently working? 

o Management  (1)  

o Accounting  (2)  

o Human Resources  (3)  

o IT  (4)  

o Accounting  (5)  

o Purchasing  (6)  

o Marketing & Sales  (7)  

o Military  (8)  

o Other  (9) ________________________________________________ 
 

25. How many years of work experience do you have? 

o < 5 years  (1)  

o 5 - 10 years  (2)  

o 11 - 15 years  (3)  

o 16 - 20 years  (4)  

o > 20 years  (5)  
 
 

 
26. Have you been a leader at your job before? 

o Yes  (1)  

o No  (2)  
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Appendix B 

 

Experiment/Additional Information (Servant Leader Vignette) 

 

While colleagues who have not yet worked directly for him characterize him as visionary or 

courageous, his prior team members praise him foremost for his authenticity. His authentic 

leadership style reflects on his values of not only doing things right but rather doing the right 

thing.  

 

In 2010, during the financial crisis, Transfer Inc., like many other companies, was struggling. 

In response to that, John would have had to fire two of his team members due to budget cuts 

set by the shareholders. However, instead of firing them, he decided to use his annual bonus of 

that year to save his employees' jobs. John was praised by his team and colleagues for his 

selflessness. Yet, he denied the fact that he wanted to be selfless. John communicated that he 

was motivated by his father’s struggles when he was laid off during the financial crisis of his 

time. His intentions were to take care of his team and at the same time to inspire them to help 

colleagues who might be in trouble.  

 

In general, one might say that John always puts a lot of effort into inspiring his work colleagues. 

For instance, in 2015 John was working as one of the direct managers in the sales department. 

During that time the different departments had a competition for which department could come 

up with the most creative new slogan for a new product they would launch that year. His 

department and two other departments were chosen to present a final draft of their work to the 

CEO and the board of the company, who in the end would decide which slogan would win.  
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This extra publicity would have had a significant impact on the future career of anyone in this 

company. However, as a catch, the departments were only able to send one employee to present 

the draft. As a direct manager of the sales department, John could have easily gone to present 

the idea. Yet, he decided to promote Ellen, a fairly new employee at the beginning of her career 

with few connections in the company yet. Ellen, in John’s opinion, put a lot of effort into the 

creation of the slogan and therefore earned the opportunity to present it. Moreover, John 

perceived that the recognition she would gain presenting the final draft would have a bigger 

impact for Ellen, because she is in the early stage of her career, than it would have for him. All 

in all, John’s behavior in these cases mentioned by his colleagues can be characterized as 

authentic, caring, and empowering. 

 


