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Abstract: The diversity of employees in organizations has always aroused the interest of em-
ployers and specialists in human resource management. Interest in generational diversity has 
been gradually increasing since the turn of the 21st century. While many researchers support 
the concept of generation diversity, an increasing number of scientists question the validity 
of the idea that employees differ not only in age, but above all in values, approach to work or 
attitude to employer loyalty, have different motivational needs, and other competences. This 
article discusses the differences between individual, often appearing concepts: generation and 
cohort, intergenerational and multi-generational. Methodological challenges were also poin-
ted out when trying to thoroughly examine the differences between employees from different 
generations and between older and younger employees. The article also aims to verify the dif-
ferences between generational diversity and employee diversity based on age. In addition, the 
article indicates the observation that the theoretical basis on the issue of generations, as well 
as previous empirical research, raise a lot of controversy and point to many substantive and 
research gaps, in contrast to the concept of employee diversity due to age.

Keywords: age, generations, diversity with every age, intergenerational differences, human 
resource management, labor market

Streszczenie: Odmienność pracowników w organizacjach wzbudzała zawsze zainteresowanie pra-
codawców i specjalistów do spraw zarządzania zasobami ludzkimi. Zainteresowanie różnorodno-
ścią pokoleniową nasila się stopniowo od przełomu XX i XXI wieku. Podczas gdy wielu badaczy 
wspiera koncepcję różnorodności pokoleń, coraz większa liczba naukowców kwestionuje zasad-
ność idei, że pracownicy różnią się między sobą nie tylko wiekiem, ale przede wszystkim warto-
ściami, podejściem do pracy czy też stosunkiem do lojalności wobec pracodawcy, mają odmienne 
potrzeby motywacyjne oraz inne kompetencje. W niniejszym artykule omówiono różnice między 
poszczególnymi, często pojawiającymi się pojęciami: pokolenie oraz kohorta, międzypokolenio-
wość i wielopokoleniowość. Wskazano także na wyzwania metodologiczne podczas próby rzetel-
nego badania różnic występujących między pracownikami z różnych pokoleń oraz między starszy-
mi i młodszymi pracownikami. Artykuł ma na celu także dokonanie próby zweryfikowania różnic 
między różnorodnością pokoleniową a różnorodnością pracowników ze względu na wiek. Ponadto 
artykuł pokazuje spostrzeżenie, że podstawa teoretyczna dotycząca problematyki pokoleń oraz do-
tychczasowe badania empiryczne budzą wiele kontrowersji i wskazują na wiele luk merytorycznych 
i badawczych, w przeciwieństwie do koncepcji różnorodności pracowników ze względu na wiek. 

Słowa kluczowe: wiek, pokolenia, różnorodność ze względu na wiek, różnice międzypoko-
leniowe, zarządzanie zasobami ludzkimi, rynek pracy

Introduction 

In recent years, interest in scientists and practitioners in the broadly understood diver-
sity of employees in organizations1 has increased; hence the issues related to this area seem 

1  M. Shemla, B. Meyer, L. Greer, K.A. Jehn, A review of perceived diversity in teams: Does how mem-
bers perceive their team’s composition affect team processes and outcomes?, “Journal of Organizational 
Behavior” 2016, 37, pp. 89-106.
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to be relevant in the context of future trends in human resource management. Diversity of 
employees refers to objective and discernible differences between members of the organi-
zation, such as age, nationality or ability to work2. One of the above-mentioned elements, 
i.e. age, is a key variable conditioning the diversity of human resources. Age determines 
attitudes towards work, norms and values, behavior patterns and social status. In the litera-
ture on the subject one can find considerations both in the field of generational diversity 
or inter-generational diversity and age diversity3. The first trend contains considerations 
about the differences between generations. In turn, the other refers to specific age groups, 
e.g. older workers, or diversity in the area of age per se. It is easiest to define this concept 
starting from the method of its measurement as the participation of employees from par-
ticular age groups in the employment structure of the entire organization4.

The presence of age-diverse employees within an organization is an increasingly 
common phenomenon and an increasingly important organizational issue5, which 
is why one of the major challenges facing human resource managers is the skilful 
use of the potential of different age groups and the selection of appropriate tools and 
practices in human resource management6.

More and more research is devoted to generational differences between employ-
ees, but less research is devoted to the diversity of employees due to their age. This 
article presents the differences between these trends. Methodological challenges 
arising while trying to thoroughly examine the differences between employees from 
different generations and between older and younger employees will also be indi-
cated. The article will present arguments that indicate a critique of the research on 
generational diversity. The need to carry out research taking into account the diver-
sity of employees due to age will also be indicated, including the growing role of this 
diversity on organizational performance and the scarcity of research in this area.

1. Characteristics of the theory of generations and basic concepts

The theory of generations lies at the heart of intergenerational diversity. It is 
a historical concept, according to which the history of the Western cultural circle 

2  D. Van Knippenberg, C.K. De Dreu, A.C. Homan, Work group diversity and group performance: an 
integrative model and research agenda, “Journal of Applied Psychology” 2004, 89(6), p. 1008.
3  J.M. Cucina, K.A. Byle, N.R. Martin, S.T. Peyton, I.F. Gast, Generational differences in workplace 
attitudes and job satisfaction: Lack of sizable differences across cohorts, “Journal of Managerial Psychol-
ogy” 2018, 33(3), pp. 246-264.
4  S.A. Boehm, F. Kunze, H. Bruch, Spotlight on age-diversity climate: The impact of age-inclusive HR 
practices on firm-level outcomes, “Personnel Psychology” 2013, 66, pp. 1-38. 
5  F. Kunze, S. Boehm, H. Bruch, Age diversity, age discrimination climate and performance consequenc-
es: A cross organizational study, “Journal of Organizational Behavior” 2011, 32, pp. 264-290. 
6  A. Smolbik-Jęczmień, A. Żarczyńska-Dobiesz, Zróżnicowane podejście do rozwoju zawodowego 
wśród przedstawicieli pokoleń koegzystujących na rynku pracy, „Human Resource Management/Zarza-
dzanie Zasobami Ludzkimi” 2017, (3-4), pp. 112-118.
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is repeated in more or less eighty-year cycles, divided into four phases. The gen-
erations brought up in a specific phase of the cycle are assigned specific features. 
The creators of the theory of generations are American historians, William Strauss 
and Neil Howe. In their opinion, each generation has distinctive features associated 
with the conditions prevailing in society during its childhood and youth7. Accord-
ing to Strauss and Howe, five generations can currently be distinguished: Veterans 
- adaptive generation (1925–1942); Baby Boomer generation - the realistic genera-
tion (born 1943–1960); Generation X - reactionary generation (born 1961–1981); 
Generation Y or Millennial - civic generation (born after 1982)8 and Generation 
Z or Post-Millennium - adaptive generation (born after 2001)9.

Currently, there are two concepts in the literature on the subject that are sometimes 
treated as synonyms, and which are directly related to intergenerational diversity: gen-
erations and cohorts10. The generation has been defined as a group which combines 
a specific period of birth and a set of values based on defined social or historical events 
that took place in the years of development of a given generation11. Schuman and Scott 
claim that members of the same generation participate in joint experiences that help 
them create so-called „collective memory”12. This common memory of various events, 
in turn, affects future values, attitudes and characteristics of the generation. It is the con-
cept of „shared experience” encountered at a young age that creates a bond between 
members of this generation and distinguishes one generation group from another13. 
As with the „generation”, there are also many uses for the term „cohort”. In his book 
Norval Glenn defines a cohort as „people within designated geographical or otherwise 
separate areas that have experienced the same significant event in their lives over a pe-
riod of time”14. Most often this event concerns the moment of birth. Generations have 
a natural form because they are internally homogeneous in certain aspects15. Cohorts 
are determined artificially, based on a specific range of years. On the definition issue, 
inaccuracies should also be clarified in the terms „multigenerational” and „intergenera-
tional”, sometimes used interchangeably as synonyms16. Brownell and Resnick propose 
that intergenerational relations refer to „between” and in some cases „among” mem-

7  W. Strauss, N. Howe, The cycle of generations, “American Demographics” 1991, 13, pp. 25-27.
8  Ibidem, pp. 25-27.
9  W. Strauss, N. Howe, Millennials Rising: The next great generation (vintage original), New York 2009, p. 432.
10  B. Mannheim, Male and female industrial workers: Job satisfaction, work role centrality, and work 
place preference, “Work and Occupations” 1983, 10(4), pp. 13-436.
11  Ibidem, pp. 13-436.
12  H. Schuman, J. Scott, Generations and collective memories, “American Sociological Review” 1989, 
pp. 359-38.
13  E.K. Kelan, From biological clocks to unspeakable inequalities: The intersectional positioning of young 
professionals, “British Journal of Management” 2014, 25(4), pp. 790-804.
14  N.D. Glenn, Cohort Analysis, Beverly Hills, CA, and London: Sage 1977, pp.128-139.
15  Ibidem, pp. 128-139.
16  M. Davis, Are the terms intergenerational and multigenerational synonymous?, “Journal of Intergen-
erational Relationships” 2007, 5(1), pp. 119-120.
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bers of different generations. While multigenerational relationships involve two or more 
generations perceived as a static system, bypassing the issue of contact between their 
members17. Similarly, Villar argues that the term „intergenerational” implies the involve-
ment of members of one or more generations in activities that strengthen cooperation 
in achieving common goals18. „Multigenerational” is used in a broader sense – it means 
joint actions or features of a generation, but not necessarily interaction or mutual in-
fluence. Actions taken for many generations will be referred to as multigenerational, 
intergenerational – if they intend to change their point of view through mutual contacts. 
Therefore, it seems more appropriate to use the term „intergenerational relations” rather 
than „multigenerational relations”.

2. Criticism of approach to the concept of intergenerational diversity 

A number of critical remarks have been directed towards the analysis of multi-
generational differences. Giancola challenged the notion of „generational gap” (that 
is, an intergenerational difference), arguing that this is more a myth than a real prob-
lem19. The task of Lyons, Duxbury and Higgins is lack of solid empirical research in 
the analysis of popular generational stereotypes. In addition, Costanza and Finklestein 
indicate that there is ample evidence of alternative explanations for intergenerational 
differences20. In addition, it has not yet been fully explained why there should be dif-
ferences between generations, and finally that there is no support for the thesis that 
these differences between generations should be leveled21. Moreover, the cited authors 
suggest that it is the use of the idea of generations as a means to segment employees 
that is in fact a stereotype and therefore may lead to discrimination.

Another reason for criticism is directed towards looking for the causes of gen-
erational differences in historical events, stretched in time, which affect life experi-
ence and attitudes to varying degrees22. Some critics explain generational differences 
through life stages23. Stages of life are a universal sequence of human life cycle de-
velopment (childhood, adolescence, early adulthood, average adulthood and aging). 

17  P. Brownell, R.P. Resnick, Intergenerational-multigenerational relationships: Are they synonymous?, 
“Journal of Intergenerational Relationships” 2005, 3(1), 67-75.
18  F. Villar, Intergenerational or multigenerational? A question of nuance, “Journal of Intergenerational 
Relationships” 2007, 5(1), pp.115-117.
19  F. Giancola, The generation gap: more myth than reality, “Human Resource Planning” 2006, 29(4), pp. 32-7.
20  S.T. Lyons, L. Duxbury, C. Higgins, An empirical assessment of generational differences in basic hu-
man values, “Psychological reports” 2007, 101(2), pp. 339-352.
21  D.P. Costanza, L.M. Finklestein, Generationally based differences in the workplace: Is there 
a there there?, “Industrial and Organizational Psychology” 2015 , 8, pp. 308-323.
22  E.F. Murphy, J.D. Gordon, T.L. Anderson, Cross-Cultural, Cross-Cultural Age and Cross-Cultural 
Generational Differences Between the United States and Japan, “Journal of Applied Management and 
Entrepreneurship” 2004, 9, pp. 21-48.
23  S.H. Appelbaum, M. Serena, B.T. Shapiro, Generation ‘X’ and the Boomers: An Analysis of Realities 
and Myths, “Management Research News” 2005, 28, pp. 1-35.
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With age, people become more collectivist, conservative and transcendent and less in-
dividualistic; open to change and supporting the achievement of their goals24. O’Rand 
and Krecker argue that the life cycle causes changes in a person’s needs. A person 
during adolescence has different needs, values and attitudes than when aging25. Erik-
son’s work suggests that the stages of human development affect behavior26. Levinson 
has broadened this view and developed a model for the development of adult people, 
which identifies the different phases that adults go through27. Levinson identified key 
life events that usually signal a change in life cycle28. They include for example mar-
riage or starting a family. Therefore, it can be suggested that different attitudes, values 
and human behavior may result from a different perspective on certain life situations, 
noticed in the process of puberty and aging. Stages of human development affect be-
havior and may be mistaken by some researchers for intergenerational differences.

The work of Parry and Urwin presents a detailed critique of works indicating the exist-
ence of generational differences, claiming that they are methodologically incorrect29. And 
so, it is incorrect to say that different generations, different times of birth or different ages 
cause differences between any study groups. Secondly, the approach in most studies on the 
multi-generational area contains methodological errors because incorrect data sets are used. 
The research focusing on different generational groups tends to determine the permanent 
characteristics of individual generations at the beginning of the study. Then the differences 
(attitudes, beliefs, values) between these permanent features of generations are checked. It 
is possible that there are significant generational differences, but it is not known whether 
the generational differences criteria adopted at the beginning of the study are correct. The 
research (quantitative and qualitative) which only includes a group of people over a certain 
period of time (static tests) is not completely reliable because among others it is unable to 
present the causes and effects of the conduct of individual generations. In addition, read-
across approaches do not identify the causes of change among representatives of different 
generations (i.e. changes in attitudes and behaviors that occur as one gets older, regardless of 
historical events or trends that occur in society). The only way to thoroughly investigate the 
causes of these changes between representatives of generations is to examine generational 
differences using historical data obtained over a longer period (dynamic tests)30.

24  P.B. Smith, S.H. Schwartz, Values, in: Handbook of Cross-Cultural Psychology (Vol. 3, 2nd ed.), eds. 
J.W. Berry, M.H. Segall and C. Kagitcibasi, Needham Heights, MA: Allyn Bacon, 1997, pp. 77-118.
25  A.M. O’Rand, M.L. Krecker, Concepts of the Life Cycle: Their History, Meanings, and Uses in the 
Social Sciences, “Annual Review of Sociology” 1990, 16, pp. 241-262.
26  E. Erikson, Childhood and Society, 2nd ed., New York: W.W. Norton. 1963, pp. 60-63.
27  D.J. Levinson, The seasons of a man’s life, Random House Digital, Inc. 1978, pp. 80-90.
28  Ibidem, pp. 80-90.
29  E. Parry, P. Urwin, Generational differences in work values, “International Journal of Management 
Reviews” 2011, 13, pp. 79-96. 
30  I. Woodward, P. Vongswasdi, E. More, Generational diversity at work: A systematic review of the 
research, “Working Paper Series” 2015, 48/OB, pp. 138-145, https://sites.insead.edu/facultyresearch/
research/doc.cfm?did=56531.
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Dynamic tests in the analysis of intergenerational differences were used among oth-
ers by Smola and Sutton (2002), who compared the approach to work between employ-
ees in 1974 and 1999 to examine the differences between the two generations, and more 
specifically to analyze whether the attitude to work changed with the age of employees31. 
Researchers found significant differences between the two generations (Generation X and 
Baby Boomers) in terms of loyalty, self-reliance and opportunities for rapid promotion. 
The obtained results support the supposition that changes occur due to the passing age of 
employees. Twenge and colleagues, on the other hand, carried out a number of analyzes 
based on historical data and found certain differences between generations in relation to 
variables such as attitude to work, motivation and personal characteristics32. 

A different perspective on some issues may be the result of belonging to a particular gen-
eration or it may result from different professional experience and the aging process. To sum 
up, only taking into account extensive research material it can be considered whether these 
are differences that occur between generations or whether they are differences resulting from 
the process of human maturation and a different attitude towards some problems33.

Admittedly, the classic design presented by Mannheim34 helps to indicate what ele-
ments in research are needed for analysis of generations, but there are no theoretical 
grounds to indicate causal relationships between individual environmental factors and 
variables characterizing a given generation. It is a methodological challenge to skillfully 
examine and distinguish these variable generational factors when these variables relate 
to generations and when they are independent of them. More precisely, the approach to 
researching generations in most cases begins with defining the generation and indicating 
the initial assumptions. The assumption apriori is very extensive and provides theoretical 
background for this particular category of generations. This assumption is often incorrect 
because these categories are presented in a simplified manner by assumption giving a spe-
cific set of fixed features and as a result these differences are not significant. It follows that 
the differences between generations indicated in the research are often small or the genera-
tions have been characterized incorrectly. Meanwhile, intergenerational differences should 
result from links between key life events in a given time period that affect specific behav-
iors and attitudes in a given generation. If the research is conducted fairly then one can 
distinguish the results of empirical research from commonly functioning simplifications35.

31  K.W. Smola, C.D. Sutton, Generational Differences: Revisiting Generational Work Values for the New 
Millennium, “Journal of Organizational Behavior” 2002, 23, pp. 363-382.
32  J.M. Twenge, T. Kasser, Generational changes in materialism and work centrality, 1976-2007: As-
sociations with temporal changes in societal insecurity and materialistic role modeling, “Personality and 
Social Psychology” – Bulletin 2013, 39(7), pp. 883-897.
33  E. Parry, P. Urwin, The evidence base for generational differences: Where do we go from here, “Work, 
Aging and Retirement” 2017, 3(2), pp. 140-148.
34  K. Mannheim, The problem of generations. In Kecskemeti, P. (Ed). Essays on the sociology of knowl-
edge, London, UK: Routledge and Kegan Paul 1952, pp. 80-89.
35  J. Cogin, Are generational differences in work values fact or fiction? Multi-country evidence and im-
plications, “The International Journal of Human Resource Management” 2012, 23(11), pp. 2268-2294.
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Another challenge in research into the problem of intergenerational differences 
is the overwhelming tendency to ignore the influence of national culture. Gener-
ations may vary depending on location, social, economic and historical events36. 
However, most of the research is based on the western, mainly American cultural 
and historical circle, thus taking into account a slightly different definition of gen-
erations not the cultural and historical aspect specific to each country37.

Little research considers the extent to which culture influences and shapes life 
experiences and intergenerational differences. On the other hand, Edmunds and 
Turner negate the concept of cultural differences between countries, suggesting 
the development of „global generations” 38. This is based on the belief that with the 
increase in technology, communication and globalization, countries should be af-
fected by similar phenomena around the world.

Another important issue in intergenerational analysis is ignoring the effect of „hy-
brid generations”. The term „speculators” or „animators” refers to people who were born 
in the boundary period between two generations39. An example would be a person born 
in 1963. A person was born in the year when the baby boom generation ends and at the 
same time the beginning of generation X dates. According to Schewe and Noble, such 
people report the most important historical event in their lives and are thus assigned to 
a particular generation40. Therefore, these people have features from both generations 
between which they were born. In this regard Lancaster and Stillman suggest that they 
may have a particular advantage in the context of intergenerational conflict because of 
their ability to relate to both generations41. This characteristic of generations allows de-
signing trends and pointing to possible features of future generations42.

3. Diversity of employees due to age
 
Diversity is a term describing the distribution of differences between members 

of a given entity (e.g. organization, group) in relation to the common attribute X. 
When describing the diversity of a given attribute within the examined entity (e.g. 
group or organization), this entity is described as a whole and not focusing on dif-

36  B. Mannheim, Male and female industrial workers: Job satisfaction, work role centrality, and work 
place preference, “Work and Occupations” 1983, 10(4), pp. 413-436.
37  S. Lyons, L. Kuron, Generational differences in the workplace: A review of the evidence and directions 
for future research, “Journal of Organizational Behavior” 2014, 35(S1), pp. 139-157.
38  J. Edmunds, B.S. Turner, Global generations: social change in the twentieth century, “The British 
Journal of Sociology” 2005, 56(4), pp. 559-577. 
39  L.C. Lancaster, D. Stillman, When generations collide: Who they are. Why they clash. How to solve 
the generational puzzle at work, New York: Collins Business 2002, pp. 189-192.
40  C.D. Schewe, S.M. Noble, Market segmentation by cohorts: the value and validity of cohorts in Amer-
ica and abroad, “Journal of Marketing Management” 2000, 16(1-3), pp. 129-142.
41  L.C. Lancaster, D. Stillman, When generations collide…, pp. 189-192.
42  E. Lamm, M.D. Meeks, Workplace fun: the moderating effects of generational differences, “Employee 
Relations” 2009, 31(6), pp. 613-631.
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ferences between members4344 - which is the subject of most intergenerational dif-
ferences currents. It is often described as heterogeneity, relationship demographics 
or organizational demographics45.

Research from the perspective of diversity understood in this way has shifted the in-
terest of individuals to organizations as a whole46. Diversity can be understood as a con-
struct composed of two dimensions- diversity at shallow and deep levels. The first level 
refers to the easily noticeable (and thus useful due to quick assessments) characteristics 
of the members of the organization, or groups such as gender, race or age. The other 
level contains similarities such as attitudes, values and beliefs, network connections or 
even results as well as personality, i.e. traits that are difficult to observe47.

Therefore, diversity research can cover many aspects. In the context of the occur-
rence of different generations in organizations the most obvious variable is age. Diversity 
due to age is defined as differences in the age distribution among employees48. In previ-
ous research on the diversity of employees by age the focus was rather on the charac-
teristics of a particular age group, for example on the group of employees over the age 
of 50, and the measures to support them in their work49. The literature on the subject 
rarely indicates the diversity of employees due to age and benefits of this diversity for the 
organization. The concept of employee diversity due to age is, however, primarily related 
to the results of the organization. This diversity can have a positive and negative impact 
on the organization’s results50. This positive impact results from the complementarities 
of competences and professional experience of employees in such a diverse team, more 
diverse possibilities of problem solving, more developed motivational processes, and 
more diverse and more effective transfer of knowledge from older to younger genera-
tions, which contributes to the synergy effect5152. The diversity in terms of employees’ age 
shows a wide variety of knowledge, values and professional experience53. That is why the 

43  D.A. Harrison, K.J. Klein, What’s the difference? Diversity constructs as separation, variety, or dispar-
ity in organizations, “Academy of Management Review” 2007, 32, pp. 1199–1228. 
44  Ibidem, pp. 1199-1228. 
45  Q.M. Roberson, The Oxford handbook of diversity and work, Oxford University Press 2013, pp. 52-60.
46  J. Pfeffer, Organizational demography, “Research in Organizational Behavior” 1983, pp. 98.
47  Ibidem, pp. 52-60.
48  S.A. Boehm, F. Kunze, H. Bruch, Spotlight on age-diversity climate…, pp. 1-38.
49  K. Komp-Leukkunen, Capturing the diversity of working age life-courses: A European perspective 
on cohorts born before 1945, “PLoS ONE” 2019, 14(2), e0212400, https://doi.org/10.1371/journal.
pone.0212400, pp. 12-17.
50  Ibidem, pp. 1-38. 
51  U. Backes-Gellner, M. Schneider, S. Veen, Effect of workforce age on quantitative and qualitative or-
ganizational performance: conceptual framework and case study evidence, “Organization Studies” 2011, 
32, 8, pp. 1103-1121.
52  S.K. Horwitz, I.B. Horwitz, The effects of team diversity on team outcomes: A meta-analytic review of 
team demography, “Journal of Management” 2007, 33, pp. 987-1015.
53  A.A. Cannella, J.H. Park, H.U. Lin, Top management team functional background diversity and firm 
performance: examining the roles of team member colocation and environmental uncertainty, “Academy 
of Management Journal” 2008, 51, 4, pp. 768-784.
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team, diversified in terms of age, has more knowledge and greater opportunities to solve 
problems. Knowledge can be from different areas (e.g. technical, social) or at different 
levels (e.g. beginner or advanced). Younger people may have a high level of theoretical 
knowledge but may have less professional experience, unlike older people. Connecting 
employees with such different knowledge, levels of competence and skills reduces the 
risk of one-sidedness and unwillingness to innovate compared to employees with a very 
similar set of features, skills and experience.

It is assumed that the joint operation of age-diverse employees contributes to the 
increase of employees’ general knowledge, which has a positive impact on problem 
solving and increase in employee productivity54. In teams of different ages, the crea-
tivity of employees is stimulated, the ability to solve problems increases, the decision-
making process is improved, and ultimately the organization’s efficiency increases.

Research shows that greater diversity due to age can also help counteract prob-
lems related to employee motivation. An excessively homogeneous age group of 
employees may impede opportunities for promotion and development for young or 
older employees. A homogeneous group of employees uses incentives that suit them 
and thus take full advantage of opportunities for promotion or development in the 
company, discouraging other age groups from becoming more involved in work55.

Conversely, greater diversity due to age should increase employee productivity 
by providing diverse, attractive to all professional motivators. In addition, a homo-
geneous group of employees prevents the transfer of specific, often hidden knowl-
edge, to younger employees. Only if the employee teams are diverse in terms of age 
will it be possible to transfer valuable specialist knowledge to younger employees, 
which is the basis of their development56. A more diverse team of employees due 
to age makes the transfer of tacit knowledge, important for the enterprise, between 
employees easier57. To sum up, one can expect more and more benefits resulting 
from the growing diversity of employees due to age, with appropriate use of human 
resources management tools.

Conclusions

This article presents differences in approach to intergenerational diversity and 
employee diversity based on age. The literature on the subject has many critical 
remarks directed towards the concept of intergenerational diversity. There is no uni-

54  U. Backes-Gellner, M. Schneider, S. Veen, Effect of workforce..., pp. 1103-1121.
55  R. Gibbons, M. Waldman, Enriching a theory of wage and promotion dynamics inside firms, “Journal 
of Labor Economics” 2006, 24, 1, pp. 59-108.
56  Ibidem, pp. 59-108.
57  U. Backes Gellner, S. Veen, Positive effects of ageing and age diversity in innovative companies – 
large scale empirical evidence on company productivity, “Human Resource Management Journal” 2013, 
23(3), pp. 279-295.
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form position as regards the ranges defining the limit dates for the functioning of 
a given generation and the definition of generations. There are differences in defin-
ing key historical events that determine generations. There is very scarce in terms of 
quality research indicating actual differences between generations. Currently, these 
differences are most often given as a set of generalized features that have no scien-
tific basis. In addition, an attempt is still being made to select appropriate research 
methods and tools for analyzing generations and generational differences. To sum 
up, the theoretical basis on issues of generations as well as previous empirical re-
search raise a lot of controversy and point to many gaps. The interest in employee 
diversity need not be examined solely in relation to the occurrence of differences 
between generations. Undoubtedly, employees differ due to various aspects that are 
of interest to intergenerational differences, i.e. values, needs, motivations, lifestyle, 
approach to work, approach to new technologies, perception of leadership and the 
way of communication, but these differences can also be studied in terms of diver-
sity. One of the research areas may be the one related to the age of employees. This 
seems to be a valuable research direction for at least two reasons. First, as has been 
shown above, there is evidence that age diversity is positively linked to the organi-
zation’s results. Secondly, there is much less research in this area than research into 
other dimensions of diversity58, making it largely unrecognized. Meanwhile, longer 
life expectancy increases the diversity of employees based on age. On the one hand, 
employees work longer and on the other, young people are increasingly starting 
their careers early. That is why it is so important for company managers to under-
stand how diversity due to age affects various organizational aspects: e.g. organiza-
tion results, employment flexibility, decision making, leadership style, how to solve 
problems59. It would also be interesting to classify the tasks performed by employees 
in the workplace, which can be done more easily and better in a team differentiated 
by age. Another area for empirical analysis is to verify whether it is possible to im-
prove the quality of work in teams of various age, e.g. by using high-performance 
work systems. Another area concerns the impact of employee diversity due to age 
on the organization’s results. The relationship between employee diversity based on 
age and performance is most often presented at the individual or group level60. In 
addition, the impact of this relationship only on economic performance, such as 
return on assets, return on equity and an increase in sales61 is analyzed at the or-
ganizational level. Therefore, it is worth conducting empirical research to verify the 

58  N. Theodorakopoulos, P. Budhwar, Guest editors’ introduction: Diversity and inclusion in different 
work settings: Emerging patterns, challenges, and research agenda, “Human Resource Management” 
2015, 54(2), pp. 177-197.
59  Ibidem.
60  D.A. Harrison, K.J. Klein, What’s the difference?..., pp. 1199-1228. 
61  L.Q. Wei, C.M. Lau, M.N. Young, Z. Wang, The impact of top management team demography on firm 
performance in China, “Asian Business & Management” 2005, 4(3), 227-250.



252 Humanitas University’s Research Papers. Management

assumption that the diversity of employees due to age influences the improvement 
of results, in particular non-economic results, such as flexibility, creativity, innova-
tion, quality of decision making and ability to solve problems62.

To sum up, in connection with the above-mentioned critical arguments regarding re-
search on generational diversity, it would be worth being interested in research in the area 
of employee diversity due to age. In the literature on the subject, it is emphasized that in 
age-diverse teams, there are numerous processes positive for organizations, e.g. accumula-
tion of varied and broad knowledge, diversification of employees ‘competences and expe-
rience, which results in greater stimulation of employees’ creativity, increase their ability 
to solve problems, and streamlines the decision making process. Because of the lack of 
sufficient research on the diversity of employees due to age this area is still largely unrecog-
nized and may indicate more positive effects for the organization than previously known.
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