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Abstract - This paper presents the challenges employers encounter because of their employees’ age diversity and its purpose 
is to verify whether employers are prepared to manage extreme age diversity of employees. As shown by the analysis of 
statistical data, the society is growing older. Deficiency of young people on the labour market imposes higher activity among 
people over 50 and over 60. In the future, most workplaces will have five generations working side by side. The objective of 
the presented research is to analyse what differences there are in the needs of different age groups of employees and whether 
employers meet these diversified needs equally, or focus on the needs of the selected group(s). The hypothesis based on 
observation and informal interviews with employers assumes that they forget about the needs of Baby Boomers generation, 
usually focus on generation X, offering less for generation Y and have no idea how to prepare job places for generation 
Z.Therefore, in order to attract and retain employees from different generations, employers should implement a thoughtful 
employer branding strategy based on different tools targeting different generations’ needs. 
 
Index Terms - Employer branding, demographic change, workforce generations, age diversity. 
 
I. INTRODUCTION 
 
Employer branding is a very up-to-dateand significant 
issue nowadaysin the times of workforce and talent 
shortages. The company’s success today depends 
primarily on having the best talent – in terms of not 
only attracting it now, but also retaining it in the 
future. The basic goal of this paper is to show how 
difficult this effort has become because of major 
demographic changes which have been affecting the 
labour market, especially in terms of employees’ age 
diversity and different generations they represent. 
The aim of this study is to verify whether employers 
are prepared to manage extreme age diversity of 
employees. The objective of the research is to 
identify and analyze the differences in the needs of 
different age groups of employees and whether 
employers are able to meet different needs of various 
age groups, as well as whether they fulfill the needs 
of every age group equally, or just focus on the needs 
of the selected group. 
We assume that even if not all employers are familiar 
with the concept of employer branding, most of them 
do use some elements of employer branding. 
However, in many cases they are not aware of 
different expectations of particular generations and do 
not target different age groups properly in their 
employer branding activities. 
 
II. DEMOGRAPHIC CHANGES INFLUENCING 
THE LABOUR MARKET 
 
The labour market has changed significantly; in many 
countries, like Poland, we deal less frequently with an 
employer’s market, but more often with the 
employee’s market. The world of labour is now 
changing faster than ever. Employers must look to the 

inevitable future and prepare for the 
multigenerational workforce. 
As we move into the nearby future, most workplaces 
will have five generations working side by side: 

 Traditionalists (Post-War), born before 
1945;  

 Baby Boomers, born between 1946 and 
1964;  

 Generation X, born between 1965 and 1976;  
 Millennials (Gen Y), born between 1977 and 

1997;  
 Generation Z, born after 1997 (Meister& 

Willyerd, 2009). 
 
Nowadays the most numerous group of people on the 
labour market are generation X and Y, they constitute 
altogether 76% of the working population (Labour 
Force Survey in Poland, 2013). Human resource 
management is based mainly on these groups. This 
results from the fact that the society is both growing 
older and declining.  
The other generations are less numerous. There are 
several reasons for that. Post-War and Baby Boomers 
generations often retire or die. In generation Y there 
were fewer births than in the previous ones and part 
of this group went abroad. The small number of 
generation Z is caused by the decrease of the birth 
rate. 
While human resource executives are trained to 
address many forms of diversity, they must now be 
prepared to manage extreme age diversity as well. 
Forward-thinking companies will have to understand 
the needs and desires of different generations to best 
source, recruit, and retain them. 
According to the “Comfort vs development” report 
(Wygoda Kontra Rozwój, 2015), published by 
www.pracuj.pl, every one out of three professionally 
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active Poles (34%) have got a sense that they do not 
develop in their current workplace. 67% of the 
subjects have not changed the job or have not been 
promoted for the last three years. 41% of them have 
not got any pay rise.  
 

 
Figure 1.Population in Poland in 2013 and in 2050 

(Demographic Yearbook of Poland, 2015) 
 
Furthermore, the above-mentioned research proved 
that 85% of workers at the age of 18 to 29 years old 
upskilled their qualifications, meanwhile only 16% of 
people in their 50s gained new abilities. There are 
also significant differences in relation to promoting 
and pay raising. In the last three years only one out of 
five people over 50 was promoted and one out of two 
got a pay rise. In comparison, 47% of young people 
got promoted and 69% got a pay rise. 
As shown by the analysis of statistical data, the 
society is growing older. Deficiency of young people 
on the labour market imposes higher activity among 
people over 50 (generation X). Although some older 
workers find themselves pushed out of the job 
market, those who retain jobs may stay in them 
longer.This situation requires from employers to 
motivate current employees to raise their professional 
skills. Employers stand in the face of significant 
challenges concerning their abilities to motivate and 
retain employees of different ages in their 
organizations through employer branding activities. 
 
III. LITERATURE REVIEW 
 
The term “employer branding” (EB) is not precisely 
defined in literature. Employer branding is the key 
tool to attract, recruit and motivate current and future 
employees. Such activities create the image of the 
company and distinguish it from the competition.  
Strong brand ensures the advantages both to the 
company and its workers, not only in economic sense, 
but also in psychological one. Thanks to it, the 
company can care about its employees and offer them 
a wide spectrum of development and professional 
promotion.  
The precursors of employer branding are Tim Ambler 
and Simon Barrow, who coined the following 
definition in 1996: “…the package of functional, 
economic and psychological benefits provided by 
employment and identified with the employing 
company.The main role of the employer brand is to 

provide a coherent framework for management to 
simplify and focus on priorities, increase productivity 
and improve recruitment, retention and commitment." 
The major goal of employer branding activities is to 
build an image of a company which is attractive on 
the labour market in the awareness of two groups – 
current employees and potential candidates, including 
so called top talents (Kampioni-Zawadka, 2014). The 
employer branding efforts have the capability to 
reinforce the entire employment experience from 
recruitment procedures to exits, which can be 
leveraged in the minds of employees by providing 
distinctive tangible and intangible benefits such as 
training, promotion opportunities and flexible 
working hours. It is crucial for any employer to be 
able to communicate these benefits with the employer 
value proposition truthfully so that the employer 
brand promise can be kept, which in turn will create 
increasing employer brand loyalty and retention 
(Suikkanen, 2010). What’s more, a new global study 
has found that an average of 56 percent of job seekers 
say that an employer’s brand or reputation is more 
important now than it was a half-decade ago (Wolper, 
2016). 
From an HRM point of view, organisations and their 
leaders in EB activities need to recognise the 
presence of multi-generational diversity and thereby 
engage with it more proactively. The question of 
generational diversity has been addressed by many 
researchers from different fields such as sociology, 
anthropology and economics(Srinivasan, 2012). 
Studies about the generational issues have increased 
substantially in the academic and managerial 
literature (Ansoorian, Good & Samuelson, 2003; 
Benson & Brown, 2011; Constanza et al., 2012; 
Lyons & Kuron, 2014). The key premise that guides 
most of these works is that there might be significant 
differences between generations currently in the 
labour market, which could cause not only more 
conflict in the workplace, but could also bring the 
need for rethinking people management practices, 
such as recruitment, compensation, development, 
performance assessment, and feedback (Reis & 
Braga, 2016).  
In terms of engagement and communication with the 
organisation, there could be significant generational 
differences. In various studies, it has emerged that the 
motivators differ across generations. Some 
generations prefer security and stability more than the 
others. The compensation policies, in particular the 
reward and recognition policies, should provide for 
these substantial differences across generations 
(Srinivasan, 2012). 

 
IV. RESEARCH METHODOLOGY 

 
The purpose of the presented study is to verify 
whether employers are prepared to manage extreme 
age diversity of employees. The objective of the 
carried out research was to analyse what are the 
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differences in the needs of different age groups of 
employees and whether employers meet the needs of 
every age group equally or focus only on the needs of 
the selected group. 
The hypothesis based on the observation and informal 
interviews with employers assumes that employers 
forget about the needs of Baby Boomers generation, 
usually focus on generation X, offering less for 
generation Y and have no idea how to prepare job 
places for generation Z. 
The questionnaire consisted of two parts: one 
designed for employees and one for employers. 
Survey questions were divided into four groups and 
were related to: 
 The overall satisfaction with work, perceived 

stress level and intention to quit; 
 The external motivators: payment, employment 

benefits, training, job security, career 
development, promotion, satisfying job and 
balance between work and home life; 

 The degree of importance of the need for 
achievement and internal motivators, such as: 
stimulating and challenging work, opportunities 
to learn new things at work and be creative, 
opportunities for personal growth and 
development, relationships with colleagues and 
superiors, working for organization with good 
reputation and having a sense of worth of work; 

 The perceived organizational support, 
organizational identification and commitment. 

 
Quantitative and qualitative research was carried out 
in November 2016 using the technique of survey 
questionnaire on a sample of 100 representatives of 
companies from the region of Lower Silesia in 
Poland.  
The sample was divided into two groups: 82 
employees, divided into three age groups, as follows: 
30 respondents aged 18-29, 40 respondents aged 30-
49 and 12 respondents aged over 50. The other group 
comprised 18 employers representing different 
companies.  
 
V. ANALYSIS OF RESULTS 
 
Respondents (both employees and employers) were 
asked about their satisfaction with work, perceived 
stress level and intention to quit.  
 
Employers think of their employees that they are 
satisfied with work and life. This is generally in line 
with employees’ opinions. Employers expect to have 
a stable workforce, the same as respondents aged 30-
49 and over 50 who appreciate the stabilization of 
employment. A group of employees at the age of 18-
29 has a different opinion; they do not intend to stay 
long in their job. 
Half of employers argue that they have fulfilled 
obligations towards employees to provide them with 
training and opportunities for career development. 

61% of them answered that their organization 
provides pay based on employees’ current level of 
performance. 44% employers argue that the 
organization has fulfilled employees’ obligations 
towards creating the opportunity for an appropriate 
balance between work and home life. 

 

 
Figure 2.Intention to quit and employees’ perceived stress level 

(in percentage), from employer’s point of view 
 

 
Figure 3.Obligations towards employees (in percentage), from 

employer’s point of view 
 
However, employers and employees have a divergent 
opinion regarding this issue. Here employers and 
employees should define what for them is the 
appropriate balance between work and home life for 
each group, and whether the company has a 
possibility to outsource part of work or make working 
hours more flexible. 
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Dissonant opinions are also held regarding providing 
salaries based on employees’ current level of 
performance. Young workers are often very 
demanding – they desire pay overstating their skills. 
Older workers often have better skills and experience 
and spend more time at work, getting lower salary. 
Here employers and employees should agree on the 
template of qualifications, competences and 
remuneration. 
Most employers answered that their employees’ need 
for achievement is focused mainly in the field of: 
stimulating and challenging work (50%), 
opportunities to learn new things from their work 
(56%), opportunities for personal growth and 
development (44%), having good relationship with 
their colleagues (50%), having good relationship with 
their superiors (44%), being able to work for an 
organization that both values and makes use of their 
creativity (44%), being able to work to work for an 
organization that produces high quality goods or 
services (50%) and having a sense of worthwhile 
accomplishment in their work (56%). 
 

 
Figure 4.Employees’ need for achievement (in percentage), 

from employer’s point of view 
 
Employers’ answers about employees’ need for 
achievement are similar to the answers of the age 
group of 30-49. Younger employees have much 
greater need for achievement, especially for 
stimulating and challenging work and opportunities to 
learn new things and to be creative. Older employees 
have greater need for job security. 
The aanalysis of the results of research in the last 
group of questions examines the perceived 
organizational support, organizational identification 
and commitment. Half of employers think that their 
organization cares about employees’ well-being and 

most of them (39% positive and 44% neutral 
answers) think that help is available from the 
organization when an employee has a problem. 50% 
of employers noticed that employees identify 
themselves with their organization by saying “we” 
not “they”. Most employers (33% positive and 50% 
neutral answers) believe the things that people value 
in their lives are very similar to the things that their 
organization values. 

 

 
Figure 5.Organizational support, employees’ identification and 

commitment (in percentage), from employers point of view 
 
Employers correctly pointed out that the employees 
identify with the company by saying ‘we’, ‘our’, etc. 
Most employees feel as ‘part of the family’. 
Employers more often answered that the organization 
cares about their employees’ well-being, but it is not 
so much felt, especially by young people. 
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The wide range of employees’ age is a great value of 
the company. They have many opportunities to learn 
new things from each other. Young employees can 
provide some fresh point of view to their colleagues, 
whereas more experienced workers can share their 
skills and knowledge with the younger ones. 
For any employer, every generation is equally 
important, as well as it is hard to recruit and maintain. 
 Group of ages 18-29: it is difficult to get their 

engagement and loyalty; they involve themselves 
in work only when they can see their own 
advantages or they feel needed; independence, 
free time, creativity and chances of development 
are the things they appreciate the most; they 
share their opinions directly. 

 Group of ages 30-49: they appreciate employers 
who can ensure good working conditions (quality 
of products and services), interpersonal relations, 
work climate, stable position of employer; they 
often integrate with the staff, they are loyal, 
hard-working and they have strong identity with 
the company. 

 Group of ages 50+: it is a group of experienced 
employees who have a lot of knowledge; they are 
also loyal, involved in the company’s life; 
unfortunately, they are often underappreciated 
because they don’t have any possibility to share 
their knowledge and experience with younger 
employees. 

 
VI. CHALLENGES FOR EMPLOYERS 

 
So far little research has addressed the development 
and implementation of effective human resource 
management practices for attracting job applicants 
from diverse age groups. The very real problems 
arising from demographic changes are either 
unrecognised or ignored by employers (Healy& 
Schwarz-Woelzl, 2007). 
Most organisations are ill-prepared to meet the challenges associated with older workers.Forward-thinking companies will have to 
In today’s post-industrial info-centred work world, 
social and physical separations are no longer 
powerful barriers to generational mixing. The more 
horizontal, more spatially compact workplace has 
stirred thegenerations into a mix of much different 
proportions. 
According to the projections shown in Figure 6, the 
least numerous generation will be the group of young 
people. The size of the previous generations will be 
equated. Compared to the current situation, in 
Figure 6.Structure of population in Poland, according 
to age, forecast of 2035 year (Population Projection 
for Poland 2008-2035, 2009). 
 
The future there will be a reduction in the number of 
people aged 18-44 and the number of people aged 
over 45 and over 60 years will rise.Each generation 
will be very much the same in numbers and just as 
important.Therefore organizations cannot focus on 
attracting and retaining employees withonly one 

selected generation. Employer branding strategy must 
be more and more multidimensional and versatile, so 
as to reach every age group of employees.  
Finding new ways to retain older workers will be 
essential for many businesses. At the same time, 
improved health and increased longevity will make it 
possible, and often necessary, for a record number of 
workers to continue working past the traditional 
retirement age.  
Employers in all sectors must prepare for the 
forecasted decline in the number of younger 
replacement workers and the growing proportion of 
workers over the age of 40. If these issues are left 
unaddressed, the combined implications for the 
world’s productivity, commerce and economic 
growth will be significant. 
Government, the private sector and nonprofit 
organizations must prepare for the impact this 
demographic tidal wave will have on the future 
makeup of the workforce. Businesses need to institute 
training policies and accommodations to ensure 
maximum productivity in the workforce. This 
includes retooling their strategies for hiring, 
employee development, retention and transitions to 
attract and retain high-contributing employees, 
regardless of their age. It also means ensuring that the 
workplace adapts to the ongoing physiological 
changes occurring in the workforce (Mosner, Spiezle 
& Emerman, 2003). 
 
CONCLUSIONS AND RECOMMENDATIONS 
 
Foregoing conclusions seem to be obvious. 
Implementation of appropriate employer branding 
strategy should take into consideration the diversity 
of the workforce. It should be emphasized that 
employer branding gives a lot of opportunities to the 
current economic situation, so such activities should 
be developed in Poland as the basis of growing 
economy. It is the real phenomenon and it should be 
used in order to make our work better, easier and 
more satisfying than ever and in consequence, to 
increase Polish national economy. 
The aim of the study has been achieved, because the 
research proved that Polish employers are not fully 
aware of diversification of employees representing 
various age groups’ needs. They also lack tools for 
facing their problems more smoothly, thanks to which 
every employee would have the feeling of being 
treated personally and individually. 
 
Particularly huge differences in perceiving 
employees’ needs by the employers are visible in the 
range of opportunities for promotion and 
development in the group of workers over 50 years 
old. Most of them claim that their employer does not 
provide them with such possibilities. Regarding the 
extended time of professional activity of this group, it 
is necessary to take their development into 
consideration, so that they still could be valuable 
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human capital for the employer. These people are 
well-educated, they have a lot of experience and 
practical knowledge, but they still need to update 
their skills in order to be up-to-date with the current 
changes and requirements of the labour market. 
Opposed to older employees, young people expect 
more flexible time of work, more variety of and more 
stimulating tasks, what in a wider time perspective 
would allow them to get a quick promotion and to 
generate higher income. 
In the further research on employer branding, it 
would be worth to pay more attention to 
individualization of employees’ needs in particular 
age groups. It would allow employers to create places 
of work attractive both for young people who just 
enter the labour market and for those with greater 
experience. The aim of each employer should be to 
cause that every worker will feel needed and 
appreciated in their workplace. 
As an employer’s brand becomes more important for 
prospective hires, what steps can a company take to 
appeal to brand-driven candidates? A few possible 
ways include“steering the conversation” by taking 
charge on social channels, using employer review 
websites— which skew negative—to improve 
imperfections and consider the company’s core 
values, and “arming every employee with the brand 
message” by making sure the company’s mission can 
be easily articulated.  
Today’s job seekers recognize they spend a 
significant amount of their lives at work, and 
therefore, they want to ensure they align themselves 
with organizations that have great brands and a 
satisfying culture(Wolper, 2016). In order to improve 
the quality of employment, companies can implement 
varying retention management strategies, 
simultaneously increasing loyalty of employees 
(Suikkanen, 2010). However, hiring, motivating and 
retention strategies must be adjusted to different 
generations’ needs, which are as diverse as is the mix 
of generations at today’s  workplace. 
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