
The opinions expressed in this presentation are those of the speaker. 
The International Society and International Foundation disclaim responsibility 
for views expressed and statements made by the program speakers.

Benefit Challenges of a 
Multigenerational Workforce: 
Demographics, Predictions 
and Implications

Dr. Linda Duxbury
Professor

Sprott School of Business
Carleton University

Ottawa, Ontario

I Study Change and 
Teach Change Management

 In my experience
 Organizations do not like to change
 Organizations are not good at change
 The moral case for change is not effective
 Employers like to talk change but do not actually 

change

 But. . . Organizations are going to have to 
change to remain viable 

 Why?  Shifts in external environment
 Challenge:  Success spiral 
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Next Several Decades We Will Witness 
Transformational Change in Our Workforce 

 Need to change driven by:
 Labour Force Demographics

 Revolution in Fertility 
 Longevity
 Competition for skilled labour

 Technology
 The knowledge worker

 Global labour market/global competition

 Implication of such an environment:
 Change or die
 Winners and losers

Buyers Versus Sellers Market

 The War for Talent
 Globally we are moving from a “buyers”

labour market where there were more 
“good” employees than good jobs to a 
“sellers” market where there are more “good 
jobs” than employees with the skills to fill 
these jobs

1-2



Why a Labour Force Shortage?

 Birth Rates Declining Throughout the World
 Canada’s birth rate is below replacement levels
 “Revolution in Fertility”

 Population is aging 
 Many countries have inverted population 

pyramid
 Age at which people are taking retirement has 

fallen
 People are staying in school longer (or 

returning)
 Increasing skill-intensity of employment
 Greater international competition for labour

What Is Happening 
to the Canadian Workforce? 
Canada—Now
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Canada: 2050

Age Profile of Labour Force Will Change
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Dramatic Increase in 
Immigration Will Be Needed

What Is Happening in the 
United States?: Now
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United States: 2050

The Age Profile of the US Labour Market
US Workforce By Age: Percent Growth 2000-2010 Dychtwald
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Looming Labour Force Shortage

 The first of the baby boomers were 
eligible to retire in 2008
 This started the exodus of skills and 

experience

 “The confluence of a bulging aged 
population and a shrinking supply of 
youth is unlike anything that has 
happened since the dying centuries of the 
Roman Empire.” Peter Drucker

Natural Growth Vs Immigration 
Statistics Canada, Oct. 2014

Migratory 
increase

Natural 
increase
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Where do the Immigrants Live 
Once They Come to Canada?

Color Fertility rate Long-term impact 

Red Less than 2 Declining population 

Yellow About 2 Stable population 

Green 3 to 4 Growing population 

Blue 4 or more Rapidly growing population 

http://www.pregnantpause.org/numbers/fertility.htm

Shifting 
Demographics
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What Is Happening in the US? 
Fewer Kids—US Today Based on Current Census Data

Education and the Labour Market
Educational Attainment Major Predictor Of

 With the emergence of the knowledge 
economy the proportion of the workforce 
requiring some form of education or training 
post high school will increase dramatically
 US Department of Education shows that 60% of all 

new jobs in the 21st century will require skills that 
are possessed by only 20% of the current 
workforce

 Canadian data estimates that by 2031 Canada will 
need 77% of our workforce to have post secondary 
credentials
 Significantly higher than the 60% we now enjoy
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In the U.S. and Canada the Unemployment 
Rate Depends on Education Levels

No high school 
diploma

High school 
diploma

Some 
college

Bachelor’s 
degree 
(or greater)

Job Skills Mismatch:
People Without Jobs: 
Jobs without People Rick Miner

 We face a future with:
 large numbers of unskilled workers looking for 

jobs that require skills they do not possess, and
 A large number of jobs that will go unfilled 

(i.e. Shortage in the midst of surplus) Rick Miner

 Retirements will be highest in occupations 
requiring skills 
 But production of graduates from post secondary 

institutions is starting to shrink
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Supply and Demand:  
A looming Imbalance Miner, 2010

A B

C

A B

C

A B

C

A B

C

A B

C

A B

C

A B C

Jobs Without People, People Without Jobs
Time magazine, August 26, 2012
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Percent Change in Employment Shares 
by Occupational Group 
Jaimovich and Siu (2012)

Non-Routine: Cognitive Non-Routine: Manual

Routine

Implications for Employers

 To be successful going forward you need to 
put as much emphasis on managing your 
human capital as you do to managing your 
bottom line!

 Critical success factors all have to do with 
human capital management
 Recruitment and retention
 Succession planning
 Work life balance and managing workloads
 Knowledge transfer
 Change management
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Understanding Generational 
Differences Key to Moving Forward

 What is a generation? And why do they arise?
 Not defined by time
 Rather, people are defined by the “watershed”

events and conditions that they were exposed to 
as they grew up

 These common influences shape their attitudes 
which in turn influences what motivates them 

 We are in an unusual circumstances right 
now because we have four generations in the 
workforce at the same time

Demographics 101

 Demographics 101
 The war, return of the veterans
 The  Veterans (born just before or during 

WWII—59 +)
 The Baby Boom (1947 to 1964)
 The Baby Bust (Generation X) (1961 to 1980)
 The Echo Boomers (Nexus) (1981 to 1990)

 42% the size of the boomer cohort

 The concept of “cuspers”
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Key Differences in Values 
by Generational Cohort

 Our research shows that generational cohort 
is a key predictor of:
 What employees want from a job
 What employees want from their boss
 What they will do if their organization or their boss 
“does not deliver”

Implications for Employers

 No one size fits all approach will work
 Managing diversity of various types will be key
 Increased between-group conflict within the work 

place with respect to bargaining issues, reward and 
recognition
 Gen Y do not place the same priority on workplace health  

and safety or job security issues
 They are invulnerable

 Gen X—it is all about balance, workloads, development
 Boomers—it is about job security, benefits, seniority, pensions 

 Greater number of immigrants
 Different issues and different attitudes 
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Implications for Employers

 Bi-modal labour market 
 Those with talent unlikely to need unions
 Those within the skills the market needs will 

have challenges even when they are part 
of a union
 What incentives do organizations have to focus on 

benefits, pensions, pay, job security, health and 
safety etc (all the things that you care about) for 
their unskilled labour pool?

 Potential for abuse is very large 

Talent Shortage Looms Due to: 
(HBR, July, 2, 2014)

 Globalization: “Going global” increases need 
for talent
 The competition will be heated. 

 Shortage of Gen X: The number of potential 
leaders between 35 and 44—the sweet-spot 
for finding up-and-coming talent—is set to 
decrease by 30%. 

 Poor Succession Planning: Companies not 
doing a good job of developing their own 
talent pipelines ahead of the impending 
drought. 
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Gen X Are Key!!! 

Implications for Employers

 The competition for talent will be global
 Are you competitive with respect to people management 

practices

 The talent you want cannot be bought 
 Caution: Talent that can be enticed by money—can be 

offered more by competitors to leave

 You are only as good in this market as your 
employees say you are (what do they say?)

 To compete you need to change strategic focus
 From short term to longer term
 From finances and ROI to human capital and $$$
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Workloads and Work-life Key to 
Recruitment and Retention of Generation X

 This is key issue for this group
 Younger families, older parents
 In their career ascendancy and work demands are also 

increasing
 This group has very high stress levels

 Feel that Boomers are not serious about this issue
 Boomers talk about balance but they are not sincere 

(do not walk the talk)
 Think that having balance is “career limiting move”
 Boomers expect that work comes first 
 Many have sacrificed families for job security and 

advancement
 Those who have expect younger workers to do same

Workloads and Work-life Key to 
Recruitment and Retention of Gen Y

 This is also key issue for Generation Y
 They have seen the consequences of in-balance in their 

parents who:
 Were downsized 
 Had marital problems/got divorced
 Were not there for their kids
 Suffered high stress, burnout, depression and took 

prescription medicine
 As a consequence they place a high priority on balance 

which they define much more broadly than the boomers
 They insist on a life
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Workloads and Work-life 
Key to Retention of Boomers

 This group is tired and cynical
 They plan on having balance when they retire

 Which if you do not deal with issues around 
workloads will be sooner than you expect

 They will not stay working for you until 
retirement age if you do not deal with 
workloads
 And if you hire them back on a contract position 

they are in the driver’s seat

Employers: Need to Deal With the Culture

 Work by Psychotherapist Douglas LaBier 
whose practice is devoted to treatment of 
individuals who work for large organizations

 He found that those considered “sick” by 
their organizations were from a 
psychotherapeutic standpoint “normal”

 Those who were considered “normal” and 
pointed to as role models had serious 
psychological problems
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“Modern Madness”

 These problems included lust for power, 
feelings of grandiosity, desire to micro-
manage, high need for control and to 
dominate others

 Many organizations have institutionalized 
“sickness”

 Not only a fundamental part of culture but 
also exercises tremendous pressure on 
“normal” people to become “sick” to fit in

In Many Organizations the 
Culture Is Part of the Problem

 Problematic Cultures: 
 Hierarchal 
 Bureaucratic 
 Boiled frogs
 Emperor has no clothes
 A ++ 
 Reactive/urgent (not proactive/important)
 Whack a mole
 Talk values but manage $$$$
 Teflon
 Fish bowl
 “Connected”
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The Connected Culture

Culture That Focuses on 
Urgent Rather Than Important:   

Importance

High

Need to  the amount of 
time in this quadrant
Leads to knowledge 
transfer, creativity, 
networking, learning

Need to  the amount of 
time in this quadrant 
Associated with high levels 
of stress, burnout, work-life 
conflict, mistakes, reduced 
creativity and engagement

Low

Need to  the amount of 
time in this quadrant 
Procrastination, poor 
planning, poor career 
development

Need to  the amount of 
time in this quadrant 
Caused by E-mail and lack 
of  clerical and technical 
support

Low High

Urgency
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Good quote: Change at GM

“I come from an environment where, if you 
see a snake you kill it. At GM, if you see a 
snake, the first thing you do is organize a 
committee on snakes. Then you go hire a 
consultant who knows a lot about snakes. 
Then you talk about it for a year.”

Ross Perot commenting on GM’s inability to change its culture

How Does One Change Culture? 
Leadership!

 Primary mechanisms one can use to create, 
transmit or change culture are:
 What leaders pay attention to, measure and 

control on a regular basis
 The reactions of leaders to critical incidents and 

organizational crisis
 Observed criteria by which leaders allocate scare 

resources
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How Does One Change Culture?  
Leadership!

 Primary mechanisms one can use to create, 
transmit or change culture are:
 Deliberate role modeling, teaching and coaching
 Criteria for allocating rewards
 Criteria for recruitment, selection, promotion, 

retirement and excommunication

Other Key “Flash Points” Moving Forward

 Dynamic work environment will mean that people will no 
longer own jobs
 Today the survival of the firm depends more than ever on the 

proper exploitation of brain power

 Organizations in the future will be more temporary 
 Employees will be differentiated not vertically according to rank 

and status but flexibly and functionally according to skills and 
professional training

 Trust and credibility an issue for employers
 Actions speak louder than words

 Education will be necessary not just nice
“Computers can do the work of most high school graduates and 
they can do it cheaper and more effectively”
Wirtz, US Secretary of Labour
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Other Key “Flash Points” Moving Forward

 Employers will need to make a distinction 
between three groups of employees
 Talent
 Solid Citizens
 Jerks

 Who are your policies are put in place to 
manage what group?
 Let’s look at the “fall out” from this

Other Key “Flash Points” Moving Forward

 Flexibility in terms of policies and practices
 Importance of flexible benefits
 Vacation times 

 Balance is no longer just about childcare
 Eldercare is the new childcare

 Recognize the importance of working for a 
good manager
 But how much do you support your managers?
 What training do you give them?
 Succession planning 
 How much time given for management activities?
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Final Words

“More than anytime in history 
mankind faces a crossroads.  
One path leads to despair and 
utter hopelessness, the other to 
extinction.  Let us pray that we 
have the wisdom to choose 
correctly.” Woody Allen

Good luck

 Questions?
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