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ABSTRACT

Organizational engagement has only recently gained traction in research
literature despite engagement being considered as a multidimensional
construct encompassing engagement with the work, job or the organization.
Organizational engagement of Millennials is crucial for organizational
success today given that Millennials are the largest generational cohort in
contemporary workforces and they are expected to lead the transformation
of organizations at the onset of Fourth Industrial Revolution or Industry 4.0.
Novel theoretical approaches that are applied in the case of employee or
work engagement, such as the social identity perspective, appear to have
been ignored in the case of organizational engagement. This article aims to
present a narrative review of extant research literature on organizational
engagement of Millennials relating to the theories and frameworks of
engagement, and thereby to identify knowledge gaps and recommend
future research directions and theoretical perspectives that may help fill
these gaps. The literature review was conducted using Google Scholar,
Emerald Insight, Research Gate and JSTOR and considered published
empirical studies incorporating quantitative methods.
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Introduction

Engagement is a work-related attitude which is sometimes conceptualized as
a multidimensional construct and typically discussed under positive organizational
behaviour (Bailey et al., 2017; Barrick et al., 2015; Robbins & Judge, 2013; Saks, 2006; So
et al., 2021). Kahn (1990) conceptualized engagement as a function of three psychological
conditions including psychological meaningfulness, psychological safety and psychological
availability while Schaufeli et al. (2002) conceptualized engagement as the opposite of
burnout. Employee engagement encapsulates engagement with the work as well as with
the organization (Schaufeli et al., 2006; Schaufeli, 2013). Engagement is a prerequisite for
organizational success (Suomiki et al., 2019). Engaged employees are more productive,
creative, perform better, display their full selves within the job roles and serve as a key
source of competitive advantage for organizations (Anitha, 2014; Bakker & Demerouti,
2008; Kahn, 1990, as cited in Saks & Gruman, 2014; Macey & Schneider, 2008).

Saks (2006) postulated that employee engagement comprises job and organizational
engagement which are distinct from each other. Organizational engagement is defined as
the harnessing of organization members’ selves to their organizational roles (Saks et al.,
2021). It is an emerging area of interest in contemporary research literature. According
to So et al. (2021), organizational engagement is the most important factor among the
four dimensions of employee engagement which comprises person, work, relation and
organizational engagement. According to Fletcher et al. (2020), there is a gap in extant
research literature regarding the particular contextual factors pertaining to engagement.
Bakker and Albrecht (2018) suggest that more research should be conducted focusing on
engagement in the context of specific demographic groups such as Millennials (Bakker &
Albrecht, 2018).

Generational differences in the workplace are a popular area of interest in
contemporary research literature (Anderson et al., 2016; Cattermole, 2018; Glazer et al.,
2019; Hui et al., 2020; Milkman, 2017; Taylor, 2018; Thach et al., 2020). Millennials/
Generation Y are expected to comprise 75% of the global workforce by the year 2025 and
they are considered a key human resource for organizations in adapting to the changes
associated with the onset of Fourth Industrial Revolution or Industry 4.0, which involves
cloud computing, smart technology, cyber-physical systems, artificial intelligence, internet
of things (IoT) and digital transformation (Hershatter & Epstein, 2010; Omilion-Hodges &
Sugg, 2019; Sarwono & Bernarto, 2020). Engaging and retaining Millennials is increasingly
crucial for organizational success (Brant & Castro, 2019; Omilion-Hodges & Sugg, 2019).
Yet, engaging and retaining Millennials seems to be a challenge for organizations as they
are known to demonstrate unique work values, attitudes and behaviours in the workplace
(Hui et al, 2020; Murphy, 2012; Njoroge et al., 2021; Schullery, 2013; Stewart et al., 2017).
They rarely seem to attach themselves to the organizations that they work for and prioritize
their personal goals above those of the organization (Chou et al., 2021; Mahmoud et al.,
2020; Polat & Yilmaz, 2020; Seemiller & Grace, 2018).

The objective of this narrative review is to provide an overview of the extant research
literature relating to factors affecting organizational engagement of Millennials and the
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relevant theories and frameworks used in contemporary literature, thereby identifying the
knowledge gaps. Moreover, future research directions and theoretical perspectives that may
help fill these gaps are discussed.

Organizational Engagement

Organizational engagement is an emerging area of interest in contemporary research
literature. Saks et al. (2021) reviewed 40 studies on organizational engagement, in what
appears to be the first systematic narrative review focused on organizational engagement.
Most of the studies reviewed by them had been published during the preceding five years
(Saks et al., 2021). The antecedents of organizational engagement in extant literature are
grouped into four categories that include individual differences, job-related resources,
organizational-related resources and leadership (Albrecht et al., 2015). The antecedents of
organizational engagement in extant literature as identified by Saks et al. (2021) based on
their systematic narrative review are summarized in Table 1.

Table 1: Antecedents of organizational engagement

Category Antecedents in extant literature

Individual differences | work ethic, age and experience, Big Five personality traits,
public service motivation, locus of control

Job-related resources motivation-enhancing practices, work design practices,
psychological empowerment, employee voice,
meaningfulness intervention

Organizational-related | social support, justice perceptions, corporate social
resources responsibility (CSR), human resource practices,
organizational climate, organizational structural factors

Leadership ethical leadership, leader-member exchange (LMX), trust in
senior management, emotional intelligence of managers

Source: Based on Saks, A. M., Gruman, J. A., & Zhang, Q. (2021).

Millennials/Generation Y

Millennials or Generation Y refers to those who were born between the years 1982
and 2000 (United States Census Bureau, 2015). The birth years of Millennials vary between
the early 1980s and the mid-to-late 1990s but almost all sources agree that they were born
before the year 2000 (Lyons & Kuron, 2014; Gabrielova & Buchko, 2021; Glazer et al.,
2019).

A generational cohort consists of individuals who, by reason of been born during
the same time period, went through the same significant political, economic, technological
and social phenomena during their developmental ages and therefore developed a similar
a worldview equipped with similar values, beliefs and identities (Fisher & Crabtree, 2009;
Glazer et al., 2019; Kupperschmidt, 2000). According to Twenge et al. (2010), generational
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cohorts include the Silent Generation (born 1925 — 1945), Baby Boomers (born 1946 —
1964), Generation X (born 1965 — 1981), and Millennials/ Generation Y (born 1982 —
1999) and Generation Z (born after the year 2000). However, generational boundaries
are not always clear-cut (Cennamo & Gardner, 2008; Taylor, 2018; Thach et al., 2020).
Taylor (2018) postulated the existence of micro-generations born at the very end or the
very beginning of a generation. Some of the varied birth years used to define generational
boundaries in recent research literature are compiled in Table 2.

Table 2: Generational cohorts and relevant birth years

Authors Birth Years Used to Define Generations
Silent Baby Generation Millennials/
Generation | Boomers/ X Generation
Boomers Y
Twenge et al. (2010) 1925 - 1945 | 1946 — 1964 1965 — 1981 1982 — 1999
Meriac et al. (2010) 1946 — 1964 1965 — 1980 1981 — 1999
Jobe (2014) 1946 — 1964 1965 - 1979 1980 — 2000
Lyons & Kuron (2014) 1945 — early to early 1980s
early - to mid-1960s — | and the late
mid-1960s mid- to late 1990s
1980s
Clark (2017) Before 1946 | 1946 — 1964 1965 — 1980 1981 — 2000
Tsaur & Yen (2018) 1941 — 1960 1961 — 1980 1981 — 2000
Glazer et al. (2019) mid-1960s and | early-1980s
early-1980s and
mid-1990s

Source: Developed by the authors

Millennials are dubbed “Generation Me” (Twenge, 2013); the entitled generation
(Allen et al., 2015); the most praised generation (Anderson et al., 2016) and the first
generation of “digital natives” (Milkman, 2017). They are called “job hoppers” due to their
tendency for constantly changing their jobs (Seemiller & Grace, 2018). Chinese Millennials
who happen to be products of China’s one-child policy are sometimes referred to as “little
emperors” due to the sense of entitlement displayed by them (Zhao & Xu, 2019).

Millennials grew up amid globalization, 9/11 attacks and its aftermath, the war
on terror, increased demographic diversity, concerns about global warming, the Great
Recession, the Internet, social media and the rise of the Big Tech, that is, Microsoft, Google,
Apple, Facebook and Amazon (Murphy, 2012; Ng et al., 2010). Millennials are deemed to
be digital natives compared to the preceding generations, considering the fact that Baby
Boomers and majority of the Generation X did not have access to the Internet during
their formative years (DeVaney, 2015; Milkman, 2017). According to Milkman (2017),
Millennials are a relatively progressive new political generation who often get involved
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with social movements such as the Occupy Wall Street movement, the movement against
sexual assault and Black Lives Matter movement.

Work Values of Millennials

The idea of work values stemmed from traditional Protestant ethics as acknowledged
by Weber (Mohapatra & Sharma, 2010; Nadeem et al., 2019). Work values may influence
people’s behaviour and attitudes indirectly and hence affect employees’ actions as well as
their views, aspirations and choices in the workplace (De Cooman & Dries, 2012; Gursoy
et al., 2013).

Employees who represent different generational cohorts tend to demonstrate
significantly different work-related values, attitudes and behaviours (Pasko et al., 2020).
Generational awareness has recently been recognized as a key competency for managers to
be able to effectively engage subordinates from different generational cohorts (Boyle et al.,
2018; Lowe et al., 2020; Rudolph et al., 2018). The majority of employees in contemporary
workforces represent three generations including the Baby Boomers, Generation X and
Millennials (Lu & Gursoy, 2016; Twenge et al., 2010). With the youngest members of the
Baby Boomers generation nearing retirement age, Millennials are becoming the majority
generation in workforces worldwide, resulting in what some authors consider to be a
paradigm shift in the workforce demographics as Millennials demonstrate unique work
values, traits, attitudes and behaviours in the workplace (Chou et al., 2021; Hui et al, 2020;
Murphy, 2012; Naim & Lenka 2018; Njoroge et al., 2021; Schullery, 2013; Stewart et al.,
2017).

The work values of Millennials are related to their propensity for utilitarianism,
intrinsic work satisfaction, creativity, innovation, long term goals and challenging
traditional norms (Hui et al., 2020). They value work-life balance, education, teamwork,
job security and regular feedback (Anderson et al., 2016; Bresman & Rao, 2017; Durocher
et al., 2016; Gursoy et al., 2013; Murphy, 2012; Pasko et al., 2020; Rosa & Hastings, 2018).
The potential for career advancement is a priority for them (Pasko et al., 2020). Millennials
value recognition, opportunities to be involved in the decision-making process and access
to senior leadership of the organization (Gursoy et al., 2013; Pasko et al., 2020; Tirta et al.,
2020). They demonstrate a preference for flexible work, leisure and relaxation (Chou et
al., 2021; Murphy, 2012; Park & Gursoy, 2012; Tsaur & Yen, 2018; Twenge et al., 2010).
They are likely to display relatively poor organizational citizenship behaviour (Gong et al.,
2018).

Millennials demonstrate a notable dislike of bureaucracy (Gursoy et al., 2013; Pasko
etal., 2020; Twenge & Campbell, 2008). They may violate dress codes and address everyone
on a first-name basis due to their propensity for nonconformity (Twenge & Campbell,
2008). They may choose to leave organizations that endorse traditional bureaucratic style
of management since they prefer an inclusive management style (Naim & Lenka, 2018).
The quality of the leadership of the company is a vital concern for them (Arora & Dhole,
2019; Pasko et al., 2020).
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Millennials were raised by Baby Boomers or the Generation X who were obsessed
with their children’s future, which resulted in Millennials growing up as unhappy high
achievers with a tendency for job-hopping, who seek rapid career advancement (Chou et al.,
2021; Gabrielova & Buchko, 2021; Mahmoud et al., 2020; Polat & Yilmaz, 2020; Sandeen,
2008; Seemiller & Grace, 2018). They have an inclination for pursuing graduate degrees
and training opportunities (Goyal & Gupta, 2019; Rosa & Hastings, 2018). Millennial
women tend to be more self-reliant, and they are more likely to reach top positions in
the organizational hierarchy compared to the women of preceding generations (Twenge &
Campbell, 2008).

Twenge (2013) argues that Millennials are less empathetic and more selfish
compared to preceding generations. They are more confident, assertive, individualistic and
entitled, with remarkably lesser need for social approval and higher levels of self-esteem,
narcissism, anxiety and depression (Gabrielova & Buchko, 2021; Harvey & Dasborough,
2015; Twenge & Campbell, 2008; Twenge, 2013). Others have suggested that Millennials
are not necessarily more selfish or narcissistic nor are they motivated by financial rewards
alone and instead look for careers that offer intrinsic fulfillment (Arnett, 2013; Garcia et al.,
2018; Greatwood, 2016; Hui et al., 2020).

Getting Millennials to be engaged in the organization seems to be challenging since
they have an inclination to leave an organization if they feel that their needs are not being
fulfilled, resulting in employee turnover (Glazer et al., 2019; Greatwood, 2016). According
to Saks (2006), turnover intentions are negatively related to organizational engagement.
A few researchers have concentrated on employee engagement of Millennials. For instance,
researchers have recently highlighted the importance of information technology with regards
to the employee engagement of Millennials (Cattermole, 2018; Jha et al., 2019). Reverse
mentoring, where a Millennial acts as a mentor to an older mentee such as a Baby Boomer
may help retain Millennials as they may feel recognized (Murphy, 2012). According to
Raza et al. (2017), rewards and recognition, training and development as well as leadership
support are related to the employee engagement of Millennials.

Generational Identity of Millennials

According to generational cohort theory, a generational cohort has distinctive
characteristics and their integration forms a generational identity which can be considered
as a social identity based on the fact that it is socially constructed (Joshi et al., 2010; Lyons
et al., 2019). Generational identity is characterized by shared values (Khan et al., 2021;
Lyons & Schweitzer, 2017). The degree to which individuals identify with a specific social
group shows how likely they are to endorse the customs and values of that social group
(Porck et al., 2019).

Millennials tend to display an inherent affiliation with their generational cohort
(Kahn et al., 2021). Accordingly, the generational identity of Millennials is characterized
by their shared values while the extant literature reiterates that Millennials demonstrate
unique work values (Hui et al., 2020; Murphy, 2012; Naim & Lenka, 2018; Njoroge et al.,
2021; Pasko et al., 2020; Schullery, 2013).
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Psychological Entitlement

Psychological entitlement refers to a prevalent sense of deservingness that makes an
individual feel he/she is more deserving of rewards etc. compared to others (Campbell et
al., 2004). Millennials have been characterized as an entitled generation in extant literature
(Allen et al., 2015; Credo et al., 2016; Harvey & Dasborough, 2015; Twenge & Campbell,
2008; Twenge, 2013). Researchers have postulated that entitlement, which is a component
of narcissism as well as narcissism itself are related to employee engagement (Andreassen
etal., 2012; Brummel & Parker, 2015; Credo et al., 2016; Joplin et al., 2021). Andreassen et
al. (2012) propose that individuals who display narcissistic traits are likely to display higher
levels of employee engagement since their long-term goals, self-esteem and desire for
rapid career advancement result in them being workaholics. According to others, entitled
employees have a skewed sense of deservingness making them display lower levels of
employee engagement (Credo et al., 2016; Joplin et al., 2019).

Method

Considering that organizational engagement is an emerging area of interest and that
the first narrative review on organizational engagement has been published recently by Saks
et al. (2021), as well as the fact that the literature search did not provide any extant research
focused specifically on the factors affecting organizational engagement of Millennials, a
systematic meta-analysis on factors affecting organizational engagement of Millennials
was not an option at this juncture. Instead, a narrative review approach was used.

The literature review was conducted using databases and search engines including
Google Scholar, Emerald Insight, ResearchGate and JSTOR. The keywords used included
organizational engagement, organization engagement, Millennials, Generation Y, social
identity theory, psychological entitlement, work values, work values of Millennials.

The Boolean search operator of “AND” was used to search for literature, as
in organizational engagement “AND” Millennials, organization engagement “AND”
Millennials, organizational identification “AND” organizational engagement, moral
identity centrality “AND” organizational engagement, psychological entitlement “AND”
Millennials, work values “AND” Millennials etc.

The inclusion criteria for this review included being an empirical study incorporating
quantitative methods and published in a journal, utilizing one or more of the theories or
frameworks related to engagement and/or considering organizational engagement as
distinct from other constructs/dimensions of engagement. Studies that were included in the
systematic narrative review by Saks et al. (2021) were excluded since the antecedents of
organizational engagement in extant literature as identified and categorized by Saks et al.
(2021) were summarized in Table 1.

Results

The 14 studies that met the inclusion criteria and did not meet the exclusion criterion
were then grouped into two based on whether organizational engagement is considered as



106  University of Colombo Review (Series IlI), Vol. 3, No. 2, 2022

distinct from the construct of employee engagement/other dimensions of engagement or
not. The two groups of studies are presented in Tables 3 and 4 respectively. The study by
Frare and Beuren (2021) was included as a borderline case as they have utilized a mixed
methods approach (PLS-SEM and fsQCA) using a sample of 187 employees. Moreover, the
study by Credo et al. (2016) was also included as a borderline case as they have considered
the effect of entitlement and narcissism although they haven’t specifically referred to any
of the theories or frameworks related to engagement.

The six studies that met the inclusion criteria and did not meet the exclusion criterion
and also considered organizational engagement as distinct from other dimensions of
engagement are mentioned in Table 3. Except for the study by Saks (2006), all other studies
mentioned in Table 3 have been published since 2015.

Table 3: Studies that considered organizational engagement as distinct from other constructs/

dimensions of engagement

Study Theories/ Research | Organizational | Other Factors affecting
frameworks | Design engagement dimension(s) | organizational
used of engagement

engagement

Barrick et al. | Kahn’s Quantitative | Yes Collective Motivational work

(2015) Theory of survey organizational | Designs,
Engagement engagement | HRM practices,
Resource CEO
management transformational
theory leadership

Frare & Social Mixed Yes No Corporate reputation,

Beuren Identity methods Employee-company

(2021) Theory approach identification

Rai & Job-Demands | Quantitative | Yes Work Job resources,

Chawla Resources survey engagement | Job demands,

(2021) Framework Work engagement

Rai & Job-Demands | Quantitative | Yes Work Job characteristics,

Maheshwari | Resources survey engagement | Work engagement

(2020) Framework

Saks (2006) | Social Quantitative | Yes Employee Perceived
Exchange survey engagement | organizational
Theory Job support,

engagement | Procedural justice
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Study Theories/ Research | Organizational | Other Factors affecting
frameworks | Design engagement dimension(s) | organizational
used of engagement

engagement

So et al. Self- Quantitative | Yes Employee Extrinsic and

(2021) determination | survey engagement | intrinsic motivation
theory and its four | Person-organization
Person- dimensions fit.
environment (person, work,
fit relation and

organization)

Source: Developed by the authors

The factors affecting organizational engagement as per Table 3 mostly include

organizational-related factors (motivational work designs, HRM practices, corporate

reputation, perceived organizational support, procedural justice) and job-related factors
(job resources, job demands).

The eight studies that met the inclusion criteria and did not meet the exclusion
criterion and also did not consider organizational engagement as distinct from other

dimensions of engagement are mentioned in Table 4. All studies mentioned in Table 4 have
been published since 2014.

Table 4: Studies that did not consider organizational engagement as distinct from other

dimensions of engagement

Study Theories/ Research Organizational | Other Factors affecting
frameworks | Design engagement dimension(s) | engagement
used of

engagement

Albrecht et al | Job-Demands | Quantitative | No Employee Organizational

(2018) Resources survey engagement | resources,
Framework Job resources,

Organizational
engagement
climate

Credo et al. Quantitative | No Engagement | Narcissism,

(2016) survey Entitlement

He et al Social Identity | Quantitative | No Employee Moral Identity

(2014) Theory survey engagement | Centrality

He et al Social Identity | Quantitative | No Employee Employees’

(2019) Theory survey engagement | admiration for

their company
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Study Theories/ Research Organizational | Other Factors affecting
frameworks | Design engagement dimension(s) | engagement
used of

engagement

Iddagoda Agency Quantitative | No Employee High-performance

& Opatha, theory, Justice | survey engagement | work practices,

(2020) theory, Personal
theory of character,
locus of Leadership,
control, Work-life balance
ABC Model,

Social
Exchange
Theory,
Role theory,
General
Systems
Theory

Joplin et al. Kahn’s Quantitative | No Employee Employee

(2021) Theory of survey engagement | entitlement
Engagement

Mayuran, & | Job-Demands | Quantitative | No Employee Employer

Kailasapathy | Resources survey engagement | brand, Perceived

(2022). Framework, organizational
Social politics,
Exchange Self-efficacy
Theory,

Conservation
of Resources
Theory

Victor & Social Quantitative | No Work Intrinsic rewards

Hoole (2017) | Exchange survey engagement | Extrinsic rewards
Theory
Self-
determination
theory

Source: Developed by the authors
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Discussion

The Job Demands-Resources (JD-R) framework appears to be popular among
contemporary researchers studying engagement (Albrecht et al, 2018; Mayuran &
Kailasapathy, 2022; Rai & Chawla, 2021; Rai & Maheshwari, 2020). For instance, Rai
and Chawla (2021) base their model for investigating the relationships between job
demands, resources, engagement and satisfaction on the JD-R framework. However, JD-R
framework has been criticized for neglecting heterogeneous contextual factors pertaining
to engagement (Bailey et al., 2017).

Saks (2006) developed his framework of antecedents and consequences of employee
engagement based on Social Exchange Theory. He is considered the first author to
differentiate between job and organizational engagement, although the model developed
by him did not differentiate between the antecedents of job and organizational engagement.
According to the findings of Saks (2006), perceived organizational support influenced job
engagement as well as organizational engagement while job engagement was influenced by
job characteristics. Furthermore, organizational engagement was influenced by procedural
justice. However, Social Exchange Theory has been criticized for its supposed theoretical
imprecision and limited efficacy (Cropanzano et al., 2017). Extant literature suggests that
reciprocity and rewards alone are not sufficient to engage employees (Victor & Hoole,
2017). For instance, Millennials are not necessarily motivated by financial rewards and
instead look for career opportunities that provide them contentment (Greatwood, 2016).

Extant literature pertaining to engagement relies mostly on either the JD-R framework,
despite the lack of empirical evidence indicating that engagement is enhanced by resources
or reduced by demands, or the Social Exchange Theory, despite the premise that reciprocity
and rewards alone are not sufficient to engage employees (Bailey et al., 2017; Victor &
Hoole, 2017). Social identity theory has been applied with regards to engagement in recent
literature (Frare & Beuren, 2021; He et al., 2014; He et al., 2019). For instance, according to
He et al. (2014), moral identity centrality, which is derived from social identity theory, has a
positive effect on employee engagement. Yet, it appears that the social identity perspective
has not been applied in the case of organizational engagement except for the mediating role
of employee-company identification considered by Frare and Beuren (2021).

Joplin et al. (2021) relied on Kahn’s (1990) theory of engagement to suggest that the
more entitled an individual is, less likely he/she may display engagement. According to them,
the relationship between psychological entitlement and employee engagement is negative.
According to Kahn’s (1990) seminal article, engagement and disengagement at work is
a function of three psychological conditions including psychological meaningfulness,
psychological safety, and psychological availability. Workplaces that offer incentives for
investing in oneself at work are more likely to result in psychological meaningfulness for
the employees (Kahn, 1990, as cited in Saks & Gruman, 2014). Entitled individuals display
poor engagement since they expect a disproportionate level of incentives irrespective of
their actual merit (Joplin et al., 2021). Yet, despite the fact that Millennials have been
widely characterized as an entitled generation, the relationship between their entitlement
and organizational engagement seems to remain an unexplored area.
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So et al. (2021) developed a measurement scale for employee engagement
incorporating self-determination theory and person-environment fit. Their model
incorporated four dimensions of employee engagement; person, work, relation and
organizational engagement, and they recognized organizational engagement as the most
important dimension of employee engagement. However, according to them, the sub-
factors of organizational engagement are limited to pride, organization-fit and dedication.

Iddagodaa and Opatha (2020) conducted an empirical study in the Sri Lankan context
in an attempt to fill the research gaps in employee engagement identified by Iddagoda and
Opatha (2017), incorporating several theories such as Agency theory, Justice theory, theory
of locus of control, ABC Model, Social Exchange Theory, Role theory and General Systems
Theory. Likewise, Mayuran and Kailasapathy (2022) identified employer brand, perceived
organizational politics and self-efficacy as factors affecting employee engagement in
an empirical study conducted in the Sri Lankan context. However, there appears to be a
dearth of empirical studies focused on organizational engagement conducted in the Sri
Lankan context despite employee engagement being a popular area of interest among
contemporary researchers (Iddagoda & Opatha, 2017; Iddagoda & Opatha, 2020; Mayuran
& Kailasapathy, 2022).

Knowledge Gaps in Literature and Future Research Directions

According to Saks et al. (2021), majority of the antecedents of organizational
engagement studied in extant literature fall into the category of organizational-related
resources while only a few studies have considered individual differences. However,
according to Bailey et al. (2017) who conducted a systematic review involving 214
studies pertaining to engagement, individual psychological states are the most often cited
antecedents of employee engagement. Given that organizational engagement is considered
a dimension of employee engagement, the predominantly cited antecedent of employee
engagement which is individual psychological states warrants increased scrutiny with
respect to organizational engagement (Bailey et al., 2017; Bakker & Albrecht, 2018; Saks,
2006; So et al., 2021).

According to Twenge and Campbell (2008), generational differences arise from either
psychological or technological differences. Generational identity of Millennials, which is
derived from generational cohort theory and social identity theory, is associated with the
shared values of Millennials (Joshi et al., 2010; Khan et al., 2021; Lyons et al., 2019; Lyons
& Schweitzer, 2017; Porck et al., 2019). Millennials have been widely characterized as an
entitled generation with unique work values (Allen et al., 2015; Credo et al., 2016; Harvey
& Dasborough, 2015; Hui et al., 2020; Murphy, 2012; Naim & Lenka, 2018; Njoroge et
al., 2021; Pasko et al., 2020; Schullery, 2013; Twenge & Campbell, 2008; Twenge, 2013).
However, there appears to be a dearth in extant literature of applications of social identity
theory or the associated generational identity or generational work values perspectives to
explore the factors affecting organizational engagement of Millennials.

Furthermore, despite widespread consensus among both researchers and practitioners
that entitlement in the workplace is on the rise as Millennials are becoming the majority
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generational cohort in workforces, relatively less research has focused on the topic of
entitlement and its impact on workplace behaviour and attitudes, and even less research has
taken into account the role of Millennials in this regard (Brant & Castro, 2019; Lee et al.,
2019; Liu et al, 2022; Naseer et al., 2020; Zitek et al., 2021).

Limitations

Organizational engagement is only recently gaining traction in research literature
and therefore, the authors had to rely on the limited recent literature available. In fact, the
authors did not come across any studies that were focused specifically on factors affecting
organizational engagement of Millennials. The discussion focusing on the theories used
in the engagement literature required highlighting the criticisms directed at those theories
in order to identify the knowledge gaps and thereby speculate on alternative theoretical
perspectives. Therefore, the authors had to refer to sources other than the selected articles
for this purpose, given that some of the sources that discussed these theories did not fall
within the inclusion criteria, which were directed towards organizational engagement of
Millennials. Moreover, the databases and search engines used may not be all-inclusive
sources signifying that this review may not be an all-encompassing compilation of literature
on organizational engagement of Millennials.

Conclusions

This review highlights the breadth and complexity of the literature and the numerous
theoretical perspectives relating to the factors affecting organizational engagement of
Millennials. The factors affecting organizational engagement as per extant literature are
mostly organizational-related or job-related factors. However, individual differences as well
as contextual factors such as social identity or generational identity and work values appear
to have been overlooked in extant literature. This review highlights that, in the present
context of increased interest in research on organizational engagement, novel approaches
to research on engagement such as the application of social identity and psychological
entitlement perspectives warrant further exploration in the context of Millennials/
Generation Y who are a key human resource for organizations today.
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