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Abstract. In recent years, generational differences have been studied in the context of the workplace. In a
review of the evidence for generational differences in work values, for example, Twenge (2010) reported
that work centrality and the work ethic declined steadily from the Baby Boomer generation through
Generation X and to Generation Y. However, although the literature appears to confirm that generational
differences indeed exist in respect to work, very little research attention has been paid to the relationships
between various work attitudes in the generational context. The current study therefore sought to examine
the degree of generational influence on the relationships between three work-related attitudes and behaviors: work satisfaction, job involvement, and organizational citizenship behavior (OCB). The findings indicate that generation mitigates the effect only job involvement on two dimensions of OCB with the effects
of this interaction being more positive among Gen X than Gen Y employees. The implications of the
results were discussed and future research venues were suggested.
Keywords: generational differences, job involvement, job satisfaction, organizacional citizenship behavior,
work attitudes.
Resumen. Las diferencias generacionales en el ámbito laboral ha sido tema de estudio en los últimos años.
Por ejemplo, Twenge (2010) en una revisión sobre las diferencias generacionales en los valores en el trabajo, informó que la centralidad y la ética del trabajo se redujeron de manera constante desde la generación
Baby Boomer y a través de la Generación X hasta la Generación Y. Sin embargo, aunque la literatura
parece confirmar que realmente existen diferencias generacionales en el ámbito laboral, muy poca investigación se ha centrado en las relaciones entre actitudes laborales en el contexto generacional. El presente
estudio examinó el grado de influencia generacional sobre las relaciones entre tres tipos de actitudes y conductas relacionadas con el trabajo: satisfacción laboral, implicación con el trabajo y conducta organizacional cívica. Los resultados indican que la generación mitiga únicamente el efecto de la implicación en
el trabajo sobre dos dimesiones de la conducta organizacional cívica, siendo los efectos de esta interacción
más positivos en los empleados de la Generación X que en los empleados de la Generación Y. Se discuten
las implicaciones de los resultados y se hacen sugerencias para futura investigación.
Palabras clave: diferencias generacionales, implicación en el trabajo, satisfacción laboral, conducta cívica, actitudes laborales.

In order to understand generational differences, we
must first define the notion of “generation” and establish a classification deriving from the typical characteristics of each generation. In terms of definition,
Mannheim (1953) refers to a generation as “a group of
people who were born and raised in a similar social
and historical atmosphere,” whereas Kupperschmidt
(2000) defines it as an identifiable group that shares
years of birth and significant life events that occurred
in critical stages of their lives. In other words, her categorization is both statistical and sociological, employ-

ing a variety of dimensions that represent significant
historical events experienced by the group members,
such as wars, catastrophes, or technological developments and significant innovations. On the basis of the
literature, the Baby Boomers are defined in the current
paper as people born between 1946 and 1964; Gen X
as those born between 1965 and 1981 (Egri & Ralston,
2004); and Gen Y as those born after 1982 (Eisner,
2005).
Work-relevant characteristics of the three
generations
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The Baby Boomers. This generation was born into
the economic growth that followed in the wake of
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World War II. They grew up in an optimistic and prosperous time, with the mantra of “sex, drugs and rock’n’roll” leading to a sense of “self containment”
(taking care of themselves; Weil, 2008). Their fathers
were the breadwinners and their mothers were housewives. They are known to be loyal, competitive, and
workaholics (Crampton & Hodge, 2007), whose
earnestness and devotion to their job was affected by
the Vietnam War and economic prosperity (Patota,
Schwartz, & Schwartz, 2007). They are willing to make
sacrifices for their careers, believe that one should pay
membership dues to the organization, and that “values”
are related to work hours, promotion, size of office, and
free parking (Kupperschmidt, 2000). Furthermore, the
Baby Boomers saw numerous social changes in their
youth, resulting in a willingness to accept change
(Crampton & Hodge, 2007), and proved their resolve to
fight for a cause. At work they value success, teamwork, and challenge, maintain a favorable relationship
with their superiors, and acknowledge the importance
of their colleagues (Karp, Fuller, & Sirias, 2001).
Because of their emphasis on hard work and achievement, they value loyalty and commitment to the workplace. On the other hand, however, they encounter difficulties balancing their private lives and their work
obligations (Lancaster & Stillman, 2002).
Generation X. The members of this generation are
also known as Busters (Reisenwitz, 2009). Coming
after the golden era of the Baby Boomers, Gen X was
born into a challenging socioeconomic reality marked
by an unstable economy, the outbreak of the AIDS epidemic, the end of the Cold War, and scandals involving
organizations and governments. All this resulted in a
lack of trust (Johnson & Lopes, 2008), leading to a tendency to rely on individual initiative and to develop
independence and creativity. Neil (2010) notes that this
generation was the first to be exposed to the mass
media and technological breakthroughs. He claims that
as both their parents worked, producing the concept of
“latchkey kids,” Gen X is self-confident, independent,
and dislikes supervision. Nevertheless, they have
learned to accept and provide immediate and ongoing
feedback. At work they seek self-satisfaction are capable of working in a multicultural environment, want to
have fun, and have a practical approach to achieving
results. Since many members of Gen X embarked on
the labor market when the economy was at a low point,
and grew up with parents who suffered the loss of their
jobs and occupational insecurity, they redefined the
concept of “work loyalty.” Instead of being loyal to the
organization, they are loyal to their jobs and the colleagues and managers with whom they work, taking
employment per se seriously but not committed to a
career linked to a single organization. Rather, they
move from place to place, stopping and beginning
again (Neil, 2010).
Generation Y. This term was coined in 1993 by the
magazine Advertising Age to refer to the last generaRevista de Psicología del Trabajo y de las Organizaciones
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tion born in the 20th century. They are also known as
the Echo Boomers, the Millennium Generation, and
Generation Next (Reisenwitz, 2009). They were born
into an era of globalization, media, and immediate
technology. Children were at the center, with everything revolving around them. They received profuse
attention, expectations from them were high, and their
parents cultivated a large degree of self-confidence in
them. They are group-oriented, join together at social
events (parties, pubs, etc.) instead of separating into
couples, and as a result they work well in groups and
prefer teamwork to individual effort. Moreover, they
are good at multitasking and work hard. They expect
organizational structure, appreciate knowledge and
status, and seek a relationship with the manager (which
does not always work well with Gen X managers who
prefer independence and individual work). As the new
employees in the workplace, they are the generation
most in need of mentoring, and in fact, they respond
well to individual attention. However, since they
appreciate structure and stability, they require a formal
training program, a schedule, and reliable authority
(Neil, 2010). In addition, they are highly aware of civic
responsibility and are inclined to volunteer (Leyden,
Teixeira & Greenberg, 2007), and are inquisitive, ask
questions, and act in accordance with results (Streeter,
2007).
Several studies have considered the implications of
these generational characteristics in the workplace. In
a comprehensive review of both academic and popular
publications aimed at producing a profile of each of the
three generations, Whitney, Greenwood, and Murphy
(2009) found considerable differences between them.
The Boomers were found to hold senior positions in
both the private and public sectors. They are typically
industrious, object to authority, and feel that they have
achieved their position by right. They can be motivated by money, extra time, promotions, and rewards for
excellence, and can be expected to be loyal. Moreover,
this generation initiates change and is willing to fight
for a worthy public cause.
Gen X, who will replace the Boomers when they
retire, display the independence, self-sufficiency, and
self-confidence they attained in their childhood. They
are inclined to be suspicious and cynical, value a balance between family and work more than the previous
generation, and are not particularly loyal to their
employers since they do not expect their employers to
be loyal to them. They can be motivated by an emphasis on the significance of their work, as well as by fun
in the workplace, and managers must accept their
skepticism for what it is: an honest observation of the
employee-employer relationship.
As Gen Y are the children of the Boomers, it is not
surprising to find that they display values that conflict
with those of their parents. They embody technical
expertise, social networking, and the ability to be permanently “connected,” features that annoy their
Copyright 2011 by the Colegio Oficial de Psicólogos de Madrid
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Boomer parents. At work they are eager to obtain
immediate satisfaction, and demand exciting and relevant work, as well as reliable channels for promotion.
Whereas the Boomers prefer to be allowed to do their
work unhindered, Gen Y seeks attention and feedback.
Despite their distinct profiles, Cennamo and
Gardner (2008) found only few significant differences
between the generations in respect to the relationships
between work values, work satisfaction, organizational commitment, the intention to leave the organization,
and the degree of fit between the values of the individual and the organization. The younger generations
were found to ascribe more importance to status than
the older one, perhaps because members of the older
generation have already achieved status at work. Gen
Y displayed more appreciation of freedom than Gen X
and the Boomers, in line with their desire for greater
autonomy and a family-work balance. If these values
are not satisfied at work, they are inclined to look for
another job. Higher congruency between the values of
the individual and the rewards dispensed by the organization (such as salaries and benefits) was found
among the Boomers than in Gen X and Gen Y. The
authors suggest that this finding derives from the fact
that the Boomers have more seniority and therefore
enjoy higher status and salary and more significant
benefits than the younger generations. In all three generations, low compatibility between individual and
work values was associated with less work satisfaction
and organizational commitment and a greater intention
to leave.
Thus, the literature reveals that each generation differs from the others in terms of the values and behaviors it has developed as a result of the historical context into which it was born. The implications of these
differences in the workplace, however, have yet to be
demonstrated with any consistency. The current paper
seeks to shed further light on this issue by examining
an additional aspect of the generational effect: the relationship between generational differences on the one
hand, and two work attitudes and an organizational
behavior on the other. Specifically, it examines
whether generation plays a role in the relationships
between job involvement, work satisfaction, and organizational citizenship behavior.
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the psychological level, and distinguished between job
involvement and occupational involvement. However,
this characterization led to confusion between psychological identification and the employee’s need to invest
in his or her job in order to obtain self-esteem.
Kanungo (1982) therefore redefined the concept, combining work and job, and maintaining that job involvement is the state of mental or psychological identification with a specific job which depends on both the
importance of one’s needs (intrinsic and extrinsic), and
the perception of work as satisfying those needs. As
the concept and resulting measure he developed are
more inclusive and reliable than those developed by
Lodahl and Kejner, they were employed in the current
study.
Researchers contend that job involvement is largely
affected by the employee’s personality traits and values, and less by organizational factors (Rabinowitz &
Hall, 1977). Riketta and Van Dick (2009) suggest that
job involvement contains two overlapping measures:
psychological identification with the job, and the level
at which work plays a central role in the individual’s
life and identity. In other words, job involvement is the
degree to which the job situation is central to the person and his/her identity (Brown, 1996; Kanungo, 1982;
Lodahl & Kejner, 1965). This bidimensionality is
apparent in Kanungo’s measurement tool, which
reveals the two factors of (1) centrality of work in daily
life, and (2) affective identification, as demonstrated
by items such as: “The most important things that happen to me relate to my job” (centrality); “For me, work
is only a small part of what I am” (affectivity). The
current study therefore examined these two factors
separately.
Not only is job involvement a psychological, cognitive, and behavioral process that is affected by the
employee’s personality and values, but higher job
involvement also works in the organization’s favor. As
well as bearing on the employee’s psychological and
physical health, research has shown that a high level of
job involvement leads to positive attitudes of work satisfaction and high morale, which are then manifested
in greater commitment and diligence.
Work satisfaction

Job involvement
The connection between work and the individual’s
inner world is complex and profound, going well
beyond the value of work as a source of income.
Among other things, work constitutes part of the individual’s self-image, and hence job involvement is an
important means for satisfying deep-seated needs and
enabling self-expression. Indeed, Lodahl and Kejner
(1965) defined job involvement as the degree of the
employee’s personal involvement in his or her job on
Copyright 2011 by the Colegio Oficial de Psicólogos de Madrid
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Hoppock (1935) defines satisfaction as a combination of the psychological, circumstantial, physical, and
environmental which causes people to say honestly, “I
am satisfied with my job.” While employees may be
satisfied with certain aspects of their work but not others, the assumption is that they can obtain a balance
between satisfaction and dissatisfaction that produces
an overall feeling of work satisfaction. According to
Poling (1990), the best predictor of work satisfaction is
the fit between the employee’s values and the rewards
provided by the organization.
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Defining work satisfaction as the collection of emotions and beliefs people have regarding their current
job, George and Jones (2002) list four factors that can
affect level of satisfaction: (1) Personality - the way a
person consistently feels, thinks and behaves; (2)
Values, specifically, intrinsic vs. extrinsic values,
which reflect a person’s beliefs regarding results and
how they should behave at work; (3)Work conditions i.e., tasks, the people with whom the employee associates, physical conditions, and work environment; and
(4) Social influence – the influence of other individuals or groups (colleagues, family, cultural environment, etc.) on the employee’s attitudes and behavior.
Thus, like job involvement, work satisfaction is a
psychological construct that is affected not only by
organizational factors, but also by the personality, values, and beliefs of the individual employee.

from complaints against the organization; maintaining
positive work relationships with colleagues; demonstrating involvement in the life of the organization, and
so on. Thus, citizenship behavior in the working world
evidences support of the organization’s goals and
members through voluntary actions that promote the
organization and go beyond the official job description. According to Cohen and Vigoda (2000), the benefits of OCB for the organization include improved
productivity of teamwork and management, more
effective use and allocation of resources, and enhancement of the organization’s image which enables it to
attract new high-quality employees. Consequently, the
more members of the organization are willing to display OCB, the more effectively the organization will
operate and the more successfully it will cope with its
goals and challenges (Cohen &Vigoda,2000).

Organizational citizenship behavior (OCB)

The current study

First identified and defined in the 1980s (Smith,
Organ, & Near, 1983), organizational citizenship
behavior relates to the contribution of employees to the
organization above and beyond the official demands of
the job. In other words, it refers to behavior that is not
recognized by the organization’s formal reward system. Nevertheless, the organization requires this type
of commitment in order to function effectively
(Finkelstein & Penner, 2004). Indeed, studies indicate
a relationship between OCB and employees’ performance level (Podsakoff, MacKenzie, Paine, & Bachrach,
2000).
In their definition of OCB, Brief and Motowidlo
(1986) note that it must fulfill the following characteristics: (a) the behavior is performed by organization
members; (b) the behavior is directed toward individuals, groups, or organizations with whom the employee
maintains a relationship within the framework of their
job; (c) the behavior is performed with the intention of
advancing the well-being of individuals or groups
within the organization.
Organ (1988) identifies five dimensions of OCB: (1)
Altruism - helping another employee in carrying out
tasks related to the organization; (2) Conscientiousness
- devotion, showing respect for the organization and
observing its rules; (3) Sportsmanship - refraining from
making petty complaints; (4) Courtesy - consulting with
work partners about actions that may affect their work;
and (5) Civic virtue behaviors - involvement in the organization’s political life, such as participation in meetings. In a study employing this five-dimensional model,
Podsakoff et al. (2000) reported 0.70 reliability for each
dimension.
As noted above, OCB is not formally rewarded. It is
therefore manifested in behaviors such as: not making
use of all of one’s vacation days and sick leave; helping colleagues to complete an assignment; refraining

In view of the characteristics of each of the above
study variables, we expected to find certain relationships between them. Moreover, given the distinct features of the three generations examined here, we predicted a generational effect on the interactions between
job involvement, work satisfaction, and OCB,
although we were unable to find any previous research
investigating these relationships.
Job involvement and work satisfaction. Since job
involvement assumes that a job can satisfy an employee’s needs, it follows, as Kanungo (1982) suggested,
that greater involvement can be expected to be related
to greater work satisfaction. Mowday, Porter and
Steers (1982) contend that the more employees are
involved in their job, the more their psychological
needs are met. Similarly, Brown (1996) argues that
employees who are highly involved in their job will
identify with it more psychologically, and this in turn
will reinforce their satisfaction. In other words, they
believe that their personal goals and the organization’s
goals are compatible, and therefore they are satisfied
with their work (Chay & Aryee, 1999) and tend not to
consider changing jobs. Consequently, we expected to
find a strong positive relationship between work satisfaction and the emotional factor of job involvement,
that is, identification. In addition, we anticipated that
generation would have a significant effect on the interaction between job involvement and work satisfaction.
Job involvement and organizational citizenship
behavior. Studies have shown that employees with a
high degree of work satisfaction show a higher level of
OCB. Moreover, given the positive effect of job
involvement on work satisfaction, job involvement can
be expected to enhance OCB as well (Podsakoff et al.,
2000). Indeed, two empirical studies that examined the
relationship between job involvement and OCB
(Cohen, 1999; Diefendorff, Brown, Kamin, & Lord,
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2000) found that job involvement could significantly
predict the level of OCB displayed by employees.
Chughtai (2008) argues that job involvement can predict not only normative role performance, but even
activities beyond the demands of the job (i.e., OCB).
Taking into account that OCB is affected by what people think and feel about the organization (Organ &
Ryan, 1995), and that job involvement reflects a positive attitude toward the job, it seems clear why people
with high job involvement will display more OCB than
those with low job involvement.
Consequently, we predicted a positive relationship
between the identification factor of job involvement
and all five dimensions of OCB. Moreover, we expected to find a generational effect on the relationship
between job involvement and OCB, with the relationship between the two variables being stronger in the
older generation as a result of its distinct work-related
features.
Personality. Although personality is not one of the
study variables, the investigation deals with psychological behaviors. Furthermore, as seen above, personality may affect the degree of an individual’s work satisfaction. We thus decided to use personality as a control variable so as to enable us to statistically control
for any effect it may have on the interactions between
the work-related variables in the study. Personality was
conceived here as a bidimensional construct consisting
of positive and negative affect (Watson, Clark, &
Tellegen, 1988).
Hypotheses: In view of the literature, we therefore
hypothesized that positive relationships would be
found between job involvement, job satisfaction, and
OCB. Moreover, as these relationships have a psychological component, we expected to find that the emotional factor of job involvement, i.e., identification,
would be more strongly associated with the other
measures than the factor of centrality.
The main objective of this study, however, was to
examine whether generation has an effect on the relationships between the work-related variables. Given
the qualitative differences between the personality
structure of members of the three generations under
study, we predicted that a generational effect would be
found on the interactions between job involvement,
work satisfaction and the five dimensions of OCB,
even after controlling for the effect of individual personality depicted as positive and negative affectivity.
Specifically, the following hypotheses were formulated:
H1: A positive relationship will be found between
the degree of job involvement and the degree of organizational citizenship behavior, so that greater job
involvement on the factor of identification will lead to
greater OCB on all five dimensions: altruism, courtesy, sportsmanship, conscientiousness, and civic
virtue.
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H2: An interaction will be found between the degree
of job involvement (both identification and centrality),
generation, and all five dimensions of OCB.
H3: A positive relationship will be found between
the degree of job involvement and the degree of job
satisfaction, so that greater job involvement on the factor of identification will lead to greater job satisfaction.
H4: No interaction will be found between the two
factors of job involvement and job satisfaction.
Method
Procedure and participants
The study questionnaire was distributed over an
Internet site, a method that has been found to be reliable and effective (Gosling, Vazire, Srivastava, &
John, 2004). The website was available for a period of
one month. For the first two weeks, the link to the site
was provided to the employees at the workplace of one
of the authors, and 86 responses were obtained. The
link was then transferred to other individuals using the
snowballing method. This resulted in a further 71
responses, for a total of 157. The final sample comprised 133 participants who completed the questionnaires in full (84.7%). The age of the participants
ranged from 25 to 62 (M = 36.35, SD = 8.28); 86.9%
were women; 72.2% were married, while 22.6% were
single and 5.3% had a different family status. They had
between 0 and 5 children (M = 1.38, SD = 1.25), and
between one to 25 years of education (M = 16.15,
SD = 2.41). Their seniority at work ranged from one
month to 27 years (M = 5.03, SD = 4.47). In terms of
place of employment, 58.5% of the participants
worked for a bio-tech organization, 5.7% for a hightech company, 8.9% for a customer service organization, 2.4% worked in production, 8.1% were in the
field of education, 4.1% worked in health services,
3.3% worked for consulting and guidance services,
and 8.9% were employed by other types of organizations.
Measures
Organizational citizenship behavior. OCB was
measured by a 20-item questionnaire (Niehoff &
Moorman, 1993) tapping the five dimensions: altruism, courtesy, sportsmanship, conscientiousness, and
civic virtue. Responses were indicated on a Likert
scale ranging from 1 (totally disagree) to 6 (strongly
agree). Reliability values (Cronbach’s alpha) for the
five dimensions ranged from 0.59 to 0.79. A score was
calculated for each participant on each of the dimenRevista de Psicología del Trabajo y de las Organizaciones
Vol. 27, n.° 2, 2011 - Págs. 143-157
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series of hierarchical multiple regressions. In order to
assess the unique contribution of each of the variables,
they were entered into the equation in three steps. The
generation variable was represented in the analysis by
two contrasts, one comparing Gen Y to the two previous generations, and the other comparing Gen X to the
Boomers. The interaction variables were calculated by
multiplying the job involvement score by each of these
contrasts. Before calculating the interaction, the participating variables were centered by deducting their
mean value from the value of each participant. This
was done in order to neutralize the correlation between
the interaction and each participating variable due to
the effect of the mean, so as to facilitate interpretation
of the coefficient obtained for each variable at the final
stage of the regression analysis as its main effect.

sions by averaging the responses to the relevant items,
with the direction of items formulated negatively
reversed.
Work satisfaction. Work satisfaction was measured
by the 20-item Minnesota Satisfaction Questionnaire
(MSQ) – short form. Responses were given on a Likert
scale ranging from 1 (totally dissatisfied) to 6
(extremely satisfied). Preliminary factor analysis indicated that the relationship between items could best be
described by means of a unidimensional structure. A
satisfaction score was therefore calculated for each
participant by averaging the responses to all items.
Measure reliability (Cronbach’s alpha) for the questionnaire was 0.93.
Job involvement. Job involvement was measured by
means of a 10-item questionnaire (Kanungo, 1982) to
which participants responded using a Likert scale ranging from 1 (strongly agree) to 6 (totally disagree). Eight
items were reversed in view of earlier findings (Riketta
& Van Dick, 2009) that job involvement consists of two
factors: centrality and identification. In the current
study, the reliability value (Cronbach’s alpha) for centrality was 0.87, and for identification 0.61. Two factor
scores were therefore calculated for each participant by
averaging the responses to the relevant items.
Personality. Personality was measured by means of
the abridged version of the 12-item PANAS questionnaire, which assesses two dimensions: positive and
negative affectivity (Watson, Clark & Tellegen, 1988).
Responses were indicated on a Likert scale ranging
from 1 (definitely not) to 5(absolutely). The reliability
coefficient (Cronbach’s alpha) in the current study was
0.88 and 0.89, for positive and negative affectivity,
respectively. A score was therefore calculated for each
participant on each dimension by averaging the
responses to the relevant items.

Univariate analysis: Distribution of variables
Analysis using a box plot diagram did not indicate
the existence of outstanding values, so that all observations were included in the statistical analysis. The distribution of the variables is presented in Table 1.
Table 1. Distribution of the Study Variables
M
Organizational citizenship behavior:
Altruism
4.89
Courtesy
5.29
Sportsmanship
5.04
Conscientiousness
4.00
Civic virtue
4.29
Job satisfaction
4.24
Job involvement:
3.09
Centrality
Identification
4.34
Personality:
3.45
Positive affectivity
Negative affectivity
1.86

Results
The relationship between generation and the other
variables was examined by means of a one-way
ANOVA. The hypotheses were then examined by a

SD

Range
(min–max)

.76
.56
.79
1.01
1.01
.83

(2.75 – 6)
(4 – 6)
(2.50 – )
(1.50 – 6)
(1 – 6)
(2 – 5.80)

1.07
.92

(1 – 5.8)
(1.25 – 6)

.84
.86

(1 – 5)
(1 – 4.83)

Note: N = 133.

Table 2. Pearson Correlations between the Study Variables
1
1. OCB - Altruism
2. OCB - Courtesy
3. OCB - Sportsmanship
4. OCB - Conscientiousness
5. OCB - Civic virtue
6. Work satisfaction
7. Job involvement - centrality
8. Job involvement - identification
9. Personality - positive affectivity
10. Personality - negative affectivity

.33***
.03
.03
.28***
.26***
.04
.16*
.19*
-.07

2

3

4

5

6

.12
.26***
.21**
.37***
.08
.25**
.22*
-.08

.07
.20*
.29***
.07
.26***
.34***
-.39***

.06
.14
-.03
.10
.12
.02

.36***
.23**
.35***
.40***
-.16*

.22**
.50***
.39***
-.39***

7

.37***
.08
-.05

8

9

.36***
-.12
-.28**

Note: N = 133. OCB = organizational citizenship behavior; *p < .05 **p < .01 ***p < .001; one-tie (except for correlations that involve personality dimensions).
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Bivariate analysis: Correlations between variables
Table 2 displays the Pearson correlations between
the study variables. The correlations that emerged
from the analysis largely uphold the study hypotheses.
As expected, the majority of OCB dimensions correlated positively with job involvement, with stronger
correlations emerging for the identification factor.
Also as predicted, work satisfaction was found to be
positively related to both the centrality and identification factors of job involvement, r = .22, p < .01; r =
.50, p < .001, respectively. Furthermore, significant
positive correlations were found between the OCB
dimensions (with the single exception of conscientiousness) and work satisfaction. The findings also
show that both personality dimensions were related to
the majority of study variables, thus reinforcing our
decision to control for personality when examining the
study hypotheses.
Multivariate analysis: Generational effect
A MANOVA indicated no significant effect of generation on the rest of the study variables, (F (20,242) =
.75, p > .05. The relationship between generation and
the other variables was then examined by unidirectional variable analysis. The findings of the ANOVA are
presented in Table 3. No association was found
between generation and the other variables. This is in
line with the hypothesis that generation together with
job involvement would have an interactional effect on
organizational citizenship behavior and work satisfaction, rather than showing a main effect of its own.
Table 3. Results of ANOVA for Generational Differences
BB
(n=21)
Dependent variable

Y
(n=28)

F

M (SD) M (SD) M (SD)

5.11
(.58)
OCB - Courtesy
5.30
(.58)
OCB - Sportsmanship
5.30
(.62)
OCB - Conscientiousness
4.30
(.97)
OCB - Civic virtue
4.35
(1.22)
Work satisfaction
4.56
(.68)
Job involvement - centrality
3.33
(1.04)
Job involvement - identification 4.50
(.81)
Personality - positive affectivity 3.67
(.87)
Personality - negative affectivity 1.75
(.79)
OCB - Altruism

X
(n-84)

4.87
(.79)
5.31
(.55)
4.97
(.84)
3.94
(1.04)
4.21
(.92)
4.18
(.82)
3.03
(1.09)
4.32
(.93)
3.40
(.81)
1.92
(.91)

4.79
(.78)
5.23
(.60)
5.04
(.74)
3.97
(.91)
4.46
(1.10)
4.17
(.91)
3.11
(1.05)
4.29
(.98)
3.45
(.92)
1.73
(.76)

Note: N = 133.
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.85
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Multivariate analysis: Examination of the study hypotheses
A series of multivariate linear regression analyses
were performed to examine the hypotheses predicting
a positive effect of job involvement on the five dimensions of organizational citizenship behavior and on
work satisfaction, as well as an interactional effect of
job involvement and generation on these variables. In
all the regressions, the independent variables were
entered hierarchically: in Step 1 the two personality
dimensions were entered as control variables; in Step 2
the three independent variables – the two factors of job
involvement and generation - were entered, with Gen
Y compared to Gen X and the Boomers since we
believed that the latter generations were more similar
to one another, while Gen Y was unique. Finally the
interactions were entered in Step 3. The results of the
analysis for altruism are presented in Table 4.
As Table 4 shows, no significant effect of job
involvement was found on the dimension of altruism in
organizational citizenship behavior, β = 0.27, p > .05,
β = 0.040, p > .05, for centrality and identification,
respectively. Nor were significant interactions found
on this dimension for the centrality of job involvement
with the two generation contrasts (Gen Y vs. the other
generations, β = .135, p > .05; Gen X vs. the Boomers,
β = .116, p > .05), or for identification of job involvement with these two variables (Gen Y vs. the other
generations, β = .119, p > .05; Gen X vs. the Boomers,
β = .221, p > .05).
Table 4 also shows that there is no statistical justification for controlling for personality in view of the
lack of statistical significance of its two dimensions.
Positive affectivity, which was significant in Step 1 of
the regression, β = .187, p < .05, dissipated in the second and third steps after controlling for the effect of
the main variables and their interactions.
Table 5 presents the results of the regression for
courtesy. As this Table indicates, no significant effect
was found for job involvement on the dimension of
courtesy in organizational citizenship behavior, β =
.055, p > .05, β = .117, p > .05, for centrality and identification, respectively. However, a significant interactional effect was found between the identification factor of job involvement and the generation variable of
Gen X vs. the Boomers, β = .270, p < .05, with the
effect being more positive among Gen X than Boomer
employees. This is shown in Figure 1, where the slope,
representing the effect of job involvement on courtesy,
is more positive among Gen X in comparison both
with the main effect and with the slope produced by
the Boomers. Thus, generation appears to mitigate the
effect of job involvement on the courtesy dimension of
OCB.
The remaining interactions were not found to be
significant. Table 5 also shows that there is no justification for controlling for personality in view of the
Revista de Psicología del Trabajo y de las Organizaciones
Vol. 27, n.° 2, 2011 - Págs. 143-157

150

GENERATIONAL EFFECTS

ON

WORK ATTITUDES

Table 4. Results of Hierarchical Linear Regression Analysis for the OCB Dimension of Altruism for Personality
Independent variables

Β

Std. error

β

T

Step I: control variables
Personality - positive affectivity
Personality - negative affectivity

.168
-.013

.081
.079

.187
-.014

.126
-.012
-.018
.087
-.181
-.204

.087
.080
.066
.082
.170
.185

.140
-.014
-.025
.106
-.098
-.102

.173
-.025
.019
.032
-.200
-.232
.240
-.221
.230
.494

.088
.080
.069
.088
.168
.186
.187
.246
.217
.317

Equation constant

4.346

.372

.192
-.029
.027
.040
-.108
-.116
.135
-.116
.119
.211

.037

2.475 (2,130)

.022

.751 (4,126)

.055

1.912 (4,122)

1.451
-.153
-.265
1.059
-1.066
-1.100

Step III: interactions
Personality - positive affectivity
Personality - negative affectivity
Job involvement - centrality
Job involvement - identification
Y vs. BB_X
X vs. BB
Job involvement centrality X BB_X vs. Y
Job involvement centrality X BB vs. X
Job involvement identification X BB_X vs. Y
Job involvement identification X BB vs. X

F (df)

2.086*
-.159

Step II: main effects
Personality - positive affectivity
Personality - negative affectivity
Job involvement - centrality
Job involvement - identification
Y vs. BB_X
X vs. BB

∆R2

1.966
-.317
.277
.368
-1.188
-1.248
1.285
-.899
1.060
1.559
11.685***

Note: N = 133; *p < .05 **p < .01 ***p < .001; one tie . Y vs. BB_X = comparison of Gen Y to the Baby Boomers and Gen X; X vs. BB = comparison between Gen X and the Baby Boomers.
R2 = .115, F(10,122) = 1.579, p > .05, Adj. R2 = .042.

Table 5. Results of Hierarchical Linear Regression Analysis for OCB Dimension of Courtesy
Independent variables

Β

Std. error

β

T

Step I: control variables
Personality - positive affectivity
Personality - negative affectivity

.139
-.014

.059
.058

.210
-.021

.093
-.015
-.005
.124
-.049
.057

.063
.058
.048
.060
.123
.135

.140
-.022
-.010
.206
-.036
.039

.117
-.019
.029
.071
-.048
.062
-.131
-.311
.202
.467

.065
.059
.051
.065
.124
.137
.137
.181
.160
.233

Equation constant

4.921

.274

.176
-.029
.055
.117
-.035
.042
-.100
-.221
.141
.270

.047

3.202* (2,130)

.039

1.358 (4,126)

.031

1.057 (4,122)

1.474
-.252
-.105
2.089*
-.396
.423

Step III: interactions
Personality - positive affectivity
Personality - negative affectivity
Job involvement - centrality
Job involvement - identification
Y vs. BB_X
X vs. BB
Job involvement centrality X BB_X vs. Y
Job involvement centrality X BB vs. X
Job involvement identification X BB_X vs. Y
Job involvement identification X B Vs. X

F (df)

2.351*
-.241

Step II: main effects
Personality - positive affectivity
Personality - negative affectivity
Job involvement - centrality
Job involvement - identification
Y vs. BB_X
X vs. BB

∆R2

1.802
-.316
.567
1.092
-.386
.454
-.949
-1.717
1.261
2.000*
17.973***

Note: N = 133; *p < .05 **p < .01 ***p < .001; one-tie. Y vs. BB_ X = comparison between Gen Y and the Baby Boomers; X vs. BB = comparison between Gen X and the Baby Boomers.
R2 = .117, F(10,122) = 1.616, p > .05, Adj. R2 = .045.
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Figure 1. Effects of Job Involvement on Courtesy

Table 6 displays the results of the regression analysis for sportsmanship. The results show no significant
effect of job involvement on the dimension of sportsmanship in organizational citizenship behavior, β =
.002, p > .05, β = .122, p > .05, for centrality and identification, respectively. In addition, no significant

lack of statistical significance of the effects of both its
dimensions. Although positive affectivity was found
to be significant in Step 1, β = .210, p < .05, it ceased
to be significant in Steps 2 and 3 after controlling for
the effects of the main variables and their interactions.

Table 6. Results of Hierarchical Linear Regression for OCB Dimension of Sportsmanship
Independent variables

Β

Std. error

β

T

Step I: control variables
Personality – positive affectivity
Personality – negative affectivity

.238
-.297

.076
.074

.254
-.323

.180
-.292
-.019
.130
-.092
-.209

.081
.075
.062
.077
.159
.174

.192
-.318
-.025
.152
-.048
-.100

.187
-.272
-.002
.105
-.102
-.246
-.159
.016
.274
.299

.084
.076
.066
.084
.160
.177
.178
.234
.207
.301

Equation constant

4.907

.354

.200
-.295
-.002
.122
-.053
-.118
-.086
.008
.136
.122

.215

17.777*** (2,130)

.028

1.151 (4,126)

.021

.873 (4,122)

2.215*
-3.914***
-.300
1.697*
-.582
-1.206

Step III: interactions
Personality – positive affectivity
Personality – negative affectivity
Job involvement – centrality
Job involvement – identification
Y vs. BB_X
X vs. BB
Job involvement centrality X BB_X vs. Y
Job involvement centrality X BB vs. X
Job involvement identification X BB_X vs. Y
Job involvement identification X BB vs. X

F (df)

3.135**
-3.989***

Step II: main effects
Personality – positive affectivity
Personality – negative affectivity
Job involvement – centrality
Job involvement – identification
Y vs. BB_X
X vs. BB

∆R2

2.243*
-3.573***
-.023
1.247
-.637
-1.392
-.896
.068
1.326
.992
13.873***

Note: N = 133; *p < .05 **p < .01 ***p < .001; one-tie. Y vs. BB_ X = comparison between Gen Y and the Baby Boomers; X vs. BB = comparison between Gen X and the Baby Boomers.
R2 = .264, F(10,122) = 4.365, p < .001, Adj. R2 =. 203.
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Table 7. Results of Hierarchical Linear Regression Analysis for OCB Dimension of Conscientiousness
Independent variables

Β

Std. error

β

T

Step I: control variables
Personality - positive affectivity
Personality - negative affectivity

.164
.073

.108
.106

.137
.062

.118
.078
-.072
.097
-.121
-.343

.116
.107
.089
.110
.228
.249

.099
.066
-.077
.089
-.049
-.129

.148
.068
-.021
.018
-.109
-.329
-.151
-.492
.413
.610

.120
.109
.094
.121
.230
.254
.255
.336
.297
.433

Equation constant

3.362

.508

.124
.058
-.022
.016
-.044
-.123
-.064
-.194
.160
.196

.018

1.189 (2,130)

.022

.711 (4,126)

.023

.764 (4,122)

1.011
.726
-.814
.881
-.531
-1.379

Step III: interactions
Personality - positive affectivity
Personality - negative affectivity
Job involvement - centrality
Job involvement identification
Y vs. BB_X
X vs. BB
Job involvement centrality X BB_X vs. Y
Job involvement centrality X BB vs. X
Job involvement identification X BB_X vs. Y
Job involvement identification BB vs. X

F (df)

1.518
.687

Step II: main effects
Personality - positive affectivity
Personality - negative affectivity
Job involvement - centrality
Job involvement - identification
Y vs. BB_X
X vs. BB

∆R2

1.237
.626
-.223
.148
-.475
-1.295
-.593
-1.463
1.391
1.410
6.618***

Note: N = 133; *p < .05 **p < .01 ***p < .001; one-tie . Y vs. BB_ X = comparison between Gen Y and the Baby Boomers; X vs. BB = comparison between Gen X and the Baby Boomers.
R2 = .063, F(10,122) = .822, p > .05, Adj. R2 = 0

interactions were found. However, the table shows that
controlling statistically for personality was justified
here, as both dimensions produced significant betas,
β = .200, p < .05, β = .295, p < .05, for positive and
negative affectivity, respectively.
The results of the regression for conscientiousness
appear in Table 7. The results show no significant
effect was found for job involvement on the dimension
of conscientiousness in organizational citizenship
behavior, β = .022, p > .05, β = .016, p > .05, for centrality and identification, respectively. In addition, no
significant interactions were found. The table also
reveals no justification for controlling for personality
in view of the lack of significance of the effects of both
dimensions.
Table 8 displays the results of the regression for
civic virtue. As can be seen, a significant effect was
found for the identification factor of job involvement
on the dimension of civic virtue in organizational citizenship behavior, β = .242, p < .01). Thus, greater job
involvement appears to lead to greater civic virtue. The
effect of the centrality factor was not significant, β =
.096, p > .05. However, a significant interactional
effect was found between the centrality factor and the
generational variable of Gen X vs. the Boomers, β =
.290, p < .05), with the effect being more positive
among Gen X than Boomer employees. This is shown
in Figure 2, where the slope, representing the effect of
job involvement on civic virtue, is more positive
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among Gen X in comparison both with the main effect
and the slope produced by the Boomers. Thus, generation appears to mitigate the effect of the centrality factor of job involvement on civic virtue. The remaining
interactions were not significant. Figure 2 also indicates statistical justification for controlling for personality, as a significant effect emerged for positive affectivity, β = .297, p < .001.
The results of the regression for work satisfaction
are presented in Table 9. As this Table reveals, a significant effect was found for the identification factor of
job involvement on the degree of work satisfaction,
β = .410, p < .001, with greater job involvement leading to greater work satisfaction. The effect of centrality was not significant, β = .028, p > .05, and no significant interactional effects were found. Furthermore,
Table 9 indicates justification for controlling for personality, as a significant effect emerged for negative
affectivity, β = .277, p < .001.
Summary of the results
• Support was found for Hypothesis 1, predicting a
positive effect of job involvement on the various
dimensions of OCB, only in respect to the dimension of civic virtue. As predicted, this effect was
found for the job involvement factor of identification. Thus, greater involvement in one’s job in
Copyright 2011 by the Colegio Oficial de Psicólogos de Madrid
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Table 8. Results of the Hierarchical Linear Regression Analysis for OCB Dimension of Conscientiousness
Independent variables

Β

Std. error

β

T

Step I: control variables
Personality - positive affectivity
Personality - negative affectivity

.458
-.069

.100
.098

.382
-.058

.373
-.051
.130
.203
.234
.053

.104
.096
.080
.099
.204
.223

.311
-.043
.138
.185
.095
.020

.357
-.007
.090
.266
.189
-.045
.078
.738
-.139
-.269

.105
.096
.083
.106
.201
.222
.223
.294
.260
.379

Equation constant

3.089

.445

.297
-.006
.096
.242
.077
-.017
.033
.290
-.054
-.086

.162

12.538*** (2,130)

.073

2.997* (4,126)

.053

2.291 (4,122)

3.574***
-.531
1.633
2.054*
1.148
.236

Step III: interactions
Personality - positive affectivity
Personality - negative affectivity
Job involvement - centrality
Job involvement - identification
Y vs. BB_X
X vs. BB
Job involvement centrality X BB_X vs. Y
Job involvement centrality X BB vs. X
Job involvement identification X BB_X vs. Y
Job involvement identification BB vs. X

F (df)

4.564***
-.699

Step II: main effects
Personality - positive affectivity
Personality - negative affectivity
Job Involvement - centrality
Job Involvement - identification
Y vs. BB_X
X vs. BB

∆R2

3.392***
-.070
1.094
2.514**
.939
-.202
.348
2.506*
-.537
-.709
6.942***

Note: N = 133; *p < .05 **p < .01 ***p < .001; one-tie. Y vs. BB_ X = comparison between Gen Y and the Baby Boomers; X vs. BB = comparison between Gen X and the Baby Boomers.
R2 = .288, F(10,122) = 4.935, p > .001, Adj. R2 = .230.

terms of identification is associated with more
moral behavior.
• Interactions were found between the identification
factor of job involvement and generation on the
dimension of courtesy, and between the centrality

factor of job involvement and generation on the
dimension of civic virtue. In both cases, the effect
of job involvement was more positive among Gen
X employees than among Boomers. These findings lend partial support to Hypothesis 2.

Figure 2. Effects of Job Involvement on Conscientiousness
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Table 9. Results of Hierarchical Linear Regression Analysis for job Satisfaction
Independent variables

Β

Std. error

β

T

Step I: control variables
Personality - positive affectivity
Personality - negative affectivity

.298
-.295

.078
.077

.303
-.307

.150
-.286
.034
.346
-.172
-.219

.076
.070
.058
.072
.148
.162

.153
-.297
.044
.387
-.085
-.100

F (df)

.238

20.355*** (2,130)

.160

8.352*** (4,126)

3.805***
-3.849***

Step II: main effects
Personality - positive affectivity
Personality - negative affectivity
Job involvement - centrality
Job involvement - identification
Y vs. BB_X
X vs. BB

∆R2

1.978*
-4.104***
.592
4.842***
-1.164
-1.352

Step III: interactions

.014

Personality - positive affectivity
Personality - negative affectivity
Job involvement - centrality
Job involvement - identification
Y vs. BB_X
X vs. BB
Job involvement centrality X BB_X vs. Y
Job involvement centrality X BB vs. X
Job involvement identification X BB_X vs. Y
Job involvement identification X BB vs. X

.129
-.267
.021
.368
-.169
-.236
-.107
.197
.099
-.175

.078
.071
.061
.078
.150
.165
.166
.219
.193
.282

Equation constant

4.292

.330

.131
-.277
.028
.410
-.084
-.108
-.055
.095
.047
-.069

.745 (4,122)

1.651
-3.758***
.348
4.685***
-1.129
-1.428
-.647
.901
.515
-.622
12.987***

Note: N = 133; *p < .05 **p < .01 ***p < .001; one-tie. Y vs. BB_ X = comparison between Gen Y and the Baby Boomers; X vs. BB = comparison between Gen X and the Baby Boomers.
R2 = .412, F(10,122) = 8.563, p > .001, Adj. R2 = .364.

• A significant positive effect on the degree of job
satisfaction emerged for the identification factor
of job involvement, thereby providing support for
Hypothesis 3.
• In line with Hypothesis 4, no interactional effect
was found for either factor of job involvement on
job satisfaction.
Discussion
In line with previous studies, greater job involvement was found here to be related to higher work satisfaction and OCB (Podsakoff et al., 2000). The present study, however, adds to this understanding by
showing that the relationship exists mainly on the level
of affect, that is, on the factor of identification rather
than centrality of job involvement. This was found to
be true in respect to both work satisfaction and organizational citizenship behavior. In their meta-analysis,
Riketta and Van Dick (2009) also report a correlation
of 0.54 between work satisfaction and identification,
as compared with 0.35 for work satisfaction and
involvement.
The results may reflect a feature of the contemporary work world, where extremely demanding jobs
(such as in high-tech companies) require employees to
work extra hours, making work central to their lives,
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but not necessarily by choice. This may explain why
satisfaction and OCB are more related to the factor of
identification, which represents a choice and relates to
a psychological and emotional relationship, i.e., satisfaction of the needs of the employee (in line with the
Social Exchange Theory), and not merely to the
amount of time and effort they invest in their jobs.
While it is this distinction that has led to the twodimensional conceptualization of job involvement,
Yoshimura (1996) suggests redefining the concept as a
three-dimensional structure consisting of an emotional
association (interest and liking), a conscious psychological state (self-esteem and active participation), and
an intentional behavioral dimension (doing more than
would be expected from the position).
In only partial support of our hypothesis, a positive
relationship was found between the identification factor of job involvement and just one of the five dimensions of OCB, civic virtue (behavior directed toward
the organization). Civic virtue reflects undertaking
personal responsibility for participation in the organization’s political life, such as attending meetings, making suggestions for more efficient use of resources, etc.
Employees who strongly identify with the organization
can be expected to make more of an effort to improve
productivity and effectiveness (Yen & Neihoff, 2004).
However, when examining the effect of the interactions between job involvement and generation on
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OCB, an interaction was found between the centrality
factor and generation, whereby greater centrality of
work had a more positive effect on the civic virtue of
Gen X employees than Boomers. It is difficult to
explain this finding in view of the generational profile.
We expected Baby Boomers, who are more loyal to the
organization, workaholics, appreciate hard work, and
work extra hours, to invest more in their jobs than Gen
X employees, who are more loyal to themselves than
to the workplace, value the balance between family
and work, and seek pleasure at work. It is possible that
the Boomer generation is “tired” and therefore less
involved in OCB, or perhaps they are now “resting on
their laurels” having already gained recognition of
their status at work. On the other hand, Gen X are at
the height of their integration into the workplace, and
have spent sufficient years in the organization (or profession) to feel comfortable engaging in civic virtue
behavior. In other words, they are familiar enough with
the organizational processes to be able to suggest ways
of solving problems and enhancing effectiveness.
Moreover, they are still seeking promotion, and therefore tend to invest more time and effort (centrality) in
the political life of the organization.
Another explanation is suggested by the study by
Cohen and Avrahami (2006), who found a strong positive connection between individualism and OCB on
the dimension of civic virtue. As noted above, Gen X
displays more salient characteristics of individualism
than collectivism, such as not being dependent on others and relying on themselves (Whitney et al., 2009).
An interaction was also found between the identification factor of job involvement and generation on the
OCB dimension of courtesy, whereby Gen X employees who identify more with the organization evidenced
more courtesy than Baby Boomers. Courtesy relates to
consulting with others at work about activities that
may affect their work (behavior directed at the individual), and includes both informal and formal activities,
such as announcing one’s intentions in advance, transferring information, and so on (Organ, 1988).
Although the dimension of courtesy yielded a low reliability in this study, the fact that a significant interaction was found reinforces its existence de facto. This
finding may be explained in terms of Gen X’s position
in the workplace. Members of this generation currently occupy an intermediate status. While most do not
yet belong to senior management, they serve in middle
management jobs such as team leaders, direct managers, etc., and therefore both consult with their superiors and are in direct contact with their subordinates.
At present, Gen X is the dominant generation in the
work market. It is therefore encouraging to find that it
is also the generation displaying the strongest and most
positive effect on job involvement and OCB. No significant interactions were found here for either Gen Y
or the Boomers on these variables. The findings thus
raise doubt as to whether it is really necessary to invest
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a great deal of effort in attempts to bridge the generation gap in the workplace. In view of our findings, it is
possible that the gap has, in fact, already been bridged.
Certain limitations of the study should be noted.
First, it was conducted among employees from several
sectors. Additional interactions might have been found
had the sample been drawn from a single sector where
all the participants shared the same organizational
experiences and culture. Secondly, the OCB instrument employed here was a self-report questionnaire. It
might be preferable to confirm the responses by means
of a more objective source, such as the employee’s
direct manager. Finally, we used a cross-sectional
design to examine generational differences. A time-lag
investigation examining people of the same age cohort
at different points in time, as proposed by Twenge
(2010), might produce additional insights.
It goes without saying that different generations
uphold different values. The question we sought to
investigate here was whether these differences affect
processes, performance, and outcomes in the workplace. The findings indicate that generation mitigates
the effect of job involvement on OCB on two dimensions out of five (courtesy and civic virtue), with the
effect of this interaction being most positive among
Gen X employees. As the objective of all organizations
is to enhance the degree of OCB in order to help render performance more effective, there is room to examine the reasons for the fact that a significant positive
effect was not found for Boomers or Gen Y employees.
Moreover, the current findings show that job satisfaction does not depend on generation or age. However, as
the results are not unequivocal, we would recommend
examining additional connections that may be affected
by generation.
To conclude, we are inclined to agree with
Ecclesiastes: “Generations come and generations go,
but the earth remains forever.” Perhaps the best course
for an organization to adopt is to recruit as diverse a
workforce as possible in order to create a balance
between the different influences of each generation,
and indeed, between different individuals as human
beings.
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