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from the Board

PMI Today: One of the trends affecting 
project teams right now is the chang-
ing generations in the workforce. Baby 
boomers are retiring, millennials will 
soon be the largest percentage of the 
workforce and Generation Z is just com-
ing on the scene. How do you manage 
a project team with such a spread of 
generational groups and needs?

Ms. Knudson: The reality is and always 
has been that the world and workplace are 
made up of people from different races, 
genders, cultures and now—more impor-
tantly than ever—generations. As millen-
nials now represent the largest and most 
diverse workforce, the differences from 
the previous baby boomer generation 
have become very evident, and therefore 
there needs to be a new approach to 
management of this very diverse group.

To manage this spread in generational 
groups effectively requires an aware-
ness and recognition that there are 
differences. Although the baby boomer 

generation is so large and is still in 
many leadership roles, the style and 
approaches that are effective with this 
group typically are not successful with 
millennials and others. Therefore, there 
is a need to accept and better under-
stand these differences and not assume 

Continued on page 4

that younger staff will think and act like 
baby boomers. Learning and studying the 
differences in the generations—and what 
created these distinctions—allows you 
to manage more effectively by adjusting 
your approaches in ways that will engage 
and motivate them. 

Terri Knudson, 
MBA, PMP, PgMP, 
PfMP

Different 
Generations 

Different 
Approaches
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Statistics through 31 May 2017

PMI Fact File

PMI has 286 chartered and
18 potential chapters 

…in 210 countries 
and territories 

TOTAL MEMBERS CERTIFICATIONS
Total Active Holders of: PUBLISHING

486,680 

5,586,733
Total copies of 

all editions* of the 
PMBOK® Guide 
in circulation

*includes PMI-published 
translations

More than 5 Million PMBOK® Guide Editions Now in Circulation!

CAPM® Certified Associate in Project Management 33,731
PMP® Project Management Professional 777,202
PfMP® Portfolio Management Professional 440
PgMP® Program Management Professional 1,935
PMI-RMP® PMI Risk Management Professional 4,117
PMI-SP® PMI Scheduling Professional 1,686
PMI-PBA® PMI Professional in Business Analysis 1,427
PMI-ACP® PMI Agile Certified Practitioner  15,901

PMI Today: What about work styles—
what have you seen on your teams that 
differentiates the generations? Have your 
teams had to make any accommodations 
because of differing styles of work?

Ms. Knudson: As team members come 
and go, the team needs to constantly 
be forming, storming and norming to 
hopefully move into high performing. 
With the change in the generational 
makeup over time, this creates a unique 
dynamic not just in the management 
role, but also in the interactions and 
expectations among team members of 
the different generations.

Those baby boomers who are still around 
have years of experience from working 
hard and taking on multiple roles and 
assignments within the organization. 
They have a “live to work” mindset. 
The millennials and other generations 
have a different approach based on a 
work/life balance, or “work to live.” They 
have high expectations for immediate 
recognition based on the knowledge 
they possess—and not necessarily the 
experiences gained.

Blending multiple generations’ 
expectations and approaches requires 
mixing and matching the needs of team 
members in ways that complement each 
other and leverage the strengths of each 
group and person.

Basic Changes
There are some basic accommodations 
and changes that need to be made 
that are fundamental to the success of 
the team and work environment. The 
first one is allowing the open use of 
technology, as the newer generations 
don’t know life without it, depend on it 
constantly and may be uncomfortable 
without it. A second is recognizing the 
need for a more balanced work schedule 
and environment, as the normal 8-to-5 
sitting at the desk isn’t as effective with 
the newer generations, and the concept 
of 60+ hour weeks does not provide the 
necessary life balance. A third one is the 
need for a focus on meaningful work that 
engages team members’ expertise, offers 
some structure and discipline, and allows 
the team to work independently but also 
interactively with others.

PMI Today: What do you see as the chief 
motivators for millennials? For Genera-
tion Z? How about for the more expe-
rienced employees (baby boomers and 
Gen Xers)? Is there a difference in what 
each group views as job satisfaction?

Ms. Knudson: Research indicates that 
millennials are motivated by jobs that 
are challenging and allow them to do 
new things and gain new knowledge and 
skills in activities that make a difference 
and provide a sense of purpose. They 

have a broad social network and want 
to work in a friendly environment with 
a cohesive group of people that allows 
them to grow their careers. They like to 
be respected and appreciated for the 
work they do, but also balance that with 
flexible schedules with their families and 
communities.

While I have not had as much interaction 
(yet) with Generation Z, I have noticed 
that they are much more technology-
driven than the other generations. 
Therefore, they have higher expectations 
on responsiveness and access to infor-
mation with a greater ability to multitask 
between different activities. They also 
are more entrepreneurial and enjoy chal-
lenge and change.

As for the baby boomers and Gen Xers, 
their job satisfaction is more traditionally 
based on hard work that results in gain-
ing recognition and rewards. They are 
typically more process- and structure-
driven, focused on working in a team 
environment to get the job done. Their 
work is important to them, and recogniz-
ing their effort and accomplishments is a 
strong motivator.

PMI Today: What differences in leader-
ship capabilities have you seen among 
the generations? Among the different 
groups, is there any difference in prepar-
ing staff for leadership roles?
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Ms. Knudson: The different generations 
definitely have different leadership styles 
and approaches. The baby boomers have 
the more traditional people-oriented fo-
cus, recognizing employee roles, respon-
sibilities and results. Their interaction 
with managers is also more structured, 
formal and as needed.

The millennials have a less-structured 
approach and are adept at working in a 
more social, interactive work environ-
ment. Millennials also like more fre-
quent, informal interaction with their 
manager, who they often look to for 
learning and mentorship.

Leadership Preparation  
Similarities
While there are differences in the gen-
erational styles, the bases for preparing 
for leadership roles are somewhat simi-
lar, primarily because leaders need to be 
able to work across generations and an 
organization. Typically this preparation 
involves gaining different experience 
in different areas of the organization, 
and working directly with different 
people. Project management also has 
an important role in leadership develop-
ment by providing experience in manag-
ing a diverse group of people—within a 
defined timeline and budget—to produce 
a resulting value to your business.

PMI Today: Considering the importance 
of teamwork in project management, 
how would you evaluate the teaming 
and collaboration skills of less versus 
more experienced employees?

Ms. Knudson: While both groups 
engage in teamwork and collaboration, 
the approaches differ among 
generations. The baby boomers typically 
use more traditional direct engagement, 
while the millennials and Gen Z rely 
much more on technology. From my 
experience, the most success is achieved 
with a combination and balance of both 
by leveraging the right approaches for 
the right situation.

Since baby boomers started their 
careers with direct forms of interaction 
and needed to become much more 
technology-driven, they can typically 
move between the two more easily. It 
may be difficult for technology-driven 
generations to shift to more direct 
interaction, as they grew up with more 
of a reliance on technology. For all 
generations, the need for flexibility and 
learning new approaches to teamwork 
and collaboration is important.

PMI Today: How do different genera-
tions respond to change?

Ms. Knudson: The baby boomers have 
more difficulty with change than the 
other generational groups, likely due to 
the stability that existed during their 
formative years and in their careers. 
With the speed of change in recent 
years, the younger generation has 
grown up with change being part of 
their everyday lives, and they embrace 
it much more easily.

An example of this is how younger 
generations have been programmed to 
participate in numerous extracurricular 
activities. This has become even more 
important in recent years as college and 
job applications often place importance 
on involvement in activities, profes-
sional organizations and community 
volunteering.

PMI Today: How important is training 
to the various generational groups? 
What are their preferences in how the 
training is offered, and how frequently 
is it supported by your organization?

Ms. Knudson: Training is definitely 
valued by our organization as continued 
education, certifications and academic 
rankings are parts of leadership devel-
opment and advancement. It is impor-
tant to the various generations as well; 
however, each look for it to be provided 
through different means that meet 
their unique needs.

Baby boomers are typically interested 
in the more traditional classroom and 
contact types of courses that may span 
multiple hours and days. Millennials 
and Gen Z are more interested in 
using technology and web tools for 
immediate training on specific items  
as needed.

One thing all groups have in common 
with training is the value of using 
different sources and approaches—
whether required or elective. My 
organization also values advanced 
professional degrees, and I encourage 
all my senior staff to pursue a master’s 
in a related field. However, they can 
determine the school and venue that 
works best for their learning style 
and needs. 

Reverse Mentoring
PMI Today: Does your organization 
practice reverse mentoring?

Ms. Knudson: Our organization began 
a few types of reverse mentoring 
initiatives to obtain new insights 
and ideas from staff with various 
backgrounds—including generational. 
One is referred to as “Fresh Eyes” 
and is intended to obtain new, fresh 
perspectives from staff not closely 
engaged in the situation. In addition, 
this is also occurring through various 
succession-planning activities to gain 
insights on new techniques, information 
and technology to work differently.

PMI Today: What are some of the 
best ways to retain less experienced 
employees in your organization? How 
about more experienced staff?

Ms. Knudson: In my experience, the 
best way to retain staff of any genera-
tion is to provide them with challenging 
work that makes a difference to the 
organization and its customers, instills 
an open and trusting work environment, 
and clearly shows their efforts are  
valued and appreciated.

Continued on page 6
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PMI Today: What other overall 
talent management advice do  
you have for organizations dealing 
with the reality of a multiple-
generation workforce?

Ms. Knudson: Differences among 
staff require flexibility within 
organizations, including offering 
more experiential, project-based 
assignments to learn new skills 
and be challenged. It begins with 
awareness of the differences among 
generations and staff, accepting and 
understanding those differences and 
realizing the need to adjust your 
management approach to deal with 
each person differently.

While this can be challenging for 
a manager and organization, it 
demonstrates an openness to new 
ideas and approaches that serves as 
a model for others. It also illustrates 
an appreciation of the value of diver-
sity and how respecting differences 
can actually build a stronger team as 
members learn from each other and 
work together collaboratively  
to succeed.

Ms. Warren and her team are looking to 
push project management capabilities at 
her organization to a higher level. “In the 
past it’s been about generating timelines 
or submissions,” she said. “But now, we 
know teams appreciate us more when we 
help develop and drive strategies.” 

She came to the right place. The evolving 
role of project and program managers—
prompted by an era of rapid and  
large-scale change—was discussed 
throughout congress. 

Leading the Charge
In a business environment defined by 
never-ending disruption, project and 
program managers must lead the charge 
as agents of change, said author Gabor 
George Burt in his opening keynote. “You 
are the engineers of progress in your 
companies,” he said. 

Building on the Blue Ocean strategy, 
Mr. Burt outlined three realms in which 
organizations can plot a new path forward:

1. Blue Ocean: Create new value 
propositions that drive the company’s 
overall strategy. 

2. Blue Sea: Expand current value 
propositions for broader relevance.

3. Blue Lake: Refresh and optimize 
current value propositions.

The strategic call to arms resonated with 
congress attendees, including Landry 
Musana, PMP, of Philips Healthcare, 
Brussels, Belgium. “Every industry 
is changing,” Mr. Musana said, and 
organizations will need project managers 
to help them adapt quickly. 

Buckle Up
All this change is compounded by new 
uncertainties stemming from political 
shocks, such as Brexit, and workforce 
shifts, like the rise of the gig (freelance) 
economy. Those and a few other timely 
topics took center stage at this year’s 
salon, which made a return appearance 
based on popular demand.

Strategic transformation starts with a 
strong communications plan that gets 
everyone on board, said panelist Maria 
Hedwall, PMP, of AstraZeneca. At big, 
complex organizations, there must be  
“a common goal and a common under-
standing of why you need to change.”

Panelist Clare Savage of Deutsche Bank 
said the era of uncertainty demands  
new ways of delivering change. “We 
recognized over a year ago we needed a 
framework that enables control of the 
decision-making process and how those 
individuals who want to stick their neck 
out can be empowered,” said Ms. Savage. 
Deutsche’s new framework is designed 
to help raise the profile of project 
professionals at the company. “Project 
managers are right in the thick  
of it—but they are very seldom the 
decision makers.” 

Opening keynoter Gabor George Burt.
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