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ABSTRACT: In today's evolving workforce landscape, organizations face the urgent challenge of effectively engaging the Zilenial
generation, characterized by strong technological fluency, demand for meaningful work, and high expectations for leadership
quality. This study investigates leadership practices that enhance Zilenial employee engagement at PT ABC, a financial services
company with 85% Zilenial employees serving predominantly Baby Boomer clients. Addressing gaps in the applicability of
traditional leadership theories, the study aims to (1) identify effective leadership guidelines, (2) apply a design science approach to
develop contextually relevant frameworks, and (3) evaluate the influence of the guidelines on engagement perceptions. Utilizing a
qualitative case study complemented by phenomenological inquiry, data were collected through semi-structured interviews with
leaders and employees from both high- and low-engagement units. Thematic analysis identified five critical leadership dimensions:
Authentic Connection, Growth Facilitation, Purpose Alignment, Inclusive Environment, and Digital Integration. Applying Design
Science Research methodology, the study produced the Z-LEADS Framework, an artifact satisfying abstraction, originality,
justification, and benefit criteria. Results show that leaders who consistently embody these dimensions foster higher engagement
and better mental health outcomes among Zilenial employees. The study bridges theory and practice, offering actionable leadership
strategies for organizations navigating intergenerational dynamics, while contributing to the scholarly understanding of
generationally responsive leadership frameworks.

KEYWORDS: Digital leadership, design science research, employee wellbeing, intergenerational workforce, leadership guidelines,
zilenial engagement.

I. INTRODUCTION

In the era of globalization and increasingly fierce business competition, Human Resources (HR) has evolved from merely being
considered an asset to becoming a strategic partner in achieving organizational goals. This paradigm shift has fundamentally
transformed how organizations view and manage their workforce, with successful companies now prioritizing effective HR
management as a cornerstone of their strategic initiatives. Ulrich and Smallwood (2004) emphasize that organizations which
successfully maximize their human resource potential through effective management consistently outperform their competitors in
the dynamic global marketplace. The quality and engagement level of human resources within an organization directly correlate
with increased competitiveness and innovation, making HR management a critical determinant of long-term organizational success
(Barney & Wright, 1998; Becker & Huselid, 2006). Employee engagement has emerged as a central focus in this evolution, defined
by Schaufeli and Bakker (2010) as the emotional and intellectual commitment employees have toward their organization and its
objectives. Maylett (2019) further elaborates this concept, describing employee engagement as an emotional state where employees
feel energized and committed, investing their complete selves—heart, soul, mind, and hands—into their work responsibilities.
Research consistently demonstrates that engaged employees exhibit higher productivity levels, stronger organizational loyalty, and
greater propensity to contribute positively to organizational goals (Bakker & Demerouti, 2008; Saks, 2006).

The workforce demographic landscape is undergoing a profound transformation, characterized by the progressive entry of
Generation Z and Millennials (collectively referred to as the Zilenial Generation) into professional environments worldwide.
According to the Pew Research Center (2018), Millennials (born 1981-1996) have already become the dominant workforce segment,
while Generation Z (born 1997-2012) is progressively entering employment with distinct characteristics and expectations. Francis
and Hoefel (2018) identify that this Zilenial cohort possesses unique attributes that differentiate them from previous generations,
including unprecedented technological fluency, a strong desire for meaningful work experiences, and expectations for workplace
flexibility and continuous personal development opportunities. The Zilenial generation's unique relationship with technology
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fundamentally shapes their approach to work, communication preferences, and learning styles, creating new dynamics within
organizational contexts (Twenge, 2010; Gursoy et al., 2013). These generational characteristics present both opportunities and
challenges for organizations, particularly in leadership approaches. Leadership plays a crucial role in influencing employee
engagement levels, with Gallup (2024) finding that 70% of variance in team engagement can be attributed to leadership roles.
Leaders who are engaged in their work tend to create environments where employees are also more engaged. Various leadership
styles have been researched, with transformational leadership considered effective in increasing employee engagement through
inspiration and empowerment (Bass & Riggio, 2006; Jena et al., 2018).

Despite extensive literature examining leadership styles and their impact on organizational outcomes, significant gaps exist in
understanding the specific approaches that effectively foster engagement among the Zilenial workforce. Traditional leadership
theories have predominantly been developed and validated in contexts dominated by Baby Boomers and Generation X employees,
with limited research exploring their applicability and effectiveness with the Zilenial cohort (Anderson et al., 2017; Lyons & Kuron,
2014). The disconnect between theoretical leadership knowledge and practical application represents another substantial gap,
particularly in contexts with high concentrations of Zilenial employees. Leadership development programs across organizations
predominantly emphasize conceptual frameworks and theoretical principles without sufficient attention to contextual application
mechanisms, creating a troubling theory-practice divide (Mintzberg, 2004; Pfeffer & Sutton, 2000; Henry et al., 2009). After
completing traditional leadership training, managers frequently revert to familiar leadership styles due to the absence of actionable,
context-specific guidelines that address the unique challenges of leading Zilenial teams (Kelloway & Barling, 2010). This
implementation gap significantly undermines organizational investments in leadership development, with substantial resources
allocated to programs that fail to produce measurable improvements in leadership effectiveness or employee engagement (Beer et
al., 2016; Lacerenza et al., 2017). Additionally, conventional research methodologies typically prioritize either theoretical
contribution or practical application, rarely achieving a balanced integration of both dimensions in leadership studies (Hodgkinson
& Starkey, 2011). Design science emerges as a promising methodological approach to address this gap, offering a structured
framework for developing practical artifacts based on theoretical knowledge while maintaining scientific rigor (Gregor & Hevner,
2013; Hevner et al., 2004; Peffers et al., 2007).

Based on these identified gaps, this research aims to develop leadership guidelines that effectively enhance Zilenial employee
engagement through a design science approach. The study specifically addresses the following research questions: (1) What type of
leadership guidelines would effectively enhance Zilenial employee engagement in contemporary organizational contexts? (2) How
can design science methodology be applied to develop contextually relevant leadership guidelines that bridge theoretical knowledge
and practical application? (3) To what extent do the developed leadership guidelines influence Zilenial employee engagement
perceptions? Through systematic application of design science methodology, this research will produce practical leadership
guidelines grounded in both theoretical understanding and contextual relevance. The guidelines will provide organizational leaders
with actionable frameworks for enhancing Zilenial engagement while contributing to the theoretical understanding of effective
leadership approaches for this demographic. By addressing both practical organizational needs and theoretical advancement, this
research responds to the growing demand for evidence-based leadership development approaches specifically designed for the
increasingly dominant Zilenial workforce. The findings will benefit organizational leaders, HR practitioners, and leadership
development professionals seeking to enhance engagement among Zilenial employees while advancing scholarly understanding of
generationally-responsive leadership frameworks.

Il. THEORETICAL FOUNDATION

A. Transformational Leadership Theory

Transformational Leadership Theory represents a cornerstone for understanding effective leadership approaches for the Zilenial
generation in contemporary organizational contexts. This theory, extensively developed by Bass (1985) and further elaborated by
Northouse (2021), emphasizes the leader's ability to inspire followers through meaningful vision and values, encouraging them to
transcend self-interest for the greater good of the organization. The model's four dimensions—Idealized Influence, Inspirational
Motivation, Intellectual Stimulation, and Individualized Consideration—provide a comprehensive framework that addresses the
multifaceted needs of Zilenial employees who seek purpose and meaning in their work. Transformational leadership focuses on
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creating an environment where followers can develop their full potential while aligning their personal aspirations with organizational
objectives.

Research consistently demonstrates the significant impact of transformational leadership on employee engagement, particularly
among younger generations. Avolio and Mhatre (2012) identified transformational leadership as having a significant influence on
Millennial employee engagement, while more recent studies by Tims, Bakker, and Xanthoupoulou (2011) established positive
relationships between daily transformational leadership behaviors and employee engagement levels. This leadership approach
resonates strongly with Zilenials' desire for inspirational workplace experiences, professional growth opportunities, and meaningful
contributions. By fostering an environment where employees are encouraged to think innovatively and feel individually valued,
transformational leadership directly addresses the engagement drivers that are particularly relevant to the Zilenial demographic,
making it a foundational theoretical framework for developing effective leadership guidelines for this cohort.

B. Inclusive Leadership Theory

Inclusive Leadership Theory has emerged as a particularly relevant framework for understanding how leadership approaches can
enhance engagement among the diverse and values-driven Zilenial workforce. As conceptualized by Northouse (2021), inclusive
leadership centers on creating environments where every individual feels valued, has opportunities to contribute, and can achieve
their full potential regardless of background or perspective. This leadership approach emphasizes the critical dimensions of
unigueness and belongingness, acknowledging that true inclusion occurs when employees are both recognized for their distinctive
qualities and accepted as full members of the organization. The model identifies key leader behaviors—encouraging divergent
viewpoints, being accessible, sharing decision-making, appreciating contributions, and building psychological safety—that directly
address the Zilenial generation's expectations for workplace equity, voice, and authentic recognition.

Recent empirical research substantiates the effectiveness of inclusive leadership in fostering engagement among younger workforce
cohorts. Studies by Vakira et al. (2022) demonstrated that inclusive leadership directly influences employee engagement, with
psychological safety serving as a significant mediating factor. This leadership approach aligns perfectly with Zilenials' heightened
awareness of social justice issues, desire for diverse and equitable work environments, and expectation that their perspectives will
be genuinely valued in organizational decision-making processes. By emphasizing participation, recognition of unique
contributions, and creation of psychologically safe environments, inclusive leadership addresses the core engagement needs of the
Zilenial generation, who prioritize workplaces where they can bring their authentic selves and make meaningful impacts through
collaborative endeavors.

1. METHODOLOGY

A. Research Design: Qualitative Case Study

PT ABC is a financial services company specializing in providing services to retirees and Baby Boomers while employing a
workforce predominantly composed of Zilenial generation employees (85% of total staff, aged 20-40 years). This creates a unique
organizational dynamic where the company must balance hospitality toward older clientele while maintaining an aggressive
performance-driven culture that demands high adaptability and resilience from its younger workforce. Internal surveys highlight
significant challenges in this environment, with a 2024 mental health assessment of 622 employees revealing that 64% face mental
health risks—particularly pronounced among the youngest employees (73% of those aged 20-25). Notably, psychologists managing
consultation sessions reported that half of all employee mental health issues stemmed from leader-subordinate relationship conflicts,
underscoring leadership as a critical factor affecting employee wellbeing and engagement despite the company's substantial
investments in leadership training programs.

The case study design follows Stake's (2005) instrumental case study framework, where PT ABC serves as a vehicle to understand
the broader phenomenon of leadership approaches that effectively engage Zilenial employees. This approach is well-suited to
address the research questions as it facilitates the exploration of "how" and "why" certain leadership practices influence employee
engagement within the organization's unique cultural and operational context. The research design incorporates multiple data
sources and perspectives—from both high-engagement and low-engagement units—to develop a rich, contextual understanding of
effective leadership practices. This approach aligns with Merriam and Tisdell's (2016) characterization of case studies as
particularistic, descriptive, and heuristic, allowing for the development of practical insights that are firmly grounded in the
organizational reality of PT ABC.
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B. Phenomenological Approach to Leadership Experience

Complementing the case study framework, this research incorporates a phenomenological approach to explore the lived experiences
of both leaders and Zilenial employees at PT ABC. Phenomenology, as described by van Manen (2016), provides a methodological
framework for investigating how individuals experience and make meaning of leadership in their everyday work contexts. This
approach is particularly valuable for understanding the subjective dimensions of employee engagement—how Zilenial employees
interpret, experience, and respond to different leadership approaches within their work environment.

The phenomenological inquiry focuses on capturing the essence of effective leadership as experienced by participants, going beyond
observable behaviors to uncover the underlying meanings, values, and expectations that shape engagement. Following Moustakas's
(1994) transcendental phenomenological approach, the research employs epoché (bracketing of researcher preconceptions) and
phenomenological reduction to identify the invariant constituents of positive leadership experiences among Zilenial employees.
This process involves careful documentation of participant narratives, identification of significant statements, formulation of
meaning units, and synthesis of themes that capture the essence of engagement-promoting leadership. By privileging participant
voices and lived experiences, the phenomenological approach provides crucial insights into the subjective dimensions of leadership
that quantitative or purely observational methods might overlook.

C. Data Collection and Analysis Methods

1) In-Depth Semi-Structured Interviews

The primary data collection method consists of in-depth semi-structured interviews designed to elicit rich narratives about leadership
experiences from both leaders and Zilenial employees. These interviews follow Seidman's (2019) three-interview series structure,
focusing on: (1) the participant's professional background and context, (2) detailed descriptions of leadership experiences, and (3)
reflection on the meaning of these experiences. Interview protocols are tailored to different participant groups—Ieaders and staff
from high-engagement and low-engagement units—with questions designed to explore leadership challenges, expectations,
practices, and their perceived impact on employee engagement.

The interview process incorporates Kvale's (2007) principles of qualitative interviewing, using open-ended questions, active
listening, and probing techniques to encourage detailed narratives. Interviews are conducted in private settings to ensure
confidentiality and facilitate open sharing of experiences. All interviews are audio-recorded with consent and transcribed verbatim
to preserve the authenticity and richness of participant accounts. This approach allows for the collection of nuanced data that captures
the complexity of leadership-engagement dynamics within the organizational context of PT ABC.

2) Thematic Analysis and Phenomenological Reduction

Data analysis follows a two-tiered approach that integrates thematic analysis (Braun & Clarke, 2006) with phenomenological
reduction techniques (Moustakas, 1994). The analysis process begins with immersive reading of interview transcripts to develop
familiarity with the data, followed by initial coding to identify significant statements related to leadership experiences and employee
engagement. These codes are then refined through an iterative process to develop coherent themes that capture patterns of meaning
across participant accounts.

For the phenomenological component, the analysis employs horizonalization—treating each statement as having equal value—
followed by reduction to eliminate overlapping and repetitive statements. The remaining horizons are clustered into thematic units
that represent the invariant constituents of the leadership experience. These themes are then synthesized into textural descriptions
(what participants experienced) and structural descriptions (how they experienced it), culminating in a composite description that
captures the essence of effective leadership practices for engaging Zilenial employees at PT ABC.

Throughout the analysis process, the researcher maintains analytic memos to document emerging insights and reflexively examine
how their own positionality might influence interpretation. Member checking with key participants and peer debriefing with
colleagues not involved in the research enhance the trustworthiness of the findings. This rigorous analytical approach ensures that
the resulting leadership guidelines are firmly grounded in the lived experiences of organizational members while maintaining
theoretical sensitivity to established frameworks of leadership and employee engagement.
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IV. RESULTS

A. Participants

This study aimed to understand the leadership practices that occur at PT ABC, specifically focusing on how these practices can
improve employee engagement based on the results of the employee engagement surveys conducted by PT ABC in 2022 and 2023.
Based on the survey results, the researcher selected four work units with the highest and lowest engagement scores as the research
sample. However, the available data from PT ABC only includes engagement scores up to the BOD-1 level (one level below the
Board of Directors). In other words, PT ABC does not have precise engagement data for leadership levels beyond BOD-1. Therefore,
for the selection of participants from BOD-2 level and higher, the researcher followed recommendations from PT ABC's Human
Capital Division. The selection of participants was also based on whether the employees at those levels had not undergone a rotation
or transfer to other units.

Furthermore, the selection of staff participants was done by choosing employees who were under the leaders selected for interviews,
ensuring that various roles and job levels were represented. In this study, a total of 16 participants were interviewed, comprising 4
leaders and 4 staff from units with high engagement, as well as 4 leaders and 4 staff from units with low engagement. Below is the
detailed list of participants who were interviewed:

Table 1. Participants

Units with High Engagement

No | Unit Leader Staff

1 Unit 1 (BOD-1 Head Office) Leader (Code: LT1) Staff (Code: ST1)
2 Unit 2 (BOD-2 Head Office) Leader (Code: LT2) Staff (Code: ST2)
3 Unit 3 (BOD-2 Branch) Leader (Code: LT3) Staff (Code: ST3)
4 Unit 4 (BOD-3 Branch) Leader (Code: LT4) Staff (Code: ST4)
Units with Low Engagement

No | Unit Leader Staff

1 Unit 1 (BOD-1 Head Office) Leader (Code: LR1) Staff (Code: SR1)
2 Unit 2 (BOD-2 Head Office) Leader (Code: LR2) Staff (Code: SR2)
3 Unit 3 (BOD-2 Branch) Leader (Code: LR3) Staff (Code: SR3)
4 Unit 4 (BOD-4 Branch) Leader (Code: LR4) Staff (Code: SR4)

B. Thematic Analysis

In today's rapidly evolving workplace environment, understanding effective leadership approaches for engaging Zilenial employees
has become crucial for organizational success. At PT ABC, where 85% of employees belong to the Zilenial generation while serving
predominantly Baby Boomer clients, this understanding becomes even more critical. The research findings provide insights into
leadership practices that effectively foster engagement among this demographic cohort, characterized by their technological fluency,
desire for meaningful work, and expectations for workplace flexibility. Through systematic analysis of qualitative data collected
from both leaders and Zilenial employees, several key themes emerged that highlight the specific leadership approaches most
conducive to enhancing engagement in this context.

The word cloud in Figure 1 reveals dominant themes in leadership perceptions among Zilenial employees at PT ABC. Key terms
such as "know," "members,” "team," and "communication" feature prominently, underscoring the importance of relationship-
building and information sharing in leadership effectiveness. The significant presence of "know" suggests that awareness and
understanding—both of employees and expectations—forms a foundational element of effective leadership with this demographic.
Terms like "people,” "team," and "members" indicate that Zilenials value collective dynamics and interpersonal connections within
the workplace environment.
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Figure 1. Wordcloud of Employee Engagement and Leadership Insights

Leadership style emerges as another critical dimension through terms like "style," "approach," and "want," suggesting that Zilenials
have distinct preferences regarding how leadership is exercised. The appearance of "personal,” "good," and "support" highlights
that Zilenial employees respond positively to leaders who demonstrate genuine care while maintaining clear performance
expectations, as evidenced by terms like "challenge” and "performance.” Organizational context factors appear through words like
"company” and "understand,” indicating that Zilenial engagement increases when leaders effectively connect individual
contributions to broader organizational purpose. These findings align with both Transformational and Inclusive Leadership
frameworks, with terms like "change” and "try" reflecting transformational elements, while "everyone™ and "communication™
suggest inclusive approaches. The analysis provides clear direction for developing practical leadership guidelines that can effectively
enhance engagement among the Zilenial workforce at PT ABC.

Based on the word cloud analysis and examination of interview transcripts, Table 2 presents a word repetation analysis of leadership
approaches for Zilenial engagement at PT ABC. This analysis organizes frequently occurring words into five key themes that
emerged from the data: Authentic Connection, Growth Facilitation, Purpose Alignment, Inclusive Environment, and Digital
Integration. By clustering related terms under these themes, we can better understand the multidimensional nature of effective
leadership for Zilenial employees and develop more targeted guidelines that address specific engagement drivers.

Table 2. Word Repetation Analysis

Theme Code Count
Know 217
Personal 96
Trust 76

Authentic Connection Communication 173
Good 129
Listen 65
Approach 117
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Theme Code Count
Challenge 87
Performance 84
Support 98
Growth Facilitation Development 72
Feedback 64
Learn 59
Try 68
Company 89
Understand 79
Purpose 58
Purpose Alignment Goals 61
Mission 43
Values 57
Impact 46
Team 186
Members 195
People 158
Inclusive Environment Everyone 76
Involvement 52
Belong 41
Voice 39
Technology 48
Digital 45
Tools 53
Digital Integration Platform 37
Innovation 42
Information 56
Connection 49

It looks like you're asking me to complete a paragraph about a phenomenological reduction process specifically related to word
count analysis of Zilenial employees at PT ABC. I'll add content to the paragraph you provided.

The word count analysis highlights several important patterns in how Zilenial employees at PT ABC perceive effective leadership.
High-frequency words such as "Know," "Communication,” and "Good" indicate that building authentic connections through
transparent communication is highly valued. Similarly, frequent mentions of "Members,” "Team," and "People™ suggest a strong
preference for inclusive, collaborative environments. Words like "Support,” "Challenge," and "Performance” point to the importance
of balancing high expectations with personal development and learning opportunities. Additionally, terms such as "Company,"
"Understand," and "Purpose” reveal that Zilenial employees seek meaningful work aligned with broader organizational goals.
Although less prominent, the appearance of "Tools," "Information,” and "Technology" suggests that effective digital integration
remains a relevant leadership expectation. Through phenomenological reduction, researchers systematically bracketed their
preconceptions and biases about generational leadership preferences, allowing the lived experiences of Zilenial employees to emerge
authentically. This methodical process involved suspending judgment about conventional leadership theories, eliminating
interpretive filters, and focusing purely on the essence of participant descriptions. By reducing observations to their fundamental
structures of meaning, the analysis revealed that Zilenial leadership expectations transcend superficial technological competence
and instead prioritize genuine human connection within a purposeful work context (Figure 2).
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Figure 2. Phenomenological Reduction Process

This analysis provides a structured framework for understanding the multidimensional nature of effective leadership with Zilenial
employees at PT ABC. The quantitative data clearly demonstrates which themes are most salient in participant discussions, offering
valuable guidance for developing leadership approaches that can enhance engagement among this demographic. The following
sections explore each theme in greater detail, examining how they manifest in practice and their implications for the development
of the zilenial leadership engagement and development system.

1) Authentic Connection

The Authentic Connection theme emerged as the most significant dimension of effective leadership for Zilenial engagement at PT
ABC, evidenced by the high frequency of associated codes in the word count analysis. This theme encompasses the genuine
interpersonal relationships between leaders and team members, characterized by transparency, trust, and personalized
understanding. The overwhelming prominence of knowing team members personally in participant responses highlights that deep
awareness—both leaders knowing their team members and employees understanding expectations—forms the foundation of
effective leadership practice with this demographic. As ST2 expressed, "The best leaders I've worked with take time to know me as
a person, not just an employee who completes tasks. They know my strengths, my challenges, and what motivates me." This
perspective was echoed across multiple interviews, emphasizing that Zilenials expect leaders to demonstrate authentic interest in
their individual circumstances rather than treating team members as interchangeable resources.

Building upon this foundation of personal understanding, communication emerged as another crucial component of authentic
connection. Participants consistently emphasized the importance of transparent, consistent, and multi-directional information flow.
Leaders who excel in this dimension create environments where open dialogue is encouraged and information is shared freely rather
than restricted to hierarchical channels. LT3, a leader from a high-engagement unit, explained, "I prioritize communication above
almost everything else. Being transparent about challenges, changes, and expectations builds trust and prevents unnecessary anxiety
and speculation." Especially within PT ABC’s high-pressure environment, where Zilenial employees face complex demands, clear
and adaptive communication proves critical for maintaining engagement. The interview data further indicates that not just the
content but also the manner of communication significantly influences perceived leadership effectiveness, with participants valuing
leaders who demonstrate active listening and adapt their communication styles to individual needs.
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Closely intertwined with communication is the dimension of trust, which emerged as the emotional foundation underpinning
authentic connections. Participants consistently linked leadership effectiveness to the establishment of mutual trust, manifested
through leader reliability, consistency between words and actions, and the creation of psychologically safe environments. As SR4
noted, "Trust is everything. When | trust my leader, | can focus completely on my work instead of worrying about hidden agendas
or unexpected consequences.” In PT ABC's context, where internal assessments highlight significant mental health risks among
Zilenial employees, building and maintaining trust becomes even more critical. The data suggests that authenticity—Ileaders
presenting their genuine selves rather than artificial personas—plays a central role in fostering this trust and sustaining psychological
safety.

Extending beyond professional interactions, the personal dimension of authentic connection was further emphasized through
participants’ strong appreciation for leaders who demonstrate genuine care for employee wellbeing beyond mere work performance.
This aspect is particularly significant given PT ABC's internal findings that 64% of employees face mental health challenges, often
rooted in leadership relationship conflicts. As LR2 described, successful authentic connection involves "a relationship where | feel
seen as a whole person, with a life and priorities outside work." Such holistic recognition directly addresses Zilenial expectations
for workplaces that respect their broader identities, merging personal and professional spheres in ways that promote a sense of
belonging and mutual respect.

Taken together, these elements of authentic connection not only align with previous research on transformational leadership’s
individualized consideration dimension but also extend its relevance in the Zilenial context. Authentic connection emerges not as
an optional leadership trait but as a foundational requirement for engagement at PT ABC. Leaders who successfully practice
authentic connection invest in small, daily interactions that build relational depth over time. As LT1 summarized, "Building real
connections with my team isn't something | do once and check off a list. It's daily work that happens in small moments—remembering
personal details, following through on commitments, and being consistently present and available." The interview data consistently
reflect that this ongoing relational investment correlates strongly with higher engagement levels across teams, reinforcing the
centrality of authentic connection in effective Zilenial leadership practices.

2) Growth Facilitation

Growth Facilitation emerged from the thematic analysis as a fundamental leadership dimension highly valued by Zilenial employees
at PT ABC, characterized by the delicate balance between challenging performance expectations and supportive development
approaches. Within PT ABC's high-pressure financial services environment, this theme reflects Zilenial employees' strong desire
for continuous professional advancement while receiving appropriate guidance. The interview data demonstrated consistent patterns
across both high and low engagement units regarding expectations for growth-oriented leadership, though implementation quality
varied significantly between units.

Zilenial employees consistently emphasized the importance of leaders who provide meaningful challenges while maintaining
necessary support structures. ST3 articulated this expectation clearly: "I want a leader who believes | can do more than | think |
can, but who doesn't just throw me into the deep end without a lifeline. The best growth happens when I'm stretched but not broken."
This balance between challenge and support appears particularly critical at PT ABC, where the predominantly Zilenial workforce
must meet demanding performance targets while serving a demographically different clientele. LT2 described their approach to this
balance: "I create a safe space for experimentation where team members understand that mistakes are learning opportunities rather
than career-limiting failures, especially when navigating the unique expectations of our older clients."

The feedback component of growth facilitation received significant emphasis in participant responses, with high-engagement units
characterized by more frequent, informal feedback exchanges compared to formalized quarterly or annual reviews. ST4 explained:
"l don't want to wait for my annual review to learn how I'm doing or what I could improve. | need consistent feedback that helps
me adjust course while there's still time to make changes." This preference for regular, development-focused feedback aligns with
broader research on Zilenial workplace expectations while taking on additional importance in PT ABC's performance-driven culture.
LR1 acknowledged this reality: "Our business demands quick adaptation to client needs and market changes. Waiting months to
provide course-correction would be disastrous not just for development but for basic performance."

Learning opportunities emerged as another crucial element, with Zilenial employees valuing leaders who deliberately assign tasks
that build new capabilities rather than merely leveraging existing skills. SR2 contrasted effective and ineffective approaches: "My
previous manager would assign tasks solely based on what | already knew how to do well. My current leader deliberately gives me
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projects that require learning new skills while making sure | have resources to figure things out." High-engagement units
consistently demonstrated what LT4 described as "intentional stretch assignments" — projects deliberately designed to develop
specific capabilities while remaining achievable with appropriate support and resources.

These findings reveal that effective growth facilitation for Zilenial employees at PT ABC involves more than traditional performance
management — it requires an integrated approach that connects daily work to long-term development trajectories. Leaders who excel
in this dimension create environments where challenges stimulate growth, feedback facilitates improvement, and learning is
embedded in regular responsibilities. As LT3 summarized: "The fastest way to lose a talented Zilenial is to let them stagnate. They
need to feel constant forward momentum in their capabilities and career trajectory.” This insight provides crucial direction for
leadership development at PT ABC, suggesting that enhancing leaders' capacity to facilitate meaningful growth represents a high-
leverage intervention for improving overall Zilenial engagement.

3) Purpose Alignment

The interviews revealed a significant theme around Purpose Alignment, highlighting a distinct gap between PT ABC's organizational
mission and how individual Zilenial employees perceive their contributions. This disconnect emerged particularly in units with
lower engagement scores, where team members struggled to articulate how their daily responsibilities connected to broader company
objectives. The thematic analysis demonstrated this dimension through frequent references to understanding company purpose,
goals, and impact, suggesting that Zilenial employees seek meaningful coherence between their personal values and organizational
direction.

Leaders in high-engagement units demonstrated specific practices that effectively bridged this purpose gap through consistent
meaning-making activities. LT1 described their approach: "I start every week by connecting our immediate tasks to client outcomes
and company objectives. It's not enough to know what we're doing; my team needs to understand why it matters and how it serves
our mission." This deliberate contextualization transformed routine tasks into purposeful contributions, addressing what SR3
identified as a common frustration: "Before my current leader, | felt like | was just processing transactions without understanding
their significance. Now | see how each interaction supports our clients' financial security, which makes even mundane tasks feel
worthwhile." The contrast between high and low-engagement units was particularly pronounced in this dimension, with purpose-
aligned teams demonstrating greater resilience during challenging periods.

Value congruence emerged as a critical aspect of purpose alignment, with Zilenial employees seeking leadership approaches that
honor their personal values within organizational contexts. ST1 explained: "I need to feel that the company's values align with my
own, or at least that my leader creates space where | can express my values through my work." Leaders in high-engagement units
actively created this alignment through what LR2 called "values conversations"—structured discussions about how individual
principles could be expressed through service delivery and team interactions. This practice proved especially important at PT ABC,
where Zilenial employees sometimes experienced tension between their generational values and the more traditional expectations
of their Baby Boomer clientele.

Impact visibility represented another crucial element of purpose alignment, with Zilenial employees expecting leaders to help them
see the tangible outcomes of their work. SR4 articulated this need clearly: "I want to understand how my work impacts real people—
our clients, my colleagues, the organization. Without that connection, I'm just going through motions." High-engagement leaders
addressed this need through regular client success stories, performance metrics linked to client outcomes, and celebration of
meaningful accomplishments rather than merely acknowledging task completion. LT3 described their implementation: *We created
a 'client impact wall' where we post stories about how our work has positively affected clients' lives. This visual reminder helps
connect daily efforts to meaningful outcomes, especially during high-pressure periods."

The analysis revealed that effective purpose alignment for Zilenial employees at PT ABC transcends generic mission statements to
create personalized understanding of how individual strengths and efforts contribute to meaningful outcomes. Leaders who
successfully navigate this dimension help team members see themselves as essential contributors to something larger than routine
tasks or performance metrics. As LR4 observed: "When my team clearly understands how their unique capabilities serve our clients
and advance our mission, engagement naturally follows. Purpose isn't a supplement to the work—it's the foundation that makes
everything else sustainable.” This insight provides crucial direction for addressing the documented mental health challenges at PT
ABC, suggesting that enhanced purpose alignment may help mitigate the stress inherent in the company's high-performance culture
by transforming pressure into meaningful challenge.
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4) Inclusive Environment

The thematic analysis revealed Inclusive Environment as one of the most prominent dimensions affecting Zilenial engagement at
PT ABC, with related terms appearing with remarkable frequency across interview transcripts. This theme captures Zilenial
employees' strong desire for workplace cultures where diverse perspectives are welcomed, all team members feel valued, and
psychological safety enables authentic participation. The stark contrast between high and low engagement units highlighted specific
leadership practices that successfully create inclusive environments where Zilenials can thrive despite the organization's demanding
performance expectations.

Psychological safety emerged as the cornerstone of inclusive environments within PT ABC, with participants consistently
emphasizing its importance for both wellbeing and performance. ST2 described this fundamental need: "1 perform best when I don't
fear that mistakes will lead to humiliation or rejection. My current leader has created an environment where | can ask questions,
suggest improvements, or admit uncertainty without worrying about negative consequences.” This psychological safety appears
particularly critical in PT ABC's context, where the documented mental health challenges (64% of employees facing mental health
risks) create heightened vulnerability. Leaders in high-engagement units deliberately cultivated this safety through specific
behaviors, as LT4 explained: "I model vulnerability by acknowledging my own mistakes, demonstrate curiosity rather than judgment
when team members raise concerns, and intervene immediately if | observe any behaviors that might undermine psychological
safety."

Voice inclusion represented another essential element, with Zilenial employees valuing leaders who actively solicit and incorporate
diverse perspectives in decision-making processes. SR1 contrasted effective and ineffective approaches: "My previous manager
would ask for input but had clearly already made decisions, which felt manipulative. My current leader genuinely considers different
viewpoints before determining direction, which makes me feel like a valued contributor rather than just an executor of someone
else's vision." This authentic inclusion of diverse perspectives aligned with broader research on Zilenial workplace expectations
while addressing specific challenges at PT ABC. LR3 noted: "Our Zilenial workforce brings innovative approaches that can better
serve even our traditional clientele, but only if we create space for these perspectives to be expressed and considered."

The belonging dimension of inclusive environments received significant emphasis, with participants describing effective leaders as
those who foster genuine connection among team members while celebrating individual differences. ST4 explained this balance:
"The best teams I've worked on have a strong sense of unity without requiring conformity. My leader creates this by helping us
understand each other's unique strengths and perspectives while establishing shared commitments that unite us.” Leaders in high-
engagement units facilitated this belonging through structured team-building activities, collaborative projects that leveraged diverse
capabilities, and recognition practices that celebrated both individual contributions and collective achievements. LT2 described their
approach: "I deliberately create opportunities for team members to work in different configurations so they develop relationships
beyond their immediate functional groups, which strengthens our overall cohesion while preventing silos."

The analysis demonstrated that effective inclusive environments at PT ABC extend beyond basic diversity awareness to create
cultures where every team member feels genuinely valued for their unique contributions while experiencing meaningful belonging.
This dimension directly addresses the leader-subordinate relationship challenges identified in PT ABC's mental health assessment,
suggesting that enhanced inclusivity represents a critical intervention for improving both engagement and wellbeing. As LR1
summarized: "When we create environments where Zilenials feel genuinely included—where their voices matter, their differences
are valued, and they belong to something meaningful—we see not just higher engagement but also greater resilience, creativity,
and commitment to serving our clients well." This insight provides essential guidance for developing leadership approaches that can
help PT ABC leverage its predominantly Zilenial workforce as a competitive advantage while supporting employee wellbeing.

5) Digital Integration

The interview data from PT ABC stakeholders revealed a pronounced technological divide between the company's predominantly
Zilenial workforce and its Baby Boomer clientele, creating unique leadership challenges around Digital Integration. While not as
frequently mentioned as other themes in the initial word cloud analysis, this dimension emerged as increasingly significant during
deeper analysis of the transcripts. Interview responses highlighted how effective leaders navigate this generational technology gap,
leveraging digital tools to enhance productivity while maintaining meaningful human connections that resonate with both staff and
clients.
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The technological fluency disparity between employees and clients created what SR3 described as "digital translation challenges”
where Zilenial staff must adapt their natural technological preferences to serve clients with different digital comfort levels. Leaders
in high-engagement units demonstrated specific practices to address this gap, as LT2 explained: "I help my team understand when
technology enhances client experience versus when it creates barriers. We've developed protocols for determining which clients
prefer digital communications and which need more traditional approaches.” This contextual adaptation of digital tools proved
critical for client satisfaction while allowing Zilenial employees to leverage their technological strengths appropriately. LR4 added:
"The key is helping our Zilenial staff recognize that technological efficiency isn't always the priority—sometimes relationship quality
requires slowing down and meeting clients where they are digitally."

Internal communication emerged as another crucial aspect of Digital Integration, with Zilenial employees expecting leaders to
effectively utilize digital platforms for information sharing and collaboration. ST1 contrasted effective and ineffective approaches:
"My previous department relied exclusively on face-to-face meetings that were inefficient and excluded remote team members. My
current leader balances digital communication for routine updates with in-person interactions for complex discussions, giving us
the best of both worlds." High-engagement units consistently demonstrated what LT3 called "channel intentionality"—the deliberate
selection of communication platforms based on message content, urgency, and team preferences rather than leader convenience or
habit. This thoughtful integration of digital and traditional communication channels addressed both operational efficiency and
engagement needs.

Technology-enabled development opportunities represented a third significant element, with Zilenial employees valuing leaders
who leverage digital tools to support continuous learning and growth. SR4 highlighted this expectation: "I appreciate how my
manager uses digital platforms to provide on-demand learning resources, connect me with mentors across the organization, and
facilitate peer learning networks." Leaders in high-engagement units systematically incorporated digital tools into development
processes, creating what LR2 described as "learning ecosystems" that complemented traditional training methods. This integration
particularly resonated with Zilenial employees' preference for self-directed, just-in-time learning approaches while addressing PT
ABC's need for consistent service quality across a geographically dispersed workforce.

The analysis revealed that effective Digital Integration at PT ABC transcends merely providing updated technology to create
thoughtfully designed digital experiences that enhance both employee engagement and client service. This dimension requires
leaders to balance technological efficiency with relationship quality, leveraging digital tools strategically rather than universally. As
LT1 observed: "The question isn't whether to use technology—it's how to use it in ways that amplify human connection rather than
replacing it. When we get this balance right, our Zilenial employees feel their technological fluency is valued while our clients feel
their service preferences are respected.” This insight provides crucial direction for leadership development, suggesting that
enhancing leaders' digital integration capabilities represents an essential component for successfully bridging generational
differences within PT ABC's unique business context.

C. Discussion

The findings of this study make several significant contributions to the existing body of knowledge on leadership and employee
engagement, particularly within intergenerational workplace contexts. The Z-LEADS Framework extends beyond conventional
leadership theories by integrating established constructs with generation-specific insights, creating a comprehensive model that
addresses the unique challenges of engaging Zilenial employees in organizations with diverse generational composition.

This research addresses a significant gap in the leadership literature by examining how leadership practices can be tailored to the
specific characteristics and preferences of the Zilenial generation while simultaneously managing the expectations of a Baby Boomer
client base. While previous studies have explored generational differences in work values and preferences (Lyons & Kuron, 2014;
Twenge et al., 2010), this research provides empirical evidence of how leadership practices can be effectively adapted to address
these differences. The Z-LEADS Framework offers a novel theoretical lens through which to examine the interplay between
leadership dimensions and generational characteristics in determining employee engagement outcomes.

The five leadership dimensions identified—Authentic Connection, Growth Facilitation, Purpose Alignment, Inclusive Environment,
and Digital Integration—represent a synthesis of both established and emergent leadership constructs. For instance, the dimension
of Authentic Connection resonates with theories of authentic leadership (Walumbwa et al., 2008) but extends this concept by
emphasizing the specific interpersonal dynamics valued by Zilenial employees. This finding supports and expands upon Chalofsky
and Krishna's (2009) work on meaningfulness in work, demonstrating how authentic leader-employee relationships contribute to a
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sense of meaning and purpose for Zilenial workers. The high frequency of terms like "know," "personal,” and "communication" in
the data revealed that Zilenial employees at PT ABC seek relationships with leaders that go beyond transactional interactions to
include genuine understanding and concern for their holistic well-being.

The Growth Facilitation dimension builds upon transformational leadership theory (Bass & Riggio, 2006) but provides a more
nuanced understanding of how developmental support should be calibrated to match the self-efficacy levels and growth mindsets
characteristic of Zilenial employees. This finding extends Popper's (2005) work on experiential learning in leadership development
by identifying specific mechanisms through which leaders can create optimal growth conditions for younger employees in high-
pressure environments. In PT ABC's context, Zilenial employees reported higher engagement when leaders struck the right balance
between challenging them professionally while providing adequate support structures to ensure success. This balanced approach to
growth aligns with Kim et al.'s (2023) findings regarding the relationship between high-performance work systems, psychological
empowerment, and employee well-being.

A particularly significant theoretical contribution of this study is the explicit connection drawn between leadership practices and
employee mental health outcomes. The finding that 73% of employees aged 20-25 at PT ABC face mental health challenges
underscores the urgency of integrating mental health considerations into leadership theory and practice. While previous research
has examined the relationship between leadership and employee well-being (Kelloway et al., 2012; Skakon et al., 2010), this study
offers empirical evidence of how specific leadership dimensions can mitigate mental health challenges within the Zilenial
demographic—a group that exhibits heightened vulnerability to workplace stress and burnout (Latino & Arima, 2023). The Z-
LEADS Framework thus contributes to an emerging interdisciplinary dialogue between leadership studies and occupational health
psychology by demonstrating how leadership practices can be deliberately designed to support mental health alongside performance
objectives.

The Purpose Alignment dimension identified in this research confirms and extends Akers' (2018) emphasis on purpose-driven
leadership for future generations. Zilenial employees at PT ABC consistently expressed higher engagement when they could connect
their daily work activities to meaningful outcomes and broader organizational goals. This aligns with Pandita and Bedarkar's (2015)
identification of purpose as a key driver of employee engagement but adds contextual specificity by highlighting how purpose
manifests in the financial services sector where immediate tasks may seem removed from meaningful impact. Leaders who
successfully articulated the connection between routine responsibilities and broader organizational impact reported higher levels of
Zilenial employee engagement and retention.

The Inclusive Environment dimension responds to the intergenerational dynamics present at PT ABC, where Zilenial employees
must navigate relationships with both peer colleagues and Baby Boomer clients. This dimension builds upon Lloyd-Jones and
Worley's (2018) work on managing generational tensions by emphasizing the importance of collaborative, team-oriented approaches
that value diverse perspectives and experiences. The research found that conflicts in leader-subordinate relationships were
significant contributors to mental health challenges among Zilenial employees at PT ABC, highlighting the importance of creating
psychologically safe environments where differences are respected rather than sources of tension. This finding extends North and
Fiske's (2015) research on intergenerational resource tensions by providing practical leadership approaches to mitigate such
tensions.

The Digital Integration dimension identified in this study makes a novel contribution to the evolving field of digital leadership
theory (Banerjee et al., 2014; Hearsum, 2015). Most existing digital leadership frameworks focus either on leveraging technology
for competitive advantage or on managing digitally native workforces. The present research advances theoretical understanding by
explicitly addressing how digital leadership operates within intergenerational contexts where technological proficiency varies
significantly between employees and clients. This finding extends Avolio et al.'s (2014) conceptualization of e-leadership by
highlighting the importance of leaders serving as technological "translators” between digitally adept Zilenial employees and less
technologically fluent Baby Boomer clients. In PT ABC's context, effective leaders not only encouraged technological innovation
but also helped Zilenial employees adapt their digital communication approaches to meet the preferences and comfort levels of older
clients.

The Z-LEADS Framework yields several significant practical implications for organizational leaders, particularly those managing
workforces with substantial Zilenial representation. First, the research provides empirically validated leadership practices that can
be immediately implemented by organizational leaders. For example, under the Authentic Connection dimension, leaders can adopt
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specific communication strategies that Zilenial employees find engaging, such as regular one-on-one check-ins focused on holistic
well-being rather than just work performance. Similarly, for Growth Facilitation, the research offers concrete approaches for
structuring developmental experiences that balance challenge with appropriate support. These practical guidelines address one of
the core challenges identified in the research: the gap between theoretical knowledge of effective leadership and its actionable
implementation in specific organizational contexts.

The findings also offer organizations a leadership-based approach to addressing mental health challenges among younger
employees. Rather than treating employee mental health as solely the domain of human resources or employee assistance programs,
the Z-LEADS Framework positions frontline leaders as critical actors in promoting psychological well-being. This aligns with
emerging evidence that workplace-based interventions integrating leadership development can be more effective than standalone
wellness programs (Gray et al., 2019). Organizations can leverage the framework to develop targeted leadership training programs
that explicitly address mental health promotion strategies within each of the five dimensions.

The Z-LEADS Framework provides practical guidance for managing the intergenerational dynamics that characterize many
contemporary organizations. The research offers specific strategies for navigating potential tensions between Zilenial employees
and Baby Boomer clients, particularly in relation to communication preferences and technological expectations. By implementing
practices under the Digital Integration and Inclusive Environment dimensions, organizations can foster more productive cross-
generational interactions, potentially reducing conflict and increasing both employee engagement and client satisfaction.

The Design Science Research methodology employed in this study was particularly well-suited to addressing the research objectives.
By following the principles of DOIS—ADbstraction, Originality, Justification, and Benefit (Osterle et al., 2011)—the research
produced an artifact that is not only theoretically sound but also practically applicable. The principle of Abstraction was satisfied
through the development of a framework that, while grounded in the specific context of PT ABC, addresses the broader issue of
cross-generational leadership engagement relevant to many contemporary organizations. Originality is evident in the novel
integration of established leadership constructs with generation-specific insights, particularly in dimensions like Digital Integration
that are underexplored in traditional leadership theories. Justification was achieved through rigorous empirical validation involving
multiple stakeholders, including both leaders and employees from high and low engagement units, allowing for robust triangulation
of perspectives. Finally, the principle of Benefit is demonstrated through the immediate practical applicability of the framework in
addressing documented engagement and mental health challenges at PT ABC, with potential for broader application in similar
organizational contexts.

Despite its contributions, this study has several limitations that suggest avenues for future research. While the Design Science
Research methodology enabled the development of a contextually relevant artifact, the specificity of the organizational context (PT
ABC) may limit the generalizability of findings. Future research should validate the Z-LEADS Framework in diverse organizational
settings, including different industries, organizational sizes, and cultural contexts. Additionally, while the research identified mental
health challenges among Zilenial employees and proposed leadership practices to address these challenges, the study did not employ
longitudinal methods to assess the long-term impact of these practices on mental health outcomes. Future research could adopt
longitudinal designs to evaluate the effectiveness of Z-LEADS-based leadership interventions in improving employee mental health
over time.

This research primarily focused on the perspectives of leaders and Zilenial employees, with limited attention to the experiences of
Baby Boomer clients. Future studies could adopt a more comprehensive stakeholder approach by including client perspectives on
their interactions with Zilenial employees and the role of leadership in facilitating these interactions. While the research identified
Digital Integration as a crucial leadership dimension, it did not explore in depth how specific digital technologies and platforms
might be leveraged to enhance engagement. Future research could investigate how emerging technologies such as artificial
intelligence, virtual reality, and advanced analytics might be integrated into leadership practices to further enhance Zilenial
engagement.

Finally, this study conceptualized Zilenials as a relatively homogeneous generational group. Future research could explore intra-
generational differences, examining how factors such as educational background, cultural identity, and socioeconomic status might
influence Zilenial employees' responses to different leadership dimensions within the Z-LEADS Framework.
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Figure 3. Design Science-Based Z-LEADS Framework

The Z-LEADS Framework (Figure 3) not only identifies these leadership dimensions but also provides key practical implementation

elements, such as transparency, development, meaning, and psychological safety, which emerge from successful practices in high-

engagement units. This framework was developed through four main phases: Problem Identification, Desigh & Development,

Implementation, and Evaluation—each representing a phase of the Design Science Research cycle. These phases ensure that the
resulting artifact is not only theoretically sound but also practically useful for real-world application.

What sets the Z-LEADS Framework apart is its ability to transcend conventional leadership models by focusing on the specific
context of Zilenial employees within a high-pressure work environment, addressing the documented mental health challenges, and
bridging the gap between theory and practice. Its implementation at PT ABC could serve as a catalyst for transforming leadership
culture to be more responsive to the needs of Zilenial employees while simultaneously tackling the identified mental health issues.
With its systematic and evidence-based approach, the Z-LEADS Framework offers a pathway for developing leadership that not
only enhances employee engagement but also contributes to the overall well-being and productivity of the organization.

IV. CONCLUSION
This study concludes that effective leadership for engaging Zilenial employees at PT ABC is characterized by five interrelated

dimensions: Authentic Connection, Growth Facilitation, Purpose Alignment, Inclusive Environment, and Digital Integration.
Authentic Connection emerges as a foundational aspect, where leaders who build genuine, personal relationships with their team
members foster higher trust, psychological safety, and emotional resilience, particularly critical in the organization's high-pressure
environment. Growth Facilitation further strengthens engagement by balancing challenging expectations with continuous support
and development opportunities, enabling Zilenial employees to stretch their capabilities without compromising their wellbeing.

Purpose Alignment is equally crucial, as employees are more motivated and committed when they clearly see how their daily work
Volume 08 Issue 05 May 2025
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connects to meaningful organizational goals, requiring leaders to consistently contextualize tasks within a broader mission. The
creation of an Inclusive Environment, where diverse perspectives are valued and psychological safety is prioritized, addresses the
intergenerational dynamics within PT ABC and mitigates leader-subordinate conflicts that have been linked to mental health risks.

Finally,

Digital Integration highlights the necessity for leaders to bridge the technological fluency of Zilenial employees with the

varying digital comfort levels of Baby Boomer clients, ensuring operational effectiveness without alienating key stakeholders. The
development of the Z-LEADS Framework through a design science approach demonstrates that leadership guidelines grounded in
both theoretical rigor and organizational realities can bridge the longstanding gap between leadership theory and practice. This
framework provides actionable strategies that organizations can implement to enhance engagement, improve employee wellbeing,
and foster long-term organizational sustainability in a workforce increasingly dominated by younger generations.
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