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ABSTRACT

How can team members remain effective if members cannot engage in face-to-face interactions? Although the concept
of global virtual teams has been a relatively new phenomenon, their use by organizations is a growing trend. The
growth of globalization and the explosion of new technology have led to a new paradigm—a workplace that has no
walls or boundaries. The purpose of the qualitative, descriptive study was to explore the motivational needs of Gen Y
virtual team members and their impact in the workplace based on Herzberg's two-factor theory of motivation. The par-
ticipants consisted of Gen Y members at the Lakeland, Florida. The author used a researcher-devel oped, written survey
as research methodology. The findings of the study revealed that Gen Y cohort placed great importance to both hygiene
and motivator factors in their motivational needs. Advancement and personal life were both important to Gen Y par-

ticipants. Managers must be flexible in their managerial approach to Gen'Y workers.
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1. Introduction

How can team members remain effective if members
cannot engage in face-to-face interactions? Such would
be the case for a virtual project team in which the team
members are geographically situated so that they may
seldom, if ever, meet face-to-face as ateam. Most organi-
zations today are trying to find new and innovative ways
to be more competitive and efficient. This paper will ex-
plore ways to manage virtual project teams which in-
clude defining virtua project team, providing literature
review, and discussing advantages and disadvantages of
project teams.

Millennials, Echo Boomers, Generation Y (Gen Y),
and Nexters are some of the descriptors used to identify
and label the newest generational cohort entering the
workforce [1]. Referred to as Gen Y in the study, Gen Y
workers have become a stronger and larger group in the
workplace with more than 29 million members entering
the workforce in the last seven years [2]. By aligning
Gen Y employees persona needs to corporate needs,
managers and leaders will be able to attract and retain
Gen Y workers while developing flexible and varied
managerial behaviors [3]. Reference [4] noted that the
needs of Gen Y workers appeared to be different than
preceding generations in many ways: Gen'Y are more nu-
merous, in numbers, than Baby Boomers, perceived as
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more ambitious than the so-called Generation Xers, and
more technology-knowledge than any of their predeces-
Sors.

2. Background

As Gen Y employees continue to become a stronger and
larger group in the workplace, managers and executives
must develop flexible and varied managerial behaviors to
effectively motivate and manage this cohort. Thus, con-
ducting research on generational differences, similarities,
and needs are essential if managers are going to be equi-
pped “with the knowledge required to make informed
decisions and implement strategies for creating environ-
ments that people want to become part of and stay in” [5].
Failure to address generational issues may cause misun-
derstandings and miscommunications [6].

Bridging the generation gap between cohorts is vital if
organizations are to thrive in the future. The majority of
leaders in organizations overlook generational diversity.
Sixty-six percent of leaders within organizations sur-
veyed by the Equal Opportunity Employment Commis-
sion (EOEC) indicated that they had no age profile in-
formation in their workplace while eighty-one percent of
leaders within those organizations failed to include cross-
generational issues in their diversity training. Neverthe-
less, understanding generational diversity will improve
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the competitive edge of an organization, increase recruit-
ment, and retention, and ultimately create a stronger or-
ganization. Conversaly, intergenerational conflict can have
a catastrophic impact on morale and productivity, and it
has the potential to lead to EEO complaints and lawsuits.

Findings from the qualitative descriptive research study
are expected to add to the growing body of Gen Y re-
search in effectively motivating and managing the newest
entrants to the workforce. The qualitative descriptive
study would also provide a study upon which others can
build, such as using a quantitative approach to study the
relationship between motivationa factors affecting Gen
Y and Gen X. Becoming familiar with and understanding
the emerging workforce should be a priority for both re-
searchers and practitioners. In agreement, Reference [7]
wrote that younger employees might be motivated and
challenged in ways different from earlier generations.
The qualitative descriptive study will attempt to under-
stand the motivational needs of Gen'Y workers.

3. Virtual Teams

Reference [8] defined virtual project team as “spatially
separated project team whose members are unable to
communicate face to face. Communication is usualy by
electronic means’ (p. 650). Virtual teamwork is regarded
as an important form of work in modern organizations as
it is capable of complying with the demands of the new
business environments characterized by global competi-
tion, demanding markets, and rapidly changing technolo-
gies[9].

Reference [10] listed seven types of virtual teams.

1) Network—Team membership is diffuse and fluid;
members come and go as needed. Team lacks clear boun-
daries within the organization.

2) Pardlel—Team has clear boundaries and distinct
membership. Team works in the sort term to develop re-
commendation for an improvement in a process or sys-
tem.

3) Project or product development—Team has fluid
membership, clear boundaries, and a defined customer
base, technical requirement, and output. Longer-term
team task is no routine, and the team has a decision-
making authority.

4) Work or production—Team as distinct membership
and clear boundaries. Members perform regular and out-
going work, usually in one functional area.

5) Service—Team has distinct membership and sup-
ports ongoing customer network activity.

6) Management—Team has distinct membership and
works on aregular basis to lead corporate activities.

7) Action—Team deals with immediate action, usualy
in an emergency situation. Membership may be fluid or
distinct [10].
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The historical origination of generational theory has
been around for centuries and many citing the writers of
the Old Testament as the originators of the generational
discussion [11]. Reference [12] noted that “the very term
birth cohort was not coined until 1863 (by the French
sociologist Emile Littre), and the concept attracted little
attention over the next hundred years [12]. Howe and
Strauss provided a seminal foundation and comprehen-
sive explanation of American generations. Thus, Howe
and Strauss defined generation as:

A special cohort-group whose length approximately
matches that of a basic phase of life, or about twenty-
year over the past three decades (p. 34) and as a cohort-
group whose length approximates the span of a phase of
life and whose boundaries are fixed by peer personality
[12].

Reference [12] emphasized that a generational cohort
consists of individuals who share a given life experience,
is historically or socially structured, and has a common
generational framework. Additionally, [13] defined a ge-
neration as an identifiable age group with a shared his-
torical experience. Eras and social movements, such as
the Civil Rights era or the women’'s movement, provide
distinct experiences for individuals who live during the
same years [13].

Reference [13] noted the historical cyclical approach
developed by Arthur Schlesinger, an American historian.
Howe and Strauss expanded Schlesinger’s work by hypo-
thesizing that generations can be understood and viewed
by four cycles, the cycles usualy span the length of a
human life, about 80 years or 20 years per cycle. Thus,
Howe and Strauss concluded that over an 80-year span,
generations go through four 20-year stages. The term
new turning is the foundation of the cyclical approach,
where every four cycles a mgjor upheaval in the society
takes place. The authors explained these new turnings
usually catch a society by surprise and cited examples of
new turning events in history such as the 1770 colonists
surprise revolution and the 1929 Great Depression. Fi-
nally, Howe and Strauss further hypothesized that the
American culture is currently experiencing a new turning,
and Generation Y will be at the helm of the changes as-
sociated with this new turning.

3.1. Two-Factor Theory

Reference [14] developed the motivator/hygiene theory
or two-factor theory. Herzberg began his research in the
mid-1950s by surveying 200 engineers and accountants
for framework around their motivators [15]. By combin-
ing his findings with other researchers using different
frameworks, Herzberg developed a model of motivation
on the assumption that factors eliciting job satisfaction
and motivation are independent from those producing job
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dissatisfaction.

The two-factor theory assumes that factors producing
job satisfaction (motivators, or intrinsic rewards) differ
from those producing job dissatisfaction (hygiene factors,
or extrinsic rewards). The motivators are “achievement,
recognition for achievement, the work itself, responsibil-
ity, and growth or advancement” [14]. The hygiene or
dissatisfaction-avoidance factors, which are extrinsic to
the job, include “company policy and administration, su-
pervision, interpersona relationships, working conditions,
salary, status, and security” [14].

Herzberg concluded that removing hygiene factors did
not guarantee employee satisfaction, but smply brought
peace within an organization and does not motivate em-
ployees. Satisfaction is only increased with motivators,
suggesting job roles should be redefined to increase rec-
ognition, responsibility, achievement, and advancement.

3.2. Statement of the Problem and Purpose

There is little scholarly research on Gen Y members en-
tering the workforce and little is known about their em-
ployment needs. Extensive searching for previous doc-
toral level research on motivation and related ventures
has yielded only two studies for Gen Y. Dulin analyzed
motivation and leadership preferences of a Gen Y cohort
while the Reference [16] examined training linearity and
motivation across generations. Similarly, previous doc-
toral level research across generations on motivation pro-
duced severa studies; however, areview of the disserta-
tion literature produced two notable studies [17]. Janis-
zewsk and Koenigsknecht explored the motivational fac-
tors influencing the Baby Boomers and Generation X
generations.

Satement of Research Questions

The following research questions were used to guide
the qualitative descriptive study of Generation Y work-
place motivational factors based on Frederick Herzberg's
two-factor theory model with Generation Y at the Lake-
land DEP Recruiting station:

1) What motivator factors help motivate Gen Y em-
ployees in the workplace?

2) What hygiene factors help motivate Gen Y em-
ployees in the workplace?

3) What strategies can managers provide to strengthen
job satisfaction of Gen'Y employees?

3.3. Methodology

This researcher explored and described the motivational
and management needs of Gen Y members and has se-
lected a qualitative, descriptive research approach to col-
lect the primary data. This study is qualitative and de-
scriptive in nature, as it does not assess causal relation-
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ship, but instead, compiles and describes data. Descrip-
tive studies can provide a one-time snapshot or descrip-
tion of a population or a phenomenon at a given point in
time[18].

The data was gathered using a researcher-designed,
written questionnaire and was administered to Lakeland
US Air Force Delayed Entry Program (DEP) Recruits.
The researcher-designed, written questionnaire was ex-
amined by three college professors at Northcentral Uni-
versity for validity and reliability. Additionaly, a pilot
study was conducted and administered to Gen Y person-
nel at Hickam Air Force Base for soundness of survey
instrument. The survey composed of two sections: 1) De-
mographic sections; and 2) Two-factor theory question-
naire

The results of the study are intended to provide a body
of knowledge relating to the motivational and manage-
ment needs of Gen Y. The need for this study is signifi-
cant and useful for management in helping analyze the
motivational and management needs of Gen Y.

3.4. Survey Results

Section A responses to demographic information indicate
majority of the respondents were male and none of res-
pondents listed their academic level. The study success-
fully targeted Gen Y members—all of the survey partici-
pants were Gen Y members (born after 1980). The eth-
nicity of the majority of survey respondents was Cauca
sian.

In Section B, the researcher sought to explore the im-
portance of the 16-hygiene/mativator factors of Herz-
berg's two-factor theory of motivation (1968). Ten hy-
giene factors were surveyed in this study: security, status,
relationship with subordinates, personal life, and rela-
tionship with peers, salary, work conditions, relationship
with supervisor, supervision, and company policy/ad-
ministration. Since hygiene factors are extrinsic to the in-
dividual, their absence caused dissatisfaction. However,
hygiene factors do not lead to higher levels of motivation
(Herzberg, 1968).

The survey responses indicated Gen Y strongly agreed
on the importance of balancing personal life with one's
professiona life (58.62% of respondents). Reference [18]
noted that one of the overwhelming values of Gen Y
workers was their shared norm of “work to live” ideology.
As this generation search for jobs, Eisner observed that
Gen Y had different priorities. For instance, Gen Y mem-
bers watched in horror as their parents worked punishing
hours in their quest for status and money [19]. Gen Y
members cared less about salaries and cared more about
flexible working hours, time to travel, and a better work-
life balance [20]. Below depicts the survey’s answer to
the hygiene factor of persona life.
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Hygiene Factor of Personal Life

Personal life—My personal lifeisjust asimportant
as my professional life.

Very Important 58.62%
Important 27.58%
Moderately |mportant 10.34%
A Little Important 3.44%
Not Important 0
(N =29)
(Mean = 1.5)

Other hygiene factors that received high ratings from
Gen Y include job security and relationship with subor-
dinates and peers, salary, work conditions, and company
policy/adminatriton. Likewise, survey responses that
showed moderate importance were status, relationship
with supervisor, and supervision. Thus, survey responses
indicated majority of Gen Y participants placed high
preferences on having a good work-life balance, job se-
cruity, and relationships with subordinates and peers.

Six motivator factors were surveyed in the study:
achievement, recognition, work itself, responsibility, ad-
vancement, and growth. Herzberg stated that motivator
factors, if present, led to feelings of satisfaction and were
needed to motivate employees into higher performance
because motivator factors result from intrinsic instincts in
workers, yielding motivation [21].

Survey responses depicted advancement, growth, re-
sponsibility, achievement, and work itself as high moti-
vators to Gen Y participants. Similarly, recognition was
viewed as important to survey respondents. Reference
[20] validated this finding by stating the most important
strategy companies can do for Gen Y was to meet their
advancement, growth, and personal needs by motivating
their intrinsic needs. Below depicts the survey’s answer
to the motivator factor of growth.

Motivator Factor of Advancement

Advancement—Advancing in my career isimportant to me.

Very Important 79.31%
Important 17.24%
Moderately |mportant 3.44%
A Little Important 0
Not Important 0
(N =29)
(Mean=1.2)
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The 16 hygiene/motivator factors received a mean ran-
ging from 1.2 to 2.5 (with an average mean of 1.7). The
results of the survey indicated that Gen Y participants
regard both hygiene and motivator factors as important to
their motivational needs. However, two hygiene-moti-
vator factors emerged as the top motivators of Gen Y
—advancement and personal life. Below ranks the fre-
quency of importance of the survey’s Hygiene-Motivator
factors, based on mean value.

Hygiene/Motivator Factors Rank of Importance

Hygiene Factors Motivator Factors

Personal life (M = 1.5) Advancement (M =1.2)
Working conditions (M = 1.6) Growth (M =1.3)
Relationship with subordinate (M=1.6)  Responsibility (M = 1.4)
Security (M = 1.6) Achievement (M = 1.4)
Relationship with peers (M = 1.8) Work itself (M = 1.5)
Salary (M = 1.8) Recognition (M = 2)
Relationship with supervisor (M = 2)
Relationship with supervisor (M = 2)
Company policy/admin (M=1.8)
Supervision (M = 2.2)

Status (M = 2.5)

3.5. Discussion/Recommendation

Unlike traditional team, avirtual team works across space,
time, and organizational boundaries with links strength-
ened by webs of communication technologies [20]. A
survey of firms identified that almost three fifths are su-
ing global virtual teams to undertake a variety to tasks
[22].

Reference [22] noted that many of the elements that
constitute successful face-to-face teams are also neces-
sary for successful virtual teams. The key factors of suc-
cess include high level of trust, clear communication,
strong leadership, and appropriate levels of technology.

To the author’s knowledge, this study is one of the
only few to directly address Gen Y motivational needs
utilizing Frederick Herzberg's two-factor theory of mo-
tivation. Gen Y workers present the next colossal oppor-
tunity and the next significant challenge for managers
and business leaders in the new economy. As Gen Y con-
tinues to grow and enter the workforce, the need to effec-
tively manage Gen Y employees become paramount for
managers and business leaders. This study should help
managers and leaders in identifying the motivational and
managerial needs of Gen Y workers and should add to
the growing body of knowledge on effectively managing
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and motivating Gen'Y workers and virtual teams.

Perhaps the greatest benefit of this study is that it will
increase awareness and discussion among managers and
business leaders on how to effectively motivate and ma-
nage Gen Y membersin the workplace. While other theo-
ries of motivation may prove useful in exploring work-
place motivational and managerial factors of Gen Y wor-
kers, this researcher was intrigued in the popularity and
utility of the two-factor theory among business practitio-
ners.

It is recommended that managers and leaders tailor
their managerial needs to effectively and better motivate/
manage Gen Y members. Having a flexible, adaptable
approach can help managers better understand and moti-
vate this emerging cohort. Next, managers must under-
stand the basic trait of Gen Y—independent, collabora-
tive, techno-savvy, and multitasking workers. Gen Y mem-
bers want meaningful/challenging work that let them
grow on their jobs. Likewise, Gen Y workers vaue the
importance of balancing their personal and professional
lives. Leaders and managers who understand Gen Y needs
of growth and work/life balance will gain the competitive
edge of an organization, increase recruitment and reten-
tion, and ultimately create a stronger organization.

4. Limitation of Study/Future Research

Areas requiring further research include: 1) measuring
the difference (if any) in hygiene/motivator factors among
Gen Y workers, 2) determining if results from a repli-
cated study using respondents who are actually employed
agree or disagree with the finding of this study; 3) how
motivator and hygiene factors impact Gen Y employees
in the workplace.

The data from the present study depicts Gen Y mem-
bers value both hygiene and motivator factors of Freder-
ick Herzberg's two-factor theory of motivation. Personal
life emerged as the top hygiene factors for Gen Y while
advancement needs garnered the highest rating as a mo-
tivator factor. Effectively motivating Gen Y is one of a
manager’s top duties. Thus, there are many ways to mo-
tivate workers, and it is just a matter of finding the right
factors that suit an individual.

5. Conclusions

The ability to manage and conduct business without walls
or boundaries is a 21st century paradigm that is gaining
momentum [23]. Using global virtual teams to undertake
projects without the shackles of geography, time, and
physical location is enabling firms to conduct businessin
regions that were previously thought of as inaccessible.
Virtual teams offer the promise of flexibility, respon-
siveness, lower costs and the improved resource utiliza-
tion necessary to meet the ever changing task reguire-
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ments of firms operating in highly turbulent and dynamic
global business environment. Finally, this researcher con-
clude that virtual team are here to stay and can be a
competitive edge for organizations today.

Today’s workforce is more diverse than ever. As Gen
Y employees continue to become a stronger and larger
group in the workplace, managers and executives must
develop flexible and varied managerial behaviors to ef-
fectively motivate and manage this cohort [23]. The pur-
pose of the qualitative descriptive study was to explore
the motivational needs of Gen Y and their impact in the
workplace based on Herzberg's two-factor theory model.
The objective of this research is to provide managers
with tools needed to manage Gen Y and to add to the
growing body of knowledge in managing and motivating
Geny.
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