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Abstract
Grounded in Kahn’s employee engagement theory, the purpose of this qualitative multiple case study was to explore effective strategies used by leaders in
the hospitality industry to improve Millennial employee engagement. The
participants were 5 hotel leaders in Virginia who successfully engaged their
Millennial workforce. Data were collected from semistructured interviews,
company documents, and note-taking. Data were analyzed using Yin’s 5-step
data analysis, member checking, and methodological triangulation. Four
themes emerged: coaching through education, rewards that improve engagement, enhancing engagement through motivation, and communication that
enhances awareness and receptiveness. The results of the study indicated that
managers could use mentoring, communication, and incentives to engage
millennial employees and decrease employee engagement barriers. The implications for positive social change include providing hospitality industry
managers with a framework for understanding their Millennial workers that
can potentially promote positive relationships and improve employee morale.
Employee engagement strategies could potentially lead to an improvement in
the societal workforce, reduce unemployment rates, and increase the US
economy and tax base.

Keywords
Employee Engagement, Hospitality, Leaders, Millennials

1. Introduction and Background
The purpose of this study was to explore the strategies used in the hospitality
industry to engage Millennial employees in the workplace. The participants were
5 hotel leaders in Virginia who successfully engaged their Millennial workforce.
This study includes three sections. The first section includes the abstract, introduction and background, purpose statement, research question, assumptions,
DOI: 10.4236/ojbm.2021.92033
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limitations, and delimitations and a review of the literature. The second section
includes the research method and design, population and sampling, data collection and analysis, and reliability and validity. The third section includes the
findings, application to professional practice, recommendations for further action, and conclusion. In the hospitality industry, employee engagement plays a
role in the success of the company because engaged employees provide good
quality customer service (Karatepe, 2013). An engaged employee in the hospitality industry may increase productivity, increase profits, and improve business
outcomes (Putra, Cho, & Liu, 2017). A disengaged employee may reduce the
quality of service; therefore, resulting in customer dissatisfaction (Meng, Reber,
& Rogers, 2017).
Highly engaged Millennial employees have the potential to improve profitability and customer satisfaction in the hospitality industry. Millennial employees
may be more engaged at work if they find the job meaningful, interesting, and
flexible (Raza, Ansari, Humayon, Hussain, & Aziz, 2017). Therefore, leaders in
the hospitality industry use innovative strategies to improve engagement levels
among Millennial employees. Employee engagement is one of the most discussed topics among human-resource professionals and academics as it is an indicator for job performance, turnover, employee intentions, and organizational
commitment (Krishnaveni & Monica, 2016). Furthermore, an engaged employee
goes beyond assigned work duties (Anitha, 2014). Engaged employees exceed in
productivity because they want to see the organization succeed and want to do
their part to ensure its success (Bolino, Hsiung, Harvey, & LePine, 2015). The
workforce is going through a generational shift as the older generations moving
to retirement (Kuron, Lyons, Schweitzer, & Ng, 2015). Individuals born between
the mid-1980s and the early 2000s are known as Millennials (Nolan, 2015). Millennials, referenced as Generation Y or trophy kids, consist of about 80,000,000
people who will dominate the workforce in the year 2040 (Anderson, Buchko, &
Buchko, 2016).
Different generations view job involvement, organizational commitment,
professional commitment, and team commitment differently because various
generations base their view of these concepts on events that happened economically, politically, and socially during their early years (Singh & Gupta, 2015). Political, economic, and social events develop different and unique undertones in a
generation, and these undertones stay with an individual throughout their lifetime (Fishman, 2016). Managers indicated the challenges to maintain Millennial
workers (Bannon, Ford, & Meltzer, 2011). Once managers invest time to recruit,
hire, and train Millennials, they may take their talents to another organization
(Ferri-Reed, 2014).

2. Purpose Statement
The purpose of this qualitative multiple case study was to explore the strategies
that some hospitality leaders use to improve Millennial employee engagement.
DOI: 10.4236/ojbm.2021.92033
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This study’s target population was leaders of five hotel organizations who have
successfully engaged Millennial workers in Virginia. The implications for positive social change from this study include a potential increase in employee confidence and motivation resulting from more effective Millennials’ engagement,
increasing company revenue, and allowing businesses to attract and retain talented employees. This increase could reduce unemployment rates in the hospitality industry, in all business sectors in Virginia, and strengthen families’ financial resources in the various local communities.

3. Research Question
The Central Research Question guiding this study was what strategies do some
hospitality leaders use to improve employee engagement among Millennial
workers? Data derived from semistructured interviews and questionnaires,
company documents, and company records.

4. Assumptions, Limitations, and Delimitations
Assumptions are information in the study that the researcher believes to be accurate but cannot receive verification (Gandomani, Zulzalil, Ghani, Sultan, &
Parizi, 2015). One assumption for this study was that participants would answer
my interview questions truthfully and with sincerity. I expected participants to
answer the questions with no motive to design a predetermined outcome intentionally. In addition, the interviews occurred at places of employment or other
private locations, where I assumed participants were able to participate without
restrictions.
Limitations are external factors that could impede or confine the research
scope and may ultimately affect the outcome of the research (Evans III, Feng,
Hoffman, Moser, & Van der Stede, 2015). Successful hotel leaders may limit the
research scope because of the exclusion of unsuccessful hotel leaders who are not
able to provide strategies to get millenniums to become more engaged. A multiple case study of the selected hotel leaders from Virginia may not represent the
population of different hotel leaders or different types of hotels in the United
States. The Hotel leaders sample size and in Virginia present limitation that does
not reflect other geographical locations.
Delimitations are factors that narrow the research and determine the boundaries of the study (Bloomberg & Volpe, 2012). The delimitations of this study included hotels in Virginia that had been in operation for at least 3 years and had a
minimum of five Millennial generation employees who were full-time employees. I did not consider the engagement strategies of baby boomers or Generation X employees, but some leaders in the organization fit into those generations. This study did not include participants working in motels.

5. Significance of the Study
Organizational leaders may use this study’s results to develop recommendations
DOI: 10.4236/ojbm.2021.92033
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and advise other leaders in developing and deploying effective employee engagement strategies. Organizations may retain workers longer by effectively engaging Millennial workers (see McGinnis Johnson & Ng, 2016). Employees regularly engage and disengage themselves throughout the workday, affecting work
commitment and work performance (Brooks & Califf, 2017; Kahn, 1990).
Employee engagement leads to increased competitiveness and profitability for
the company (Barry & Wilkinson, 2016). Moreover, employee engagement could
decrease employee turnover and burnout (Swensen, Kabcenell, & Shanafelt,
2016). Employees’ effective engagement might enhance overall business operations by increasing organizational profitability and creating a better business environment for employees and customers (Mishra, Boynton, & Mishra, 2014).
The findings from this study may help hospitality leaders use strategies to increase employee confidence and motivation and thereby improve employee engagement among Millennial workers. Hospitality leaders could increase revenue
through improved employee engagement, which may ultimately lead to job creation, a reduction in unemployment rates, and greater prosperity for the families
who reside in Virginia.

6. A Review of the Academic Literature
Employee Engagement Theory
The conceptual framework for this study was employee engagement theory,
which focuses on employee behavior throughout the workday as employees engage and disengage during their job performance (Kahn, 1990). In the theory of
employee engagement, Kahn (1990) discussed the employee’s engagement level
through their commitment to the organization. The theory of employee engagement was essential to counteract the old ways of thinking and practices
managers used to engage employees. The factors that affect an employee’s level
of commitment to the organization could reveal an index of motivators to boost
employee engagement (Schmitt, Den Hartog, & Belschak, 2016).
Personal engagement occurs when employees assert themselves fully in fulfilling their work roles (Kahn, 1990). Engaged employees do not spend time focusing on anything other than work and how to better their performance or
work environment (Jensen, 2017). Additionally, employees who engage are
working to improve the organization with their talent (Christensen Hughes &
Rog, 2008). Employees’ own experiences impact their commitment level, how
they are involved with the organization and their performance level. Employee
involvement or lack of involvement in an organization is an attribute in the employee engagement theory (Kahn, 1990).
In contrast, employee disengagement occurs when employees withdraw
themselves and do not work to better the organization (Kahn, 1990). In this case,
employees spend time thinking of solutions to problems outside of work and
spend more time withdrawn from the organization (Sonnentag & Fritz, 2015).
Leaders who understand employee engagement principles could help employers
DOI: 10.4236/ojbm.2021.92033
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establish tools to analyze better how employee engagement affects an organization (Milliken, Schipani, Bishara, & Prado, 2015).
Kahn’s theory of employee engagement includes explaining the level of commitment and engagement employees experience while working for specific organizations (Bal & De Lange, 2015; Jin & McDonald, 2017; Kahn, 1990). Employees engage on emotional, physical, and intellectual levels (Kahn, 1990).
Manager evaluations of critical hotel industry objectives reveal a correlation between engagement methods, the organization’s success, and productive employees (Jin & McDonald, 2017).
Employee Engagement and Job Performance
Employee engagement and job performance are related (Rich, Lepine, &
Crawford, 2010). Engaged employees tend to operate at a higher level of proficiency. A review of an employee’s work history may indicate if positive work
experiences helped the employee understand their role in the organization and
perform at or above expectations (Conway, Fu, Monks, Alfes, & Bailey, 2016).
Employees who feel heard by management tend to be more concerned with the
organization’s success (Bolino & Grant, 2016). Employees who have input about
the organization’s future direction feel empowered and tend to make decisions
based on the organization’s objectives (Bolino & Grant, 2016). Employees who
make key organizational decisions can potentially feel a sense of empowerment,
belonging, and engagement.
Organizational leaders who recognize the connection between employee engagement and job performance can connect employee engagement to the organization’s overall success. Leaders who understand the relationship between employee engagement and job performance can identify the organization’s least effective policies and adjust them accordingly (Wiliam & Thompson, 2017). Leaders can use surveys or employee suggestion boxes to understand ways to engage
employees better and gauge the overall effectiveness of changes. The results of
these surveys can aid leadership in adjusting the overall decision-making process
based on employee feedback. Leadership can better understand work outputs
such as productivity and customer satisfaction when they understand the relationship between employee engagement and job performance (Bowling, Khazon,
Meyer, & Burrus, 2015).
Managers who work to build a strong and successful team understand that
employees must be motivated appropriately (Ford, Piccolo, & Ford, 2017). Employees who cannot see the value in their efforts may feel taken for granted and
might not work to achieve success in the organization (Raghuram, Gajendran,
Liu, & Somaya, 2017). Managers should work to motivate and communicate the
overall objectives for their employees. Managers who build loyalty and confidence with their team could potentially benefit from a group of high performers.
Employees who pride themselves on achieving the organizational goals and
work toward successfully executing their vision have fully committed themselves
to the organization (Dechawatanapaisal, 2018). These employees take pride in
DOI: 10.4236/ojbm.2021.92033
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their job performance and work hard to maintain both their success and the organization’s success (Van Wingerden, Derks, & Bakker, 2017). Managers could
consider recognizing when an employee wants to excel in the organization and
help that employee grow; employee growth benefits the employee and the organization.
An engaged employee may do all the necessary things to keep the organization
moving forward (Crosina & Pratt, 2019). An organization moving forward
maintains high levels of employee engagement, customer service, customer satisfaction, innovation, and profitability (Menguc, Auh, Yeniaras, & Katsikeas,
2017). Managers must continue to keep employees engaged, as an engaged employee will have better job performance and continue to push the organization
forward. Organizations continue to thrive when their employees outperform
their competition (Walumbwa, Muchiri, Misati, Wu, & Meiliani, 2018). One facet of employee engagement includes employees’ putting extra effort into their
jobs, having a sense of pride and loyalty working for an organization, and advocating for the organization.
Millennials (Generation Y Members)
Millennials, also known as Generation Y, were born in the mid-1990s to early
2000s (Lyons & Kuron, 2014). Millennials are most notably known for being
driven by social issues and attitudes toward work (Ertas, 2015). Millennials are
lazy and less willing to commit to an employer; therefore, millennials move from
employer to employer with no loyalty to any particular one (Dziewanowska,
Pearce, & Zupan, 2016).
Millennials work for organizations that respect work-life balance and employers that offer flexible work schedules (Bennett, Beehr, & Ivanitskaya, 2017).
Millennials will be the largest generation in the workforce as the older generations move into retirement (Hoyle, 2017). To retain Millennial employees, employers must learn Millennials’ work habits, understand what drives Millennial
employees, and speak the same language as the Millennial worker (Jassawalla &
Sashittal, 2017).
The Millennial generation has a better understanding of new technologies and
social media. Millennials use social media as their primary source of communication and engagement with coworkers, friends, and family members (Beam,
Child, Hutchens, & Hmielowski, 2018). Social media is the quickest way to
communicate with a larger audience while delivering the same message simultaneously (Key & Czaplewski, 2017). Technology and social media could be drivers of engagement among Millennials, and companies could incorporate technology and social media to engage their Millennial workforce. Employers that
incorporate current communication channels with innovation through social
media will have a greater opportunity for a successful connection with Millennials (Pucciarelli & Kaplan, 2016).
Employee Engagement in the Hospitality Industry
Varying accommodation models in the hospitality industry are to satisfy toDOI: 10.4236/ojbm.2021.92033
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day’s leisure and business travelers (Blal, Singal, & Templin, 2018). Families rent
rooms within their own homes with platforms such as Airbnb, in addition to
using traditional accommodations such as hotels and motels (Gurran & Phibbs,
2017). Travelers have many options for places to stay; therefore, travelers consider the cost of accommodation and traveling distance when making final itinerary decisions. In addition, travelers consider the experiences gained from
workers from their place of stay. The industry must consider how it connects
with prospective travelers through organizational employees to keep hotels and
motels the best option for travelers (Zervas, Proserpio, & Byers, 2017). Employees are the frontline connection to guests, and employee engagement will be
evident in the type of service they provide to patrons (Cain, Tanford, & Shulga,
2018).
Hospitality managers have challenges attracting qualified employees and subsequently retaining them (Kim, Knutson, & Choi, 2016). Managers redirect their
focus to other issues such as challenging work conditions, high employee turnover, and the influx of younger workers (Serini, Toth, Wright, & Emig, 1997).
Employers need strategies to effectively engage employees for the industry to
continue to thrive and adequately service customers.
Leadership Strategies
Leadership must get creative when addressing the Millennial worker. The idea
that Millennials will stay with an employer for good benefits and stability is a
past work motivator (Glazer, Mahoney, & Randall, 2019). Millennials look for
jobs where they can make a difference and follow a cause, usually a cause with
which they have a connection (Crosby & Bryson, 2018). Leaders must identify
new strategies and become creative when attracting and retaining the Millennial
worker, therefore, creating an opportunity for established companies to retool
themselves to connect with a younger and savvier consumer.
One of the first changes organizations made to recruiting and business benefits were introducing the 401K plan to replace traditional pension plans (Thaler,
2016). Pensions are used less often as a recruiting tool; instead, employers are
making employees more active in preparing their financial portfolio for future
retirement (Cheah et al., 2015). The absence of the retirement pension incentive
works well with the Millennial worker because Millennials usually do not stay at
one company long enough to receive a pension (Börsch-Supan & Weiss, 2016).
In this way, society seems to align with the transient mindset of Millennials.
The inspiration for new initiatives for Millennials comes from listening to
what Millennials have to say and understanding what factors shaped them when
they were growing up. People may receive answers concerning questions about
individuals and groups of individuals can be answered by considering the history
of the individual or group (Fischer et al., 2018). Managers can find valuable information about motivating Millennials when considering Millennials’ past
(O’Connor & Raile, 2015). To uncover revelations about Millennials, managers
need to consider what was happening during Millennials’ rearing years closely.
DOI: 10.4236/ojbm.2021.92033
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The various generations that now occupy the workforce differ, and managing
those differences is vital in today’s business environments (Milligan, 2016).
Managers who can effectively communicate with the multigenerational workforce can assist in creating strategies to help organizations thrive. Managers can
use the following tactics to engage a multigenerational workforce and keep them
productive effectively: improving communication, improving how employees
see themselves fitting in the organization, and building greater trust with employees (Woods, 2016). Employees will be more productive if they view themselves as important parts of the organization (Menges, Tussing, Wihler, & Grant,
2017).
Organizational leaders who encourage collaboration, create a flexible work
environment, understand and respect work-life balance, have a system in place
for educational opportunities, and provide feedback and recognition for work
performance will benefit from a more productive and engaged multigenerational
workforce (Walumbwa et al., 2018). Managers who maintain a close connection
to the workforce can quickly address issues as they arise (Hayes, Parks, McNeilly, & Johnson, 2018).
Organizations should continue to train employees and develop programs to
increase positive interaction among a multigenerational workforce (Richardson,
2017). Employees will gain a better understanding of the members of generations with whom they work when organizations implement programs to develop
better cohesiveness among workers of different generations (Argote & Guo,
2016). Building a better understanding of differences in the workforce will allow
the organization’s leadership to adjust leadership styles to increase work quality,
productivity, and overall employee morale (Bolino, Klotz, & Turnley, 2016).
Understanding the different generations’ actions and behaviors can create and
foster better relationships among employees (Methot, Lepine, Podsakoff, &
Christian, 2016).
Employees can work behind their generational counterparts to familiarize
themselves with the roles employees of other generations fill and to get to become better acquainted with their colleagues (Lim, 2016). Starting a mentoring
program for Millennial workers would allow Millennials to work with baby
boomers, enabling the two generations to work more harmoniously and foster
better communication in a multigenerational workplace (Flynn & Duesing,
2020). Millennials have the following expectations regarding working compensation, recognition, promotions, professional growth opportunities, manager
support, and flexibility from an employer. In exchange, managers expect Millennials to do their job (Duxbury & Ormsbee, 2020). The different generations
share some similarities and display some differences; however, the collaboration
between generations can yield overall organizational success. The integration of
the most effective strategies determines whether managers are successful in engaging Millennials and a multigenerational workforce.
To attract talented Millennial workers, leaders must be more creative in atDOI: 10.4236/ojbm.2021.92033
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tracting and managing new talent. Leadership must understand that motivational factors change from generation to generation (Singh, 2016). Millennial generation workers like to express individuality and recognize different causes (Risman, 2017). Leadership should consider the Millennial generation’s mobility and
realize that Millennials will leave their current employer to work at another
company if the other company supports a cause or allows the employee to support the cause without jeopardizing their employment (Bannon et al., 2011).
Today’s Millennial worker wants to be understood and supported. Organizational leadership must create innovative ways to allow Millennial employees to
fit in the work culture without sacrificing their identity.
Organizational leaders could examine multigenerational workforce equal opportunity to offer ideas and express Millennial views through the lens of organizational goals and processes. The Millennial generation is the hospitality industry’s future; therefore, leaders may target Millennial worker motivations to
create more productive workers (Singh, 2016). An understanding of Millennial
motivators could create a more productive work environment (Methot et al.,
2016), resulting in more satisfied customers and higher revenue for the organization (Thompson & Gregory, 2012). Leaders who pay attention to Millennial
workers and use innovative ways to engage Millennials will create a loyal workforce (Kang & Sung, 2017). Additionally, leaders could gain from Millennial employees’ knowledge and ideas for innovation, organizational communication,
and process improvement.

7. Research Method and Design
A researcher who selects an appropriate research method and design establishes
a necessary means to conduct a credible study (Venkatesh, Brown, & Sullivan,
2016). I chose the appropriate research method and design for this study to establish credibility. The research method and design I chose for this study were
the qualitative and multiple case-study designs. The qualitative case study provides a means to explore the best strategies for improving employee engagement
among Millennial workers in the hospitality industry.
Research Design
I selected a case study design for this research. The case study design is suitable when the research question requires a more in-depth look at a phenomenon
(Yin, 2018). A case study design can expand readers’ knowledge of an individual,
group, social, political, or organizational phenomenon. A case study research
design is useful when various data sources are available, such as artifacts, documents, observations, and interviews (Yin, 2018). A case study design’s statistical
approach is to allocate aggregated levels from the ordinal type ordered quantitative survey answers (Yin, 2018).
Failure to achieve data saturation in a qualitative study significantly affects the
quality and the overall validity of a study (Fusch & Ness, 2015). Data saturation
occurs in case studies using interviews, company documents, and physical artiDOI: 10.4236/ojbm.2021.92033
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facts (Merriam & Tisdell, 2015). One purpose of member-checking can ensure
that no new information occurs. The lack of further details indicates data saturation (Hammarberg, Kirkman, & De Lacey, 2016). The member-checking process
involves reviewing the information collected during interviews with participants
to allow participants an opportunity to elaborate on their responses (Morse,
2015). I requested company documents, asked participants open-ended interview questions, and asked participants to elaborate on their responses until no
new information materialized. I ensured data saturation by interviewing all participants and comparing the collected information and documents. Next, I conducted member-checking by providing the participants with my interpretation
of their responses and allowing participants time to review and respond for accuracy and validation.

8. Population and Sampling
The population for this qualitative multiple case study consisted of managers
from five hotels in Virginia. The minimum criteria for participation were as follows: 1) participants must work in the hospitality industry in Virginia for a
minimum of 3 years, 2) participants must serve in a leadership position, 3) participants were not Millennials, and 4) participants supervise Millennial employees. The participants were managers of Millennial workers who have successfully used strategies to engage Millennial employees. Hotel managers who
met these criteria were able to reflect on their experiences and current knowledge of working with Millennial employees. I used qualitative research to explore employee engagement in the hospitality industry and discovered strategies
to engage Millennial hospitality workers effectively.
I used the purposive sampling method for this study. Purposive sampling is
the preferred method of participant selection when exploring an issue, question,
or dilemma (Robinson, 2014). Purposive sampling is effective because it can use
a small sample size of participants who may share the same mindset and similar
attributes and convictions (Barbour, 2013). Purposive sampling is the favored
selection method to examine a phenomenon (Elo et al., 2014). The sampling
technique was appropriate for this study because of its convenience in selecting
participants who were knowledgeable in Millennials’ employee engagement and
who were easily accessible to participate.
Case studies can have three to five participants (Yin, 2018). A multiple case
study should have a large enough sample size to achieve the required results. A
multiple case study with a small sample size and appropriate interview questions
can comprise a successful study (Fink, 2015; Morse, 2015) and provide the researcher with an in-depth understanding of the phenomenon (Malterud, Siersma, & Guassora, 2016). I limited the sample size for this multiple case study to
achieve the necessary results and develop an in-depth understanding of the
phenomenon.
Data saturation occurs in a study when no new information or additional
DOI: 10.4236/ojbm.2021.92033
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themes emerge after interviewing participants (Guest, Namey, Taylor, Eley, &
McKenna, 2017). The key points to data saturation are 1) no new data emerges
(Gentles, Charles, Ploeg, & McKibbon, 2015), 2) no new themes develop (Malterud et al., 2016), and 3) the reproduction of the study is achievable with ample
information (Heckemann, Breimaier, Halfens, Schols, & Hahn, 2016). Data saturation can develop by interviewing three to 50 participants (Constantinou,
Georgiou, & Perdikogianni, 2017; Yin, 2018). Data saturation is critical because
it can reveal possible themes through the exhaustion of information (Fusch &
Ness, 2015). Cypress (2017) posited that member checking is a way to ensure
data saturation. I reviewed responses from the interviews, employer training
materials, and member-checking to ensure data saturation.
Managers listed in the hotel directory at one hotel received an invitation to
participate in the study until I reached the required number of study participants. I contacted the front-line hotel person or corporate office to get permission to speak with the hotel manager. Then, through a brief conversation, I invited managers from five different hotels to participate in the interview to reach
the target of at least five participants for this multiple case study, as suggested by
Yin (2018). Inviting managers at each hotel ensured that I accrued the sample
size needed to complete this study. I ceased inviting managers when I received
the minimum number of interested participants to reach data saturation. Interviews were conducted with hotel leaders during hotel leaders’ break time, slow
time, or lunch hour. If participants were unavailable to meet during those
times, I requested to conduct interviews through video calls or face-to-face interviews after their workday. The interviews were semistructured and included
open-ended questions in a comfortable setting for the participant. Kolar, Ahmad, Chan, and Erickson (2015) suggested conducting the interviews in a relaxed environment for the participants, with the preference being a face-to-face
meeting (Denzin, 2017). I suggested that the interviews take place in a private
office or a conference room at the participants’ place of work. I made every effort to accommodate other meeting places that participants suggested.

9. Data Collection Instruments
The researcher is the primary data collection tool or instrument (Kahn, 1990)
and collects various data forms when conducting a case study (Yin, 2018). I was
the primary collection tool for this study; therefore, I needed to collect various
data forms to complete this case study. Two types of collection methods can be
used: semistructured interviews and questionnaires (Unluer, 2012). Semistructured interviews were the primary data source for this study, and I conducted
these interviews with hotel managers who had successfully supervised Millennial
employees. The semistructured interviews used open-ended questions and were
conducted in a relaxed setting suggested by participants. The use of open-ended
questions enabled participants to discuss their lived experiences (Soss, 2015)
freely. Semistructured interviews are instrumental in collecting the information
DOI: 10.4236/ojbm.2021.92033
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needed to conduct a study (Hancock & Algozzine, 2016).
I used semistructured interviews to explore the concepts in this study. Interviews consist of collecting data by asking questions and listening to individuals’
responses. In semistructured interviews, researchers use predetermined questions to reveal information, and participants reveal more details throughout the
interview (Peters & Halcomb, 2015). The semistructured interview for this study
included questions that elaborated on employee engagement levels among Millennial workers. Interviewers use semistructured interviews to gain greater control over the order and flow of questions and to introduce changes in the interview schedule based on initial results (Wildavsky & Hammer, 2018). Semistructured interviews may produce robust data that understand participants’ experiences, views, or ideas (Peters & Halcomb, 2015).
I reviewed company documents that included training manuals with archival
data or company artifacts regarding employee engagement strategies or initiatives. Company artifacts are company documents (Marshall & Rossman, 2016);
therefore, I used company documents related to this topic of employee engagement. As another source of data, I collected company records, such as the employee training manual, directly related to the company’s efforts to engage Millennial employees. Company documents or company records are essential to a
case study, as they are specialized, stable, and timeless (Yin, 2018). For this reason, I requested to review the employee handbook and any training materials
that are directly related to employee engagement.
The interview protocol included questions geared to identify strategies used to
improve employee engagement among Millennial workers. I created the interview questions to address barriers to improving employee engagement among
Millennials in the hospitality industry. The interview protocol served as the
guideline for the inquiry-based conversation and consisted of various questions
and scripts with prompt queries and possible follow-up questions (Zielinski,
2017). Interview protocols organize and document important information for
the interviewer to ask during the interview (Jaskiewicz, Combs, & Rau, 2015).
An acceptable interview protocol is an essential method for obtaining the best
information from study participants (Namey, Guest, McKenna, & Chen, 2016).
The interview protocol is an instrument used by the interviewer to discuss the
aim of the study and inquire about specific topics (Castillo-Montoya, 2016). Yin
(2018) recommended that researchers can use an interview protocol to manage
and organize the interview questions and determine if each interview question is
essential to the research question. Study participants received a copy of the interview protocol at the interview time to keep for their records.
I used an interview protocol, member-checking, and data triangulation to ensure the information’s validity and reliability. Member-checking involves sharing the researcher’s summary of a participant’s responses with the corresponding participant to ensure that the information was accurately captured (Koelsch,
2013). Granting the participants access to the final summary to validate their
DOI: 10.4236/ojbm.2021.92033
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responses helps improve the accuracy, credibility, validity, and transferability of
a study (Ranney et al., 2015). I collected data from volunteers who participated
in the research. An interview protocol ensured consistency between participant
responses. I asked colleagues in similar job positions in different organizations
to review the interview questions. Researchers should use feedback from colleagues to determine whether the interview questions are well-defined, clearly
understood, presented consistently, and properly align with the research purpose
(Goldberg & Allen, 2015). A pilot study is a simplified variation of the main
study that can be used to test the interview questions and the theory, yielding a
more robust study (Armstrong & Rimes, 2016). I did not conduct a pilot study
because it could eliminate the process completing the primary study. Data triangulation was conducted using the interview responses, the employees training
manual, and the information received from member-checking. Data triangulation ensures that the data collection instruments align with the questions in the
study (Yin, 2018). Researchers who use data triangulation, member-checking,
and the interview protocol enhance the study’s validity and reliability (Yazan,
2015).

10. Data Collection Technique
Semistructured interviews were the primary data collection technique in this qualitative research study. I visited multiple hotels in Virginia and asked for the
manager’s contact information. The hotel managers I selected to participate in
the study received an email invitation requesting their permission to participate.
I scheduled an interview with five managers from five hotels for face-to-face interviews. Hotel managers who agreed to be part of the study were interviewed at
their place of employment. Researchers need to conduct face-to-face interviews
where the participants feel comfortable (James, 2016) to allow for an in-depth
and open conversation (Fritz & Vandermause, 2018). I did not begin to collect
data until I received approval from the Walden Institutional Review Board with
an approval number.
Before the interviews, I notified the participants that the interviews would be
recorded using Dragon Naturally Speaking software. I informed participants that
I would take notes during the interview and only record information about the
interview. All participants answered the same open-ended interview questions
and had an opportunity to ask questions about the interview if needed. I organized participants’ responses by date of interview, the interview location, their
position in the organization and added a pseudonym to separate and identify
participant responses after the interview sessions.
Digital recording is the most common method of recording interview data
because the digital recorder allows the interviewer to save the interview’s verbal
part for later analysis (Namey et al., 2016). I used a digital recorder with an external memory card slot to record the interview and additional side conversations. Digital recordings are generally better quality and include more detail than
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note-taking, which may not be entirely accurate (Bailey, 2008). I used an external memory card to transfer the audio interviews into a computer efficiently. I
performed member-checking by interpreting what I heard the participants say
and then allowing the participants the opportunity to validate my interpretation
of the voice recordings. I recorded the conversations that occurred during the
interview; therefore, I had a chance to synthesize the conversation, which I reviewed later for accuracy and completion (Clark, Birkhead, Fernandez, & Egger,
2017).
Data were collected by listening to and recording participants’ responses during an approximately 45-minute interview. The semistructured interviews included questions geared toward identifying strategies managers use to increase
employee engagement among Millennial workers. The use of face-to-face interviews allowed me to ask follow-up questions to clarify answers to the research
questions and focus on body language when it appeared that a participant
looked confused and needed further explanation (Garbarski, Schaeffer, & Dykema, 2016). I interpreted verbal and nonverbal messages to ensure participants fully expressed their responses, and I rephrased questions and pursued a
different line of questioning when necessary to ensure that participants fully
understood the question (Namey et al., 2016). I monitored tone and word
choice changes to gain a deeper understanding (Petr, Belk, & Decrop, 2015).
Face-to-face interviews are helpful because they establish rapport and help participants feel more comfortable and at ease, generating more insightful responses, especially regarding sensitive topics (Devotta et al., 2016).
One advantage of semistructured interviews is collecting complete information with greater understanding (Peters & Halcomb, 2015). Interviews as a data
collection technique can gather more in-depth and robust information from
fewer participants (Marshall & Rossman, 2016). All participants were asked the
same questions; however, the wording, order, and the type of follow-up questions varied (Peters & Halcomb, 2015) depending on whether a participant
needed more clarity or if I required additional information to fully exhaust the
question and reach data saturation. I asked the same questions in the same order
as listed in the interview protocol. Additionally, I took notes and requested relevant company documents as a part of data collection for this research study. The
semistructured interviews were advantageous because 1) the interviews were
conducted in a place that was familiar to the participant, 2) the participant was
comfortable and relaxed, and 3) the interviews could foster relaxed conversation
(Wolgemuth et al., 2015).
A semistructured interview can be disadvantageous because interview answers
are difficult to compare and the flexibility of the conversation may lessen reliability (Rowley, 2012). In addition, semistructured interviews can 1) interfere
with participants’ schedules (McIntosh & Morse, 2015), 2) cause participants to
withhold information due to timidity and shyness (Seifert, 2016), 3) contain ambiguous research questions (Wolgemuth et al., 2015), and 4) give faulty results if
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the researcher cannot conduct an interview (Malterud et al., 2016). However,
interviews have a higher quality of sampling than other data collection methods
and require fewer participants to reveal useful and relevant insights (Cyr, 2016).
Therefore, I choose semistructured interviews with open-ended questions as the
primary data collection technique to gather managers’ perspectives in the hospitality industry.
Member-checking is essential to the research process, as participants have the
opportunity to add, delete, and edit any captured information (Birt, Scott, Cavers, Campbell, & Walter, 2016). I conducted member-checking for each participant by emailing each participant a copy of their interview summary and setting
up a follow-up interview. Participants received a summary of the interview
findings, which were thoroughly reviewed and validated for accuracy. I was able
to review, edit, and make any needed changes by sharing my interpretation with
the participants for validation. Next, I met with the participants for a 30-minute
follow-up interview to validate results and to provide an opportunity for participants to reflect on personal experiences, therefore creating potential opportunities to add data. I focused on the confirmation, modification, and verification of
the interview transcript during the follow-up interviews. Member-checking ensures the information is accurately noted, which is different from a transcript review where the interview is verbatim in written form (Tsai et al., 2016).

11. Data Organization Technique
Data organization should reflect a manner that achieves the research’s overall
objective (Rabiee, 2004). Data should be stored in two separate databases: one
to document the report and the other for the collected data (Yin, 2018). An
important first step in data collecting is to observe the participants closely
through repeated careful listening and observation (Lapadat & Lindsay, 1999).
The first set of data for this study consisted of all data recorded during the interview. During the interview, I included journaling based on my observations
of the participant, such as the participant’s impressions and body language and
any observations or ideas that emerged during the data collection. The second
set of data included the hotels’ training manuals about employee engagement.
To protect identities, I referred to individuals using codes: M1, M2, M3, M4,
and M5. I referred to the hotel names using the following alphanumeric codes:
N1, N2, N3, N4, and N5.
I included a coding process to identify similar themes that emerged from the
data from the recorded interviews, handwritten notes, and the training manuals.
I uploaded the interview into Dragon Naturally Speaking software to transcribe
the interviews and ensure accuracy. Statistical software can aid in coding and
organizing during the data analysis process (Sotiriadou, Brouwers, & Le, 2014). I
uploaded the interview recording into NVivo software, which allowed me to
store the information based on similar themes.
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12. Data Analysis
This qualitative multiple case study aimed to explore strategies hotel managers
use to engage Millennials employees. Data analysis is an iterative means of saturating oneself in the data (Hennink, Kaiser, & Marconi, 2017). Qualitative data
analysis occurs in three stages: 1) the introductory saturation into the data, 2)
the secondary assemblage of codes and formation of themes, and 3) the final approval of themes and analysis of results (Bernard, 2017). Qualitative data analysis steps are scaling down, incorporating, and certifying or authenticating
(Scholl, Kubicek, Cimander, & Klischewski, 2012). The means of coding is repetitive and comprises at least two cycles of codes with more cycles added if
needed (Sarkis et al., 2016). Provisional coding lists predetermined themes that
build on existing research (Koro-Ljungberg, 2015).
I used the findings from previous research and opinions from the study participants to check the validity and understand participants’ opinions about the
phenomena; this process is referred to as data triangulation. The four triangulation types are methodological triangulation, environmental triangulation, investigator triangulation, and theory triangulation (Joslin & Müller, 2016). I used
methodological triangulation to compare various sources of data (Kern, 2018).
Methodological triangulation can be used to compare various sources of data
using the same method, ensure consistency, increase credibility, and reduce research bias (Flick, 2017). Methodological triangulation can also be used to
achieve data saturation and form a valid research project (Fusch & Ness, 2015). I
used methodological triangulation to cross-check data for consistency, reduce
bias, and add credibility to my analysis. I reached credibility by methodological
triangulation using interviews, employer documents, and interview transcripts.
This study’s data sources consisted of interview responses, notes from the interviews, and company training manuals. Various forms of evidence can be assembled to reach conclusions and thereby establish credibility (Yin, 2018). The
interview protocol is a step-by-step instructional tool for note-taking and guidance during each interview (Lamb, Orbach, Hershkowitz, Esplin, & Horowitz,
2007). The interviews were recorded with a digital recorder using the interview
protocol as a guide and were transcribed using Dragon Naturally Speaking software. I conducted member-checking for each participant by emailing each participant my interpretation of the interview and providing participants with a
timeframe to email me with any edits or changes to my interpretation. I reviewed the interview interpretation or member-checking information, the notes
that I recorded related to body language or voice inflection, and any given training materials. I used statistical software to extract common themes for my data
analysis.
I uploaded the digital interviews and the review of documents into NVivo after completing the member-checking process. Qualitative research software can
be used to assist with data analysis (Woods, Paulus, Atkins, & Macklin, 2016).
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Descriptive coding is where a phrase or word is used to classify and organize the
data and can be traced back to the original code (Vaismoradi, Jones, Turunen, &
Snelgrove, 2016). After the first cycle of coding, second cycle codes—such as
pattern coding—can be used to organize first cycle codes into themes or sets
(Dillaway, Lysack, & Luborsky, 2017). I generated nodes in NVivo for underlying ideas for each research question to code the data and authenticate themes.
Next, I selected the common themes for each research question based on the
participants’ responses.
I used the information gathered using NVivo data analysis software and employee engagement theory to answer the research question and analyze the data.
NVivo qualitative data analysis software assists researchers in coding, classifying
and formulating emerging themes (Davidson, Thompson, & Harris, 2017). The
foundation for a complete review and determination of information gathered
from NVivo was the parallel between key primary themes and the conceptual
framework (Bandara, Furtmueller, Gorbacheva, Miskon, & Beekhuyzen, 2015).
The parallel between the primary themes and the conceptual framework relates
to employee engagement theory and the central research question (Lehnert,
Craft, Singh, & Park, 2016). The foundation of employee engagement theory is
the evaluation of engagement or disengagement of employees and their commitment level to achieving the organization’s goals (Kahn, 1990). The central or
primary research question was as follows: What strategies do some hospitality
leaders use to improve employee engagement among Millennial workers?
After collecting the data, I reviewed all participant responses to familiarize
myself with the data. I transcribed the interviews using Dragon Naturally
Speaking software and uploaded the transcription into NVivo software. I created
codes and nodes consistent with the research questions, noted the themes that
emerged, and presented the findings. Upon conclusion of the data analysis, I interpreted the data findings based on the common themes derived from NVivo. I
used methodological triangulation to validate the data findings from NVivo. Researchers who use multiple data sources can find additional benefits from the
data rather than using a single data source (Krause, Herbst-Irmer, Sheldrick, &
Stalke, 2015). Researchers should use proper data interpretation techniques to
clarify the collected data’s analysis and presentation (Clarke & Braun, 2013). I
reviewed the data to arrive at an informed conclusion. As the researcher, I answered the research question by interpreting the data using information obtained
from the NVivo analysis and the conceptual framework theories.

13. Reliability and Validity
Reliability and validity are fundamental in establishing trustworthiness, demonstrating rigor in the research findings, and ensuring the results are significant
and worthy (Yin, 2018). I assured that the methods used to retrieve and secure
data were reliable and valid. Dependability is a component of reliability. Credibility, confirmability, and transferability are components of validity. These
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components can strengthen a study.
Reliability is the degree to which an assessment tool produces stable and consistent results (Yin, 2018). Researchers use dependability synonymously with reliability because a reliable study’s findings and conclusions can be replicated
(Santiago-Delefosse, Gavin, Bruchez, Roux, & Stephen, 2016). Researchers should
avoid including participants with whom they have a relationship because of the
potential to add bias to the collected information (Bell, Bryman, & Harley, 2018).
The decision to use participants with whom I do not have a working, personal or
professional relationship ensured the data collected’s dependability. I performed
the member-checking of data interpretation to ensure dependability by providing participants with an opportunity to review and approve my translation or
analysis of their interviews. I emailed the participants’ responses from their first
interview and scheduled a follow-up interview to gather any additional information or clarify any previously given information. I increased the study’s reliability by interviewing five hotel managers.
Validity is the result to which a test measures what it claims to measure
(Watkins, 2012). The two main types of validity are internal validity and external
validity. Internal validity refers to the validity of the measurement and test itself,
whereas external validity refers to generalizing the findings to the target population (Watkins, 2012). The validity elements are credibility, confirmability, and
transferability in qualitative research (Onwuegbuzie & Leech, 2007; Riege, 2003;
Watkins, 2012). The purpose of validity is to determine how well a test measures
what it is purported to measure (Watkins, 2012). Validity is essential in analyzing the appropriateness, meaningfulness, and usefulness of a research study
(Watkins, 2012).
For this qualitative study, I focused on employee engagement strategies for
Millennial workers in the hospitality industry; therefore, I needed to obtain
credible and reliable data to achieve validity. A test must be valid to be considered reliable. I increased the validity for this study by matching the interview
questions with the study goals and objectives. The results of my research are
meaningless if the results are not valid. Additionally, I obtained feedback from
an outside party regarding the interview questions. It is important to have the
instrument measure what it is intended to measure so the results can be used to
answer the research question.
Researchers attain credibility through the processes of data triangulation and
member-checking (Thomas, 2017). Credibility must include the evidence presented’s trustworthiness, and the findings must be believable and truthful (Newell & Goldsmith, 2001). Member-checking can be integrated into research
procedures to ensure the collected information is credible (Rosenthal, 2016). I
provided each participant with a synthesized copy of their interview responses
and allowed each participant the opportunity to amend incorrect translations to
contribute to the study’s validity. Saldaña (2015) suggested that researchers use
member-checking to ensure that the study findings are credible. I used memDOI: 10.4236/ojbm.2021.92033
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ber-checking to interpret the data.
The use of an interview protocol aids in obtaining credibility (Lamb et al.,
2007). For this qualitative research, I used the interview protocol as a systematic
way to interview all participants. Each interview followed the same criteria and
script while asking the same line of questioning, as suggested by Padgett (2017).
The use of the interview protocol in this study established credibility. Credibility
focuses on whether the research conveys with certainty what the participants do,
feel, or think (Smythe & Murray, 2000).
Transferability is a component of validity and is vital to the study (Ihantola &
Kihn, 2011). Transferability occurs when the data can transfer from one group
to another and provide detailed information about the population sample (Moser & Korstjens, 2018). Researchers determine if a study is transferable and consistent with the original study by following the same guidelines and asking the
same questions. The interview protocol, including detailed information about
the setting and location of the research study, approach, and attitudes of participants, will allow another researcher to transfer the information to another
group. In qualitative research, the reader determines whether or not the study’s
findings can transfer to another group. Researchers who follow the criteria of the
study can transfer this study’s findings to another group. Additionally, an interview protocol can ensure transferability and consistency by asking the same
questions and following the same procedures and guidelines (Amankwaa, 2016).
Confirmability exists once plausibility, creditability, and transferability occur
(Colepicolo, 2015). A case study is valid when methodological triangulation is
achieved (Yin, 2018). In this qualitative research study, triangulation involved
examining data from the five interviews. The responses from the five participants were combined to answer the research question. Confirmability refers to
the level of confidence that the study findings are based on the participants’
narratives and words rather than potential researcher biases (Colepicolo, 2015).
Member checking can establish the confirmability of the research elements
(Baxter & Jack, 2008). I confirmed the gathered information by issuing a copy of
the synthesized interviews to the participants for review and revisions (Caretta,
2016). Next, I emailed participants a synthesized copy of their interviews and a
reminder for the follow-up member-checking process. Member-checking involved another interview session that took approximately 30 minutes and allowed the participants to add any additional information relevant to the study
and discuss whether they agreed with the information in the document. Participants made changes as necessary to the finalized document and signed the
document for completion of the study. The interview protocol and notes from
the interview containing researcher thoughts and reasoning behind certain
comments are good tools to help in future explanations (Dumay, 2016). I served
as the primary data collection instrument; therefore, I used journaling to guarantee the recorded information’s accuracy.
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14. Findings
This study’s central research question was as follows: What strategies do some
hospitality leaders use to improve employee engagement among Millennial
workers? Participants were interviewed in either a private conference room or in
the participants’ office. Data collection consisted of semistructured interviews
and note-taking during the interviews. The transcription of and analysis was
through using NVivo to identify the themes that emerged from the data. I shared
the interpretation of the findings with the participants for validation and conducted member-checking to ensure that participants’ answers were accurately
recorded during the interviews and to ensure that no new themes or information
emerged. Four themes emerged from the data analysis: 1) coaching through
education, 2) rewards that improve engagement, 3) enhancing engagement
through motivation, and 4) communication enhances awareness and receptiveness. This study’s conceptual framework consisted of the employee engagement
theory introduced by Kahn (1990); the employee engagement theory helped determine the strategies used to improve employee engagement among Millennial
workers. The employee engagement theory aligned with the literature and
themes that unfolded in this qualitative multiple case study’s findings. The
themes that emerged were in line with the previous studies on strategies used to
improve Millennials’ engagement; therefore, the themes that emerged from participant interviews were strategies used to engage Millennials in the workplace.
Emergent Theme 1: Coaching Through Education
The first themes that emerged were coaching, mentoring, and education as
strategies used to improve employee engagement among Millennial workers.
These themes aligned with findings by Flynn and Duesing (2020), who asserted that mentoring programs in the multigenerational workforce forced
Millennials to work with older generations, therefore fostering better communication among the different generations. Managers described using coaching
and mentoring as strategies to improve employee engagement among Millennial
workers. One manager (M1) stated, “You must coach them and lead by example.” M1 asserted that Millennial workers should be mentored rather than solely
given tasks to complete. Ghosh, Shuck, Cumberland, and D’Mello (2019) found
that coaching and mentoring were influential in employee engagement. Leaders
who promote coaching and mentoring could potentially create workplace relationships based on meaning and worth. M2 stated that Millennials like to be led
by example. An engaged employee works to improve the organization with their
time and talents (Schaufeli, Shimazu, Hakanen, Salanova, & De Witte, 2019). M1
explained by saying, “I set the tone, and they follow my lead and guidance to
perform to expectations. I lead by example.” A successful coaching and mentoring environment taps into all these areas and allows for productive two-way dialogue.
In addition to mentoring, another theme was the need for managers to provide more clarity when dealing with Millennial workers. Managers can minimize
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the disengagement cycles by contacting employees through communication
channels (Moore et al., 2019). Millennials need an explanation of why they must
complete a particular task. Sometimes a simple question to the employee, such as
“How is your day going?” can allow the manager an opportunity to gauge how
engaged or disengaged an employee is. Employee engagement occurs when employees are involved with the organization cognitively, physically, and emotionally (Kahn, 1990). Starting dialogue helps to break down barriers that separate
the multiple generations and provides the Millennial employee an opportunity
to express themselves and verbalize what they need help with and how they
comprehend what is expected of them.
Another strategy was the need to spend time with Millennials to explain the
reason and purpose behind a task in detail (Litvin, Goldsmith, & Pan, 2018).
Some leaders may notice the importance of explaining the company’s vision and
mission to Millennials. When directing Millennials to perform new tasks, a
written manual or visual aid could work best to assist in the explanation. M4
stated, “You have to be visual and clear; this way, the Millennials can go back
and use the information as a tool of reference as it is easy to follow.” M4 added
that communication with the older generations is straightforward; you do not
have to spend a lot of time explaining how to do a particular task or why the job
needs to be completed. In the fast pace of the hospitality industry, employee engagement directly links to the customer experience (Xiong, So, Wu, & King,
2019). M1 explained that managers must explain other ways to solve problems to
Millennials because the manager has been through it before; providing better
examples to help Millennials improve what they are doing is key to successful
problem resolution. Furthermore, M4 emphasized that with Millennials, the
conversation will be a bit more time consuming due to the added “why” piece to
the discussion; however, in a fast-paced industry such as the hospitality industry,
the conversation needs to be quick to accommodate the guests. M3 explained
that Millennials might have an idea of a team concept, but they still look at how
the job benefits them individually. Managers must be transparent to allow the
Millennial to see the big picture and understand how a task aligns with the overall goals or finished product.
Additionally, Millennials may look at what coworkers are doing and question
why someone else gets to do something while they do not have that same opportunity. Millennials have a reputation for their concern regarding particular
assigned tasks and avoiding additional responsibilities (Waples & Brachle, 2020).
One participant in this study, M3, asserted that the Millennial generation has a
“me” way of thinking and processing information, as opposed to “we” or “us”
thought process. M1 added the need to talk and educate the Millennial worker
and make them understand that “I am not just your boss, it is not ‘me, me, me,’
it is ‘us.’” M1 further asserted that managers must engage the Millennial worker
and help them to understand where the manager is coming from so that everyone can get on a “nice even keel.” Older generations were not necessarily conDOI: 10.4236/ojbm.2021.92033
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cerned with what others were doing; they were only concerned with their tasks
and may offer help when their responsibility is completed. M2 notated that the
communication between all generations should be the same and consistent. This
consistency ensures the transmission of the same message and ensures that no
one receives different treatment and that the expectations are the same for everyone. M2 added that Millennials are less receptive when they perceive that they
are being reprimanded and not being recognized for progress. M2 stated that
leading by example allows managers to set the standard for the work and foster a
“we” environment.
Emergent Theme 2: Rewards That Improve Engagement
The second theme that emerged was the use of incentives, applause, compliments, and recognition as strategies that improve Millennial employee engagement. Leaders may attribute incentives and recognition as effective strategies to
improve employee engagement in the workforce (Busse & Regenberg, 2018;
Lewis & Wescott, 2017; Litvin et al., 2018). Millennial employees want recognition for work; it does not matter whether the work deserved attention (Eisenberger, Rockstuhl, Shoss, Wen, & Dulebohn, 2019). M5 stated the following regarding workplace recognition with Millennials.
You have to applaud the Millennial worker when they do something right
or without any direction … if you had an issue with the way they were
dressed the day before, but today they corrected the behavior after you
spoke to them yesterday, you must recognize the fixed behavior.
Managers in the hospitality industry may consider celebrating the Millennial
worker to encourage good behavior to positively recognize behavior and avoid
alienating the Millennial worker (Litvin et al., 2018). One manager emphasized
that paying a Millennial a compliment such as, “You look nice today,” is acknowledging that the Millennial employee took the time to iron their clothes.
The fact that a manager showed appreciation for the new effort makes the Millennial employee feel good and reinforces the positive behavior.
In addition, the use of incentives and recognition emerged as a way to improve engagement among Millennials. Lewis and Wescott (2017) noted that
Millennials are the “trophy generation” and need a positive message when engaging with employers to maintain productivity. M5 instituted a reward program to provide Millennials with rewards for positive behavior in the form of
gift cards to their favorite restaurants or merchants. M5 added “the gift cards
range between $5 and $10, with the $10 reward given for above and beyond
work.” Employees, particularly Millennials, are recognized with a higher amount
of gift card if a guest gives them praise. Additionally, the employee’s name is entered into an employee of the month and year contest. Most of the study participants stated that giving Millennials the excitement of positive response helps
Millennials be more engaged and work harder to treat guests better.
Emergent Theme 3: Enhancing Engagement through Motivation
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The third theme that emerged was Millennials’ lack of interest or motivation
as a barrier to implementing strategies for enhancing Millennial employee engagement. Motivation is a key component of engagement (Delaney & Royal,
2017; Singh, 2016). Moreover, the extent of employees’ motivation to do more
than is required is a top predictor of overall engagement (Delaney & Royal, 2017;
Singh, 2016). Four out of five of the participants stated the lack of interest or
lack of motivation among Millennials was a barrier to engagement in the
workplace. According to M4, “Millennials feel entitled as if they do not need to
do the work and that someone owes them something.” Kahn (1990) asserted that
employees who view their tasks as meaningful justify their commitment to the
organization. M3 included, “The barriers that managers face are that Millennials
are not responsive when managers do not accept their lack of motivation or
work ethic.” Participant M4 emphasized that Millennials’ non-responsiveness,
lack of motivation, lack of interest, and entitlement are barriers to Millennial
engagement in the workplace. Millennials believe that they should automatically
ascend to a leadership role as soon as they get hired. Additionally, managers can
face barriers when Millennials feel that management is not being transparent.
The perception of no transparency can cause Millennials to be unresponsive,
unmotivated, and display a lack of interest.
Another theme is the lack of support from upper-level management as a barrier to implementing strategies for enhancing Millennial employee engagement.
Singh (2016) asserted that effective employee engagement is based on the company’s interpretation of employees that do more than is required. M5 found that
managers who treat Millennial workers like family can use tone or body language to improve outcomes when something does not meet the standard. The
calmer tone or body language technique allows the Millennial workers to receive
the feedback better and retain the message. Communication, teamwork, and
collaboration are critical points to any successful organization (Jones & Thoma,
2019). Participant M2 asserted that management must receive support from upper management and hospitality ownership when it comes to implementing new
ideas. Managers who invest in motivation can potentially yield the highest return
on overall engagement while maximizing utility (Dyck, Lins, Roth, & Wagner,
2019).
Emergent Theme 4: Communication Enhances Awareness and Receptiveness
The fourth theme that emerged was awareness, documentation, and receptiveness as ways to address the key barriers to implementing successful strategies
for increasing Millennial employees’ engagement. Communication can be tailored to the Millennial lifestyle to create a friendly and familiar environment for
Millennials to feel they are part of the team (Merriman, Sen, Felo, & Litzky,
2016). Managers must understand what they are saying, who they are saying it
to, and how they deliver the message. M3 affirmed that honest and direct communication is an essential tool for breaking down barriers. On the flip side, doDOI: 10.4236/ojbm.2021.92033

640

Open Journal of Business and Management

D. O. Stephens

cumentation is a great asset to notate and recap the conversation for future reference. M3 added that the older generation interprets repeating the conversation
back to the manager as a lack of comprehension. Managers use documentation
to ensure that everyone is on the same page and clearly understands the expectations and goals. Furthermore, communication allows the manager to relay to the
Millennial worker that the manager understands them and wants to assist them
in reaching their goals. In contrast, the older generation is offended when asked
to repeat a conversation with a manager.
Managers must be careful with perceptions when interacting with Millennial
employees. M3 noted that managers must be aware of the workplace surroundings, tone, and inflection when relaying information to Millennial workers, as
these factors influence whether the Millennial employee understood the information. Tone and inflection help break down the stereotype that individuals
who are asked to come to the general manager’s office should expect an adverse
meeting regarding work performance or some other negative action that needs
addressing or correction. M4 asserted that older generations might need to
change how they approach engagement strategies because Millennials will take
over the workforce in the next few years. M4 further stated that managers would
become “dinosaurs” if they do not recognize that the workforce is shifting;
change within the workplace is imminent. Participant M5 addressed how older
generations can change to adapt to the Millennial workforce.
Millennials are the growing workforce, and we have to understand them
and make them feel a part of and include them. We have to be not as strict
as we once were and have more patience than what we would usually tolerate.
The findings of this study aligned with Kahn’s (1990) employee engagement
theory. The study participants addressed the drivers and barriers of employee
engagement regarding engaging Millennial employees. The findings of this study
support the engagement theory and noteworthy strategies were discussed in the
emerging themes. The response from participants indicated the role of leadership as a potential driver in fostering employee engagement. Participants for this
study incorporated the following strategies to engage their Millennial workforce:
1) coaching through education, 2) rewards that improve engagement, 3) enhancing engagement through motivation, and 4) communication enhances
awareness and receptiveness. Kahn (1990) provided the basis for these findings
by yielding an understanding of factors that prevent employee engagement from
occurring. The barriers for incorporating engagement strategies noted in this
study included lack of interest, lack of motivation and support, and lack of
awareness, documentation, and receptiveness.
The themes of this study can be used to understand the importance of improving productivity and Millennial employee engagement by incorporating
strategies involving incentives, communication, and mentoring and coaching.
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The five managers I interviewed expressed the importance of communication
between managers and Millennials and each group’s need to understand one
another. Employee engagement theory provides a method to reach organizational goals, close the barrier of disengaged employees, and improve Millennial
employee engagement levels. An engaged employee works to improve the organization with their time and talents. Managers’ abilities to develop and implement employee engagement initiatives will encourage Millennials to be more
productive and stay with the organization longer (Book, Gatling, & Kim, 2019).
Managers can use employee engagement theory to understand the best engagement strategies better and apply them to understand and solve the barrier of
disengaged Millennial employees in the hospitality industry.

15. Applications to Professional Practice
The purpose of this qualitative multiple case study was to explore the strategies
that some hospitality leaders use to improve Millennial employee engagement.
Increased Millennial employee engagement is vital for the hospitality industry’s
overall strength and sustainability and determines productivity levels within
various organizations (Datta & Singh, 2018). As asserted by M2, Millennials
should understand that advancement in the industry involves a progression, and
hard work should further Millennials’ careers in the hospitality industry. The
generational disparity could continue to occur as a direct product of the workforce configuration as different generations continue to embody the modern-day
workforce (Lyons & Schweitzer, 2017). Managers who understand Millennial
employee engagement will have the ability to implement appropriate leadership
initiatives to increase engagement, performance, retention, and Millennial performance (Naim & Lenka, 2018).
Four themes emerged based on the interview responses and the analysis of the
central research question. The main themes included 1) coaching through education, 2) rewards that improve engagement, 3) enhancing engagement through
motivation, and 4) communication enhances awareness and receptiveness. The
interview responses provided an understanding of both strategies and barriers
that affect workforce engagement and employee perceptions in the workplace.
Hotel managers who effectively and consistently provide an improved quality
customer experience may increase profits and decrease Millennial employee
turnover (Kandampully, Zhang, & Jaakkola, 2018). The participating managers
all recognized and agreed that effectively engaging Millennials in the hospitality
industry would set some hotels apart by providing a better customer service experience.
These findings apply to business practices, as these themes could be applied to
other businesses as strategies managers can use to engage their Millennial workers effectively. In this study, managers emphasized that communication is the
most vital tool to breaking down barriers with Millennial workers; therefore,
other practices could foster effective communication strategies in the workplace
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and further engage Millennial workers. As recommended by M3, managers
could adopt visuals to enhance communication, show what the results from
performing a task look like, and explain what they plan to achieve with completing the task. Other managers could be straightforward and reinforce to Millennials that they are an essential part of the organization’s overall success. These
revelations are essential to developing healthy and robust business practices and
strengthening effective communication between managers and their Millennial
workers.
Study participants used specific strategies to foster a healthy work environment, increase innovation, and strengthen teamwork. Due to the increased
competition from other hotels and alternative lodging accommodations such as
Airbnb, hotels should use alternate ways and creative methods to continue improving strategies to engage Millennials (Apte & Davis, 2019). As M5 suggested,
managers could implement the use of incentives and recognition to engage Millennial workers. Millennial workers who feel that they are part of the hotel’s
success may feel encouraged to perform quality work and complete work assignments with pride, dedication, and speed. The increased knowledge of strategies to engage Millennials could enable managers to retain Millennials longer
and close organizational gaps in communication, strengthening customer service
and business practices (Woods, 2016). Effective engagement strategies are the
determining factor of excellent customer service and financial success in the
hospitality industry.

16. Main Contributions
Hotel managers who stay up to date with shared innovative engagement strategies and provide managers and Millennials the necessary training aids can
demonstrate practical initiatives to impact social change, motivate workers, and
decrease Millennial turnover. Unmotivated Millennial workers can have adverse
effects on an organization (Eisenberger et al., 2019), contributing to higher unemployment rates if the Millennial employee feels unappreciated. Employee engagement strategies can affect the sustainability of an organization (Al Mehrzi &
Singh, 2016). An organization can increase productivity among its workers by
understanding the barriers that prevent employee engagement. In addition, providing incentives to Millennial workers can create a positive work environment
among managers who understand Millennial employee engagement. Managers
who understand effective communication strategies can help create a positive
working relationship between themselves and the Millennial worker and ultimately create a healthier organization and better customer experience. Finally,
employee engagement strategies could improve the societal workforce, reduce
unemployment rates, and increase the US economy.

17. Recommendations for Action
Most organizations thrive after improving Millennial employee engagement.
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Improved Millennial employee engagement increases Millennial employee
productivity and enhances customer service. The strategies that the study participants shared could prove beneficial to any organization that employs a combination of multiple generations in the workforce.
My recommendations for action include sharing the participants’ years of experience shown through their successful initiatives to increase Millennial employee engagement. The first strategy includes introducing innovative training
initiatives to keep Millennials involved and engaged; these initiatives could potentially help organizations retain talented Millennial employees and increase
the customer experience for the organization. A second strategy is to implement
2-way communication between the Millennial employee and the manager. Millennials are more productive when included in the decision-making process and
given a thorough explanation of work processes. Another strategy for managers
to implement is to provide Millennial employees opportunities to advance their
careers and involve Millennials in the organization’s innovative initiatives. This
strategy shows the Millennial employee that the organization is investing in
them and confirms that the Millennial employee has a voice.
Managers who implement mentorship programs where the older generation
employees can work one-on-one with Millennial employees will allow both generations to understand each other better and give the Millennial employee the
inclusion opportunity they seek. Organizations can look for innovative ideas
from their Millennial workers to identify Millennial’s motivational needs and
identify what motivational initiatives management can integrate. Listening to
ideas from within the organization can be very beneficial, and managers must
tap into internal knowledge and resources.
Another initiative is to engage in off-site and non-work related activities that
require engagement through communication and teamwork. Activities such as
laser tag, team bowling, and even escape rooms are great ways for managers to
think outside the box and foster more camaraderie among their older generations and their Millennial workers. The strategies and initiatives from this study
may be of great interest to managers in the hospitality industry because Millennials are the fastest growing workforce.

18. Recommendations for Further Research
The recommendations for further research combine the exploration of other
business sectors, such as the public sector versus the private sector. The limitation in this study included the reluctance of managers who do not provide the
strategies they use to improve Millennial employee engagement. Future researchers may ask Millennial workers what strategies work best to improve Millennial engagement in the workplace. Furthermore, I recommend the research
expand beyond the geographic area of this study. The focus of my study was
eastern Virginia. The inclusion of other southern states may provide more information on strategies to engage Millennial workers.
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I recommend increasing the sample size and inviting other hotel chains to
gather additional strategies to increase Millennial employee engagement. I recommend a more in-depth inquiry of the participants’ backgrounds—such as
their education, length of time in the industry, and previous management experience—as an individual’s background could play a factor in their responses to
the questions and their approach to engaging multiple generations in the workforce.
I would recommend including Millennial managers, as Millennial managers
could provide different views as they reflect on their experiences while responding to the survey questions. Expanding on ways to improve Millennial engagement in the workforce can prove beneficial to organizations, as it will help organizations engage their growing Millennial workforce and the ever increasing
Millennial consumer base that will patronize their businesses. Finally, I recommend representation from participants with a minimum of 10 years in management. Individuals with more years in management may bring various strategies
to engage a multigenerational workforce and may have written the corporate
policy on how to engage a multigenerational workforce (Chawla, Dokadia, &
Rai, 2017).

19. Conclusion
The purpose of this qualitative multiple case study was to explore practical and
useful strategies hotel leaders can use to engage Millennial employees. Managers
who engage the Millennial workforce could benefit any organization by ensuring
that Millennials employees are included in organizational decisions, properly
trained, and communicated using innovative techniques. Productivity and customer satisfaction could increase as different generations understand each other
and feel essential within the organization.
Organizational leaders may consider facilitating training for managers to learn
more about communicating and motivating the Millennial employee. Employee
engagement usually occurs when individuals better understand their organization’s challenges and know how to address and correct them. The workforce
consists of multiple generations; therefore, organizations can benefit from providing employees with ways to communicate, motivate, and express work expectations without excluding a portion of the workforce. Managers should engage in open, honest, and encouraging communication with Millennial employees. Managers who listen to employees and encourage them to express themselves authentically promote healthy relationships and productive workplaces.
Organizational leaders may consider team-building activities in individual
departments and company-wide. Team-building activities are great mediums for
Millennial employees and managers to strengthen relationships within departments and throughout the organization. Leaders use team-building skills to introduce Millennial talents that may not have been noticed before, therefore allowing the Millennial worker an opportunity to display those talents. Managers
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can separate which strategies work best in different environments and decide on
the most useful approaches to engage their Millennial workers.
The strategies discussed within this study may serve as a framework for hospitality leaders to engage their Millennial workers. Hospitality leaders can expound upon these strategies to implement innovative programs to effectively
engage Millennials, increasing Millennials’ productivity and bettering customer
service experiences. Organizations that adopt an innovative approach to Millennial employee engagement will strengthen their workforce by retaining and attracting talented Millennial employees and potentially impacting organizational
growth and profitability.
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